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Preface

As more and more employers are discovering basic skills deficiencies in
their workers, they are beginning to seek assistance in how to establish
training programs to meet their needs. However, litde practical information
has been available on the actual how-to part of setting up workplace basics
programs. Our research has revealed that employers and other private and
public training providers could benefit from a manual that would provide
step-by-step guidance on establishing basic skills training programs.

The Workplace Basics Training Manual lays cut a blueprint for the suc-
cessful establishment and implementation of a workplace basics program.
The blueprint is based on an innovative concept called the applied
approach. This model was selected because it motivates learners by linking
learning to improved job performance. In wm, applied training may lead
to improvement in leamers’ careers and earnings, encourage leamner reten-
tion by requiring immediate and repeated use of newly gained knowledge,
and improve job performance by creating learning experiences based on
acwal job needs. The model includes everything from advice on how to win
irternal political support to the latest information on modifying an instruc-
tional systems design concept to fit the individual needs of a company.

The information in this manual represents only some of the findings
gathered during a thirty-month research effort thar. explored training prac-
tices among America’s corporate employers. Other findings are detailed in
three companion books published by Jossey-Bass: Workplace Basics: The
Essential Skills Employers Want, which explores both the theoretical and
practical aspects of the sixteen basic skills that employers say are essential
to success in the workplace, Training the Technical Work Force, and Training
in America: The Organization and Strategic Role of Training. In addition, the
project produced several booklets: Workplace Basics: The Skills Employers
Want, The Learning Enterprise, Train America, Training Partnerships: Linking
Employers and Providers, and The Next Economy (available from the Amer-
ican Society for Training and Development, 1630 Duke Street, Box 1443,
Alexandria, Va. 22313).

Tne American Society for Training and Development (ASTD), which
undertook this project in conjunction with the U.S. Department of Labor
(DOL), is a nonprofit professional asso =:ation representing approximately
50,000 practitioners, managers, administrators, educators, and researchers
in the field of human resource development.




Preface

How fthe Research Was Conducted

The ASTD-DOL research project team was made up of ten members: both
professionals and support staff. This team was greatly assisted by AS{D
members who volunteered their expertise and provided access to their
corporations. In addition, experts from the fields of economics, adult edu-
cation, training, public policy, and strategic management contributed anal-
yses that provided a contextual backdrop for our work.

In all study areas, including basic skills, we launched our work by
surveying the current literature, looking for trends and patterns; this effort
helped us to identify the leaders in various disciplines and to draw some
preliminary conclusions. We tested our preliminary findings on a cadre of
individual experts drawn from ASTD's membership and asked those mem-
bers to identify other experts and practitioners who might provide feed-
back and insights. We continued along this path, and our list of contacts
grew. From them we formed advisory panels that met during 1987 to advise
us on our direction and findings. We also built networks of more than 400
experts and practiticners (the basic skills retwork alone had 175 members)
who received periodic updates of findings and were asked for feedback.

Corporations and other private and public employer institutions were
tapped extensively to provide actual examples of successful training sys-
tems and practices. We conducted some on-site studies and much tele-
phone interviewing, using specially constructed ii.ierview instruments that
ensured we would gather uniform information. The resulting employer
snapshots are used throughout this manual to complement and illustrate
the step-by-step instructions.

After developing our first-draft reports, we enlisted more than thirty
experts and practitioners to review them and give their comments. Their
insights are reflected in this final version.

Who Shouid Bead This Manual

This manual is designed to provide readers with an understanding of how
to establish a workplace basics program. It contains political insights and
suggestions, as well as basic training methodology. We believe that it can
serve as a useful reference book, but it is primarily designed to be a tool.
When used in concert with our book Workplace Basics, it provides a com-
plete picture of the who, what, where, when, and how of basic workplace
skills training. Its intended audience includes practitioners and managers
responsible for providing private or public training programs; administra-
tors and instructors involved in the various basic skills (including literacy)
programs across the nation; business and management consultants; sec-
ondary, postSecondary, and adult educators (including vocational
educators).

Organization and Content

Readers should view this manual as an instructional aid. It is organized to
emphasize the step-by-step instructions it contains.

The Introduction explains what skills employers want and why, as well
as how to create a blueprint for success in basic skills instruction.




Preface xvii

How to Use the Mznual explains the format of this manual and what
various symbols mean throughout.

Step One explores how to identify job changes or problems related to
basic workplace skills.

Step Two charts 2 course for building managemeii and uiion suppori
for workplace basics training programs.

Step Three illustrates how to develop and present an action plan to
management and the unions, as well as giving guidelines for selecting
outside training providers.

Step Four outlines how to perform a task analysis.

Step Five explains how to design a curriculum.

Step Six examines how to develop a curriculum.

Step Seven looks at implementation of the program.

Step Eight expiores how to evaluate and monitor the program.

Each step also includes references and additional suggested readings.

The Glossary contains definitions of the key concepts used in the
manual.

Resources A and B profile wo actual workplace basics training pro-
gram experiences, at Mazda Motor Manufacturing (USA) Corporation and
at the Harrison Radiator Division of General Motors.

Resource C gives information on locating providers of basic skills
training programs and getting help in sewting up a workplace basics
program.

Resource D provides a samp:= form that can be used to request pro-
posals from potential providers.

Resource E provides generic curriculum guidelines.
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INTRODUCTION
Building a Training Program
Around Essential Skills

New technology. Participative managemenrt. Sophisticated, statistical qual-
ity controls. Customer service. Just-in-time production. The workplace is
changing, and so are the skills that employees must have to be able to
change with it.

But many workers do not have the workplace hasics essential for
acquiring more sophisticated job-related skills.

While not a new problem, deficiency in basic workplace skills is a
growing one. It is a challenge arising from a voladle mix of demographic,
economic, and technical forces. These combined forces are propelling the
nation towdrd a human capital deficit among both new and experienced
workers, threatening the competitiveness of economic institutions, and
acting as a barier to the individual opportunity of all Americans.

Our nation is facing a starting demographic reality that will be with
us for along time. The sixteen-to-twenty-four-year-old age group that is the
traditional source of new workers is shrinking; consequently, employers
will be forced to reach into the ranks of the less qualified to find their entry-
level work force. This means that an increasing number of entry-level work-
ers will come from groups where, historically, human resource investments
will have beeu deficient.

If that's w.ews to you, don't feel bad; it’s news to most. Americans are
predisposed to the view that there are too many qualified people and not
enough good jobs to go around. Our recent history encourages us to believe
that people are superfluous while machinery, financial czpital, and natural
resources are hard to come by. But things are rarely as they first appear:
Closely examined, the apparent excess of American workers proves illu-
sory. In the future, there will likely be oo few well-educated and irained
American workers looking for their first jobs.

Ironically, this demographic reality is on a collision course with the
idea that today's employees must be zble to understand and acquire new
and different skills quickly. As technology becomes more abundant and
instantaneously available worldwide, employees’ skills become an employ-
er's competitive edge. The workplace now demands that workers have
more than just a good command of the three R's. Employers want and need
workers with a broad set of workplace skills—or at least with a strong
foundation of basics that facilitates leaming on the job.

For employers, the basic workplace skills challenge has been slowly
coming into focus for some time. Inadequate reading, writing, and compu-
tation skills have been the first deficiencies to be clearly seen in the work-
place. Increasingly, skills such as problem solving, listening, negotiating,
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and knowing how to leam also are being viewed as essentials in short sup-
ply. Lack of competence in these basic workplace skills is a barrier to entry-
level employees, experienced employees, and dislocated workers trying to
adapt to economic and technological change within their companies.

Employer interest in improving basic workplace skills derives from
economic concern. When workers’ skills deficiencies affect the bottom line,
employers respond with training or replacement. But the time-honored
choice, replacement, is becoming less practical because the supply of work-
ers is shrinking. As more and more employers are compelled to “make”
rather than “buy” productive employees, employer interest in providing
training in basic workplace skills is growing.

Employee interest in skills development is growing too, because work-
ers are being challenged as never before. For those already employed, defi-
ciencies in basic workplace skills threaten adaptatior short-circuiting
successful job transitions and career growth. Employees find themselves
less supervised but more frequently called upon to identify problems and
make crucial decisions. The ground under them is shifting as the range of
skills needed for successful participation in this economy expands.

Perhaps the most devastating imnpact of basic workplace deficiencies
falls on the disadvantaged who are outside the economi~ mainstream,
struggling to get in. For those attempting to enter the work force and those
who have been displaced from their jobs, such deficiencies inhibit entry
into productive and well-paying work, further ensuring that those already
at a disadvantage will remain at the bottom of the economic ladder.

The “upskilling” of work in America is necessitated by technical
changes, the need for innovation, and a sense of heightened competition.
The picture is further complicated by the competitive challenges driving
companies to pursue an array of strategies that require adaptive and inno-
vative workers with strong interpersonal skills. Current business strate-
gies—such as collaboration through work teams, exemplary customer
service, and emphasis on quality—demand skills related to teamwozk, lis-
tening, goal setting, creativity, and problem solving.

Simultaneously, there is movement toward more participative manage-
ment as employers aggressively involve workers in decision making at the
point of production, service, or sale. In light of these trends, it is easy to
see that new skills must be applied if employees—and their employers—
are to succeed in the markerplace.

In fact, one might even say that a new kind of American worker is
being ordered up. This new worker will be expected to have a broad set
of skills that previously were required only of supervisors and managers.

For example, one industry ir: which jobs are in transition is banking.
Competitive shifts and new technologies have had a profound effect on the
structure, organization, and management of banks. A new customer-service
philosophy demands that traditional institutional and professional special-
ties give way to a one-stop-shopping approach for financial services.

Traditionally, a bank teller's primary role was to perform a series of
repetitive tasks (checks and money in, money out, tally reconciliation) very
well. Competitive pressures to satisfy the customer's wish for one-stop ser-
vices have expanded the role of jobs at the bank teller level to include advis-
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Building a Training Program Around Essential $"ills 3

ing customers on a wide range of customized financial services. Employees
in this new role are privy to diverse information previously in the domain
of midlevel managers, are empowered to advise customers, and are charged
with making judgment calls on the line—that is, at the point of customer
contact. Moreover, these employees are linked with data via computer ter-
minals and must have or learn a new range of skills for operating the equip-
ment to access relevant data quickly.

In short, to be effective in the workplace, this new bank employee may
not need the same degree of skills in a narrov: area of expertise but instead
must have good knowledge of a wide range of skills.

The Skills Employers Waont

So what are che skills—the basic workplace skills—that employers want?
They certainly still include the basic skills associated with forma' schooling,
such as reading, writing, and computation. But these are simply the tip of
the iceberg.

Learning how to leam is the most basic of all skills because it is the key
to lifelong leaming. Equipped with this skill, a person can achieve compe-
tence in all other basic workplace skills, from reading through leadership.
Without this skill, the learning process is difficult and frequendy inefficient,
frustrating would-be learners and leading them to give up on learning tasks.

From an employer’s perspective, an empioyee who kniows how to
lean—who knows how to approach and master any new situation—is
more cost effective because time and other resources spent on training can
be reduced. More importantdy, however, by applying new knowledge effi-
cieatly i job dudes, employees who have learned how to learn can greatly
assist an employer in meeting strategic goals and competitive challenges.

Reading, writing, and computation are, as has been noted, fundamental
to achieving success i de workplace. The workplaze of the past was one
where those with limited academic skills could stil! succeed because many
jobs required only the ability to learn a regularized or repetitive task with
lide or no machine interaction. In that fast-disappearing workplace, illit-
eracy and innumeracy could be hidden or ignored.

In contrast, today’s workers often interface with sophisticated, com-
puterized machinery. Operating thiat machinery safely and efficiently
requires good reading skills. And the introduction of measures such as
statistical process control (SPC) demands better employee mascery of high-
level computation skills. Meanwhile, writing often is the first line of contact
for interacting with customers, communicating with machines, document-
ing competitive transactions, and successfully moving new ideas from the
drawit.g board to the workplace.

America is fortunate in that the majority of her work. s are literate and
numerate. But frequenty employees cannot transfer these skills to the
workplace. Sometimes this is because workers are suddenly called on to use
mathematical principles they have not practiced for twenty years or more.
Sometimes it is because skills must be used in a different context from that
in which they were originally learned. So even when the base knowledge
is there, workers may lack undesstanding of how to expand and apply it.

- 26
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Reading and writing are not the only essential communicarion tools;
it is through listening and oral communication that we most frequenty
interact with others. Most workers spend much of their day in some form
of direct communication. In person and by phone, they communicate with
each other about procedures and problems and they relay information to
and receive it from customers and suppliers. Job success is strongly linked
to good communication skills. In fact, recent swdies indicate that only job
knowledge ranks above communication skills as a factor in workplace
success.

Employees who lack proficiency in oral communication and listening
skills are handicapped in both leaming and communication, which in tum
hampers their personal and professional development. Business leaders
estimate at deficiencies in these skills annually cost employers millions
of dollars because of exrors and lost, productivity.

An organization’s achievement of its strategic objectives often depends
on how quickly and effectively it can transcend barriers to improved pro-
ductivity and competitiveness. These pressures put creative thinking and
prblem solving at a premium on all organizational levels.

Problem-solving skills include the ability to recognize and define prob-
lems, to invent and implement solutions, and to track and evaluate results,
Cognitive skills, group interaction skills, and information-processing skills
are all crucial to successful problem solving. Creative thinking in the work-
place generally relates to creative problem solving or innovative processing.

Unresolved problems create dysfunctional workplace relationships.
Ultimately, these become impediments to an organization’s flexibility and its
ability to deal with strategic change in open-ended and creative ways. Con-
versely, an ability to come up with creative solutions helps an organization
move toward its strategic goals.

Organizations traditionally have viewed self-esteem, motivation, goal
setting, and employability/career development as skills an individual should
acquire outside the workplace. But the demands of today’s cvolving work-
place are influencing employers to recognize that when workers do not
have these skills, organizations must provide training opportunities to
build them.

Individual effectiveness in the workplace can be linked directly to pos-
itive self-esteem and motivation. A good self-image helps employees take
pride in their work. Workers' abilities to set goals and meet them are dem-
onstrated when production quotas are met or exceeded and when dead-
lines are met. Solid career development skills are evidenced by efficient
integration of new technology or processes, creative thinking, high produc-
tivity, and a pursuit of skills enhancement through training or education.

Significanty, employees who exhibit these skills increase their value
in the workplace and the marketplace. Employers value these skills because
their presence usually leads employees to successful job transitions and
effective training experiences.

Whenever people work together, successful interaction depends on
effecive interpersonal skills, focused negotiation, and purposeful team-
work. The quality of these three factors defines and controls working rela-
tionships. In the past two decades, the use of teams in the workplace has
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increased markedly because the team approach has been linked conclu-
sively to higher productivity and product quality, as well as to improved
quality of work life. And change strategies usually depend on the ability
of employees to pull together and refocus on a new common goal.

Finally, employers want employees to have a basic level of skill in
organizational effectiveness and leadership. To be effective in an organiza-
tion, employees need a sense of its workings and of how their actions affect
organizational and strategic objectives. A worker skilled in discerning the
forces and factors that may interfere with the organization’s ability to carry
out its tasks can become an accomplished problem solver, innovator, and
team builder.

Organizations are a tapestry of explicit and implicit power structures.
In the explicit structure, leadership is conferred and represented by tite
and authority. In the implicit structure, leadersuip is a delicately sculpted
image, crafted by cultivating the respect of peers and projecting a sense of
reliability, goal orientation, and vision.

At all levels, employers require employees who can operate effectively
within organizational parameters, assume responsibility willingly, and moti-
vate co-workers toward exemplary performance. Organizational effective-
ness and leadership skill, once identified with employees on the fast track,
are now basic ingredients for all workers up and down the organizational
hierarchy.

Taking the First Siep

The nation is already taking the first step toward addressing basic work-
place skills deficiencies. The voices of business and government leaders are
joined in a dialogue aimed at effecting damage control—at meeting the
challenge of basic skills deficiencies before the problem grows larger. This
challenge will be difficult to surmount unless policy makers and training
providers are equipped with the proper tools.

This manual and its companion book Workplace Basics: The Essential
Skills Employers Want are both intended to provide public- and private-
sector trainers and all human resource professionals with some of the tools
they need for meeting this serious challenge.

Public-sector providers ot training who work to enhance the skills of
economically and educationally disadvantaged clients can use this manual
to format their course work in a systematic fashion to meet the needs of
local employers. These providers should find steps One to Three particu-
larly useful in gaining an understanding of what kind of preparation and
skills it takes to sell a program to management. Steps Four to Eight provide
a clear example of how to go about establishing instructional course work
to meet the rigorous siandards of those who will eventually employ pro-

gram completers.
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Blueprint for Success: How to Creaie a
Workplace Basics Training Program

The model discussed in this manual is a framework for using wried-and-true
elements of training practice in an innovative fashion that better reflects
the needs of today’s workplace. This approach links three operational com-
ponents to create a new training model in which the whole performs more
efficiently and effectively than its parts. These components are:

* @ A plan: an in-house marketing plan to convince management and
union leadership of the need to be active in linking workplace
basics training programs to strategic planning and organizational
goals;

® A design: a modified instructional system design for developing
and implementing training programs; and

® A learning method: a job-specific, performance-oriented learning
methodclogy for training delivery.

Combining these three components results in an applied approach to
training in business organizations. This approach takes into account the
constraint of scarce dollars and the rapid pace of technological change and
marries them to state-of-the-art thinking about how to ensure that training
is appropriate and relevant, providing the best return on investment.

Throughout the post-World War 11 period, American military and
civilian employers have been experimenting with training practices that
might enable them to link training needs directly with job requirements.
This experimentation in the practical art of workplace training has evolved
into an applied approach. The strength of the applied approach is that it
strays as litdle as possible from the reality of the job and the employee. It
begins and ends with the individual on the job.

Research and experience in adult training tell us that an applied
approach works best because it:

® Motivates learners by linking learning to improved job perfor-
mance, which in tun may lead to improvement in leamers’
careers and earnings;

® Encourages leamner retention by requiring immediate and
repeated use of newly gained knowledge; and

e Improves job performance by creating leaming experiences based
on actual job needs.

Embedded in the applied approach is a pragmatic, work-based pro-
gram development and implementation system that can effect positive
changes in employee behavior. This practical and systematic training
methodology  a result of the coming together of two factors: employers’
needs for trainirg programs that will consistendy improve employee job
performance, 2nd emergence of a systematic method for the design, devel-
opment, and delivery of training,

The applied approach methodology first proceeds in a step-by-step
fashion to measure the gap between job requirements and employee skills.

23




Building a Training Program Around Essential Skills 7

Then human resource professionals create training programs that, when
fully operational, are able to translate each job's separate duties and tasks
into practical learning experiences that successfully reduce or eliminate
employee skill deficiencies.

The following are brief descriptions of the applied approach activities:

® Investigate in broad, comprehensive terms which jobs and work-
ers need training because of changes in the nature of the work
or as a result of emerging workplace problems.

@ Advocate (a two-step process) support of 4 training program to
management and senior union officials as an integral part of the
strategic planning and goal-setting process.

® Analyzc jobs and tasks to determine where the need is and
thereby determine what training should focus on.

© Design the program’s instructional content, related performance
objectives, and criterion-referenced tests. Determine the content’s
structure and sequence, decide on documentation, and plan for
program evaluation.

© Develop objectives that represent the actual learning activities
workers need 0 master and develop documentation and evalua-
tion instruments that measure training’s impact on improving an
employee’s job effectiveness.

o Implement the program while trying out and revising materials,
expanding program publicity, and putting support systems in
place.

® Evaluate the program: first, through program monitoring that pro-
vides continuous feedback on how well leamers are meeting
training objectives on a day-to-day basis; and about three months
later, through a program evaluation procedure activated after
learners are back on their jobs and have had opportunities to put
their newly gained skills into operation.

At first glance, these stages may appear to be separate and distinct, but
in practice they are only roughly sequential. At a given stage of training
program development, a particular activity will dominate, but all the activ-
ities exert significant and continuous influence throughout. The stages,
therefore, should not be viewed as totally independent from one another.
Rather, they are dynamic and interactive like the changing patterns of a
kaleidoscope.

For example, the interpretation of a needs assessment will inevitably
have to be rethought as new knowledge is acquired during design and
implementation. Evaluation of training’s effects on actual job performance
will invariably test not only training program design and implementation
but also the interpretation of the original needs assessment.

As an applied training program moves from inception through to
completion, emphasis will rest on different roles played by personnel
charged with program responsibilities. Although different roles dominate
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at different stages of the process, the talents and perspectives implicit in
each role thread their way in and out as needed.

Inidally, the talents of an investigator are needed for front-end analysis
of the need for, and appropriate size of, a training program initatve. If
initial investigation indicates that a significant training effort is required,
then the organizational skills of an advocate are used to secure manage-
ment and union approval, acceptance, and action. Next employee support
must be won. Once the support of employees, management, and the unions
has been secured, training experts will need to conduct a task analysis and
to design, develop, implement, and evaluate the training program. These
activities require training specialists with skills and experience in the areas
of design, development, implementation, and evaluation.

The chart on page nine graphically displays the applied approach to
creating a basit workplace skills training program. In the following chap-
ters is an in-depth, step-by-step discussion of what is involved in prepar-
ing, promoting, and operating such a program.

Case Studies, at the conclusion of the manual, provides a description
of how two companies, Mazda Motor Manufacturing (USA) Corporation
and Harrison Radiator Division of General Motors, used the applied
approach as a proactive strategy for ensuring quality production.

The steps discussed in the manual need not be carried out in the exact
format presented. But progressing through all the steps in some logical
order will significantly increase the likelihood of establishing and imple-
mentng a successful workplace b sics program. As in baseball, to score a
home run, you must touch all the bases!

Resource C provides separate generic training outlines for each of the
sixteen skills discussed in the introduction.
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Blueprint for Success

Step 1:

Step 2

Step 3:

Step 4:

Step 5:

Step 6:

Step 7:

Step 8:

Identify Job Changes or Problems Related to Basic Workplace
Skills

® Assess the extent of the need for training because of job changes
or problems

Form a company-wide representative advisory committee

Perform a job analysis for selected jobs

Document employee performance deficiencies on the selected jobs
Identify population to be targeted for training

Build cooperation with unions

Bulld Support for Tralning Through Alliances with Manzgement
and Unlons

® Make the case for skills training in workplace basics
® Build support for skills training in workplace basics

Present the Strategy and Actlon Flan for Appreval

® Present the strategy and action plan for training

o Select a training program architect: in-house staff versus extemal
providers

Perform a Task Analysis

® Perform a task analysis

¢ Determine whether to select a quick route through task analysis
and determine which process is most appropriate

© Review the generic elements of the task analysis process

Design the Cumriculum

® Design performance-based, functional context instructional program
@ Design evaluation system

¢ Design documentation and record-keeping system
® Obtain final budget approval to implement

Develop the Program

© Preparé the instructional format

© Select instructional techniques

e Select facilities site and designate equipment requirements
© Develop evaluation and monitoring instruments

Implement the Program

® Select and train the instructional staff

® Develop a leaming contract: yes or no?

© Run pilot test (optional)

Evaluate and Monitor the Program

® Carry out initial evaluation

® Begin on-going program monitoring

® Advise and consult with management on program status
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How to Use the Manual

The different elements in this manual are designed to make it easy to use,
both as a reference on specific topics and as an instructional text on how
0 design a workplace basics skills training program from beginning to end.
The symbols and conventions used to indicate the different elements in the
manual are listed below.

Major headings are printed in blue boldface type.
Secondary headings are in black boldface type.

Chapters/Steps: Edch step in Designing a Workplace Basics Skills
Training Program is discussed in a separate chapter. The page numbering
tells the reader the step and page number.

Learing Objectives: Each chapter begins with a set of learning objec-
tives that describes what the learner should know or be able to do as a result
of reading and using the materials in that particular step.

Case Study: Case studies are provided to give the manual user some
real-life examples of experiences of other organizations or corporations.

Examples: Examples are provided to illustrate a particular point or to
provide several alternative approaches to a similar task.

Checklists: Checklists are provided to help the manual user review
material just covered or to ensure that the user has considered every step
in a multistep process.

Tables: Tables are provided to supplement the text with an experiential
exercise so that the user can work through a particular process firsthand
and beter understand how a particular task or activity is accomplished.

The Remember Box eiterates an important point made in the text so
that the user's memory will be refreshed before moving on.

Definitions: A definition is pulled out of the text where the word is first
used and is italicized for easy reference.

Glossary: Terms are defined in the glossary at the end of the manual.

Resources: Resources are located at the end of the manual and provide
relevant supplemental material.

References and Suggested Readings: References and Suggested Readings
are located at the end of each step to provide the manual user with addi-
tional resources on the topics covered.

A Notes section is provided at the end of each step so that the manual
user can: have a place to jot notes for further reference.
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STEP ONE
Identify Job Changes

or Probiems Related

to Basic Workplace Skills

Learning Objectives
The reader will be able to:

1. List the circumstances under which basic workplace
skills problems are likely to become apparent.

2. Determine the composition of a representative
advisory committee for the basic workplace skills
training program.

3. Establish a process for selecting members of the
advisory committee.

4. Develop 2ud implement a plan for winning employee
acceptance and support in both union and nonunion
situations.

5. Develop a job description.

6. Select jobs for an in-depth analysis.

7. Document employee performance problem..

8. Identify populations to be targeted for required or
voluntary basic workplace skills training,

9. Develop a plan for building support and cooperation
with the union.

o
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Needs analysis is a system-
atic process for determining
and ordering goals, measur-
ing needs, and deciding on
priorities for action.

Building Management and Union Support 1.3

Introduction

To win management support for training in basic workplace skills, there
needs to be a front-end job review to identify job problems and job changes
that may require new or up-graded training, This is a preliminary needs
analysis.

A job review is the process of gathering, recording, and analyzing job
descriptions and job performance information necessary to make good
training decisions. The results of a good job review can be critical to the
proper allocation of an institution’s limited training resources in a manner
that will contribute to the achievement of its strategic goals. Useful research
data are relevant, accurate, current, and sufficient (Silver, 1985, p. 17).

The job preliminary review is the equivalent of an in-house marketing
research effort. It is generally initiated as a response to two basic circum-
stances:

¢ Uncertainties about performance that may be the result of basic
workplace skills problems reported on a case-by-case basis, or

¢ Broader institutional performance needs.

Often managers, supervisors, or employees observe and report prob-
lems or employee behavior patterns that indicate the presence of one or
more basic workplace skills problems. Problems may become more appar-
ent when employees try to:

¢ Meet new regulatory requirements,
o Adapt to technological or procedural changes, or

e Comply with policies designed to advance new corporate
strategies.

Where organizations have institutionalized basic workplace skills
training as an employee benefit, individual employees will be less fearful
of losing their jobs and often will report their own problems and seek
assistance.

General Motors: Employee-Reported Skills Problems

Ten thousand employees at a General Motors plant in Ypsilanti, Mich., were
polled to determine what kind of basic skills training they thought would be help-
ful. The pollsters helped workers who had trouble completing the questionnaire.
Of the 5,700 who responded, 22 percent said they needed training in “under-
standing simple words, signs, and labels,” and 31 percent asked for help in
understanding "basic written directions, charts, and procedures.” The plant man-
agement and local union leadership both thought the assessment to be accurate
{Ross, 1986, p. 49).

The four examples given here show the kind of new regulatory
requirements, changes in job requirements, and institutional and strategic
goals that a company might have to respond to by training employees.
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Examples

The investigator explores
the nature and scope of
all reported problems in

order to determine an
appropriate response.

Stey One
r vulations
-supational Safety and Health Administration
re. »& using particular kinds of harardous substances
be tra. " ety procedures for both the use and disposal of the

materia's _ere are also monetary considerations. Ch rysler Corporation
estimated that it saves $1.3 million by training workers about the dangers
of hazardous substances in the workplace (U.S. Congress, Office of
Technology Assessment, 1988).

Fair Hiring Practices

If the regulations concerning discrimination in hiring on the basis of sex
or race were altered, employers would have to ensure, probably by train-
ing affected personael, that the regulations were undarstood and
followed.

New Technology

When a company changes from manually operated to computerized
tools, machine operators must acquire a whole new set of abilities that
may require training in basic workplace skills like reading, problem solv-
ing, and computation.

Quality Circles or Work Teams

A decision by management to move toward more employee participation
in decision making through quality circles or self-directed work teams
will change workers’ jobs in a way that may require training in commu-
nication and interpersonal skls.

The Investigator: Assess the Extent of the Problem

After the initial report of a basic workplace skills problem, the basic work-
place skills investigator’s role takes center stage. The investigator assesses
the extent of the basic skills problem and may ascertain that a training
remedy is necessary and cost effective.

First, however, the investigator must discover whether the reported
problem requires a comprehensive training effort or whether an alternative,
and perhaps less expensive, remedy will be just-as effective.

Self-reporting and special case reporting of basic workplace skills
problems are often the most obvious clues in a basic workplace skills inves-
tigation. But there are other, more subtle clues.
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Pre*renting Accidents at a Public Utliity

In one public utility, employee accidents occurred regularly despite extensive
posting of warnings in dangerous areas. Management first assumed a basic
literacy problem. But a thorough investigation revealed that the employees had
grown so accustomed to the sight of the warning signs that they no longer paid
them any attention. vWhen new, eye-catching color signs were substituted for old
black and white signs, the incidence of accidents declined markedly. Changing
the signs was apparently effective and certainly less expensive thap providing a
basic workplace reading program for employees who did not really need it.

Reports of quality problems or safety and regulatory violations should
be examined with an eye toward uncovering basic workplace skills prob-
lems. Any substantial change in work requirements that might increase job
skill requirements is equally deserving of an investigator's attention.

It is critical that the investigator explore the nature and scope of all
reported problems in order to determine an appropriate response. When
examining a self-reported case of basic workplace skills problems, the
investigator must determine if the individual report should be regarded as
an indication of more pervasive problems.

Duke Power Company: Reactive Response

When Duke Power Company was ending its construction phase, it wanted to
retain some 01 the construction workers for maintenance jobs inside the plant.
The prospective employees, however, could not pass a written test mandated

by the Nuclear Regulatory Commission and the company, even after it was
extensively rewritten. Duke Power set up a task force to look into the literacy
problem and is developing a job-specific program aimed at employees who do
not have the skills they need, as well as at other employees whose jobs have ris-
ing skill requirements (Lee, 1988, p. 32).

Allowing these problems to go undetected and uncorrected could
threaten other crucial areas of an organization such as safety and regula-
tory compliance, the ability <0 adapt successfully to institutional changes,
achievement of institutional strategies and goals, or the career develop-
ment of broad classes of employees.

This means that an investigator will always need to move from a
reactive to a proactive role in order to ascertain the true magnitde of the
problem.
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Step Ore

General Motors: Proaclive Response

In 1984, General Motors (GM) underwent a massive reorganization that included
its automotive assembly division. The divisional reorganization and introduction
of robotics systems required extensive training to prepare plant personnel to
operate, maintain, and repair the new equipment. After trying a combination of
resources to provide the training, GM developed an in-house instructor team that
over a two-and-a-half-year period trained 200 production-oriented personnel and
over 200 skilled tradespeople in operating and troubleshooting. One of the most
important |essons leamed was the value of providing basic training to employees
prior to equipment-specific vendor training (Casner-Lotto and Associates, 1988,
pp. 188-199).

Formalize the Represenis, ‘ive
Advisory Committee

When an investigation is initiated that could affect employee job status, an
investigator must be sensitive to the possibility of an adverse reaction to the
process. Any action taken in conjunction with work in progress, such as
observing employees on the job or going through their work records, could
be misconstrued as having a possible negative impact on job security.

As a protection against such misunderstanding, a formal representa-
tive task force or advisory committee should be formed to oversee the
analysis, design, development, implementation, and evaluation process.
This should help to build acceptance company-wide for the training
program.

The composition of such a committee will vary from company to
company. Typically these committees include representatives from training
and human resources, department heads and supervisors directly affected
by the program, plant managers, union or other employee representatives,
and employees themselves,

A balanced committee will ensure the input of all points of view, from
top management who are familiar with the company goals and policies to
the relatively inexperienced worker who knows firsthand the specific learn-
ing needed to successfully perform on the job. Checklist 1 gives the range
of personnel you should consider including on such a commitee.
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Checkilist 1. Members fo Include on a Workplace Baslcs
Advisory Committee.

O Training department representative

O Human resources department representative
O Manager or assistant from affected department
O Front-line supervisor(s)

O Union steward or representative

O One or two respected, experienced workers

O One or two skilled, exemplary workers

O One or two enthusiastic, newer workers

The announcement that the company is exploring the development
of a basic workplace skills training program should highlight the estab-
lishment of the formal advisory committee to oversee the project.

The announcement should include the items listed in Checklist 2.

Checklist 2. information to Include In the Announcement.

O The general make-up of the committee

O The size of the committee

O The committee’s assignment

O The approximate work schedule to projected date of completion
O The selection process

The process must not appear to be prejudiced or closed, giving the
whole project the appearance of preselection and manipulation. One
should not be able to say, “They have already made up their minds. Why
should I get involved?”

It may even be désirable to invite a skeptical person from any level of
the organization to serve on the committee. Involvement is the surest way
to convert negative, destructive energy into positive, constructive action
and suppot.

This is, of course, a judgment call that should be made only with
great caution. The project leader should consider in making this decision
that such people are likely to serve only if they have some real interest in
the project that can be channeled in a positive direction.

Keep the committee relatively small at first so that you can show
flexibility by adding interested and qualified personnel who might later
express a desire to participate.
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Step One

Remember, it is better to have to expand the group because of growing
interest in the project than to be forced to proceed with a smaller-than-
announced group because of apathy toward basi~ workplace skills training,

Demonstrating flexibility at this point can establish a spirit of open-
ness for the entire project that encourages involvement and SUpPpOrt.

When the committee has been formed, make a Dositive announce-
ment with a restatement of its goals and anticipated schedule of work.
ChecMlist 3 lists the questions that need to be answered when selecting an
advisory committee.

Checklist

Checkiist 3. Advisory Committee Selection Process
and Considerations.

[J Has administrative clearance been given for people to work on the
project?

O Has the approximate numbe: of personnel on the committee
been determined?

0O What mechanism(s) can be used to ensure that the announcement
is circulated to all affected personnel at about the same time?

0 Is it clear to whom and by when interested peopie should respond?
Keep in mind that it may be necessary to ask certain key people to
participate. It is often not enough just to offer the opportunity.

O Is the selection process clear?

O Does the committee composition have the balance suggested in the
previous list of committee members?

O Does the committee include more than just expzerienced workers?

0 Are the individuals under consideration relatively confident, open, and
communicative?

"] Can they relate well both up and down the organizational hierarchy?
O Are any of them threatened by authority?

O Do any of them have a history of personal animosity toward
one another?

O In a union situation, has the union been sufficiently involved in the
selection of employee representatives so as not to endanger its sup-
port of the project?

O Are different work sites adequately represented?

Once the advisory committee is formalized, a core group from the
committee should be designated the task analysis subcommittee.

People with expert knowledge of the job to be analyzed should be
designated as members of the job-specific review coramittee. This second
committee will review the work of the task analysis subcommittee to
ensure that it is correct. These committees will validate the final task
listing for each job or job family in their own areas of expertise,
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Win Employee Acceptance and Supporit

Besides including employee representatives on the committee, it is essential

to begin and follow through on a strategy for gaining employee acceptance.

Itis politically and strategically essential to gain the support of all employees.
Some ideas for approaching this task might include:

® Make the program highly visible. Use internal newsletters, union
and employee representatives, and other communications sources
to let employees know that a new training program will be devel-
oped for implementation at a given start-up date.

® Include an address and telephone number where employees can
obtain more detailed information.

® Brief union and employee representatives. Use union or other
employee representatives who are knowledgeable about the pro-
gram to allay any fears that this and related activities will have a
negative impact on employment status.

o Emphasize positive aspects of the program:

a. Characterize the program as an effort to improve company-
wide technical readiness,

b. Characterize the program as an effort to offer employees
a chance for improving their promotion possibilities, and

c. Characterize the program as an effort to maximize limited
training dollars to improve both company and individual
performance.

People are motivated most strongly by self-interest, either for defense
(keeping what they have and value) or for gain (achieving something they
want).

The most successful strategy will, therefore, address the employees’
needs for job security, personal growth, career advancement, recognition,
and so on, as well as addressing the company’s future well-being.

The future of the company should also be important to the employees,
but it should be explained from their point of view.

Employee Support in & Uniun Sifuation
To gain employee acceptance and support in a union situation:

e Contact the union through the appropriate official. An under-
standing of the union’s structure will be necessary to determine
whether this should be a steward or a higher official in the

union.

 Approach the initial meeting with the union with an open mind.
Announce in general terms what is contemplated in basic work-
place skills traiuing and also indicate that both the union’s
acceptance of the program and its participation and support are
sought.

You might ask whether the local’s national affiliate headquar-

ters has a training or education department that could assist with
the project.

. ERIC i
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Step Une

® A subsequent meeting with the union would be useful to broaden
its involvement in the project. Include shop stewards and rank-
and-file members who might contribute to the project.

Although the company may indicate its intention to involve the most
productive, or most successful workers, it would be unwise to attempt to
dictate to the union specifically whom it should bring to such a meeting.

® Work with the union in announcing the program to the workers,
Joint communications would, of course, indicate clearly that the
union and employer are collaborating on the project.

See Table 1 later in this chapter (p. 1.20) for further details,

Employee Support in a Nonunion Siuation

The chain of command in the company must, of course, be respected when
seeking to win the acceptance and support of workers for the basic work-
place skills training program.

When there is no formal union structure, it will require some sensi-
tivity on the part of the trainer to avoid the appearance of management co-
optation. The enthusiastic involvement of the workforce requires that there
be not even the suggestion of worker manipulation,

Amrempt to identify the natural work leaders, those who have won the
respect of their co-workers and whose support will draw a positive
response to the projest from their peers. The emphasis should be on the
opportunity to participate in a new and exciting program.

The process might go as follows:

1. Speak with supervisors to:

a. Identify exemplary workers and
b. Suggest possible work leaders.

2. Announce purpose of basic workplace skills program:
a. Voluntary or required,
b. Nonevaluative,
c. Designed to improve worker satisfaction and productivity.

3. Outline employee participation and involvement:
a. Advsory committee,
b. Frogram design,
c. Instruction,
d. Program review and revision, and
e. Program evaluation.

4. Part.cipation in project activities is:
a. Lesirable and
b. Voluntary.

5. Method of contact:
a. Meeting and/or
b. Questionnaire ors .y,
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A job analysis is a process
designed to determine
whether a basic workplace
skills problem exists that
warvants ¢ special training
effort for a substantial
number of employees.

A job desaription is a tool
for describing general infor-
mation about what a person

does on a job and the con-

ditions under which she or
he works. It is composed of
a number of duty state-
ments, that is, statements
that describe a worker’s
major job duties and
responsibilities.
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Perform a Job Analysis

Once the preliminary needs analysis has verified that a particular job sit-
uation needs attention, the next step is to analyze a current or future dis-
crepancy between what is and what ought to be. This process, the job
analysis, is phase two of the needs analysis.

Job description research and analysis does not require a heavy up-
front commitment of staff or dollars. The activity can be carried out by iz-
house personnel with some experience in job analysis,

If no experienced in-house person is available, a specialized provider
can be hired to perform this limited task at relatively litde cost.

In larger companies job descriptivns are normally found on file in
company personnel offices. Companies that do not maintain job descrip-
tion files can find adequate substitutes in the Dictionary of Occupational
Titles, published by the U.S. Department of Labor, or through a literature
search on job descriptions developed by other companies in their industry
or related industries.

It may turn out that existing job descriptions no longer fit the work
being done. In that case a new analysis may need to be undertaken (see
Step Four).

The difference between the job analysis at this point and the task
analysis described in Step Four is mainly one of detail. The objective of the
job analysis is to determine in broad terms whether a basic workplace skills
problem exists of a magnitude large enough to consider mounting a spe-
cialized training effort for a substantial number of employees.

The purpose of gathering this preliminary information is to have a
strong case 1o present to management. If management approves the devel-
opment of a new training effort, then a more detailed task analysis will need
to be undertaken. The focus of the subsequent task analysis is to determine
precisely the behavior necessary to perform appropriate learning objectives.

Job Descripfion
A job description is a tool for describing general information about:
e What a person does on a job, and

o The conditions under which she or he works.

It is composed of a number of duty statements, that is, statements
that describe a worker’s major job duties and responsibilities.

The example given here is a generic description of the duties and
responsibilities for the position of machinist.
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Step One

Mcchinist 600-280.022

Sets up and operates machine tools and fits and assembles parts to
make or repair metal parts, mechanisms, tools, or machines, applying
knowledge of mechanics, shop mathematics, metal properties, and
layout and machining procedures. Studies specifications such as blue-
print, sketch, damaged parts, or description of parts to be replaced to
determine dimensions and tolerance of piece to be machined, sequence
of operations and tools, and materials and machines required. Measures,
marks, and scribes dimensions and reference points to lay out stock for
machining. Sets up and operates metal-removing machines, such as
lathe, milling machine, shaper, or grinder, to machine parts specifica-
tions using measuring instruments, and so on (adapted from U.S.
Department of Labor, 1977, p. 488).

Obviously, a job description is only the outline of a job. It does,
however, provide enough information for determining what is essential to
perform competently in a pardcular job.

The next step is to match the duties that make up a job or family of
jobs with the basic workplace skills required to perform these duties. A
preliminary analysis of the machinist’s job description would indicate that
certain basic workplace skills are required for competent performance
including:

® Problem solving—the worker must be able to select the proper
tools and the appropriate machines;

® Reading for technology—the worker must be able to interpret
plueprints and read precision instruments; and

* Computation—the worker must be able to apply principles to
shop mathematics.

A job description provides only a guideline for determining whether
there is a discrepancy between the written statements that describe what
a worker ought to be doing on a job and what an employee acwally does
on a job.

Job Identification Phase

During this preliminary job identification phase, it is particularly important
how jobs are selected for analysis. When employees or managers report
basic workplace skills problems, jobs targeted for further analysis are at first
limited to those of the self-reported or manager-reported employees. If an
investigator is satisfied that a basic workplace skills problem is restricted
to those idenified jobs, the selection process ends and a limited training
opportunity may be implemented.

If an investigator suspects that the reported problems are indicative of
a larger problem, it is appropriate to select further jobs in order to verify
the information.

Wher. cerain jobs are flagged from outside a department because
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they affect organizational performance, selection of these jobs for further
analysis depends on how important they are to meeting institutional goals.
If basic workplace skills problems can be isolated and identified as having
a significant negative impact on company performance, then the selected
jobs should be those that demonstrate a strong likelihood for improving
that performance. For example, if there is a concem that basic workplace
skills problems are resulting in production of defective products, then jobs
most critical to correcting those defects should be analyzed.

Document Employee Performance Problems

Once relevant job descriptions are compiled, the basic workplace skills
investigator gathers information about the performance levels of individual
employees or groups of employees who work at the selected jobs. The
investigator then compares the written job skill requirements against each
employee’s performance on the selected job in order to make a preliminary
determination as to whether worker performance, in the aggregate, maiches
the requirements listed in the job description.

The investigator must take into account the skill levels required for
each pay step within the job family. Using the machinist as an example,
pay step three may require only skill at hand lathe operation, while pay step
nine may involve mastery of a numeric control machine.

Information about an employee’s basic workplace skills and educa-
tional background can be obtained in various ways depending upon the
original purpose of the basic workplace skills investigation and the veactive
or proactive approach of the investigator. All current employees in jobs
critical to the performance problem are candidates for review. If the per-
formance problems of prior job holders are consistent with those of current
job holders, both will be useful in providing clues. At a minimum, the skill
profiles of prior job holders provide a useful and nonthreatening starting
point for an analysis of the basic workplace skill requirements for a partic-
ular job family. Depending on available financial resources and time con-
straints, an investigator may review employee performance using one or
more of the following tools:

e Anecdotal information obtained through informal conversation
with workers, union representatives, and supervisors discussing
their perceptions of skills and proficiencies needed to perform
a job competently;

o Selected observation of behavior by training department members
who are skilled in observational analysis;

¢ Oral or written questionnaires developed and administered by
the training deparunent;

e Union grievance records or other legal records accessed through
requests for information from the union or legal department;

e Performance appraisal records accessed through the personnel
department; and

e Compensation records accessed through the personnel depart-
ment. These provide accurate tallies of how many people do
what and what they arz paid.
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Step One

At all times it is of utmost importance to provide and maintain con-
fidentiality and to publicize this fact.

Basic workplace skills problems may become particularly obvious
when the job responsibilities of workers are changing. The investigator
should look for situations where new responsibilities may require addi-
tional skills on the part of employees like those in the examples given here.

Examples

Government Regulaiions

New government regulations require emission control tests on auto-
mobiles. The employees of a chain of auto repair facilities need to
learn how to operate new specialized equipment, how to carry out
proper procedures for determining whether a given vehicle passes the
test, how to complete the required forms correctly. and how to advise
customers of necessary corrective action.

Auto Repair

The responsibilities of repairing automobiles have changed so dramati-
cally with the introduction of computerized devices to replace mechan-
ical ones that the job title has been changed from auto mechanic to
automobile service technician. Rather than searching for the broken
part, the technician uses computerized analysis to determine what
repairs are necessary.

Health Care

The increased use of outpatient procedures in the health care industry
requires employees to be able to read and explain complicated follow-up
directions to patients before they go home.

Automated Tools

A small manufacturing company is changing over from hand-operated
to automated machine tools. The new job description reveals that
employees must be able to read and apply directions from the operator's
manuals for the machines and perform conversion to metric values.

Banking Deregulation

Banking deregulation leads a savings and loan to offer new services to
its customers, Job descriptions reveal that new terminology, procedures,
and decisions must be learned by employees so they can deal with the
changes.
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The beginning of job description development and preliminary
determination of employee problems should be carried out with care;
good documentation must be Mmaintained. These records may later be
useful to:

® Help target the jobs and populations for which a new training
program will be developed, if a training program is
recommended;

@ Support a request for allocating funds for a new training pro-
gram; or

® Satisfy a union or employee representative’s request for back-up
information verifying that employee skills problems are significant
enough to warrant establishing a new training program.

If the evidence demonstrates that individual job performance is
related to problems in basic workplace skills, a training plan should be
presented to management that dezails the corrective action necessary to
rectify the problems.

Identify Populations to Be Targeted for Training

Although curriculum design will be strongly influenced by a careful analysis
of the jobs and the targeting of performance problems, it will also be heavily
influenced by the population identified to receive the training.

There are circumstances in which a company will need to train all
employees in a given job classification, such as the introduction of a new
technology, a new service, or a new operating procedure (required training).

In other situations, when management, supervisory personnel, or the
workers themselves have identified a problem, training may be offered to
a group of employees (voluntary training). In either case, certain funda-
mental principles of adult learning need to be applied if the training is to
be effective:

© Adults resist leamning anything because someone says they
should. They need to have an inner motivation to develop a new
skill or acquire new knowledge.

e If employees themselves are satisfied with the status quo, they
will feel litde need to change.

& Adult learners need to see how the situation concemns them, how
the training will be directly helpful to them, and how it will pay
off for the company.

So, whether the training is to be required or voluntary, sell it to the
employees. The best-conceived and best-delivered program will fail if the
trainees do not buy it.
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Step One

Populations for Required Training

A major issue for any company providing training is whether it ought to
be required. Required training often raises fears among employees that the
training is a management scheme for weeding out the less effective merabers
of the work force. Unless required training has employee support, cooper-
ation is likely to be nonexistent, especially in a unionized instirution.

A training plan must be carefully introduced to demonstrate relevance
to the jobs in question and to head off any legal issues that might be raised.
It is likely that employees will participate enthusiastically if the training is
consistent with the gcals of the work teams as well as with individual career
development goals.

The way in which required training is presented is very important.
The word required can have several different meanings. For example;

® New technology is changing the namre of the jobs, and training
is required to maintain employee skills;

® Possibilities for employee promotion will require additional train-
ing; or
° A new approach to production is being implemented, and

employees will be subject to job reclassification that requires
additional skills.

There are many ways in which required trzining can be introduced.
One example is cumendy popular among high-tech companies. It is
referred to as learning by objectives (LBO). A manager and an employee sit
down together and negotiate in advance a written agreement on the train-
ing the employee will undertake in the coming year. At the end of that year,
they review the outcomes and decide if any further training is necessary.
Both parties understand that the employee’s career will be shaped and
furthered by these decisions.

In addition to LBO, some other ways to provide positive reinforcement
for required training are to:

¢ Assure employees that the company values them and that s why
the program is being offered;

® Ensure confidentiality of all records;

® Avoid any public characterizations that expose personal
problems;

s Appeal to the employees’ pride in working for an innovative, up-
to-date organization; and

® Point out choices the training will open for employees.

Positive and Negative Moftivating Tools

There are a number of reasons workers might become motivated, some of
which are positive and some negative. Here are some examples:

o Job security and other factors. Job security is an especially critical
issue for workers today. It is fine to talk of oppormunities for pro-
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motion and advancement, but almost everyone knows that there
is currently a steady upward shift in the basic skill requirements
for well-paying jobs. Keeping something they value (a well-paying
job) offers workers strong motivation for training,

Other negative-sounding but very real motivators are: fear of
loss of self-esteem, guilt at not performing as well as one’s peers,
failure to achieve accepted standards, and being unsuccessful at
reaching career and personal goals.

These factors should not be underestimated. Some individ-
uals are not moved to action by anything other than fear of fail-
ure. Management and supervisory personnel should be very
forthright about the possible consequences for workers who do
not take advantage of training opportunities to upgrade their
skills. Do not allow them to complain later that “no one ever
explained it to me that way.”

e Employee-identified need. Required training is particularly effective
if the need for it is identified by the employees themselves.
When a study team at Onan Corporation in Minneapolis, Minn.,
asked the workers to assess their own readiness for dealing with
new technology being introduced, 60 percent indicated they
needed help in reading blueprints and specifications. And when
the firm offered technical courses to prepare them for the auto-
mation, many individuals could not complete the prelirinary
survey instrument (Lee, 1988, pp. 30-31).

® Supervisory support. Supervisors should be informed about the
purpose and content of the program. Their support can be
invaluable in convincing workers that the training will be useful.
Similarly, their interest after the training is completed will
encourage workers to apply their new skills and knowledge to
the job.

On the other hand, supervisors’ lack of knowledge and sup-
port will send a strong message to workers that they view the
training as an intrusion and really do not expect much change
or improvement to result.

Populations for Voluntary Training
Voluntary training falls into two categories:

e Training for professional growth and development, which is
related to the individual’s career or job; for example, upgrade
training in computation to handle a move to statistical process
control.

o Training for personal growth, which is strictly related to an indi-
vidual's desire to improve her or himself; for example, a course in
Spanish.

To ensure participation in job-related voluntary training, costs should
be picked up by the company, and training should be offered either in-
house or through outside providers working on-site.
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But if an employee wants non-job-related education or training to
improve her or his genexal quality of life rather than to affect job perfor-
mance directly and the employer wishes to pay for it, it is probably more
cost effective for an employer to contract with an extenal provider or use
tuition reimbursement than to try to develop an in-house program to meet
multiple goals and objectives,

From a management perspective, employee training not directly tied
to job improvement is not 2 good business investment because it does not
directly relate to the bottom line. :

When providing job-related voluntary training opportunities, remem-
ber that on-s'te instruction and full or partial time off frora work will attract
more of an audience because it will not inconvenience participants and
will be perceived as an empleyee benefi,

If instruction is given off-site, the company might also consider pick-
ing up fees and transportation costs to encowmage participation.

Small, discrete work groups might be especially receptive audiences
for voluntary training. People who work closely together are usually aware
of their needs, and, in situadons where they identify a particular problem,
the basic workplace skills trainer can help by designing a program for them
or finding them an appropriate course of instruction offered by an outside
provider.

Build Cooperation with the Unions

The establishment of a consensus position between labor and management
on common training needs, both required and voluntary, will reap big
benefits later, when more difficult decisions are made, because the prece-
dent for agreemenc wil’ already have been set.

Some successful prugrams are joindy funded, designed, administered,
and operated by union a:1d management. Jointly funded programs can
create a sense of shared responsibility for management of the training and
for its resuiis.

Union invcivemerit in training can be limited or extensive. Involve-
ment can be limited to funding, setting goals or selecting courses, and
contracting with outside providers to conduct training. On the other hand,
it may include participating in course development, content development,
and delivery, as well as sciecting trainers from the union ranks.

Experience at the Ford Motor Company and elsewhere demonstrates
that the more inclusive the union involvement is, the more cooperation
there will be, and the more durable the learning will be (Rosow and Zager,
1988).

Union representation on the company’s planning team can be
immensely valuable. Historically, unions have a commitment to education,
Many already are heavily involved in providing basic skills services, some-
times as a partner with management, sometimes by directly initiatir ; and
running programs themselves,
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United Auto Workers, General Motors, and Ford

In 1984 the United Auto Workers union (UAW) negotiated agreements with both
General Mctors and Ford to establish basic skills programs. More than $200 mil-
lion a year was made available at General Motors and some $120 million over
three years at Ford. The programs cover all forms of adult education, including
language training and remedial reading. Chrysler began to consider basic skills
programming in 1985-1986 and has since allocated substantial funds to its effort.

At the local level, each company’s program is governed by a joint body con-
sisting of two or three UAW cfficials and three company representatives. This
group has overall responsibility for deciding how and what basic skills instruction
should be given and how it should fit into the overall education and health
program.

At Ford, it was agreed that the program would be built from the elicited
interests of the workers themselves. Of six areas of training requested, one was
a basic skills enhancement program. Since 1983, 45,000 UAW members have
participated in the various programs, 8,300 in basic skills.

The skills enhancement program is jointly administered from the companies
and from UAW national headquarters in Dearborn, Mich. The urion also provides
guidance and support for the projects at the plant level, where they are jointly
governed by union and management representatives.

Along with standard materials, teachers are expected to develop customized
curricula related to each individual's work and personal life (Business Council for
Effective Literacy, 1967).

In very large industries, such as auto making, unions often provide
major financial backing for educational activities. Most see the provision
of educational benefits for their members as a key area for contract
negotiation.

Unions can play a key role in efforts to recruit employees. Because
they are trusted by their members, their endorsement of the program will
help convince potential trainees that it is a good thing. And union publi-
cations are an excellent vehicle for promoting programs and giving
employees information about program activities, goals, and procedures.

Many unions also are experienced in developing job-specific basic
skills curricula. This could be an important resource in efforts to analyze
the basic skills requirements of jobs and later in designing an effective
program (Business Council for Effective Literacy, 1987).
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Step One

Case

=)

International Ladies Garment Workers Union and TJ, Maxx

The International Ladies Garment Workers Union Operates a training program
with the management of T.J. Maxx, a subsidiary of Newton Buying Corporation
located in Worcester, Mass. This project started as a collaboration between labor,
management, and a local community college.

Management and labor both sit on the project advisory committee, which
established the program philosophy and hired the program coordinator, and
both sides are accountable for making the program work.

The union provides material for curriculum development and assists in
student recruitment and support. Management has given teachers access to the
shop floor so that they are exposed to authentic work site language needs and
can directly encourage line supervisors to support the program.

The program coordinator regularly attends the weekly meetings of supervi-
sors. And department production quotas have been adjusted to permit personnel
to attend classes on released time (Business Council for Effective Literacy, 1987).

It will obviously be difficult to work with the union if past relation-
ships have not been harmonious. The present climate, however, generally
favors joint efforts between labor and management to maintain the com-
petitive position of American industry. Thoughtful preparation before the
initial meeting will maximize the chances for a positive response from the
union.

In Table 1 are sug- :stions for preparing to meet with the union,

E‘a‘é Table

Table 1. How to Prepare to Meet with the Union.
1. Meet with staff from the labor relations department. Ask them to:
° Review the company's general relationship with the union.
¢ Identify the key union leaders to be contacted.

* Review any contractual provisions that might affect the pro-
posed basic workplace skills training.

* Anticipate any particular union concerns for which you should
be prepared.

* Introduce yourself to the key leaders of the local union.
2. Review records of:
* Any joint union-management projects.
© Union participation in or reactions to past training programs.,

* Grievance or regulatory complaints that might be related to
basic workplace skills problems.
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3. Research the local and international union’s involvement in basic
skills training.

4. Follow protocol. Hold an initial meeting with the local union pres-
ident or other appropriate official. She or he will determine who
else should be included in subsequent meetings.

5. Anticipate the union’s questions. Be ready to:
® Discuss the reasons for the proposed training program.

* Present any documentation you have of basic workplace skills
problems.

o Qutline the plan of action.
o Clarify the program’s relationship to job security.

* Specifically request that the union be involved in the project.

« Commit the company to release time for union-named
employees who might be involved in the project.

Explore Possible Training Options

The questions in Table 2 illustrate the possible options it the applied
approach that could be modified and accomplished through off-the-shelf
purchase or a nontraining solution. They demonstrate that flexible
response and an awareness of the multiple training opportunities avaiiable
are the best way to ensure that the most cost-effective, least intrusive solu-
tion is promoted.

Table 2. Questions to Ask to Identlfy Possible Tralning Optlons.

1. What is the performance discrepancy?

* What is the difference between what workers are doing and
what they should be doing?
¢ What is not being accomplished that causes dissatisfaction?
2. Is the discrepancy important?
¢ What does it cost the company?
* What happens if nothing is done?
3. Is the performance discrepancy caused by a basic workplace
skills problem?
® Could the workers perform if required to do so?
* Are the workers' skills deficient?
¢ If s0, in what way?
4. If the performance discrepancy is not caused by a problem in

basic workplace skills, why are skilled workers not performing
up to standards?
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® Is it caused by some obstacle to performance, such as faulty
tools, equipment, or materials? Are superior ‘workers punished
by being given more and harder work than their less produc-
tive peers?

® Are nonperformers rewarded in some way?

e Are performance expectations unclear?

. If the performance discrepancy is caused by a basic workplace

skills problem, how can that problem be resolved?

e Can the job be changed 30 that the workers can produce the
desired output with their present level of skills?

* Can some job aids be provided to compensate for the skills
problems and enabic the workers to perform satisfactorily?

® Do the workers have the potential to learn the skills required
for satisfactory performance?

» If skilis must bz improved, can the problem be resolved by on-

the-job training or is a more formal training program required?

- If an extensive, formal training program is required, what is the

most cost-effective way it can be provided?

® Are programs available at a local community college or some
other institution?

e Can suitable programs be purchased and adapted to meet the
need?

- If the program must be developed in-house, to what extent is in-

house expertise sufficient and available to do the job?

. What outside providers are available to contribute to develop-

ment and implementation of the training program?

Ot all the possible courses of action available to correct the per-
formance discrepancy, which is the most cost effective in terms
of meeting the company’s goals and objectives?

® Have all possible courses of action been considered?

¢ For which course of action are the company's capabilities
best suited?

* Which course of action will best suit the long-term interests
of the company?
o Which course of action is most favored by management?

CREMEMBER - o N
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The problem of deficiency in job performance can be evaluated in
terms of doing something about the operator or about the job (or both, if
the situation requires). Figure 1 shows some solutions for both situations.

It is important to avoid the solution of overtraining, which can have
negative results such as:

e More and longer courses than are necessary;

¢ Money unnecessarily spent on training-related personnel and
equipment,

e Overtraining of personnel, thus raising expectations .or jobs that
workers will not be able to fill; and

e Training as an end in itself.
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1.24 Step One

Figure 1. Options for Tackling the Problem of Job Deficiencies.
FITTING THE PERSON TO THE JOB

Fitting the person
to the job
Vocational
o— | guidance
Job _
training Operator Seloction of
~——__| Selectiono
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3
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Fitting the job
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Operator
Providing t I Providin
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techniques _ Otherlocal
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Source: Adapted from Wilson, 1987, p. 16. Used by permission of The Parthenon Publishing
Group, Inc.
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Notes ‘
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2.1

STEP TWO

Build Support for Training
Through Alliances with
Management and Unions

Learning Objectives
The reader will be able to:

1. Discuss the different types of organizational problems
or needs that might make basic workplace skills training
necessary.

2. List people in strategic leadership positions in both
the organization and the union who might suppor,
or should be convinced to support, a basic workplace
skills training program.

3. Discuss how to approach those in strategic leadership
positions to relate the training program to their role in
achieving organizational goals.

4. List people at all levels of the organization whose support
is necessary for the success of the basic workplace
skills training program.

5. Discuss how one might approach organization members
to relate their training needs to organizational goals in

order to build coalitions.

6. Discuss how a basic workplace skills training program
can become an institutionalized part of the organization.
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introduction

If the preliminary job analysis and market research effort conclude that
basic workplace skills training is necessary to counteract either current or
anticipated job problems, then a recommendation to develop a basic work-
place skills program should be presented to management and senior union
officials.

If the need for a basic workplace skills effort has been clearly estab-
lished, the program advocate takes center stage.

The Program Advocate: Making the Case for
Skills Training

Making the case for basic workplace skills training begins by linking the
need for comperency in basic workplace skills to work force problems,
quality problems, regulatory or safety problems, and changes in work
requirements such as technical changes, product changes, organizational
changes, and strategic changes.

Work-Force Problems

Work-force problems that are frequently hidden in the form ¢f{ high absen-
teeism, excessive tardiness, or low productivity may, in realizy, be an effort
to hide insufficient skills in literacy, computation, or other more nontra-
ditional workplace skills such as problem solving, teamwork, and so on.

Case

Study

Aeina Life and Casualfy Company

In many areas of the United States companies are experiencing a shortage of

qualified applir ants for entry-level positiens. Aetna Life and Casualty Company

in Hartford, Conn., found that on 2 given day it had between 50 and 100 such

vacant positions, mostly clerical. .lany of the available applicants for these jobs

lacked a high school education or had done very poody in school, and the skill

requirements for even these entry-level positions were continually being upgraded.
Aetna, in cooperation with an outside community agency, developed a cur-

riculum for unemployed people in basic business skills: reading, math, writing,

oral communications, and computer skills. Those who satisfactorily complete

the program are not guaranteed a job, but the backlog of openings practically

assures them of one. It also offers opportunities for current employees to

strengthen their basic skills in order to qualify for promotional opportunities or

to cope with retraining requirements of their present jobs (Lee, 1988, pp. 29-30).

Quality Problems

Quality problems can be the result of an employee’s lack of competence in
basic cognitive skills (such as reading and arithmetic), which can reduce
ability to follow directions or implement quantitative quality controls.

Quality can also be influenced by basic workplace skills problems in
such areas as interpersonal skills, teamwork skills, leadership skills, nego-
tiation skills, and so on.
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Case
Study Metal Fab Corporation

The Metal Fab Corporation, a manufacturer of bellows based in Ormond Beach,
Fla,, estimates that it could save up to $1.2 million a year if its employees had
stronger mathematical and reading skills. Because some employees have trouble
measuring, the company’s leve! of wasted material is higher than it should be.

In addition, workers too often have trouble reading blueprints, forcing the plant
to redo ordess and pay overtime (“Business Teaching Three R's . . ." 1988, pp. 1,
29).

Xerox Corporation

In 1983 Xerox chief executive David Kearns initiated an employee involvement
program called Leadership Through Quality intended to keep the company's
products competitive with similar machines from Japan. Today, virtually all of the
company’s 110,000 employees have gone through at least twenty-one hours of
training in problem solving, quality improvement, and communications skills to
help the employee involvement program work (Jacobson, 1988, pp. 23-27).

Regulatory or Scfely Problems

Regulatory or safety problems can be caused by an employee’s inadequacy
in reading, irability 1o follew directions, or inability to adapt work require-
ments to new regulatory standards. ’

Case !
Study Industrial Commission of Chio

The Safety and Hygiene Division of the Industrial Commission of Ohio provides
accident and illness g:evention to employers within Ohio. In a single year
roughly 5,000 employers will receive some type of training-related service from
the division. There are nineteen generic programs plus 300 hours of training
that the gGivision customizes for employers with special needs. The training is
conducted on company sites, and the division staff works as a team with the
emplcyer (John Paulson, telephone interview, Sept. 1988).

Changes in Work Requirements

Changes in work requirements may suggest a reexamination of the inven-
tory of basic workplace skills needed to perform the job. Changes can come
from a number of different sources.

Technical changes increase the range or depth of skills required to do
a job.

61




Build Support for Training 25

A Wastewater Treatment FPlant

A number of wastewater treatment workers were transferred tc a new plant.
The workers had to be trained to {earn new equipment, new safety measures,
and new processes that were imposed by the new technology being imple-
mented at the plant. The municipality initially contracted with an engineering
firm to provide technical retraining for workers.

Relatively early in the training, it became apparent that the technical training
procedures would not be sufficient for a large percentage of the wastewater
treatment workers. Many workers read below an eighth-grade level, while training
materials ranged in difficulty from eleventh-grade to college level. A reading spe-
cialist was hired to counse! workers, redesign the course for lower-level readers,
and teach other trainers how to work with lower-level readers.

Nearly half of the trainess who worked with the reading specialist passed the
technical skills test, although only 5 percent were expected to before the special
basic skills course was added. The retention rate for these employees was also
higher than for those who did not take the special instruction (Business Council
for Effective Literacy, 1987a; Sticht and Mikulecky, 1984).

Product changes often increase the need for leaming new skills to
develop, produce, sell, or customize product offerings.

7N
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Case

Study

Ford Motor Company

In 1986 Ford Motor Company was awarded a contract for the production of a
new product—a four-speed, electronically controlled automatic truck transmis-
sion—at its Sharonville transmission plant outside Cincinnati, Ohio. The retooling
of the plant included the introduction of 119 new machines from forty different
providers. Among the new work-force skills required were a knowledge of met-
rics and blueprint reading, computer awareness and keyboard skills, new forms
of gauging, the fundamentals of computerized numerical control, statistical pro-
cess control, geometric dimensioning, and tolerancing.

To provide training required for the new technology, it was decided to create
a joint launch training team because of the success of previous joint training
efforts with the union. The launch training organization consisted of a staff of five
hourly and seven salaried workers, including the plant training coordinator. In
addition to technical training, it wus clear the new technology required upgraded
basic skills. The team designed its own two-week, eighty-hour curriculum based
on stand-up teaching, hands-on training, and interactive videodisc programs,
with a strong preference for the hands-on experiential aporoach. It also relied
heavily on peer teachess drawn from the work force to help remove emotional
barriers to leaming (Rosow and Zager, 1988).
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Organizational changes may increase skill requirements by expanding
the autonomy and responsibility of employees or working teams in the
development, production, or delivery of products to customers.

Case Tekironix

Tektronix, an Oregon-based manufacturer of electronic equipment, tried to shift
== its traditional assembly line work forse to a flexible manufacturing system four
years ago.

The company discovered that 20 percent of its production workers lacked
rudimentary skills needed for the transition. Tektronix is solving its problem by
contracting with nearby Portland Community College to run a remedial on-site
program in basic math and English for its many non-English-speaking
assemblers.

Along the way Tektronix has added courses to enhance such skills as team
building, negotiating, and effective time management to create a more well-
rounded workplace skills training program (Richman, 1988, pp. 42-56).

Strategic changes may require employees to deliver a new strategic
emphasis when they develop, make, or deliver products to customers.

7\ guaée;, Primerica Corporation
— An example of a company that had to undergo strategic changes in order to

survive is the Primerica Corporation, formerly the American Can Company.

Within an extremely short time period, the company went from being a
inanufacturing company to being a company primarily involved in financial
services and specialty retailing.

William Woodside, chairman of the executive committee of the Primerica
Corporation and former chairman of the board of the American Can Company,
moved to reorganize or diversify the company in order to keep pace with eco-
nomic and technological changes.

Checklist 4 can be used to track the investigation of possible basic
workplace skills problems.
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l' Checkiist Checklist 4. The Advow se: Making ihe Case.
AN 1. What triggered the investigatio. into possible basic workplace skills
- ) problems?

[0 Work-force problems

[0 Quality problems

[0 Regulatory or safety problems

O Changes in work requirements (technical changes, product
changes, organizational char ;es, and strategic changes)

2. Who triggered the investigation into possible basic workplace skills

problems?

(O Request from top management

[0 Report from supervisors

[0 Self-reporting of employees

[0 General observation by human resources or perscnnel
department

3. What is the specific dissatisfaction with employee performance?
What are employees doing that they should not be doing? Or what
are they not doing that they should be?

[0 Quantity or quality of ouiput
{3 Frequency of errors

[0 Waste of materials

(] Disruptive behavior

4. Who should be interviewed about this problem? .
0 Management ‘
[0 Front-line supervisors |
[0 Employees !
[0 Union representatives or stewards
3 Customers

5. What evidence exists to document the performance discrepancy?
O Production reports
[0 Customer complaints
[ Failed inspection or rejected products
O Injuries or health and safety problems
3 Employee grievances

6. What does the problem cost the company?
[0 Customer dissatisfaction
[0 Rejected products or errors or lost production
[J Fines or penalties
[0 Overtime or remediation costs
[0 Loss of competitive market position
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7. What basic workplace skills problems might be causing the perfor-
mance discrepancy?

O Reading and comprehension
O Computation
O Problem solving

8. What is the employee profile?
O Job experience
O Training received
O Performance ratings

9. What other factors might adversely affect worker performance?
O Improper procedures, instructions, or supervision
O Systems failure )
O Negative leadership climate
(O Faulty equipment or materials
O Compensation

10. How might the problem be solved?
O Formal training program
O On-the-job training or mentoring
O Job aids, such as procedural checklists, manuals, or job
simplification
O Clarified expectations or performance standards
11. What solution is most appropriate given organizational resources,
priorities, and other factors?
O Solves problems best
O Suitable to employees
O Management preference
O Cost
O Short-term, long-term benefit

The Program Advocate: Building Support
for Skills Training

Once training is selected as the appropriate solutivn and the training
population has been identified, the advocacy process expands. To be suc-
cessful, a workplace basics advocate must skillfully use two tools—logic and
politics.

The logic for establishing a workplace basics program rests on a foun-
dation of data collected throughout Step One. The case to be made must
be proactive in that it must illustrate how basic workplace skills problems
can affect the employer's ability to operate effectively.

More importantly, taking a proactive stance means anticipating how
problems in workplace basics will affect the employer's future plans.
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The argument for establishing a workplace basics program can be
persuasive. But success in making and sustaining an organizational com-
mitment to a training program often rests upon other, sometimes less tan-
gible, factors.

A solid foundation for launching a workplace basics program must be
built—this is where politics comes into play in winning broad-based
support.

Leadership

Leaders who might support a workplace basics training program need to
be courted. Support from influential managers, union officials, employee
representatives, and the informal leadership structure is critical to the suc-
cessful launching of a basic workplace skills program.

Ideally, leadership on this issue from the chief executive officer (CEO)
provides tremendous leverage in getting support from other levels of the
institutional hierarchy, as well as from the top union officials or the board
of directors.

Trucking Management Inc. and the Teamsters

Increased competition from independent haulers following deregulation of the
trucking industry in 1980 has led to the failure of more than seventy major truck-
ing companies and put over 92,000 members of the International Brotherhood of
Teamsters out of work. In the fall of 1986, Arthur Bunte, president of Trucking
Management Inc., and Jackie Presser, president of the Freight Industry Negoti-
£ng Committee, met to develop a joint plan to deal with this threat to the future
of organized trucking. They established the Commitiee on Industry Development,
which was charged with identifying problems in implesnenting the plan.

At a national conference in Washington, D.C., the participants concluded
that if significant change were going to happen, it had to go all the way down
to the terminal level of managers, supervisors, business agents, and workers.

However, polarized relationships between labor and management made it
difficult for them to work cooperatively. A joint training program was initiated
to break down the barriers and help representatives from both sides develop
better communication, problem-solving, and teamwork skills.

To build support for the program, they began at the top with leaders of
Teamsters locals and top management personnel from the corresponding
companies. As the training program was presented at each organizational level,
representatives from labor and management who had been through the program
were present to introduce the program, explain its purpose, and provide evidence
of joint leadership support.

The program has not always proceeded smoothly, but Art Kane, director of
the Teamsters education department, and Sally Payne, project director, are con-
vinced the joint training would not work at all without strong and visible support
from the leaders of both labor and management (Art Kane and Sally Payne, per-
sonal interview, Sept. 1988).
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Codalition Bullding

Coalition building is essential. The process of coalition building should
begin by securing commitment from a respected leadership figure in the
formal or informal authority structure of the institution. Here again, the
CEO is ideal for this role, but coalition leadership may also come from
farther down the management ladder, from members of the governing
board or employee representatives.

Effective coalition leaders are those who can communicate both horiz-
ontally and vertically throughout the organization and who can forge net-
works of allies,

To be most effective, coalitions must include representatives from both
the institution’s formal and informal authority structures. Mistrust or resis-
tance to the program can be short-circuited by involving nonsupervisory
employees. Union or employee representatives can play an important role
in efforts to reduce employee anxieties about the program.

One effective method of building coalitions is to carefully craft some
formal and/or irformal committees or advisory groups that facilitate
expanded support throughout the organization in all directions,

To maximize the impact of this political effort, all commitments for
support should be leveraged to build additional support and gather addi-
tional allies.

T

Table

Table 3. How to Approach Key People When Coalifion Building
1. Upper Management

a. Display an interest in and an understanding of the corporation's
strategic goals.

b. Show an appreciation for the bottom line.
c. Demonstrate the connection between corporate goals and the
proposed training program.
2. Middle Management
a. Be a proactive problem solver.

b. Demonstrate an interest in learning about management
problems.

C. Suggest solutions other than training when appropriate.

3. Front-Line Supervisors

a. Tell front-line supervisors that the program will not succeed
without their support.

b. Explain how the program will address performance problems,
c. Demonstrate an understanding of their concern over lost
production if training is to be conducted during work time.
4. The Employees

a. Approach them as valued resourses to be conserved and
developed.

b. Demonstrate sensitivity to employee needs and concerns
such as:
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¢ Job security,
¢ Anxiety about returning to school, and
¢ Confidentiality of evaluation.

¢. Explain how the training experience wil! be immediately useful
on the job.

d. Explain the company’s willingness to invest in employees:
¢ Training as investment.
¢ Training on work time.

5. The Union

a. Assume the union’s interest in the future well-being of both the
employer and its own members.

b. Explain the program in terms that will appeal to the unien, such
as job security.

United Auto Workers and Ford Motor Comzany

The United Auto Workers-Ford Motor Coripany Employee Development and
Training Program (EDTP) was created at the bargaining table in 1982. The =gree-
ment established an organizational framework supported by the Nicksi Fund:

5 cents an hour to be paid by the company for each hour worked by hourly
employees, an amount that was doubled in 1984 to generate $120 million over
three years.

The program, developed from ine elicited interests of workers, provides six
different avenues for training, including a basic skills enhancement program that
is conducted a forty-two work sites around the country.

The skills enhancement program is jointly administered from a national
headquarters in Dearborn, Mich., by both union and management representa-
tives. The national center staff provides guidance and support for the local proj-
ect at the plants, each of which is locally governed by union and management
representatives.

That national staff provides a structure for identifying the interests of the
workers and helps locate local providers who can best serve those interests.

It also helps identify federal or state support for the program where available
(Business Council for Effective Literacy, 1987b, p. 4).

Institution Building

This is also the time to begin laying the groundwork for a sustained insti-
tutional commitment to the training program. Leadership is a powerful and
necessary ingredient for launching any program, but it is fragile and often
temporary.

Programs that flourish under one leader often wither when that lead-
er's tenure ends—unless the leader’s vision is institutionalized through
administrative processes and structures.

Budger and staffing commitments are key here, but they too will be
-2en as temporary solutions unless basic workplace skills training is linked
to the strategic decision-making structure of the employer.

68

o




Step Two

Efforts to build an institutional commitment must focus on destig-
matizing basic workplace skills training by making it an accepted and inte-
gral part of the employer’s overall training agenda rather than a remedial
add-on,

Whenever training needs are being examined, questions about basic
workplace skills problems should be a subset of that discussion. With train-
ing (including basic workplace skills) linked to the strategic management
process, inventorying of employee skills (including the basics) will becorne
somewhat routine. It will be triggered in anticipation of events like shifts
in institutional strategies, creation of new jobs, or adoption of new safety

regulations.
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STEP THREE
Present the Sirategy
and Action Plan

for Approval

Learning Objectives
The reader will be able to:

1. Develop a written plan to present to management and
unions.

2. Prepare a training budget for the basic workplace skills
programs.

3. Develop a cost/benefit analysis and list the elements
that might be considered under each category.

4. Conduct a cost/benefit analysis using these
three different methods: training benefit subtraction,

return on investment, proportional model of responsibility.

5. Weigh the advantages of using an outside provider
in different circumstances.

6. Focus on provider institutions that can best serve
the particular needs of individual employer institutions.

7. Solicit and review providers’ proposals against sound
selection criteria.
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Introduction

As part of building support, the advocate mnst develop and present a
strategy and action plan for training.

This constitutes the final phase of the in-house marketing effort to sell
the basic workplace skills training plan to internal decision makers, just as
a marketing department would sell a company product to an outside client.

Any proposed plan must also take into account the need to obtain
concurrence of the union or employee representatives.

Therefore, the plan should be careful to anticipate and address
employee concerns that might arise.

Ifit is determined that the union is to be a training program co-funder
and operator, the union will need to have an equal vote with management
in order for the program to advance toward its goals.

Present the Strategy and Acfion Plan
for Training

The presentation should be well thought out, comprehensive, and concise.
It should be supported by a written plan. Copies of the plan should be
provided to each person who must approve it.

The plan should include the following information:

o Conclusions of the preliminary research. One- or two-page sum-
mary of the most compelling data resulting from the analysis of
job descriptions.

o Strategic implications. Risks versus positive impacts.

e Options for implementation. Three budget scenarics, each
including a description of:
a. Cost,
b. Time frame,
c. Program content,
d. Program development responsibilities,
e. Program design, and
f. Resource constraints.

¢ Recommendations for program development.

Elements of the Plan

The proposal should not be too long, but should contain sufficient detail
to be credible. Checklist 5 contains a suggested oudine.
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10.

Checklist 5. How to Prepare and Present a Plan.
1.

Introduction

O Get right to the point.

O Summarize the plan in a clear, succinct paragraph.
O Include what action you want management to take.

. Problem

(O Describe the problem addressed by the program.

O How did it come to your attention?

O What is its significance with regard to the company’s present
and future well-being?

. Solution (Program Design)

(O Desc-ibe the characteristics of the program.
(O Give management a general picture of what will happen.
O Emphasize the practical, job-related approach to be used.

. Target Pcpulation

O Who is to be trained?

O How will they be selected?
O How many?

] Are there any priorities?

. Personnel

O Explain who has contributed and who will contribute to the
project.

O Include members of the advisory committee, supervisors,
management staff, consultants, key workers, and so on.

. Schedule

O Lay out e projected time line for program development, imple-
mentation, hiring of key workers, and so on.

. Evaluation

O Explain how the success of the program will be measured,
especially with regard to the bottom line. (This is extremely
important for credibility.)

. Budget

O Costs should be projected for every type of expenditure (in-house
personnel, consultants, expenses, administration, outside ser
vices, facilities, equipment, and so on) for 2ach of the major
steps of the project.

. Cost/Benefit Analysis

O Compare the budget costs of the program to the probable
financial benefits to the company.

(O Assure management you understand that the decision whether
to proceed must be a businesslike one and confirm that your
projections of return on investment are reliable.

Summary
(0 Make a clear restatement of the training proposal, its benefits to
the company, and the action you want management to take.
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Rl

* REMEMBER | |

In writing the ‘plan;dry to anticipate arid answer e
questions management might ask. Attach appendixes .-
as necessary to provide detailed information. The form: -

~ of the presentation is important. Make it as protg’ésicpnal
.. and readable as possible, using grdphs and ‘charts

o wherever appropriate 1o illustrate important paints.
e , oy ' L

There is a rule of thumb for determining which training option to
recommend; it is based on a company’s available resources and willing-
ness to commit them to training. This is frequently identified as the
“shoulda, oughta, wanna” principle.

© “Shoulda” refers to a basic training plan that will cover essential
needs;

® “Oughta” is the type of training program that would be nice to
have if money and other resources could be freed up; and

e “Wanna” is the comprehensive, sophisticated training program
every organization would love to have in the best of all possible
worlds.

In a few organizations management might be able to afford the last
option, and might even see it as “shoulda” training. In many organiza-
tions, recommending the second option (“oughta”) may also nece-sitate a
hard sell to unsympathetic management.

Yet, while recommending only the “shoulda” option may look good in
short-term costs and may be easier to achieve, it could, in fact, prove
more costly in long-term dollars if additional funds for catch-up training
ate required later on.

Developing a Training Program Budget

If 2 project budget has not been developed before, the first one may be a
tit difficult. Onc: a system for costing out training projects has been devel-
oped, however, subsequent budgets are much easier to handle. it is well
worth the efforz, because with a realistic projection of program costs in
hand, the trainer can present a cost/benefit proposal to management.

Appropriate records should, of course, have been kept of the costs
associated with the job review. To the extent possible, the regular financial
records and reporting, procedures of the organization should be used.

Financial personnel can also help by providing daily or hourly cost
figures for in-house personnel and services. If that infor.ation is available,
it is necessary only to project the time required to perform the various parts
of the project and multiply by the appropriate figures for the various per-
sonnel involved in the project.

It is important for the training plan presentation to contain cost esti-
mates for implementing the program once it is ready. During an initial
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Presentation there is probably not enough information available for a full-
blown operational budget, but an estimated figur» should be possible. (See
Step 5 for a discussion of the operating budget.)

When implementation becomes a near-term reality, decision makers

need to have firm cost figures hefore approving the final operational budget
and time frame.

Table 4. Sempla Training Budget Work Sheet
Analysis

Personnel $
Human resource development staff
Support personnel
Other in-house
Expenses (mealis, travel)

Office supplies

Printing and reproduction

Equipment

Outside services (consultants)

Administration and overhead

Miscellaneous

Total cost of analysis

Design
Personne!
Human resource development staff
Support personnel
Other in-house
Expenses (meais, travel)
Office supplies
Printing and reproduction
Equipment
Outside services (consultants)
Administration and overhead
Miscellaneous
Total cost of design

Development
Personnal
Human resource development staff
Support personnel
Other in-house
Expenses (meals, travel)
Office supplies
Program materials and supplies
Films and videotapes
a .
Slides and transparencies !7 5
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Other

Printing and reproduction
Equipment

Outside services (consultants)
Administration and ove..1ead
Miscellaneous

Total cost of development $
Delivery
Personnel $
Instructors
Support

Other in-house
Expenses (meals, travel)
Participants
Salaries
Expenses
Replacements
Program materials and su,. plies
Facilities —_—
Equipment
Outside services (consultants)
Administration and overhead
Miszellaneous —_
Total cost of delivery $

Evaluation
Personnel
Human resource development staff
Support personnel
Other in-house
Expenses (meals, travel)
Participants
Office supplies
Printirg «nd reproduction _
Equipment ————
Outside services (consultants)
Administration and overhead
Miscellaneous
Total cost of evaluation $

W

Total cost of program

Source: Adapted from Handbook of Training Evaluation and Measurement Methods, b,
Jack J. Phillips. Copyright © 1983 by Gulf Publishing Company, Houston, Texas.
Used with permission. All rights reserved.
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Cost/Benefit Analysis

Management must consider possible alternatives and select the most cost-
effective strategy for solving performance problems caused by basic work-
place skills deficiencies.

Cost/benefit analysis (contrasting the savings or increas-d revenue
with the costs of implementing a given intervention) is a preferced method
for making such decisions. To be economically viable, a program must
contribute more revenue than it costs.

The budget (sce Table 4) prepared for implementation of the basic
workplace skills training program is the cost half of the analysis.

Next you must identify and project the measurable monetary impact
of correcting the performance problem. This is the benefit half of the
analysis.

Then you must compare the costs to the benefits, taking into consid-
eration the nonmonetary as well as the monetary elements.

Table 5 lists items that need to be considered when calculating a cost/
benefit analysis. Table 6 describes the steps in conducting a cost/benefit
analysis.

Table 7 provides three models that can be used to calculate training
benefits. In its simplest form, a benefit forecasting method requires that all
increases in performance values (minus the training costs) be determined
for training programs under consideration. When the performance value
exceeds the costs, the training yields a benefit. If the costs ex.ced the
performance value, no benefits result.
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Table 5. Cost/Benefit List of liems for Analysis.
Training Costs
Human Resources
® Consultant expenses
e Salaries and benefits—human resource development personnel
¢ Salaries and benefits—expert judges
¢ Salaries and benefits—participants
Travel and Per Diem
¢ Travel costs
s Per diem expenses
Supplies, Equipment, Facilities
¢ Office supplies
° Program materials and supplies
® Printing and reproduction costs
® Equipment depreciation costs
® Equipment rental
o Facilities expense allocation
¢ Facilities rental
® Indirect costs (overhead)

Training Benefits
Productivity Increases
¢ Units produced
® Forms processed
® Tasks completed
® Jtems sold
Quality
e Scrap reduction
¢ Rejects eliminated
® Rework reduced
¢ Shortages
Product defects reduced
® Product recall reduced
® Percent of downtime reduced
Work Skills
e Number of promotions
e Lower absenteeism rates
® Lower number of accidents
Performance appraisal ratings irnproved
Reductions in turnover
Reduced grievances




3.10

Step Three

5%

g

Table

Table 6. Steps in Conducting a Cost/Benefit Analysis.

1. Identify the specific objectives of the proposed basic workplace skills
training program.

What performance problems are to be corrected?

What is the monetary loss to the company caused by the
performance problems?

2. |dentify alternative solutions to the problem. Consider the following:

New compensation plan.
Restructuring.

New technology.

Job aids.

New staff.

Trainino ‘remember, it is important to demonstrate to management
that you have considered that the problem might be solved by an
intervention other than a formal training program).

3. Estimate the costs of each possible solution to the problem.

What is the immediate cost (one year)?

What is the long-term cost (five years)?

What are the development costs?

What are the implementation and evaluation costs?

4. Project the economic benefits of each of the possible solutions. The
benefits might be in one or miore of the following areas:

Increased profits or productivity.

Increased sales.

Better service to customers.

Reduction in cost, waste, errors, defects, or complaints.
Reduction in grievances, absenteeism, turnover, and injuries.

5. Compare and rank the costs plus economic returns projected for
each possible solution for one year, two years, arid five years.

6. Recommend the solution with the highest cost/benefit ranking or give
very good reasons why another strategy might be better for the com-
pany. (For example, is training as visible to the competition as other
strategic levers?)
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T ] Table Table 7. Three Models of Benefit Forecasting.
aaa Model 1: Tvaining Benefit Subtraction

Explanation: Expected training costs are subtracted from
anticipated program improvement benefits to determine the
estimated bottom-line dollar savings.

Formula: (Performance improvements due to training) - (Training
costs) = (Training benefits)

Example: An organization estimates that a 10 percent improvement
in turnover rates will save $40,000 a year. A $10,000 training pro-
gram is proposed to solve the problem.

Calculation: $40,000 - $10,000 = $30,000 training benefits

Model 2: Return ot Investment

Explanation: A more technically correct and conservative formula is

a return-on-investment (ROI) calculation. An ROI calculation uses a

percentile

system for demonstrating whether training has led to benefits for the
organization.

Return (benefits) - Investment (training costs)

Investment (costs)
An ROI greater than 1 indicates that you are getting more than you
invested. An ROI equal to 1 shows that your costs and benefits are
equal (you are getting in exactly what you put in). An ROI less than
1 means you are investing more than you are receiving.

Formula: ROI =

Example: iJse the same example as given in Model 1.

. $40,000 - $10,000 = 3.0
Calculation: ROI =
$10,000

An ROI of 3.0 indicates that the training program will lead to signif-
icant benefits for the organization.

Model 3: Proportionai Model of Responsibility

Explanation: A problem for many training departments when claim-
ing credit for economic returns to the organization is that any suc-
cess may be partially attributable to other factors. The proportional
model of responsibility takes this problem into account. It is used in
conjunction with the benefit subtraction model (M<.del 1).

Once an estimate has been made of the benefiis a training pro-
gram has incurred through increased revenue or re~-:ced costs
using the benefit subtraction model, line managers are asked to
indicate on a scale of 0.01 to 1.0 (1 to 100 percent) the proportion
that they think training is responsible for these improvements. The
benefits are then multiplied by this percentile to provide a more real-
istic assessment of the training program’s contribution to the
organization.

Formula: (Training benefits) x (Responsibility for training) =
(Adjusted benefits)
&0
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Example: The example given in Model 1 indicated that the reduction
in turnover resulting from training led to $30,000 in savings {training
benefits) for the organization. However, skeptics might argue that
other forces were partly responsible for reduced turnover, such as
improved wages, the labor market, and so on.

To find a more realistic estimate of the value of the training pro-
gram, the training department asks managers to estimate how
responsible they believe the training program is for the decreased
turnover. If the consensus is that the training program is 50 percent
responsible for the reduced turnover, then the training benefit of
$30,000 is multiplied by 0.5. The product of $15,000 is the adjusted
benefit from the training program.

Calculations:
1. Training benefits (from Model 1): $40,000 - $10,000 = $30,000
2. Adjusted training benefits: $30,000 x 0.5 = $15,000

Select Training Program Architects

The training proposal needs to include an assessment of wheth.r it is more
advantageous to:

1. Contract with an outside provider to design and develop a cus-
tomized training program or provide an off-the-shelf training
program;

2. Desigu and develop the training program in-house; or

3. Use both in-house and outside resources in « variety of possible
configurations from design through program inplementation.

Many companies do not have the internal resources or experience

to develop and operate a comprehensive basic workplace skills program.
Even larger corporations such as General Motors and IBM frequently use
specialized outside providers in their training schedules because in-house
personnel do not always have the expertise necessary to conduct compre-

hensive training programs.
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Use of an
Example o] Outslde. Provider B
[ In 1986 the education and training departmant at General Motors (GM)

came up with the idea of establishing a long-term preferred relationship
with a training provider. This was done in response to conflicting de-
mands for a smaller corporate training statf and more training services
in the field. The provider was charged with providing GM with the high-
est-quality, most competitively priced training products and services
available. The arrangement loses the element of competitive bidding,
but it gains a close provider-client relationship and a better understand-
ing of corporate needs and culture. The provider obviously enjoys re-
duced marketing costs and a steady source of business (“Training
Today,” 1988, pp. 12-14).

Locating Potential Outside Providers

Most communities have training and educational resources that can help.
Possible provider sources include local school districts, community colleges
and universities, nonprofit literacy groups, for-profit organizations and
individuals, private industry councils, and others. See Resource C for a
detailed discussion of useful sources for locating outside providers.

Outside providers have differing strengths and weaknesses, and not
all will be equally suitable for the job. Advantages to consider when select-
ing an outside provider include:

o Cost effectiveness,
o Immediate availability,

o Prior experience,

Positive employee response,

Begter utilization of internal resources, and
e Significant time savings.
Disadvantages to consider include:

o Litde experience with training in a particular functional context,

® Reduced control,
e Litde knowledge of specific corporate culture, and
® Negative employee response.
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Briefing Potential Outside Providers

After potential outside providers have been identified, hold a preliminary
meeting with each of them to explain the company’s training needs, outline
the ground rules of the working relationship, and explore further the pro-
vider's ability to deliver what is needed for the project (see Checklist 6).
Invite those that you believe are qualified to submit a formal, written
proposal.

Checklist 6. Mesting with Potential Outside Providers.
1. Prepare to discuss the corporation’s (your) role in the project.
O Who are the decision makers?
O Is there a committee or task force involved?
(O Who is the key corporate contact?
0 What roles will be played by the above?

2. How much money is available for the project?
0 How much are you prepared to pay?
0 Is there possible flexibility (willingness to negotiate) on the
provider's part?
3. What do you want included in the project?
O Who are the trainees?
(O What are they to learn?
(3 What are their work experience and educational backgrounds?
[J What is the time line for the project?
[J What should be included in the proposal?

4. Does the provider have the expertise the preject requires?
O Who are the key wersonnel in the outside provider's organization?
(0 What is their previous experience in basic workplace skills
training?
0 Can you review a previous, completed project?
(0 What is their incider<e of repeat business?
0 Who are their references?
3 Were projects completed satisfactorily, on time, and within budget?

Source: Adapted with pennission from the February 1987 issue of TRAINING, The Magazine
of Human Resources Development. Copyright 1987, Lakewood Publications, Inc., Minneapolis,
MN (612) 333-0471. All rights reserved.
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One method for trying to ensure that a provider has the appropriate
resources (knowledge, staff expertise, and so on) and can be held
accountable is to contract through a competitive bidding process using a
standard request for proposals. The request for proposals should be struc-
tured to solicit the information shown in Checklist 7.

See Resource D for a detailed sample request for proposals to be
given to potential outside providers.

Checklist 7. Information fo Solicit from Providers.
(O Experience with training in an applied context.
[J Experience in working with adult trainees.

O Approach to program design and development.
O Capability to perform the designated tasks.

[J Prior experience and success rate.

O Cost and time requirements.

[J References.

Reviewing the Outside Providers’ Proposals

When evaluating the various proposa's from outside providers look for the
following items (“Training Today,” 1987, pp. 14-16):
¢ A summary of the project’s background and purpose.
o Alist of specific project mitcomes.
o A description of activities to be performed.
e Alist of items to be delivered.
o Identificaiion of personn=l who will actually be working on the
project.
A timetable for completing the work.
e A fee agreement and payment schedule.
o A description of any special arrangements between the parties
(for example, access to company information or the work floor),
and

o A cancellation clause should the provider fail to perform as
contracted.

Many experienced corporate trainers say that the answer often lies
in combining in-house staff and outside providets. This allows a company
t0 extend its own subject-matter expertise by taking advantage of a training
provider’s design and experience in specific subject areas.
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For example, an outside provider could be hired who had extensive
experience in providing basic academic skills 1.aining (reading, writing,
computation) for adults in a workplace context, while at the same time in-
house staff could be used to develop or obtain material relating to other
basic workplace skills such as problem solving, leadership training, team
building, career development, or motivation.

Experienced training departments will have used outside providers
before and will be aware of both pitfalls and pluses. If this is the first
attempt at using an outside source to complement in-nouse staff efforts,
proceed with caution and be clear and exact about what services are
required. Figure 2 provides a decision tree for the kind of thinking that
needs to go into this decision.

Often when a small business (fewer than 500 employees) decides to
implement a basic workplace skills program, it will need to turn to an out-
side provider for help in design, development, implementation, and eval-
uation because it cannot afford to maintain a large, multipurpose training
department.

Smaller companies will almost always have to rely on outside providers
for other services as well, including classroor. facilities, audio-visual and
other training equipment, and the layout and printing of instructional
materials.

There may also be a significant difference between large and small
companies regarding how much time the employees can spend away from
their jobs and even whether or not the training can be conducted at all
during regular working hours.

When assessing community resources, these small businesses shoul¢
search for larger companies (in related industries) that may have already
developed training programs relevant to the needs of the smaller
companies.

85




Present the Strategy and Action Plan for Approval

Figure 2. Go or No Go? Selecting an Outside Provider.

Develop BWS
program in-house

Reject No Does vendor
vendor have necessary

expertise?
Reject Can vendor
vendor deliver

on time?

Reject Will vendor
vendor | accept your

dircction?
Reject No Can the
vendor company afford

the vendor?
Reject No | Othernecessary | Yes Retain
vendor considerations? vendor
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outside resources

Identify
potential outside
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American Savings Bank

When American Savings Bank in New York City needed a basic course in
English as a first language, the bank combined internal on-the-job materials with
the outside subject matter expertise of an English teacher from Bow-Manhattan
Community College.

Together they developed a two-day course, but with the two days about a
month apart. In the intetim, the trainees were given materials to study and writ-
ten homework assignments (Cothran, 1987, pp. 83-85).

Larger companies may be willing and interested in allowing access to
their training for a fee or, if proprietary rights are not an issue, in provid-
ing a smaller company with copies of already developed curricula that can
be used for free or under a contractual arrangement, and that can be
modified to fit the functional needs of the purchasing company.

Large organizations may have operations in multiple locations but
maintain one or a few centralized educational resource and development
centers. Tk.ey need to determine whether basic workplace skills training
will be a top-down decision implemented throughout the organization at
all geographic locations as part of an overall strategic plan.

The more common practice among such large organizations, how-
ever, is to leave training decisions to local plant managers. Sometimes this
allows more flexibility for responding to local work-force requirements, as
well as for addressing any plant- or office-specific needs. In other situa-
tions the local plant manager may be in 2 position similar to local plant
owners because economies of scale canric. pe achieved,

Whether developed internally, extemally, or through a combination
of outside and inside resources, what is important is that training vro-
grams must be able to meet very specific needs in ways directly appropri-
ate to an organization.
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STEP FOUR

Perform o
Task Andlysis

Learning Objectives

The reader will be able to:
1.

Understand the advantages of a good instructionai
system.

Understand the characteristics of a good instructional
system.

. Define the basic terms involved in performing a

task analysis: job, duty, task, step.

Break a job down into its component duties, a
duty into its component tasks, and a task into
its component steps.

Identify the skills, knowledge, abilities, and
attitude required to perform a given task and
a given step.

. List possible sources of information for analyzing

a given job.

. Develop a procedure for validating a iob analysis.

Write appropriate task descriptions.
Develop a procedure for vaidating a job analysis.

Discuss the advantages and disadvantages of the
various methods of data collection: questionnaires,
interviews, observation, and document analysis.

Explain three different approaches to conducting a
task analysis.
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Competencies are the
know'=dge, skills, abilities,
and at.itude standards
required to succeed in a
particular job

Perform a Task Analysis 4.3

Introducticn

After a plan has been approved, but before curriculum design can begin,
the focus of basic workplace skills training must be narrowed to only those
competencies actually required to perform work on the targeted jobs.

A company wili want « °xpend resources only on the development
of learning material for those skills that will result in a significant improve-
ment in worker performance and productivity.

One method that has proved successful in accomplishing this is what
is called instructional systems design (ISD). There are many advantages to
using ISD or a modification of it to address the pzrformance problems in
the workpiace. Barbee (1985, pp. 34-35) identifies a few of these:

# It consistently produces the results for which it was designed.
® It dees not leave you dependent upon the skills of one person.
o It is replicable.

e It capitalizes on the range of skills and unique talents of various
people.
o It places responsibility for leaming with the leamer and respon-

sibility for the leaming environment and management with the
instructor.

e It uses what is known about how adults leam.
o It provides a means for adjusting it to better meet present needs.

A good instructional system hac specific characteristics. Barbee lists
these as the following;

¢ The curriculum and the instructional program are based on
competencies required for a specific job.

¢ The system lets the trainee know whar to expect It describes
both the system’s an the trainee’s responsibilities.

o It provides the trainge with the occupation.® context, including
a general description of the occupational area, a description of
tne job, the conditions under which it is generally perfcrmed,
and the generally accepted standards for its performance.

o It is made up of carefully engineered leaming experiences
designed to develop the specified competencies in the target
trainees.

¢ The trainee controls the pace, sequence, and strategy of the
leaming.

o It demonstrates or describes the skill or knowledge to be leamed
in a way that the trainee understands.

e It is interactive, that is, it actively involves the trainee through-
out the training.

o It provides opportunities for the trainee o practice the skill or
internalize the knowledge.
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Task andlysis is the process
of breaking down a task into
smaller units and then
sequeicing these units in an
order of priority based on
their importance in perform-
ing the job.

Step Four

o It provides opportunities for the trainee to perform the skill or
ue the knowledge under conditions closely resembling the job.

e It provides opportunities for trainees to test themselves on the
skills and knowledge taught.

© It provides alternative learning strategies to meet the range of
individual learning characteristics found in the tainee group(s).
This normally requires a variety of media to satisfy the range of
such characteristics.

o It measures performance and provides results to the trainee and
to the instructor based upon the specific job competencies.

o Competency achievement data is used to improve the effective-
ness and efficiency of the system. For example, when trainees
fail to achieve a competency within a reascnable time, the train-
ing system is examined to see what went wrong and then
adjusted accordingly.

Define the Task Analysis

The first undertaking to uncover deficiencies is the task analysis.

Task analysis is the process of breaking down a task into <rmaller units
and then sequencing these units in an order of priority based on their
importance in performing the job. It is a more in-depth and structured
loc! at the descriptions of job duties that were prepaced under Step One
(the initial investigation).

Atits heart is a validation process that confirms that the compeencies
identified for training are actually used on the job.

With information thus cained, the basic workplace skills trainer can
plan lessons aimed at developing only those skills, knowledge, and behav-
iors that significantly affect successful job performance.

The purpose of conducting a task analysis is to determine which of
the basic workplace skills are necessary to perform a particular job.

Therefore, it is important to recognize that your focus should begin
with basic skills problems, nrt technical problems.

For example, if a company is 1atroducing office automation, the first
question it should ask iz, Can employees read the computer manuals? not
Can empioyees operate the compurers?

Simply put, an accurate task analysis lays the foundation for a sound
instructional program.

At this phase of the process in developing a basic workplace skills
program, the dominant role is that of the task analyst, who, after describing
the tasks, identifies the skills and knowledge necessary to successfully
complete the tasks required of the job. The assign. 1ent should not, however,
be hers or his alone.

Obtair. a minimum of one worker and/or supervisor from each job
family to be analyzed.

Persons from the advisory committee with expert knowledge of the job
or job family to be analyzed should be designated as job-specific review
committees. These committees will validate the final task listing for each
job or job family in which they have expertise.
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Collect Information Needead fo
Design the Program

The task analysis will answer certain questions necessary to develop the
basic workplace skills instructional program: What is the job? How is the
job done? How can job performance be improved? How can the skills and
knowledge required for the job be learned? At this time, a basic profile of
the worker population to be trained should be developed (see Checklist
8 and Table 8).

It is important to understand the component parts of a job (see
Figure 3).

® A job is a specific position requiring the performance of specific
tasks.

® A duty is an arbitrary clustering of related tasks intc broad
functional areas of responsibility.

o A task is a work activity that is discrete, observable, performed
within a limited period of time, and leads to a product, service,
or decision.

o Two or more steps make up a task. Each step alone would not
result in a product, service, or decision.

Fioure 3. Job Components.

JOB
(Secretary)

[
DUTY
(Performing stenographic
activities)

TASK
(Edit letters dictated by employer)

STEF
(Check for grammatical errors)
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o Checklist 8. Collecting the Information.
v Checklist
YE\———— 1 1. Whatis the job?

R

* O What is the job title?
O What are the major duties of the job?
(0 What are the most important outputs of the job?
[J What are the tasks of the joh?
0 With what frequency are the various tasks of the job performed?
O To whom does the worker report?
(J Whom does the worker manage?
O What important issues, problems, or changes do workers face?
2. How is the job done?
[0 What are the steps required to perform the task?
[(J What knowledge is required to perform the task?
[(J What skills are required to perform the task?
[J What tools or machines are used in performing the task?
O In what sequence are the steps performed?
[J What safety and health factors are involved in performing the task?
O How is task performance measured?
0 How muck time does it take to perform the task?
O How difficult, in a relztive sense, is it to perform, the task?
O With whom does the worker interact in performing the task?
3. How can job perforinance be improved?
(0 What performance standards, if any, exist for the various tasks?
(0 How does employee performance differ from what employees are
expected to do?
O How does the sunerior worker's performance differ from that of
the average worker or beginner?
[0 Why do these gaps exist?
[J What are the worker problems in terms of knowledge, skills, and
attitude?

4. How can the skills, knowledge, and attitude required for the job best
be learnad?

(0 What are the learning objectives for this job?

(0 What content must be learned? (People don't learn a job; they
learn the knowledge, skills, and attitude required to perform the
various tasks of a job.)

O In what sequence should material be learned?

3 Can the knowledge, skills, and attitude required for the perfor-
mance of the various tasks be grouped together in some logical
way?

(0 What training have these workers already had?

O What is the educational background of the targeted training
population?

[J What is their job experience?

O What factors may affect efforts to train this group?
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Perform a Task Analysis

Table 8: Sample Job Analysis Work Sheet.
1. The job title of the position being analyzed is:
2. The experience level of the average jobholder is:
[d 2 years or less O 3-8 years {3 more than 5 years
3. The education level of the average jobholder is:
7 high school O college O graduate level
4. The data-gathering methods | will use in my analysis are:
O Interviews with managers, supervisors, and jobholders
O Group interviews with supervisors and jobholders
O Questionnaires
{0J Observation

5. Attach job description. List the major duties involved in performing
the job:

6. For each duty, list the major tasks involved:

7. For each task, list the elements involved and the skills or knowledge
needed:

Elements Skills or knowledge

8. For each element, list the subelements involved together with the
skills or knowledge needed:

Subelements Skills or knowledge

Source: BLR Handbook of Training Techniques, 1987, pp. 40-41. Used by permission of
Business and Legal Reports, Inc.




Stey Four

Identify Sources of Information

There are numerous sources of information, both people and documents,
that can be used to help answer the questions in Checklist 8. One should
first identify all possible sources and then consider the availability of those
sources. The more sources of information one uses, the greater the chance
that the task analysis will reflect the actual situation (see Checklists 9 and
10).

Checklist 9. People.

1. Potential trainees

. Potential trainees’ manager and supervisors
. Subordinates of potential trainees

. Co-workers of potential trainees

. Human resource personnel

. Providers to the organization

. Customers

. Competitors

. Business experts (in areas such as management, strategy,
and training)

. Instructors at vocationai technical institutes and community
colleges

O 1. Trade union officials (determing if they have existing task listings)

O00OO0O0o0oooOoo
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Checklist 10. Documents.

1. Recruiting records, job postings, and advertisements

. Written reactions to past training

. Samples of work

. Exit interviews and turnover ra~ords

Past studies, analyses, or surveys of the potential trainees or their

jobs

. Other training programs used for this or similar target populations

Performance appraisal records

. Union grievance records

. Procedures, handbooks, and job aids

. Papers used doing the job (such as order forms, correspondence,
and reports)

. Existing task listings and inventories

. Training material, curriculum guides, course outlines, and job
descriptions that might indicate tasks and duties performed in the
occupation

[0 13. Lists of tools and equipment used in the oucupation, standards of

job perforinance, and performance objectives
0O 14. Management objective lists
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Perform a Task Analysis 4.9

Plan the Task Analysis

The level of sophistication of task analysis will depend on the budgetary
and personnel resources made available to carry it out as well as on the
needs of the basic workplace skills program development team.

Limited resources or the desire tc conserve abundant resources both
require the decision to perform a task analysis only on those jobs (or parts
of jobs) most directly related to obtaining the desired results of the basic
workplace skills training program.

That might mean those taking the most time, those involving the
greatest number of new employees, those with the highest error rate, or
those that most directly affect achievement of the company’s strategic
objectives.

Furthermore, the task analysis should be detailed only to tie axtent
necéssary to meet the objectives of the current situation.

If the need is to deal with a relatively short-term issue, such as quality
control in a given area, health and safety problems, or increasing customer
complaints, the relative urgency of the problem may not allow the trainer
time to conduct a full-scale, comprehensive task analysis.

In fact, the job of designing a training program may not require it. The
appropriate approach may be quite obvious to the experienced trainer.

On the other hand, the achievement of less urgent but more strategj-
cally important objectives, like robotized production or office automation,
would warrant a more thorough, time-consuming approach.

Identification of the basic workplace skills problem to be addressed
by the training program is the determining factor in deciding the necessary
degree of detail.

If all the workers can read, write, and compute at a level of proficiency
required to perform the tasks of their jobs, it would be wasteful to continue
the task analysis detailing to that extent.

Many experts urge erring on the side of too litde detail to avoid wast-
ing resources. If the program development process requires more informa-
tion, they argue that it is not too difficult o0 reopen the analysis to meet
those needs.

Perform the Task Analysis

In any event, an in-depth task analysis can be time-consuming and costly
if some up-to-date materials do not already exist. Unless a job is entirely
new, however, there is likely to be substantial material available that can be
used as a foundation on which to build a task analysis. This can be accom-
plished at significantly less cost than starting from scratch.

The first undertakings in the task analysis process shoild be to review
all related literature on the subject and to collect all available task listings,
that is, « comprehensive list of tasks performed by workers on a particular
job.

There are many excellent published listings of job tasks which can be
obtained from such institutions as the National Center for Vocationa! Edu-
cation, Ohio State University, the V-TEC, and several state education
agencies.
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Task listings are statements

describing the work activities
of employees in specific jobs

or occupational areas.

Step Four

In all instances, but particularly where existing task listings are being
adapted, it is crucial for task analyses to be accurate and validated by com-
pany employees familiar with the job. This validation process should be
used even when an outside provider is collecting the information.

Usually all task listings include basic literacy requirements (reading,
writing, and computation) and competency levels necessary to perform a
job.

However, few, if any, currendy describe other related workplace skills
such as goal setting, ethics, and leadership.

Therefore, when adapting task descriptions for use by a particular
employer, it will likely be necessary to identify and develop performance
measurements for these other basic workplace skills.

The process known as task analysis includes both description and
analysis. Description is concerned with stating activities or outcomes of
activities and is a necessary first part of the process.

Analysis, the derivation of skill, attitude, and knowledge requirements
for successful task performance, is more critical to the development of
appropriate training strategies.

The learner must successfully master both to be able to perform the job
activity satisfactorily.

The task analysis usually breaks a job into three component parts: task
listing, t5sk duty, and task inventory.

Task Listings

Task listings are statements describing the work activities of employees in
specific jobs or occupational areas. Tasks are actual units of work performed
on a job.

Atask is a complete work activity that can be performed independent
of other work. It has a definite beginning and ending point, consists of two
or more steps, can be observed and measured, and results in a product,
service, or decision. The first step is to list all the tasks that are part of the
job.

Each duty of ajob is comnrised of a number oftasks as in the examples
of the automobile mechanic and besutician (Maxwell and West, 1980,
p. 29).

Prepare a form for the tasklist. Choose a simple, straightforward format
for easy use in recording data. The form should provide space for the task
description and any other information necessary for your analysis, such as
level of difficulty, degree of importance, and frequency of performance. This
information will be useful in developing the training program. Table 9 gives
an example of a form that can be used for listing tasks.
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Perform a Task Analysis 4.11

Task Listing—Aufomobile Mechanic

Examples T . .
Duty: Maintains, repairs, and repiaces braking systems

® Repair master cylinder
® Repair and replacz brake shoes
Adjust brake

Flush brake system

Repair wheel cylinder

Task Listing—Beauticlan

Duty: Mixing supplies and sanitizing equipment

Mix conditioner

Mix permanent hair colors

Perform wet sanitizing

Sanitize equipment with formaldehyde

Task Descriptions
There are a number of key rules for writing task descriptions. They are:

¢ The subject “T" or “you™ is understood. Begin the description with
a verb in the present tense.

© Use precise action verbs. Never use words or phrases like “appre-
ciates” or “is responsible for.”

¢ Be succinct.

e FEliminate articles (“the” and “a”).

® Describe the same task with consistent language.

® Avoil qualifiers.

¢ Avoid references to knowledge and atuitude needed.

 Avoid references o tools and equipment that merely support task
performance.

L)
&5)




4.12

Step Four

Table 9. Sample Task Listing Sheet.
Vocation: Electronics Technician

No. Task

1. Troubleshk~ots and repairs
malfunctioning equipment.

2. Reads electronic schematics.

3. Performs chassis fayouts.
4. Uses small hand tools.
5. Checks electronic components.

6. Replaces components.

7. Solders various components.

8. Recognizes the applicability of
electronic test equipment.

9. Interprets test instruments.

Frequency of Learning
Importance  Importance Difficully
Everyday 1 Difficult
1to 10 times 2 Moderate
a day
Once a week 2 Easy
Continuously 1 Easy
Frequently 1 Moderate
to difficuit
Once in a while 2 Easy to
moderate
Frequently 2 Moderate
Once in a while 2 Difficult
Frequently 1 Difficutt

Source: Adapted from Mager and Beach, 1967. Used by permision of David S. Lake

Publishers.

For examples ot the rules in action, see Table 10.

Table

Table 10. Rules for Writing Task Descriptions.

Poc~ Task Statement Rule

Good Task Statement

You repair magnetic

drives.

Have responsibility for Use precise action
instructors. verbs.

Prepare forms that tell Be succinct.

mechanics to perform
various jobs.

Enjoy operating the

word processor. attitudes.

Use math skills to

calculate load limits. knowledge.

Operate and maintain
vacuum gauges.

The subject “I” or
*you” is understood.

Do not include

Do not include

Avoid “and” which
implies two tasks.

Repair magnetic drives.

Supervise instructors.

Fill out work orders.

Operate the word processor.

Calculate load limits.

1. Operate vacuum gauges.
2. Maintain vacuum gauges.

Source: Adapted from Carlisle and Arwady, 1986, p. 23. Used by permission of

Educaticnal Technology Publications.




A task detailing is a system-
atic breakdown of each task
to determine the skills,
sequencing, knowledge, and
attitude an individual needs
te know to perform a single
task successfully.

Perform a Task Analysis 4.13

Writing a task description is somewhat more complex than it might

. seem on the surface. “Answer telephone” is a specific task that might be

identified for a receptionist. Job performance could be evaluated by
wh.ether the worker picks up the telephone when it rings. However, there
is obviously more to it than that. The telephone is only a tool that the
receptionist uses to perform a number of tasks, such as answering and
directing incoming calls, taking clear messages as needed, responding
courteously and effectively to customers, and scheduling appointments.

Task Detailing

A task detailing is a systematic breakdown of each task to determine the
skills, sequencing, knowledge, and attitude an individual needs to know to
perform a single task successfully. A task detailing for check cashing would
need to include the following information:

e Cues for starting the task (Example: Customer requests that
check be cashed);

o Conditions necessary to perform the task (Example: Teller
window);

e Major steps of the task (Example: Check signature with signature
card); -,

e Decisions made while performing the task (Example: If check is
incorrect, return to customer);

o Safety, technical, and related knowledge necessary to perform the
task successfully (Example: Know how to read check register);
and

e The degree of desired proficiency or standard (Example: Check
written properly; check stamped; proper cash given to customer).

Figure 4 provides an example of a task-detailing flow chart. Table
11 gives an example of a task-detailing sheet.
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Figure 4. Task-Detailing Flow Chart.

ToglasShaz:d Equipment: i
can CUE: requests check
T to be cashed
Teller cashing limit
Check ]
Stamps Grect
Hold forms customer
by name
1
Customer
initials or
‘ rewrites check
- 3
wrten chos T T Rotum check
+ Compare what js written ‘ to custonzcr
with what should be there or corrections )
Compare
signature with Dol kno»;/
signature card customer?
1
* Know how to read Check
check register balance

Balance
adequate?

Place hold
onaccount | *Know procedure for placing
ahold on a check

1

Stamp
check

1

Take out
money from
cash drawer

I moneyto  f-e Thank .| Putcheck

STANDARDS: Check written properly
Check stamped

Proper cash given to customer
* Know which

stamp to use

* Know ihe steps
in making change

Count

customer away

customer

Source: Maxwell and West, 1980. Used by permission of the author.




Perform a Task Analysis

A task inventory is an
instrument used to validate
the tasks of a job.

Validation is the process
that confirms that the infor-
mation gathered in the task
analysis process is consistent

with the circumstances of

actual job performance.

Table 11. Sample Task-Detailing Sheet.
Vocation: X-ray Technician  Task: Take an X-ray of the chest

Type of Learning
No. of steps in performing the task performance difficulty
1. Patient is asked o prepare for the X-ray Speech Easy
by removing excess clothing.
2. Correctly position the patient, giving Manipulation, Moderately
special instructions. speech difficult
3. Position and check the distance of the Discrimination Moderately
tube with respect to the patient. difficult
4. Turn on the X-ray equipment and Recall Easy
adjust machine.
5. Insert the X-ray film and identification Manipulation Easy
marker into the proper holder.
6. Expose film and release from Manipulation Moderately
examining room. difficult
7. Process film. Manipulation Difficult
8. Check film for errors. Discrimination  Very difficult
9. Release patient if film is acceptable. Recall Easy

Source: Adapted from Mager and Beach, 1967. Used by permission of David S. Lake
Publishers.

Task Invenfory

A task inventory is an instrument used to validate the tasks of a job.

Validation is the process that confirms that the information gathered
in the task analysis process is consistent with the circumstances of actual
job performance.

A group of expert workers and supervisors, either in a meeting or in
response 1o a written task inveniory, answer certain basic questions about
the tasks performed on the targeted job. The task inventory consists of lists
of duties and tasks and one or more questions to be asked of incumbent
workers about the way a task is performed.

This allows the task analyst to reconcile the information gathered
previously to the actual situation. The types of questions asked are.

e How frequently is each task performed?
¢ How much time is spent performing each task?

» How important is each task for saccessful performance of the
job?

e How difficult is this task to learn?
e Is performance of this task expected of the entry-level worker?

Table 12 gives an example of a task inventory.
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Step Four

(=

-t =

aaa Table

Table 12. Sample Task Inventory Shest.
Job Title: Surgical Technician  Analyst: Jane Doe

Time Spent

1. Much below average
Listed below are a duty and 2. Below average
the tasks it includes. Check 3. Slightly below average
all tasks you perform. Add 4. About average
any tasks you do that are _Check 5. Slightly above average
not listed, then ratc the if 6. Above average
tasks you have checked. Done 7. Much above average

Duty: prepares operating
room for surgery.

Inspect operating room
for necessary furniture.

Inspect operating room
for cleanliness.

Scrub for surgery.

Wear required gown
and gloves.

Select instruments and
supplies for each surgery.

Other:

Source: Adapted from Maxwell and West, 1980. Used by permission of the author.

The information in such an inventory will be critical when deciding
what instructional techniques to select for teaching a particular task.

Workplace standards for performance of a particular job are obtained
by questioring and/or observing at least two expert workers who have
been identified by supervisors, management, or performance review, as
performing their jobs at a level of competence that meets employer
requirements,

Collect Information

There are many different methods for collecting information. Each of the
various approaches has advantages and disadvantages.

One might choose an approach or a combination of approaches based
on such factors as the type of information required, the sources available,
the constraints on time and money, the type of job, and the general
makeup of the work force.
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Open-ended questionnaires
are composed primanily of
questions that must be
answered with a personal-
ized narrative.

Perform a Task Analysis 4.17

For example, it would be inappropriate to use the observation method
on a job that is done primarily as mental tasks. It would also be inappro-
priate to distribute a questionnaire to workers you suspected of having
literacy problemc.

The following is a description of some of the more commor:

approaches, emphasizing the advantages and disadvantages of each
method. Examples are given where appropriate.

Questionnaires

A questionnaire can be used to get workers tc provide written answers to
questions. It can be distributed to many workers, thereby resulting in the
coilection of a large amount of data. Because the questionnaire is standard-
ized, it offers an opportunity for comparative analysis. This makes it a
relatively cost-effective method.

On the negative side, a questionnaire may yield a low rate of response
or be returned by only one type of worl- v, which could bias the results.

One must make sure the questionnaire is written properly and clearly,
because there is no opportunity for in-person clarification.

The questionnaire method may also result in the neglect of issues and/
or problems that the designer could not foresee.

Open-ended questionnaires are composed primarily of questions that
must be answered with a personalized service. The quesiion is followed by
an ample blank space for the response.

Example

Open-Ended Questions
1. What are the key components of your job?

2. How did you learn your joh?

3. In what areas might you benefit from training?




Step Four

Open-ended questionnaires have several advantages:

@ They are easy to construct,
® They allow respondents to introduce new topics,
® They may uncover data not requested, and

® They can be used to encourage respondents to disclose attitudes
and perceptions.

Disadvantages of open-ended questionnaires include the following;:

® They are difficult for those respondents who cannot express
themselves in writing,

e Respondents may be reluctant to commit their responses to
paper,

® There is no way to probe further,

¢ They depend on recall,
® They are poor instruments for data collection, and

® They are difficult to analyze,

Closed questionnaires provide the respondent with a limited set
Closed questionnaires are  of responses to each question. There are several different types of questions

composed primarily of ques-  that can be used on this kind of questionnaire. These include the checKlist,
tions for which a limited st the two-way question, the multiple-choice question, and ranking scales,
of responses are provided for The checKlist question gives a list of items, and the respondent is
the respondent, asked to check those that apply to a given situation.
L Example Checfd:st
In which of these general workplace competency areas do you need the

most training in order to be more effective in your current position?
O Effective writing
[0 Effective communication skills
{0 Problem-solving techniques
O Teambuilding, group dynamics, and interpersonal skills

The two-way question has alternate responses, a yes/no or a forced
choice between two or more complex statements,

Two-Way Question
How are new employees trained?

L example

& On the job
b. Seminar
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The multiple-choice question gives several choices, and the pariic-
ipant is asked to select the most correct one.

Example !

Multiple-Choice Question

How often do you deal directly with clienis?
a. Frequently
b. Occasionally
c. Rarely

d. Never

The ranking scales type of question requires the participant to rank
a list of items,

Example

Ranking Scales

In what ger :ral workplace compétency areas do you most need training
in order to be more effective in your current position? Please rank the
top three, using 1 for the highest priority and 3 for the lowest.

[0 Effective wriling

O Effective communication

[0 Effective reading

] Problem-solving techniques

O Interpersonal skills

Closed questionnaires have several advantages:

o They are easier to answer,

e They are easier to analyze (computer use reduces time and cost),
e They yield more precise information,

¢ They are more anonymous, and

o They are less stiessful for the respondent.

Among their disadvantages are the following:

e They are more difficult to prepare since two or more plausible,
well-stated choices have to be developed for each item,

o They are limited in scope and subtlety,
o They may bias respondents’ answers,
e There is no way to probe further, and
o They do not allow for unusual answers.
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It is possible and probably desirable to combine both types of ques-
tions in a single questionnaire.

The proper method is to begin with closed questions and follow with
open-ended questions.

It is also suggested that the questionnaire be read for clarity and con-
tent by a worker and supervisor before being distributed widely.

Interviews: Individual or Group

Interviews with master workers, supervisors, subordinates, and so on are
obviously a necessary part of the task analysis process. The method
involves asking questions of one or more people in a face-to-face meeting, '

The interview is usually based on a series of questions prepared in
advance, but the interviewer introduces, or allows the anterviewee(s) to
introduce, relevant new topics or questions as the session proceeds.

The interviewer takes notes or tapes the interview. A taped record may
seem attractive for any number of reasons, but it can be disruptive, espe-
cially in a group situation, and it takes considerable time to analyze.

Interviews have the following advantages:

® Workers become directly involved in the process,
® The process builds commitment in interviewee(s),

® The interview is flexible, allowing the questioner to probe further
where needed,

® The interview can clarify and expand on information gathered by
other methods,

* The interview is an effective method for leaming about mental
tasks,

® Group interaction allows on-the-spot verification or clarification,
and

¢ Individual interviews are effective for leaming how one worker
does a job or performs a task

Disadvantages of interviews include the following:
¢ They require skilled interviewers, especially for group sessions,
¢ They may make people uneasy,

® They may reflect interviewers’ biases,

¢ They are time-consuming,

® They can reach only a relatively small sample of workers,
® They are expensive if travel is necessary,

° They are more difficult to analyze,

® Group interviewees may influence one another,

® The information gathered tends to be subjective, and
® A group interview may not reflect how one worker does the job.

It is best to follow up a group interview with observation.
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REMEMBER

Alwcys fhmk beforehand what queshons to ask; and
write them into @ guide like the one given in Table 13

e Aiwcys Ieuve ample space for-notes.

P
'

Alwcxys take thorough notes and hvnew them
lmmedlately aﬂer 1he mlerwew '

-

ey

Table

Table 13. Sample Interview Guide.
Interviewee: Position:

1. Tell me about your job. (How time is spent, responsibilities.)
2. How did you arrive at this job? Is that typical?

3. Tell me about your subordinates. (Their background, talents,
problems, concerns.) Are they typicai?

4. When do you give them feedback? How do ycu do it?

5. Can you describe a recent feedback meeting with one of your
subordinates? What feedback did you give?

6. Did you feel it was a good meeting? Why not?

7. Do you sometimes have to give feedback to an empioyee
whose performance is unsatisfactory?

If yes, can you describe how you did that?
If the answer is no, proceed to question 11.

8. What do you think was in that subordinate's mind before that
feedback meeting? Did she or he realize what wa. coming?

9. What would be a typical reason for an employee to perform
unsatisfactorily?

10. What approach would you take in a feedback meeting about
unsatisfactory performance if you were to hold one? What
would you say?

11. Do you have any other thoughts on feedback meetings?
12. Can | call you if | need more information or clarification?
13. Is there anyone else with whom | should speak?

Thank you.

Source: Adapted from K. T. Abella, Buiiding Successful Training Programs.
Copyright © 1986, Addison-Wesley Publishing Company, Inc., Reading, Mas-
sachusetts. Pages 57-59. Reprinted with permission.
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The observation method
involves a trained person
observing workers on

the job.

The analysis of existing
documents involves evalu-
ating manuals and instruc-
tions on how work is to

be performed.

Step Four

Observation

The observation method involves a trained person observing workers ~n
the job. Like the interview, this technique requires careful planning and
preparation.

Observers must understand what information 1s sough; they must be
trained and given an opportunity to practice.

A form on which each observer can record her or his observations
must be designed and tested.

The workers, too, must be informed about the purpose cf the obser-
vation and the use of its results. The effect of the observer's presence on
the performance of the worker must also be taken into consideration,

Almost anyone performs diffeiently when watched. To minimize .his
effect, the observation should take place over a relatively long period of time.

Among its advantages, observation: ’

Yields data that a2 not skewed by recall or interpretation,
y Ip

Can bring out subtle things hard to express in interviews or
questionnaires,

Can be a good way to gather data for course materials later on,

Can build rapport with the target prpulation,

Is good for a manual job that is not too complex or lengthy, and

o

Is a good method for verifying other methods of analysis.
Among its disadvantages are the following:

¢ It often requires some knowledge of the job,
¢ It does not always reveal attitudes,

It can interfere with work,

o

It is the most time-consuming technique,

The observer's presence may influence the work performed,

It reveals what is, but not necessarily what should be,

It is useless for mental tasks, and

Reports will differ, even among skilled observers.

Analysis of Existing Documents

The analysis of existing documents involves evaluating manuals and
instructions for how work is to be performed. The files of the organization
or department should be thoroughly researched to identify any material
relevant to the job being .nalyzed.

Many tmes, what is written has orly a minimal relationship to what
actually happens on the job. Existing documents must always be considered
in the context of the real day-to-day workplace.

Analysis of existing documents has several advantages. Among them
are the following:
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o The analyst can get data from several sources in one place, cut-
ting time and cost,

e Doing the analysis seldom involves travel,

¢ The analyst may be able to use some previous analysis of the
data,

¢ The analysis does not depend on commitment of others, and

e Jt may greatly reduce the need for initial observation and inter-
viewing, thereby lessening cost.

Among its disadvantages are the following;

e It may produce uneven data, skewing final information received,
e It can consume the analyst's time without prc.lucing results,
o It may not cover all areas needed,

o The analyst must be skillful to pick out the right information,
and

e The analyst may not be given access to sensitive documents.

Select a Quick Route Through Task Analysis

All of these techniques can be used individually or in conjunction with
one another to verify results. Some sophisticated methodologies have been
developed combining severa of these techniques into integrated systems
for performing task analyses.

DACUM

One of the best known and most widely used of these combined systems

is DACUM (for developing a curriculum), developed by the National

Academy for Vocational Education. Basically, DACUM is an approach to

occupational analysis that brings a committee of experts together under the

leadership of a trained facilitator. They use modified brainstorming tech-

DACUM 15 an approach to niques to specify in detail the tasks that successful workers in their occu-
occupational analysis that pation must perform (Norton, 1985).

specifies m detail the tasks DACUM is a relatively quick (two- to three-day), inexpensive process.

that successful workers must ~ 1ts results are immediately transferrable into course outines, and it com-

perform i ther ~ Pares favorably in validity with other methods used to identify basic work-

occupations.  Place skills.
The basic philosophy behind DACUM is that:

e The best person to describe or define a job is the person
who does that job,

» Any job can be described in terms of the tasks that expert
workers in that job perform, and

o All tasks require the worker to have certain knowledge and
an attitude in order to perform the tasks correctly.

A group of eight to twelve expert workers from the occupation under
consideration form the DACUM committee. The ratio of expert workers to
immediate supervisors should be about 5:1.
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Step Four

The committee works under he guidance of a facilitator for wo to
three days to develop the DACUM chart. Modified small-group brain-
storming techniques are used to obtain the collective expertise and con-
sensus of the committee. The following are the steps through which the
committee goes:

1. Orientation of committee.

2. Review of occupation.

3. Idendfication of general areas of responsibility.

4. Identification of specific tasks performed.

5. Review and refinement of task and duty statements.

6. Sequencing of task and duty statements.

7. Identification of entry-level tasks.

8. Other options as desired.

The committee usually identifies batween eight and twelve duties and
50 to 200 task statements for each occupation. The tasks verified as
important become the base for developing instruction for an educational
program. Figure 5 gives an example of a completed DACUM chart.

Literacy Task Analysis

Another model, the Literacy Task Analysis (Mikulecky, 1985), is an example
of how a traditional task analysis format can be adapted o meet special
basic workplace skills needs, in this case to identify job-specific literacy
requirements.

The literacy task analysis model is divided into three phases: before,

during, and after.

The “before” phase refers to preparing for interviews and observations

through:

® Choosing an occupation.

* Identifying frequent and/or highly critical tasks involving basic
skills, using J. Greenan's (1984) The Development of Strategies
and Procedures for Assessing the Generalizable Skills of Students
in Secondary Vocatonal Programs, skills, which identifies
approximately 115 skills generalized to more than seventy jobs.

The “during” phase includes:

© Interviewing an experienced worker about the reading, writing,
and computation done on the job;

® Interviewing the worker’s supervisor about tasks on the job;

® Observing the worker performing reading, writng, and computa-
tional tasks on the job; and

® Gathering samples of reading, writing, and computational
materials.

The “after” phase focuses on:

® Further analyzing the job tasks using information obtained from
cbservations, interviews, and materials;

® Identifying technical vocabulary; and

@ Creating exercises that simulate the job task.
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Duthrs b - ~—= Tasks -
Delsrmine Weld-Relatsd A+1 Read job A2 Verdyand A3 Interpest A4 Rud_m!c.-\g A5 Rsadweking |A6 Verdy weicder
Al Requkernents method plan porade paperwerk {d 5 ad specTications rrocedures obigbiky
8-1 Gathermatsrials] B-2 Gather wolding | B3 Checkwolling [B-4 Scttpeguip- |B-5 Maketast-weld
B Setup Welding Procasy(es) _Akcthe b eqipmect and tools | equipment fer safety | ment to verdy paramalsss
5 C-1 Prepare joint C-2 Proparefoint | C3 Proparajoint  |C-4 Preparajoint  |C-5 Cleanwsld area} C-6 Favp ot C7 Vcr?yicim
C§ Prapare Solnt for Weicing geometry isingoxy | geometry using geometyusing  [geometry using preparztion
foel carden arc* plasma arc* |mechanical method™
p Y Periorm Shiskied Maetal D-1 Pro-heaticint {02 kntate welding [ D3 Pedormweld D& Contolweid |D5 Mairttinpre- {06 Poforminter- |D-7 Apgly welder's [D-8 Control post-weld D-5 Post-claun weld] D-10 Postfinish
ArcWoid (SMAW) process sequence tochnique kaat pass preparation indentfication pecaliure 2ccondi weld
o ,
Short Clrcult E1 Pro-heatpnt | E-2 Initistewelding | EG Pedoomweid | E<4 Controlweld | E-5 Mantainpre- | ES Peiform wier- | E-7 Applyweiders [E-6 Controlpost-waid E-3 Postclean weld| E-10 Post-finsh
E I Transter® P q tochnique kot pass prep icdesaficon perat Ere) weld
PG‘”M ko procedires
Matal Arc] Spray |1 Pro-heatfoint  |F-2 knitiste welding |F3 Pedomaweld {F4 Control wald F-5 Mantzinpre- |FS Pot‘«otm@lr- F-7 Apply walders {F-8 Centrol post-wekl] F-9 Postclean weld | F-10 Postdinish
F Wed | Transter™ process 0qUence techaique heat pass preparation ‘ndantdicaticn peraturas ol weld
(GMAW) 1o procodures
Pulse Spray G-1 Pre-hetp G2 ntiztowelding | G3 Performweld { G4 Conralweid  |G5 Maintzinpre- |G6 Pedorminier- |G-7 Appyweidars [G-8 Control postweid G-9 Post-clezn weld] G-10 Pest-finish
N . | Yranstert procass soqusnce tachniqus heat passproparicn  |indentZication temparaliva 2ceohding weld
Ferlorm ] Flux Core Are: Ha Pro-heatjiork  {H-2 Inittato wekding |H-3 Performweld  |H-4 Centroiweld H5 Maintainprs-  |H6 Padorm r:nr H-7 Apply welder's [H-8 Control post-wekf H-9 Post-clezr weld| H10 Postfinish
HEax | Shisided process sequence tochniqus heat pass preperaticn ndent”sation Remperaturg according weid
— ‘0 procadurss
Cote Arc
Weld  t PuxCoredre: \JF Preteatiort |12 Infitewsiding |19 Pefformweld |14 Comrolwed |15 Maicenpre | F6 Pariom ikder |17 Applyweidors |8 Corolpostweid | F9 Postcean weid | F10 Postfash
VEFCAw) | Noa-shieldad: procass sequence tachnique boat passproparation  |indentification p di wold
{0 procadures
Perlorm Gas Tungstan Are  \[F1 Pre-beatomt 132 lnkizewsiding |3 Perlomwald  |J4 Contolwold |35 Maintzinpre- |06 Pedorminter- 137 Apply welde?s [3-8 Controlpost-weld| J-2 Postcieanweid | J-10 Postfwish
JBwed (GTAWY process seqLance technique heat pass proparaticn Indontdication [tsmperaturs according wad
‘0 procedites
Peziorm Oxy Fuel Welding K1 Pra-heatjoint  1K-2 hizte wolding |KG Perfomweld  |K4 Contraiweid  |K5 Maintainprs- | K6 Peiform nlere  1K-7 Applywelders [K-8 Control post-wekd K9 °  s<lean weid| K-10 Post-finsh
3 and Brazing' precess sequance tecknique heat pa3s preparation Indantdication temporzturs acconding wold
0 procedures
Parform Submarged Asc L1 Proheatjoint  {L-2 kntiatewelding {L-3 Performweld L4 Contrelweld L5 Mantainpre- | L6 Pericrminter  1L-7 Agply waldars [L-8 Control post-wald] L-3 Postcloanweld | L+10 Postfinish
L B weld: Semib-2utomatic (SAW) process saquonce tochniqus heat passpreparation  |indentfication 0T parature acconding wald
t0 procedzes
w1 [ Peronnin- process Wek M-1 Chock weld size| M-2 Perlorm visual | M<3 Perlom in- M-4 Perform in-
Inspacti P gnetic | p dya pene-
particle tost (MT)" _ ftranttest (PT)*
N1 Pre-hoatweld §N-2 Removewsld |N-3 Verdydafoct |N-4 Propase goome-IN-5 Perdormrewsid |N-6 Repeztin-
N B Pariorm In-process Rework (€ roquirec) deloct remaval try for rewsid process X
Portorm Housskssplng 0-1 Return un-used §O-2 Store tools 3 Secure wekiing |04 Sacure welding |05 Cloan work
O % aciiviies ables acuipment gasos area(s)
P1 Viearpersonal | P2 Maintainsafe |P-3 Piolectothers |P-4 Maintain P-5 Mark “hot-work®
P | Foliow Sa®aty Practicss salety equpment | work rlation from ARC flash adoquate ventdation
®

[FT); duties D thiough L, welder uses the process(es) speafied in jisplan)

Cods: ' « All positions
* = Flat and horizontal only

110 o 113
source: Competency Profile of Welder (Entry-Level), The Center on Education und Training for Employment (formery

E lKTCThe National Center for Research in Vocational Education), The Ohio State University. Dr. Robert E. Norton, developer.

Reprinted with permission.




4.26

Step Four

Taxonomic Approach

A third very different variation on the traditional task analysis process
called the taxonomic approach was developed during a project linking
math, reading, and writing skills to jobs (Cooney and Glines, 1978).

In this method, a training interviewer uses a structured questionnaire
and guides the respondent, usually an expert employee, through a taxon-
omy of instructional objectives to identify which basic skills are required
on the job.

The questionnaire is based on the Generic Skills Taxono my of Instruc-
tional Objectives developed-by Kwala-and Smith in 1975 during an exten-
sive study to identify those skills common to seventy-five of Canada’s most
frequenty performed jobs.

The taxonomy presents skill statements that are measurable and easily
verifiable. They are stated at a level that is easily perceived and readily
understood by the worker, the supervisor, the instructor, the manager, and
the CEO.

In preparation for using the questiorinaire, to help the respondent
picture all the duties and functions of the job, the interviewer and the
respondent review company job descriptions or job descriptions from the
Dictionary of Occupational Titles for the job being analyzed. Once the review
is complete, the respondent is asked to walk through the questionnaire step
by step with the interviewer.

The process takes approximately one and a half hours and not only
specifies the exact skills used on the job but also gathes examples of how
these skills are used. The respondent is first asked which broad skill areas
are used on the job. Subskills are then identified. Finally, specific measur-
able objectives are located that match the skill requirements of the job.

SR T S A
" REMEMBER . | L S
~+’ What you should remember about these three com-"

' _posite analytical methodologies is that they. are all
based on obtaining information from expert. of highly
skilled workers. Without this type.of input, the informa- - -

- - fion onhow a job is performed is simply speculation.

Differences in these methods are 'Iorgély a matter of

- . emphasis. All three approaches begin by breaking the

) ' job info its component duties and tasks. - i
: /}’ DACUM has the most rigorous analytic approach.
.~ -The DACUM model analyzes duties and tasks from the »
inside out. The literacy fdfsk analysis and the taxonomic
- approach study component job skills from the outside ™
in. They begin with a set.of skills and maich them to
‘ . the duties and tasks in the job.

..
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For example, the respondent might first consider the computation
skill area. The questionnaire presents an array of computation skills that
might be needed, such as subtraction, addition, and multiplication of whole
numbers, fractions, decimals, and dollars and cents.

For each, the respondent describes when and how the skill is used on
the job. Since the skills in the taxonomy are expressed as measurable
instructional objectives, the brief interview produces a curriculum of objec-
tives ready to use in a training situation.

The taxonomic interview process is valuable because it asks respon-
dents to supply concrete examples of when the skills are used on the job.
This provides a check on the reliability of the responses.

Further, it provides data that will be useful during the development of
safe, job-related competency tests. The job-related description of the skill
is also useful in instruction because it allows the instructor to describe the
skills to be learned in terms of their application on the job and thus cap-
italize on the motivation of the learner.

The Task Analysis: How fo Approach If Generically

Even though there are several different approaches to task analysis, they all
share a number of common elements (see Table 14). Understanding these
generic procedures can be helpful in selecting the most appropriate system
to perform a task analysis. Ultim=icly, this selection will be determined by
the time, resources, and expertise available to carry out these procedures,
as well as by the number of jobs for which such an analysis is being
considered.

Unless tiiere is considerable in-house expertise available, it may be
that reliable information, cost savings, and effective results will be better
obtained by using an outside provider to perform the activity or by using
specific provider expertise to complement the in-house staff capabilities.

REMEMBER, T T e el
Afas sis identifies-both what employees are
octuolly doing ond what they should be domg

-onthejob. .

. The task Onolyst should focus on those duties and tcsks
. _necessary o accomplish: the impaoriant: goals and
ob;echves of the organization. These may not be thote
- that are most difficuit or fake the'most time.

. Use-more than one or two methods. of data collection
’ to mcreose the validity of your research.

The essential focus of a task anatysis is to udenmy the
R " underlymg skills, knowledge, qnd affitude necesscry
R : to perform the job. = .
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Table 14. Generic Elements of Task Analysis.
1. Select the jobs to be analyzed.

2. Davelop a preliminary list of duties and tasks performed on the jobs
to be analyzed, focusing on basic workplace skills.

e Search through occupational literature.

e interview and observe expert workers and/or supervisors in
the occupation.

¢ Talk with others who have already performed a task
analysis.

® Check with labor unions and/or the Dictionary of Occupa-
tional Titles to determine if task and duty lists already exist.

3. Validating the basic workptace skills necessary for the jobs.
e Use expert committees.

® Use task inventory survey.

4. Perform a task detailing focused on basic workplace skills for each
task to be included in training program.

° Interview incumbent worker qualified in task.
© Observe task being performed.
% Use collective committee knowledge.

¢ Use questionnaire.
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STEP FIVE

- Design the
.1 Curriculum

Learning Objectives

The reader will be able to:

1. Understand how to construct a good instructional
system built on performance-based training concepts
and job-specific learning,

2. Understand how to develop:
® Performance objectives,
® Criterion-referenced tests,
® Evaluation procedures, and

® Documentation and record keeping,

3. Understand and be able to develop an accurate

learning center budget.
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Infroduction

This step involves actually designing the curriculum. What happens here
is that the job situation is transformed into valid leaming situations that
sirulate the pressures or conditions on the job under which an individual
raust work. This involves the design of performance objectives, which in
tum form the basis for the criterion-referenced tests that signify compe-
tence. It also includes the design of evaluation and record-keeping instru-
ments to provide feedback on how successful the training strategy has been
as it relates to the needs of the organization. To ensure continuity between
the program design development, and implementation phases, the posi-
tion of program manager should be filled no later than the design stage,
and earlier if desired.

Other key personnel may also be hired at this point or even earlier,
depending on the internal needs of the organization. These key personnel
should play an integral role throughout the evolution of the program. (See
Step Seven for an in-depth discussion of staff selection procedures.)

What Is Performance-Based Training?

Most state-of-the-art training designs today are developed using a perfor-
mance-based formula. Performance-based training is a systematic way of
organizing instruction to ensure that leamers become competent in tasks
that have been designated as essential for successful performance and that
they do not spend time on unrelated skills.
Performance-based training Specifically, a performance-based curriculum includes the following
is a systematic format of  (Stiles, Tibbetts, and Westby-Gibson, 1984):
instruction in which skills to
be learned are clearly identi-
fied for the trainee and
designed to reflect the skills

e Success is demonstrated by measurable knowledge gained rather
than by time put in. Learners progress through instructional se-
quences at their own rate and not according to fixed schedules.

required to achieve and/or e The specified competency is carefully identified, verified, and
retain employment. The shill made known in advance to all concemed.
mastery requirements for e The standards for successful performance are clearly stated and
each task are clearly stated openly shared with all parties so they will know what degree or
prior to the beginning of level of learning must be demonstrated for certification.

instruction in each module. . . . . .
¢ e Prior leaming or achievement is measured and accounted for in

developing each learner’s training program.

Work-related performance-based training leads trainees toward dem-
onstrated mastery of skills necessary to function proficiently on the job.

Table 15 illustrates some of the differences between conventional and
performance-based programs. In performance-based programs, the
emphasis is on being able to achieve goals at an individual pace without
having to sit through instruction of material already known.

Therefore, performance-based education is especially attractive to
adults. Often for the first time they see learning as real, specific, and
attainable.

Q 120




5.4

Step Five

Performance-based training rests on the following assumptions:

® The specific behavior needed for successful job performance can

be leamed.

¢ Once successful performance has been identified, training based
on this performance will succeed.

¢ The knowledge, skills, and atticude acquired by the leamer can
be measured.

gé‘é Table

Table 15. Characterisiics of convenfional and

performance-based programs.
Program Conventional Serformance-based
characteristics adult programs adult programs
1. Desired Nonspecific, not necessarily  Specific, measurable, state-
outcomes measurable; typically goal- ments; typically at an
level statements objective level
2. Instructional Subject-matter based Outcome ¢r competency
content bas~d
3. Amount of time Fixed units of time Continued until trainee
pravided for (semester, term) demonstrates mastery
instruction
4. Mcde of Emphasis on instructor Emphasis on instructor
instruction presentation as facilitator of trainee
performance
5. Basis of What the instructor is *Vhat the trainee wants
instruction able to or likes to teach or needs to learn
6. Instructional Single sources of materials Multiple texts and media
materials
7. Reporting Delayed feedback Immediate feedback
performance
results
8. Pacing of Instructor or group paced Individually paced
instruction
9. Testing Norm referenced Criterion referenced
10. Exit criteria Final tests and grades Trainee demonstration

of competence

Source: Adapted from Stiles, Tibbeuts, and Westby-Gibson, 1984.

In fact, performance-based training serves particulaily well when the
skill or knowledge problem is clear. Leamers who take expertly designed
performance-based training courses often succeed in mastering the skill,
knowledge, or behavior with which they had problems.

The element most crucial to success may be the fact that an employee
receives information about the program before enrollment—information
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Functional context leaming

is an approach to training
in which instruction is

taught contextually (in ways

that reflect actual use on
the job). It is designed to

produce the quickest, mosi
effective results in the area

of improved employee
performance.

Design the Curriculum 55

about the goals of the program, who the participants will be, the content
to be covered, and what a typical learning session will be like.

This preview helps alleviate discrepancies between learner expecta-
tions and acrual experiences, which.is the major cause of program drop-
out for adult learners (Darkenwald ani Valentine, 1985).

It is also iinportant that emplcyees view the program's goals as rele-
vant to their jobs and to their employer’s priorities and as aiainable
within a reasonably brief period of instructional time. These considera-
tions eliminate the main barriers to program participation.

What Is Functional Confext Leurning?

In order to provide successful adult training in the workplace, it is recom-
mended that the concepts of functional context learning (Sticht, 1987) be
integrated into the performance-based system.

Functional context learning uses the concepts of performance-based
training but adds the following steps to ensure that learning outcomes
mirror the needs of both individuals and institutions:

® Integrating instruction in basic workpiace skills inwo job-related
training so that learners can better negotiate the requirements for
these skills in the program and more readily transfer the
acquired skills to the job,

¢ Preparing course objectives by analyzing the knowledge and skill
demands of the job, and

¢ Making every effort to utilize conzexts, tasks, materials, and
procedures that have been taken from the job the training
addresses,

Aworkplace basics curriculum that uses a functional context approach
will, for exaraple, teach problem solving to workers using the materials in
a job-related manner. This way, students buiid an understanding of how
to solve problems that is based on a familiar and usable context. They see
the immediate practical value of what they are leaming, “The more similar
the basic skills training tasks are to the actual job tasks, the greater will be
the likelihood that the training will pay off in improved performance of
job . .. tasks. Thus, for youth and adults aiming at work in a given industry
or organization, the use of job-related materials sexves two purposes. On
the one hand, it provides a functional context for the ‘2amer—that is, he
or she can see that the materials are relevant to the employment goal—and
hence motivation to use the material is elevated. On the other hand, the
organization can see that the training is relevant to its needs and that there
is some likelihood of the trainees actually becoming competent in the per-
formance of job-relevant skills. Thus organizational motivation to partici-
pate in the training is gained” (Sticht and Mikulecky, 1984, p. 33).

The major point to understand in developing a functional context
training program for adults is that the human mind should be thought of
as an information-processing system that develops new capabilities over
time using prior knowledge and skills to acquire new knowledge and skills.

From the employer’s perspective, the advantage of a functional context
approach to training is taat it is more likely to achieve the objective f
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A performance objective is
a description of the perfor-
mance you want the learner
to be able to exhibit before
you consider her or him
competent.

Step Five

upgrading a work force at a fraction of the cost of academic model pro-
grams. Overall this cost-effective and performance-based method of
achieving a productive work force contributes to the strategic goals of the
organization.

Design Performance Objeciives

The first step in developing a functional competency curriculum is to write
performance objectives for each task selected for training, A performance
objective is a description of the performance you want the learner to be
able to exhibit before you consider her or him competent. It describes the
result of instruction rather than the process.

The goals of a particular program can be defined in terms of three
kinds of performance outcomes as demonstrated by:

e Changes in knowledge,
o Changes in attitude, and
¢ Changes in behavior.

It cani have one of these purposes or all three.

Definition of Performance Objeciive

Performance objectives are important because they provide a sound basis
for:
© Seiection or design of instructional content and techniques;

® Organizing the learner’s own efforts and activities; and

® Evaluating or assessing the success of instruction.

A performance objective is a clear, concise, and measurable statement
of:
® Performance (what the leamer is able to do),

¢ Conditions (important conditions under which the performance
is expected to occur, including necessary tools and equipment),
and

¢ Criterion (the standard or level of performance that will be con-
sidered acceptable).

Writing Performance Objectives

The performance part of the objective is based on an action verb that
precisely specifies what the leamer must demonstrate an ability to do. Verbs
such as to know, to learn, to understand, or to increase are statements of
general leaming goals and are virtually impossible to measure.

Performance objectives require specific action verbs such as to list, to
identify, to name, to classify, to diagram, to repair, to adjust, to make, and
so on. These describe learner behavior that can be observed and measured.

Table 16 contains a partial list of action verbs that can be used for
writing performance objectives.
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Table 16. Verbs for Wriiing Performance Objectives.

Acceptable

To list To display To translate To classify
To compare To select To write To solve

To order To quote To demonstrate To name
To operate To locate To inject To blend
To multiply To clean To iijustrate To measure
To alter To subtract To fabricate To match
To perform To observe To assemble To solder
To calculate To prepare To practice To differentiate
To state To deliver To load To combine
To add To identify To synchronize

Unacceptable

To know To understand To improve To develop
To appreciate To know how To leam To increase
To feel To believe To be better To become

The condition. part of the objective outlines the circumstances under
which the learner will be required to perform the activity. It describes:

e Tools and materials with which the leamer must work,

o The setting in which the learner will be required to perform,
e Information with which the leamer will be provided, or

® Any combination of these.

The criterion part of the performance objective defines how well the
learner must be able to perform the activity. It includes specifications of
accuracy, speed, percentage or number to be achieved, maximum number
of errors allowed, degree of excellence, or combinations of these.

Flaf Tire

Given a car with a flat tire, a jack, a spare tire, and a lug wrench (condi-
tions), change the flat tire (performance) according to the manufacturer’s
instructions and specifications in fifteen minutes without injury or dam-
age (standard) (Maxwell and West, 1980).

Examples

Correspondence

Given a sample of correspondance (conditions), find and correct 95 per-
cent (standard) of the errors in grammar arid spelling (performance)
(Maxwell and West, 1980).
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Step Five

Maih

Using only pencil and paper (conditions), calculate ten math questions

(performance) in thirty minutes without error (standard) (Maxwell and
West, 1980).

Checklist 11 may be used in developing performance objectives to
ensure that they are correct.

Checklist 11. Guidelines for Developing Performance Objectives

A well-written performance objective should meet the following
standards:

O Itis clear.

O itis relevant.

[0 The learner can do it.

3 1t improves performance.

3 1t is measurable.

3 It is necessary.

3 It states terminal behavior (performance), conditions, and criteria.

Table 17 shows a completely developed task statement, including a
correct performance objective. _

In a performance-based system a leamer leams only the skills and
knowledge that she or he needs to successfully carry out a specific task.

The instructor provides the leamer with a series of instructional
materials individualized to her or his needs.

These needs have been identified during a pretest process that has
pinpointed learner problems that pertain only to the job for which the
learner is being prepared.

Performance-based instruction goes a long way toward eliminating
the problems related to boredom that frequendy occur when leamers are
forced to repeat information or tasks in which they have already demon-
strated competency.

Using a performance-based approach accelerates the leaming pro-
cess and enhances leamer retention.

For example, an individual who is working as a machinist but
already knows how to change fractions into decimals would not be

required to releam this skill during training. She or he would move on to
nevs leaming areas.
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Criterion-referenced tests
are designed to measure the
exact objective and the spe-
cific behavior required to
accomplish a particular task.

- ERIC

IToxt Provided by ERI

Table 17. Sample Task Statement with Performance Objective.
Program: Automotive Task No. 315.000

Task Statement: Change a flat tire (performance)

Conditions under which task is performed: any (conditions)

Cuet Car has a flat tire.

Tools, equipment, materials, references, aids used:
Spare tire, jack, lug wrench (conditions)

Key Steps Essential Knowledge
List sequentially the key steps and For each key step, list (if any) what
decisions that lead to the completion an individual has to know (technical
of the task. safely and related knowledge) to
complete each step
1. Set emergency brake and block 3. Block front and rear of wheels.
wheel.
2. Remove hub cap.
3. Loosen nuts with lug wrench. 3. Do not remove nuts before raising
car.

4. Raise car with jack. 4. Know how to operate jack.

5. Remove nuts and remove flat tire.

6. Install spare tire. 6. Know how to lift wheel on hub.
7. Tighten nuts. 7. Tighten securely.

8. Lower car with jack. 8. Lower jack slowly.

9. Replace hub.
10. Put {ools away.
Student Performance Objective: Given a car with a flat tire, a jack, a spare tire,

and a lug wrench, change flat tire according {0 manufacturer’s instructions and
specifications in fifteen minutes without injury.

Student performance objective based on steps and/or knowledge:
Operate a jack.

Standards: (acceptable level of performance for entry-level worker):
Quality: Without injury or damage  Time Limit: 15 minutes

Amount: (Does not apply) Content. According to manufacturer's
specifications

Source: Maxwell and West, 1980, p. 53. Used by pennission of the author.

Design Criterion-Referenced Tests

Criterion-referenced tests are designed to measure leamer ability to per-
furm specifically stated performance objectives. This assessment is not
concerned with how quickly trainees learn or how they perform compared
to one another.

Successful leaming of the skill is defined in terms of some prede-
termined performance standard—knowledge is measured by the number
of questions that must be answered correctly, skill by the time in which a
task must be performed, and so on.
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Step Five

Functions of Criferion-Referenced Tests

During the course of the performance-based instructional program, crite-
rion-referenced tests are used at three different points to perform three
important functions: the pretest for diagnosis, the test during instruction
for feedback, and the post-test for results.

Pretests should give employees the opportunity to perform represent-
ative samples of each of the task behaviors they are required to perform on
the job. Testing trainees before the program begins:

® Identifies those tasks in which the individual worker is deficient.

® Serves as a screening device to indicate which workers are func-
tioning at nonliterate or marginally literate levels and will need
special instruction in beginning reading skills,

¢ Assures learners that they are not being exposed to instruction
they do not really need, and

® Assures learners that they are not placed i a learning situation
for which they lack the required skills.

Assessment during the course of instruction ensures that a trainee
is successfully learning the material, and allows the instructor to make
appropriate adjustments in the materials, methods, or pace of the program.

Learner mastery in the basic workplace skills training program is
measured by comparing pe.‘ormance on post-tests with the learners’ pre-
test results.

Construction of Criterion-Refererced Tesis

The tests should be constructed using actual or simulated job situations and
materials,

Pretests should give employees the opportunity to perform represent-
ative samples of each of the tasks they are required to perform on the job.
Post-tests should be of identical length and format but should test only
those task behaviors treated during the instructional program.

Construction of relevant, functional pretests and post-tests is mast
effectively accomplished after performance objectives have been written
and the actual materials to be used for instruction have been developed.

Typically, a separate criterion-referenced test is written for each per-
formance objective. The type of objective being measured determines the
form of test to be used.

® Written tests measure knowledge.

© Performance tesis measure skill development.

© Checklists can be used to ascertain changes in atitude.

Choose what is best to assess, regardless of whether the particular
performance objective has been met.

Criterion-referenced testing has particular usefulness and appeal to

management. As Ivor Davies (1973) explained, criterion-referenced tests
can be customized to validate training outcomes preestablished by employ-
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ers. The training then takes on a legitimacy it might not otherwise have,
because the tests clearly profile workplace needs.

The results of this type of assessment are very easy to interpret in that
the trainee demonstrates that she or he either has or has not learned the
knowledge, skill, or attitude defined in the performance objectves and
accordingly is or is not ready to perform a given task up to company
standards. (See Table 18 for an example of a criterion-referenced test.)

1 s

¥

Table

Table 18. Sample Criterion-Referenced Tesi.

Objective: Given a car wi*h a flat tire, a jack, a sparo tire, and a fug
wrench, change the flat tire according to manufacturer’s instructions in
fifteen minutes without injury or damage.

Rating
Activity Acceptable Unaccepiable
1. Unatfected wheels were blocked front and rear. O O
2. Emergency brakes were applied. O O
3. Jack was correctly positioned. O O
4. Lugs were loosened before wheel was O O
completely raised.
5. Tire was lifted onto hub correctly. 0O O
6. Lugs and replacement wheel were sufficiently O O
secured.
7. Removed wheel and tools were returned to 0O O
appropriate place in trunk of car.
8. Tire was changed within fifteen minutes. 0 0

Sourcz: Maxwell and West, 1980, p. 64. Used by permission of the author.

Design Evaluation Instrumenis

Without good training program evaluation, accomplishments must rely on
the perceptions of management that training is valuable and successful.
However, as cost pressures increase within organizations, training will
need to demonstrate its value in more substantive ways if it is to success-
fully compete for scarce resources.

A training evaluation, to be worth anything, must be able to determine
which is the most appropriate (rather than the best) program and which
program will best further organizational objectives.

Evaluation plans are developed in consultation with the client. The
term client can refer to anyone who has a vested interest in the training
program, such as participants, instructors, supervisors, managers, the train-
ing department, and customers. However, the primary client group is usu-
ally the individual or group sponscring and financing the . -ining.
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Step Five

The design and development of training will need input from the line
managers and supervisors so that they will be knowledgeable about how to
evaluate the effectiveness of training,

In a job-related program, success is measured by behavior changes
back on the job. The more groundwork that is done early.in the design and
development process, the more successful the program will be, especially
if the program is staffed largely by part-time instructors or by an outside
provider.

A successful evaluation design must be able to demonstrate that a
training program bears some responsibility for changes that take place in
both the trainees and the organization.

For example, without an evaluation design that quantifies that impact
of nontraining factors, it would be hard to prove that a training program
in improving customer service is actually responsible for improved sales.

An evaluation design:

¢ Identifies program procedures for collecting, interpreting, and
reporting data;

® Dictates when and from whom program data will be collected;
and

© Helps the evaluator draw conclusions by having information
available to compare preprogram and postprogram behavior. (See
Step Eight for a more detailed discussion of evaluation.)

Design and Develop a Documentation and
Record-Keeping System

Other tasks that should be initiated at this point include designing and
developing a record-keeping system that includes employee leaming con-
tracts (goals statements signed by employees and supervisors) and other
types of backup documentation.

Documentation is a formal and coordinated process to collect, record,
analyze, and report accurate data on the progress and performance of
individual learners.

The documentaticn process as a whole provides written proof that the
training occurred and furnishes evidence as to whether it was successful.
Over time this type of documentation can be uysed very effectively as part
of an employee’s career development plan,

Decisions on how record keeping will be done (manually or by com-
puter) and by whom, as we'l as how extensive it will be, will determine the
design of the forms to be developed.

Only data directly related to the training should be included, such as
attendance, hours of instruction, iiteracy placement pretests, workplace
basic test results, employee educational background, and so on.

Also among the records to be kept is the performance-based compe-
tency profile that tracks leamer progress in acquiring skill mastery.

Tables 19 and 20 illustrate two different types of documentation that
might be found in an employee’s training or personnel file.
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Table 19, Sample Effeciiveness Data Table.

Passed  Passed  Failed/ Training
Model Pretest  Post-test Incomplete Effectiveness

N: % % % %
Table of contents 710 18 67 14 83
Index 710 16 56 28 67
Table and 710 20 53 27 66
graphics
Body of manual 710 3 49 48 48
Procedural 710 9 30 61 33
Directions

Source: Adapted from Sticht, T. G. and Mikulecky, L. Job-Related Busic Skills: Cases
and Conclusions, p. 23. Copyright © 1984 by the National Center for Research in
Vocational Education, The Ohio State University. Used with permission.

Table 20. Sample Learner Compefency Profile.

Name: Date:
Instructor: School: Program:

Rating scale:

4-Outstanding 3-Skilled 2-Satisfactory i-Satisfactory with supervision
Competencies 4 K] 2 1
Process communications O O 0 0
Type memo or unarranged copy 0O O O O
Type unarranged business jetter O 0O (] 0
Use telephone service 0 0O 0 0
Type manuscript O O O O
Select duplication process 0O 0O 0 0
Type table O 0 O O
Type invoice O O O O
Receive or place calls 0 0O 0O O

Source: Adapted from Sticht, T G. and Mikulecky, L. Job-Related Basic Skills: Cases
and Conclusions, p. 23. Copyright © 1984 by the National Center for Research in
Vocational Education, The Ohio State University. Used with permission.
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Step Five

Obtain Final Budget Approval to Implement

At this point, before spending extensive time and energy on the design and
development of curriculum materials, prepare a training program opera-
tions budget and proposal to-present to management for approval.

A part of this budgetary exercise should be a determination of whether
outside providers will be used to perform any or all of the actual training,
The decision should be based on:

¢ Cost effectiveness;
© The expertise of in-house personnel;

© The volume of work required versus the size of the training
and education staff;

@ A preliminary determination of the level of instructional
technology to be employed; and

* The complexity of the program design.

Even the larger companies such as General Motors and IBM frequently
use specialized outside providers in their training schedules because in-
house staff does not always have the expertise necessary to actually conduct
the comprehensive training.

The same procedures detailed in Step Three for selecting outside pro-
viders should be used here and, where appropriate, throughout the process
for creating the complete training program.

Table 21 shows an example of a budget to set up and operate a hasic
workplace skills learning center using a combination of computer-assisted
and written materials.

The center would provide individualized instruction for up to twenty
learners per two-hour session. Operating at full capacity, it could serve sixty
participants a day.

Since the cost of leamer replacement time is such a variable, no pro-
vision for that is included in the budget.

The budget also does not calculate the costs of basic workplace skills
program management and administration, which could be handled by staff
from the company’s human resource department as a regular part of their
job.
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Table 21. Sampile Budgst for a Workplcce Baslcs Learning Center.
Setup Costs

1. Computer Hardware (four learner stations, uite manage- $ 8,000
ment information system)

2. Printed courseware 5,000

3. Comprehensive Competencies Program (CCP) implemen- 5,000
tation package

4, Computer-assisted instruction software 5,000
5. Furniture 2,500
6. Facilities improvement and restoration 2,000
Total setup costs $27,500

Operating Costs
1. Fuil-time instructor (salary and fringes) $29,250
2. One half-time aide 12,675
3. Rent ($1,500 per month) 18,000
4, Supplies 900
5. Duplication costs ($50 per month) 600
6. Insurance (liability, bonding, equipment) 3,000
7. User fee CCP 1,000
8. Technical assistance (outside consultant) 2,500
9. Telephone 1,800
10. Printing materials 1,000
11. Posiage 750
Total operating costs $71,475
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STEP SIX

Develop the
Program

tearning Objectives

The reader will be able to:
1. List the components of a course outline.
2. Write a clear course objective.

3. Explain various ways of sequencing instructional
material appropriate to the preferred leaming styles
of adults.

Develop a lesson plan.
Write a clear learning objective for a lesson.

Identify materials necessary for the lesson.

N

Provide for an evaluation of the degree of learner
achievement.

8. List the steps involved in developing instructional
material.

9. List key principles of adult learning theory.

10. Discuss the appropriate use of various training delivery
systems.

11. Discuss the appropriate use of various training
methodologies.

12. List the considerations for designing an appropriate
learning facility.

13. Outline evaluation and monitoring needs for
the program.
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A course vutline is a
description of the structure
and sequence of the instruc-
tional program.

Develop the Program 6.3

Infroduction

The next step involves translating the curriculum design into instructional
materials: course outlines, lesson plans, instructor ard participant (trainer
and trainee) manuals, audio-visual materials, computer-assisted instructional
programs, and so on.

Prepare the Course Outline

First, the developer prepares a course outline: a description of the structure
and sequence of the instructional program.

This involves designing and sequencing instructional units (lessons)
in a way that is most meaningful to the student, to enable the srudent to
master the skills, knowledge, and attitude necessary for improved job
performance.

Sequencing Instructional Material

There are many important considerations to keep in mind when sequenc-
ing instructional material:

o Begin with the objective of the course, module, or lesson. A
clearly defined leaming objective assures that the methodology
and materials are directly related to the purpose of instruction.

e Provide an overview of the course, module, or lesson. Adults like
to get an understanding of the big picture before moving on to
details.

o Progress from easy to difficult and from simple to compiex.
Trainees need to find the material beth challenging and achieva-
ble to avoid being bored or overwhelmed. Keeping early activities
easier wiil allow the trainees to experience success and build
confidence in their ability to learn.

o Use the trainees’ experience. When introducing new materia,
corubine unfamiliar content with familiar methods and unfamiliar
methods with familiar content. That way leamers will always be
able to use some aspect of their experience and present ability in
the leaming situation.

e Move from general to specific. The initial introduction of general
material helps learners apply their current level of knowledge and
skill to the situatior:. This serves to make new material more
meaningful and easier to remember.

o Begin with basic “how 10" questions (the performance itself) and
move on to more detailed considerations, like “why,” “unusual
applications,” and “next steps” only after the basics have been
mastered.

o Be aware of logical order. Sometimes cne piece of material must
be learned first because it forms a necessary basis for the next.
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Of all of these, thé most important consideration in sequencing, of
course, is to help the trainees progress in the achievement of their learning
objectives. The interests and preferences of the instructor must be of sec-
ondary importance.

Structure of Instructicnal Materials

Tlie structure of instructional materials must also be appropriate to the adult
learner (Krox, 1986). Important factors include:

¢ Choice. Alternative materials that differ in emphasis and com-
plexity allow learners to select materials that are interesting and
challenging to them as well as to proceed at their own pace.

e Relevance. Learner interest is maintained through working with
materials that are drawn from the trainees’ own work or personal
experience.

® Preferred Learning Styles. Many adults with reading problems, for
example, have learned to acquire information and knowledge by
listening or observing. Varied instructional materials allow these
trainees 10 use their presenty preferred learning style while
acquiring new ones.

¢ Questions. The use of questions can introduce problems to be
solved, encourage trainees to challenge content, and lead them
to figure out how to use or apply their newly learned concepts
or procedures to their own situations.

e Application. Materials should be designed so that the trainees
can immediately apply their new knowledge. Clarify use of the
content, encourage application by offering suggestions and guide-
lines, and provide immediate opportunities for practice while
learners are still in the instructional situation.

© Review. Throughout the program, materials should include con-
stant repetition and review of what has been learned to provide
feedback to the traine .5 and reinforce the new knowledge being
acquired.

Table 22 gives an example of a lesson incorporating several of these
factors.

Table 22. Sample Trainer’s Outline.
A Lesson in Shared Decision Making

Time: Three hours

Intent: This lesson focuses on the idea of shared leacership within work
groups that regularly meet to make and implement decisions. It begins
with a discussion on decision making and group dynamics. The lesson

~
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continues with two decision-making simulations intended to enable the
iearners to identify specific behaviors and understand their effect on the
decision-making process and the cohesiveness of the work group. It
concludes with a wrap-up during which participants suggest how the
lesson can be applied to their own work situations.

Materials and Equipment: Flip chart, pen, and masking tape. Overhead
projector and shared-leadership slides. Shared-leadership observation
handouts for distribution to the learners. Role sheets for the two simula-
tions. Remember: Prepare two problems appropriate to the participants’
work situations for use in the simulations.

!nstmqtions:

1.

Arrange the room, preferably using a horseshoe or U arrangement
with a small head table for the instructor and materials at the open
end. Place five chairs to be used in the simulations in a circle in the
center of the U or at the front of the room.

Using the instructor’s guide, open the lesson by explaining its pur-
pose and process.
Using the overhead projection and slides, lead the learners through

a discussion of the shared-leadership concept, task functions, group
maintenance functions, and antigroup behavior.

® Ask the leamners to suggest examples from their experience for
each of the functions introduced.

¢ Lead a general discussion of the shared-leadership concept and
the individual responsibility of each member of the work group.

® Record on a flip chart the main points of the discussion.

Take a fifteen-minute break.

4.

7.

Simulation no. 1
a. Select five role players and give each a role sheet and directions.

b. Select five observers, give them observer sheets, and assign each
to concentrate on one of the role players.

c¢. Announce the problem assigned to the group and instruct them
to begin. )

d. Intervene after a period of time and thank the role players.

e. Ask each observer in turn to analyze the benavior of the role
player she or he observed.

f. Ask each role player in turn to read her or his assigned role.

g. Lead the group in a discussion of the dynamics demonstrated in
the simulation.

Simutation no. 2 (same procedure as simulation no. 1)

Ask the participants to contrast the effectiveness of group leadership

and participation in shared decision making as demonstrated in the

two simulations.

To conclude the session, ask each participant to suggest how what

she or he learned could be applied to the decision-making process of

the work situation.
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A lesson is a cohesive urit
of instruction with a specific
learning objective: the acqui-

sition by the learner of
defined knowledge or skills.

The lesson plan defines the
learning objective, describes.
the activities (learning expe-
riences) and instructional
materials, and provides an
evaluation of the degree to
which the objective was
achieved by the trainee.

The lesson objective is what
the trainee will be able to
do at the end of the lesson.

Step Six

Develop Lesson Plans

Next is the development of a lesson plan for each task identified for train-
ing in the course outine. A lesson is a cohesive unit of instruction with a
specific learning objective: the acquisition by the learner of defined knowl-
edge or skills.

The lesson plan defines the learning objective, describes the activities
(learning experiences) and instructional materials, and provide an evalu-
ation of the degree to which the objective was achieved by the trainee.

There is no fixed format for lesson plans, but they must be designed
to make the most effective use of available resources (time, materials, and
personnel) in engaging the trainees in activities that will help them achieve
their learning objective.

A rule of thumb is to use a format that will identify what the student
will be doing rather than what an instructor wants to do.

Use the following guidelines (Mager and Beach, 1967) to develop a
lesson plan:

1. Write the lesson objective: what the trainee will be able to do
at the end of the lesson. (See Step Five for how to write perfor-
mance objectives.)

2. Determine the knowledge and skills the trainee must leamn to
accomplish the objective. This enables the developer to deter-
mine the subtopics of the lesson.

3. Put the subtopics of the lesson in a preliminary sequence,
applying the principles described in the course outline section.

4. Identify the content of the various subtopics of the lesson.
Answer the question: What must the trainee know or be able
to do for satisfactory performance of each lesson subtopic?

5. Select instructional procedures appropriate to the leaming of
each lesson subtopic. Identify materials and equipment needed.

0. Review the instructional sequence. Adjust as necessary to
provide variety and movement for the learners.

7. Provide a means of instructional monitoring and learner
feedback.

8. An appropriate criterion-referenced test should be prepared to
evaluate the degree to which the trainees have achieved the
learning objective of the lesson.

Table 23 provides a sample training plan.
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T T Table Table 23. Sample Training Pian.
_— Unit: The problem-solving process.

Tralning toplc: Identifying and selecting the problem.

Objective: The trainee, working as part of a group, develops a statement
of the problem that is clearly understood by all members. In addition,
the group may develop a statement of the desired state to b2 achieved
by solving the problem.

Introduction: Start with an awareness that something isn’t right; there is
a discrepancy between what is and what ought to be.

Method: Brainstorming discussion: “What are the possible reasons for
the problem?”

e Break the problem down into smaller problems, then review,
combine, eliminate, and rank the problems.

e Clarify and write problem statements.

e Select one problem statement.

Resources: Problem-solving case study based on actual work situation.

Evaluation: Through consensus, group will use a checklist to determine
if a satisfactory conclusion has been reached before moving on to the
next step.
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Step Six

Develop Insfructional Materiails

The following steps should be followed when developing or adapting mate-
rial for the program:
1. Define the need for the lesson.
a. What information or knowledge (content) is to be leamed?

b. What skills are to be learned? (Use how-to guides or other
materials to help answer this question.)

¢. What practice exercises or application opportunities are
required?

d. What test or evaluation materials are needed?
- Define the interests, needs, and abilities of the training population.
. Gather all relevant job-related material.
. Investigate outside sources for appropriate material.
. Develop or adapt material as needed.

[= 2NV B N S I S ]

. Evaluate material for instructional effectiveness and trainee
appropriateness.

Evaluate Training Materials

When considering potential material for the instructional program, ask
these questions:

® Does the content fit the lesson objective?

e Is it up-to-date?

o Will it work with planned instructional methodologies?

o Is the material appropriate for the trainees’ learning level?
¢ Is the material of interest to the trainees?

o Is the material attractive and well produced?

The material a leaner actually uses on the job, which was collected
during the task analysis, should be integrated into the program whenever
possible because this provides 2 link with the learner’s job experience.

Only material that will help the learner satisfy the performance objec-
tives should be selected for each task. Material should be at (or move
toward) a level the learner will use on the job.
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Use Concepts of Adult Learning

Research has demonstrated that adults leam differently from children.
Therefore, care should be taken to avoid materials that have been devel-
oped specifically for children.

Some of the key findings (Knowles, 1987) are as follows:

e Adults need to know why they should learn something. They
learn best when they understand how the new knowledge will
be immediately useful in their work or personal lives.

o Adults need to be self-directed in their learning. They want to be
in charge of their lives and responsible for the decisions they
make. They need to be quickly shown that “leamner” and “depen-
dent” are not. synonymous. They need to participate in choosing
and planning their own learning activities.

e Adults need to have their experience respected and considered
a resource for the learning process. There should be emphasis
on hands-on techniques that draw on the learner’s accumulated
skills and knowledge (such as problem solving, case studies, or
discussion) or techniques that provide leamers with experiences
from which they can leamn (such as simulation or field
experiences).

¢ Adults make a voluntary commitment to learn when they experi-
ence a real need to know or to be able to do something. They
do not respond to an authority figure saying it will be good for
them.

© Adults have a task-centered or problem-centered approach to
learning. For children, learning is organized around subject mat-
ter. For adults, learning should be organized around real tasks.
“Composition” becomes “How to Write Effective Business Letters.”

o Adults are motivated to leamn. They respond to extrinsic motiva-
tors like higher wages and promotional possibilities, but even
more to intrinsic motivation like the need for self-esteem, recog-
nition, broader responsibilities, and achievement.

o Adults need to have the process of learning considered carefully.
The focus is not on the instructor transmitting the content but
on the leamer acquiring it.

® Adults need to have feedback regarding their leaming. They want
clear learning objectives, and they want to know regularly the
extent to which their objectives have been achieved.
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Step Six

Consider Learning Styles

Most people do not consciously think about how they learn best, but they
do know which kinds of learning activities they like or dislike. Becoming
aware of one’s own dominant learning style or method can greatly accel-
erate the ability to learn from a given situation. In the workplace, however,
ar individual's first choice for leaming is not always available. For example,
an employee might prefer to leam a new technique from reading a manual.
But there may not be a manual, or the technique may better lend itself to
training through-other means.

Maturity and mastery in the ability to acquire new information is
demonstrated by being willing and able to use the training tools available
to improve personal job performance, even if they are not the most person-
ally satisfying or efficient. According to recent studies (James and Galbraith,
1985), there are several primary learning styles, which include:

e Print: the preference of the reader or writer who learns well from
traditional texts and pencil and paper exercises;

e Visual: the preference of the observer who likes to look at slides,
films, videos, exhibits, demonstrations, and charts;

e Aural: the preference of the listener who enjoys lectures and who
also learns well from tapes and records;

o Interactive: the preference of the talker who learns best from dis-
cussions and question-and-answer sessions;

o Tactile: the preference of the toucher or handler who wants
hands-on activities and who also learns well from model building
or sxetching;

© Kinesthetic: the preference of the mover who likes role playing
and physical games and activities; and

e Olfactory: the preference of the smeller or taster who associates
learning with smells and tastes.

Learners can also be characterized by their attirude to leaming; that
is, the degree of dependence or independence with which they approach
new material. Several years ago Ronne Toker Jacobs and Barbara Schneider
Fuhrman developed a leamer-trainer style analysis from this perspective
(see Table 24).
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Table 24. The Implications of Learning Styles for Training.

Leamer Trainer Trainer
Learner Style Needs Role Behavior
Dependent: Structure Director Lecturing
May occur with introduc- Direction Expert Demonstrating
tory courses, new work External Authority Assigning
situations, languages, and reinforcement Checking
some sciences when learner  Encouragement Encouraging
has little prior information. Esteem from Testing
authority Reinfcreing
Transmitting
content
Grading
Collaborative: Interaction Collaborative  Interacting
May occur if the leamer Practice Co-learner Questioning
has some knowledge or Probe of Environment  Providing
ideas and would like to self or others setter feedback
share them or try them out.  Observations Coordinating
Participation Evaluating
Peer challenge Managing
Peer esteem Grading
Experimentation
Independent: Internal Delegator Allowing
May occur when the learner  awareness Facilitator Providing
has knowledge or skill on Experimentation requested
entering the course and Time feedback
wants to continue to search  Nonjudgmental Providing
on her or his own. support resources
Consulting
Listening
Negotiating
Evaluating
Delegating

Source: Reprinted from J. William Pfeiffer and Leonard D. Goodstein (eds.), The
1984 Annual: Developing Human Resources. San Diego, Calif:: University Associates,
Inc., 1984. Used with permission.
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Step Six

Select Audio-Visual Materials

The use of audio-visual materials can add interest and variety to any lesson.
The following (adapted from Gallup and Beauchemin, 1987, p. 89) are
different tools that a trainer may use to assist the leamners:

© Overhead transparencies can be used effectively to support a
classroom presentation made by the instructor. The transparen-
cies can be prepared in advance, or the instructor can write on
a blank.

® Slide-tape programs can be used to support a classroom presen-
tation or as a self-directed instructional program accompanied by
a leaner's workbook.

® Films or videotapes can be used to introduce new material or to
reinforce material that is also presented in another way. They are
effective in showing how something can be done or how people
interact. Because they are expensive to produce, look first for
appropriate commercially available films or tapes.

e Video playback is a very useful device for providing leamer feed-
back, a critical element in adult leaming. Because the leamers
can see and hear their own performance, extensive critique by
the instructor is seldom needed.

® Computer-assisted training is excellent for leamer-directed and
self-instructional programs. Learners get instant feedback, assis-
tance when needed and proceed through the lessons at their
own pace.

Integrate Instructional Techniques

A great deal of discussion has taken place on utilizing a variety of instruc-
tional techniques to improve the delivery of information to the learner and
to take advantage of individual learning styles. Although the type of instruc-
tional technique selected can improve the presentation of the material and
simulate more exactly the job to be performed, the two factors that appear
to give the best results in training are time on task (that is, the greatest
amount of time possible spent actively engaged in a leaming task) and
instructor feedback (Sticht and Mikulecky, 1984).

In performance-based instruction, the emphasis usually is on provid-
ing individuals or small groups of trainees with high-quality leaming mate-
rial that provides a major part of the instruction on an individualized basis.

The instructor becomes the manrager of the leaming process, asking
and answering questions, giving mini-lectures and demonstrations, check-
ing leamer progress, and giving feedback.

Of major importance to an organization planning a large training
program is selecting instructional techniques that will minimize costs with-
out affecting the quality of results. The techniques used will determine the
type of facility, the number of instructional personnel, the cost of producing
original materials, and so on. All of these factors, plus the impact on indi-
vidual learning, must be taken into consideration.
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IBM, a leader in the uso of a systems approach in training, claims that
despite new technology, “about 75-80 percent of all education at IBM
today is still conducted within the traditional classroom.” However,

IBM believes that over the next ten years at least half its training will
be delivered by “student-driven, learning-center-based systems—mainly
computer-based training, interactive videodisc with personal computer,
or other self-study methods, using either workbooks or videos.”

For IBM a key strategy to reduce costs has been to off-load large-
volume classroom courses to self-study, computer-based training, or inter-
active videodisc trairing. Although there are large up-front costs asso-
ciate with these instiuctional choices, IBM reports that it has cut total
costs by ?5-50 percent. A further advantage of these new delivery systems
is that the same amount of learning can occur with equal effectiveness
with as much as a 50 percent reduction in time (Casner-Lotio, 1988,
pp. 255-270).

Classroom Training

Classroom training, usually in conjunction with other delivery techniques,
is still tne staple of training. Where traditional classroom training is the
selected instructioral strategy, it lends itself to many well-known tech-
niques such as lecture; study; group discussion; presentation; use of film,
video and audio tapes; and so on.

The guiding principles for selecting the right instructional techniques
for the classroom are:

1. Be clear about the desired performance.

2. Identify the procedures most appropriate for achieving the
desired performance.

3. Select those that are most practical and job related.
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The traditional classroom
is a situation where the
learners are seated individ-
ually behind desks or tables
Jacing the front of the room,
where the instructor oper-
ates behind a desk or
lectern with a blackboard,
overhead projector, flip
chart, and other audio-
visual aids.

Step Six

ot

4. Be clear about the skill level of the learners. For example, com-
puter-assisted learning may not be practical for those with litde
Or NG computer exposure.

There are several delivery systems that can be used to present instruc-
tional material, all of which have differing strengths and weaknesses. They
include traditional classroom, multimedia classroom, tutored video class-
room, interactive TV classroom, self-study, guided learning center, com-
puter-based training, and interactive videodisc with personal computer,

Traditional Clr~sroom

The traditional classroom is a situation where the learners are seated indi-
vidually behind desks or tables facing the front of the room, where the
instructor operates behind a desk or lectern with a blackboard, overhead
projector, flip chart, and other audio-visual aids.

The main advantages of the traditional classroom are as follows:

® Itis a good setup for lectures and presentations because there
are few distractions for learners and all participants can see and
hear what the instructor does,

® It establishes the superiority and authority of the instructor, and
® It is a familiar, traditional setting for learning.

Among its disadvantages, it:

® Discourages learner participation,

® Stifles interaction among learners, and

o Allows litde freedom of movement and limits access to learning
materials other than those directly in the learner’s possession.

As you can see, traditional classroom training, like other instructional
techniques, has both advantages and disadvantages. Its primary disadvan-
tage is that frequendy adults carry unpleasant memories of this type of
training from when they were in a traditional school setting, It is important
tn remember, however, that a training technique that is inappropriate in
one instance may be the right method under other circumstances.

Using the same basic furniture and equipment, the instructor can
create a classroom configuration that sends a clear message to the adult
learner: “This experience will be different.”

Figure 6 shows examples of how a classroom can be set up to facilitate
many instructional methods and encourage learner participation and
learner interaction.
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Figure 6. Layouts That Improve Learning.
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Multimedia Classroom

The multimedia classroom is set up so that leamers have opportunities to
use a variety of learning media such as films, tapes (audio or visual), slides,
print, radio, and so on.
The multimedia classroom The multimedia classroom has these advantages:
is set up so that leamers

i ¢ It is more interesting and varied,
have opportunities to use

a variety of learning media o It works well with learners who leam best through visual
such as films, tapes (audio methods,
or video), slides, print, o It works well with leamers with reading difficulties, and
and radio.

o There is less dependence on the instructor.
Its disadvantages are these:

¢ It may be distracting,
¢ The equipment requires maintenance and setup, and
¢ It can be costly.
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Interactive television class-
room involves the use of
broadcast video to deliver
instruction to the leamer
allowing contact between

instructors and learmers who
are geographically dispersed.

Self-study involves the use
of a package of printed
material that includes read-
ings, exercises, and tests for
self-evaluation.

Step Six

Interactive Television Classroom

The interactive television classroom involves the use of broadeast video to
deliver instruction to the leamner, aliowing contact between instructors and
learners who are geographically dispersed.

The system uses two-way audio contact between instructor and learner
(usually using telephone lines) and one-way video contact (that is, the
leamers can see the instructor but not vice versa).

The advantages of the interactive television classroom are the
following:

® Itis much cheaper than sending instructors or learners long
distances to give or receive instruction,

e There is feedback between instructors and leamers, and

e Itis good for reaching many people in different locations
simultaneously.

It has two principal disadvantages:

® Learners scmetimes have difficulty focusing for long periods of
time, and
® Leamners can find it intimidating,

Self-Study

Self-study involves the use of a package of printed material that includes
readings, exercises, and tests for self-evaluation.
Its advantages are these:

@ It is individualized,

» It requires learner activity,

® It provides evaluation of learner progress, and
o The process is under student control.

Its disadvantages are these:

o Feedback is limited,

®_It assumes an employee can read well enough to comprehend
material,

e It requires leamer interest and initiative, and

® The leamer must depend upon the instructor or other leamers
for assistance (Principles of Instructional Design, 1983, pp. 7-12).
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A guided leaming center is
designed so that instruction
is inaivitualized and self-
paced. Instructors and/or
aides are used at particular
points, but learers should
be able to go through the
educational process by
themselves. A range of
instructional materials are
used such as print, audio-
visual aids, and computer.

During computer-based
training, the leamer
interacts with a computer
program that presents
subject matter, allows for
practice exercises, gives
Jeedback, analyzes perfor-
mance, and provides assis-
tance as needed.
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Gulded Learning Ce.ster

A guided learning center is designed so that instruction is individualized
and self-paced. Instructors and/or aides are used at particalar points, but
learners should be able to go through the educational process by them-
selves. A range of instructional materials are used, such as print, audio-
visual aids, and computer.

The advantages of a guided leamning center are as follows:

e It allows learners to work at their own pace,

e It gives leamers a sense of being an active participant in
their education, and

e It allows learners of different abilities and subjects to be
taught in the same room.

It has two main disadvantages:

e It can be expensive, and

o It can be inappropriate and/or frustrating for leamers below
a fourth-grade level.

Computer-Based Tralning

During computer-based training, the leamer interacts with a computer

program that presents subject matter, allows for practice exercises, gives

feedback, analyzes performance, and provides assistance as needea.
Among the advantages, computer-based training:

e Allows .ur a varied presentation combining text, graphics,
animation, and sound,

e Is highly interactive and individualized,

o Stimulates interest through the use of good visuals,
e Is responsive to leamner control, and

e Provides instant feedback and assistance as needed.

Its disadvantages include the following:
e The equipment is costly,
e It is complex and expensive to produce, and

o It is somewhat complicated for leamers to operate, although that
t0o is valuable leaming. (Principles of Instric:ional Design, 1983,
pp. 7-22).

Figure 7 gives an example of how a room can be set tp to facilitate
computer-based training.
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Figure 7. Facility Rearranged for Computer-Based Training.
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Interactive Videodisc

Interactive videodisc technology, combining the advantages of video and
computer-assisted training, has great promise as a training tool.
Interactive videodisc is Interactive videodisc is the use of a video delivery system designed
the use of a video delivery  to respond to choices made by the individual user. These choices may be
system designed to respond  spontaneous on the part of the user or they may be prompted by the system
to choices made by the (Smith, 1987).
individual user. The advantages of interactive videodisc are as follows:

o It can simulate real work experiences,
e It is highly interactive and individualized,

¢ It provides excellent and varied visuals combining video and
the computer screen,

® The random access capability of disc technology permits max-
imum flexibility in program design and operation, and

o It is highly responsive to leamer control.

Its main disadvantages are as follows:

¢ The equipment is costly,

o It is complex and expensive to produce, and

¢ It is somewhat complicated for learners to operate (Beausey,
1988).
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A task force exercise is

a method of training in
which three to eight tram-
ees work together on a
problem and present their
solution to the class.

A case study is a descrip-
tion of a situation in writing
or on audio or wideotape
that the trainees study and
discuss under the guidunce
of the instructor.

Step Six

Choose an Effective Training Methodology

There are a number of different training methodologies that instructors
can choose from in designing a program or lesson. Among the most useful
are task force exercises, case studies, simulations and games, role playing,
group discussion, individual exercises, presentations and lectures, behav-
ior modeling, and written exercises.

Task Force Exercise

A task force exercise takes place when a group of three to eight trainees
work together on a problem and present their solution to the class.
The task force exercise is used when the leaming objective is to:

® Encourage group interaction in problem-solving situations,

® Acknowledge and use the experience and expertise of the
learners,

® Practical analyrical skills,

® Test trainees’ understanding and application of a concept
or process, and

© Generate a plan to be used back on the iob.
To be effective, task force exercises:

© Require the meaningful application of the process or concept
being learned,

® Must be realistic ana related to the learners’ work situations,

® Must be challenging * ut not too complex for the time allowed,
and

® Must provide enough information for the learners to do the task
well.

Case Sfudies

A case study is a description of a situation in writing or on audio or
videotape that the trainees study and discuss under the guidance of the
instructor.

Discussion of a case study is used when the objective is to:

© Encourage leamers to participate,
® Teach analytical skills rather than the right answer,
o Simulate a real situation in a limited amount of time, or

® Demonstrate how the program content is related to the learner’s
actual situation.
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A simulation is an
exercise that represents

a real job situation and
allows the learners to
practice skills and applica-
tion of knowledge within a
limited time frame and

in a risk-free environ-
ment (the classroom).

Role playing 1s an exercise
in which learners simulate

a real or hypothetical tter-
actue situation. A discussion
and analysis follow to deter-
mine what happened and
why. Role playing can be
used to analyze the learners’
customary ways of dealing
with the situation, but more
often it is used to allow the
learniers to experience the
application of newly learned
procedures or skills.
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To be effective, the case discussion must be constructed so that:

e The problem is realistic,
o he answer or decision is not obvious, and

o The case study offers enough information for a spirited
discussion.

Simulaiions and Games

A simulation is an exercise that represents a real job situation and allows
the learners to practice skills and application of knowledge within a limited
time frame and in a risk-free environment (the classroom).

Games have the same intent—to provide nonthreatening opportu-
nities for the application of learning—but the situation is contrived and
unrelated to the leamers’ world.

Siraulations and games are used to:

e Encourage participation,

o Give learners realistic, job-related experience,

e Elicit the learners’ natural tendencies and provide feedback, and
o Test the learners’ application of complex skills or knowledge.

To be effective, simulations and games must:

e Be realistic (simulations) or relevant (games),
e Be clear and understandable but not so simple as to be boring,

o Not emphasize winning to the extent that the competition
detracts from the leaming,

e Encourage the behavior that is the objective of the lesson, and
o Allow for meaningful discussion »f the experience.

Role Playing

Role playing is an exercise in which learners simulate a real or hypothetical
interactive situation. A discussion and analysis follow to determine what
happened and why.

Role playing can be used to analyze the learners’ customary ways
of dealing with the situation, but more c.ten it is used to allow the learners
to apply newly leamed procedures or skills.

A role-playing exercise is used:

o When the objective is hard to understand through discussion
and analysis,

e To allow participants to practice skills or procedares needed
in the given situation,

o To build learners’ confidence to handle the situation, and

¢ To give nonparticipating learners an opportunity to practice
observational skills.
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To be effective, the role-playing exercise:

© Must be constructed so that the various roles are clearly defined
yet allow the players some freedom to act and use the newly
learned skills,

© Must put some pressure on the players to resolve the problem
with which they are confronted, and

© Must be clearly structured so that players understand what <hey
are to do, the process to use, the timing of various actions, and
the end result.

Much of the learning occurs in the analysis phase. For that to work
well, the observers must know what they are looking for. In fact, the pomnts
to be learned must have actually been demonstrated.

The success of the role-playing exercise depends upon careful prep-
aration of the materials, effective orientation of the players, and feedback
tied clearly to the objective of the lesson.

Group Discussions

A group discussion is a planned opportunity for participants to freely
exchange ideas or opinions in a large group or in suugroups.
Group discussion can be an effective training methodelogy when:

A group discussion is a e The subject is of much interest,
planned opportunity for par- © Members of the group are knowledgeable or hold differing ideas
ticipants to freely exchange about the subject,

ideas or opinions in a large

group or in subgroups. o The subject is rarely discussed, and

o The objective is to encourage group interaction in solving real
problems or creating an action plan.

More than anything else, the success of group discussions depends
on the leader’s ability to:

® Make the purpose or subject clear,
o Keep the discussion on track,

© Prevent domination by eager learners and encourage partici-
pation by shy members, and

¢ Bring the discussion to a timely and satisfactory conclusion
(by agreemen: or by understanding and acceptance of
disagreemerit).
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Individudl Exercises

Individual exercises allow Iearners to apply the lesson objectives to their
own situations or to test their understanding.
Individual exercises allow Individual exercises are used to:
leamers to apply the lesson
objectives to their own sit-
uations or to test their o Show leamners and instructors where learning has been
understanding. insufficient,

¢ Prepare learners to use their new learning back on the job, and

e Test learners’ understanding of the lesson content,

o Build cominitment to do so.
Individual exercises work most effectively when:

© The learners’ individual work situations are different (if they
were the same, a group activity would be more appropriate),

¢ The task is clearly explained and relevant to each leamer,
o The learners feel a need for confidentiality, and
¢ The task is not too difficult to complete in the time allotted.

Preseniations and Lectures

Presentations and lectures are structured one-way communications from
the instructor to the learners.
Presentations and lectures They can be used effectively to:
are structured one-way

communications from the
instructor to the leamers. @ Impart information quickly to a large group of people.

® Introduce new material and

Thzy are most effective when:

© The presenter is known and credible and

¢ No other method is usable.

To be effective, lectures and presentations must be:
© Well-prepared and organized,

e As short as possible, and

e To the point.

Behavior Madeling

Behavior modeling nvolves ~ Behavior modeling involves giving learners a step-by-step model for han-
gving leammers a step-by-step  4ling a given interactive situation, followed by a demonstration of the steps,
model for handing a gwen ~ Usually on video. There are opportunities for the learners to practice using

interactive situation, fol-  the steps and to get feedback on their performance.
lowed by a demonstration of This provides learners with a specific, proven way to deal with an
the steps, usually on wideo. ~ interactive situation and gives them an opportunity to practice new behav-

ior so that they feel confident of their ability to handle the targeted situation.
Behavior modeling is used when the objective is:
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Written exercises involve
giving learners written
matenals that they
respond to in writing.

Step Six

® To have the Icarner develop a skill,

® To have the leamer leam a specific sequence of steps tu follow,
or

+ @ To limit the number of ways a situation is handled,
To be effective, behavior modeling must:

® Present a learnable number of clearly defined steps,

® Be based on a video or demonstration that effectively represents
the desired behavior,

@ Provide the learners with a realistic and challenging opportunity
for practice, and

® Give the learners positive feedback on their perfoimance.

Written Exercises

Written exercises involve giving learners written materials that they
respond to in writing.

To be effective, written exercises must:

¢ Be presented in the context of the total lesson,

¢ Include all the information the learners need to complete the
activity,

¢ Have meaning to the learners in the context of their personal
experiences,

® Be completable within the allowed time limits, and

® Have clear written instructions.

Exercise instructions are given to:

® Present information leamers need to participate in the exercise,
® Be used as a reference,

e Guide the exercise in the intended direction, and

e Ensure consistency in the exercise process and results.

When {o Use Which Method

Choose an instructional method by identifying the kind of leamner perfor-
mance to be develcped.

Using presentation techniques such as lectures, panel presentations,
film, videotape, slide-tape shows, or readings if you want learners to get
new facts or information they do not have, get an overview of a problem
or issue, or hear a logical point of view.

However, preseniation methods should be followed quickly by meth-
ods that involve learners.

Use hands-on techniques that emphasize practice, projects, exer-
cises, simulations, and video if you want learners to build skills, put their
learning to work, or experience doing a task.
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The instructor must provide introductory guidelines and meaningful
feedback during the course of this kind of activity.

Use group-building techniques such as pairs, share groups, team
projects, and open group discussion if you want learners to get to know
one another, build group unity and commitment, or share ideas and
experiences.

Figure 8 provides an indication of which techniques lead to the
greatest participant involvement. It is usually best to intersperse low-
involvement techniques with those that will engage the trainee and refo-
cus attention. _

The instructor should clearly articulate the value of knowing and
working together for the organization’s goals.

When selecting instructional methods, choose the one that:

® Most closely approximates the conditions called for in the per-
formance objective for the job task related to the lesson,

o Causes the learner to perform in a manner approximating the
performance on the job, or

o Allows the leamner to make the largest number of relevant
responses (repetitions) in a given time frame (Mager and Beach,
1967, pp. 55-56).

Figure 8. Participant Involvement Continuum.

Involvement Techniques
High On-the-Job Training
Role Playing
Case Study
Medium Demonstration
Buzz Groups
Lecture and Discussion
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Step Six

Select Facilities and Equipment

The selection of appropriate facilities and training equipment will depend
on a number of variables including:

® The type of leamning required (heavy equipment, production
line, office),

The instructional strategies selected (traditional classroom,
self-study),

The location (on-site or off-site),

The number of leamers (few or many),

Any budgetary restrictions,

The time available for training,

The training presenter (in-house or provider), and

¢ The curriculum.

This is a decision that a company will live with for a long time since
it is likely to entail significant capital outlay. It should, therefore, involve
a team effort that includes the program director, selected instructional
stafl, job experts, and perhaps an outside facilities design specialist.

Facilities Design for Individualized Instruction

The traditional classroom is not required, nor is it desirable for individ-
ualized performance-based instruction.

There are a few important consiJerations when designing a facility
for individualized instruction:

¢ Different work stations should be set up at whick trainees could
engage in different leaming tasks. All or most of the material
they need should be found there.

© The facility will need specialized fumiture for storing and
using learning packages and auxiliary media and equipment.

o The facility should provide the leamers with freedom of
movement.

® The facility should provide several quiet spots within the
classroom.

® There should be tables with partitions where leamners can
complete self-checks on leaning progress in private (Organize
Your Class . . . , 1986).

Figure 9 gives an example of a typical facility layout for individualized
instruction.
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Figure 9. Typical Facility Layout for Individualized Instruction.
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Step Six

Develop Evaluation and Monitoring Instruments

The development of evaluation and monitoring instruments moves in
tandem with the development of instructional materials. Forms will need
to be developed and procedures detailed. There must be clear direction
on what information must be collected to determir whether the needs
of everyone involved are being met.

The accumulation of credible evaluation information will provide doc-
umentation at a later date for justifying continued company expenditure on
the program.

Evaluation instruments can be both quantitative and qualitative. Quan-
titative data can be gathered by using accurate post-testing instruments and
measurement tools that clarify improvements in productivity.

Qualitative information can take the form of anecdotes and observa-
tions in such areas as improved employee self-esteem, self-confidence, and
ease of learning on the job. Measurement instruments that show improve-
ments in attitude and demeanor can also be used to determine the success
of a training program.

In order to collect this type of program data, training designers and
developers will need to work closely with line managers and supervisors so
there will be a common parspective on what kind of training is required
and what constitutes improved workplace effectiveness among employees
who have returned to jobs after training.

Monitoring instruments need to be designed and developed along
with evaluation instruments to reflect the day-to-day operations of the
instructional program itself.

These instruments need to be able to provide informatior feedback to
help the instructional staff fine-tune the program and develop any mid-
course corrections should it be determined that trainees are not meeting
course objectives.
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STEP SEVEN
Implement the
Program

Learning Objectives

The reader will be able to:

1. Discuss the role of the program manager, her or his
major duties and responsibilities, the skills and abilities
required, and the education and experience required.

2. Discuss the role of the program administrator, her or
his major duties and responsibilities, the skills and abilities
required, and the education and experience requirzd.

3. Discuss the role of the instructional staff, their major
auties and responsibilities, the skills and abilities
required, and the education and experience required.

4. Conduct a train-the-trainer workshop.

5. Discuss the advantages and disadvantages of peer
training and the buddy system.

6. Discuss the role of counseling and possible resources.
7. Develop a learning coutract.
8. Decide whether to pilot test the training program.

9. Conduct a pilot test of the training program.

f—
oo
M

~

oo




-

Implement the Program 7.3

Introduction

Once management has given the go-ahead, the training program imple-
mentation should begin simultaneously with the design and development
phases.

The most important activity during the early implementation period
should be moving the employes awareness campaign into high gear to talk
up the new training program.

A significant part of this campaign should address the issue ~f how
this training will affect individual employees as well as management.

Meetings should be scheduled to answer all employee questions, and
employees should be encouraged to attend. Outside organizations that may
be used as support networks should be informed of the impending start-
up and their input solicited on potential problems and procedures that may
need to be followed.

If an outside provider is to be selected to operate the actual program,
the selection process should be activated using previously determined cri-
teria. (See Step Three for a more detailed discussion on selecting training
providers.)

Although the discussion of staff has been reserved for the implemen-
tation phase, the program manager should be on board early enough to
actively participate in the development of the training program design.

Selecting the Program Manager

The training program manager will play a crucial role aud will need to be
chosen very carefully. A review board composed of members from the
advisory committee should have responsibility for selecting the individual
who will fill the position of manager.

The program manager is responsible for developing all project objec-
tives. She or he has the role of planning, orgenizing, staffing, and control-
ling the training project and linking the training project operations with
other organizational activities.

The manager is the key link back to the production line, and her or
his evaluation role is vital. For example, the program manager can use
evaluation sessions as a means to educate managers on how the program
serves their purposes and what role they need to play to ensure program
success.

Accordingly, a manager should be expected to:

© Participate in program design and development,

® Develop and evaluate staff,

® Develop and monitor the program budget,

® Develop project standards, policies, and procedures,

¢ Hire, evaluate, and develop staff,

¢ Coordinate and evaluate outside providers,

® Exchange information with department heads and supervisors,

© Establish a positive work climate,

® Develop solutions 10 project problems,
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© Communicate with other organizational entities, internal and
external, and

© Help 0 develop and provide feedback on program evaluation
(American Society for Training and Development, 1983).

A major selection criterion for filling the position ought to be substan-
tial knowledge of company practices and the corporate culture. This person
should also possess a backgrourd in education and training with a heavy
emphasis on evaluation.

Table 25 gives a sample job description: for a program manager.

7.4 Step Seven

166




Implement the Program 7.5

Table 25. Sample Program Manager Job Description.
Job Title: Program manager.

Broad Scope of Position: Overall managerial rcsponsibility for basic
workplace skills training program.

Reports to: Director, human resource development.

Major Duties and Responsibilities:
. Be responsible for program design and development.
. Chair program advisory committee.
. Develop and monitor program budget.
. Negotiate and administer agreements with outside providers.
- Develop program standards, policies, and procedures.
. Ensure program complies with company policy and procedures.
. Be responsible for selection, development, and evaluation of all
program staff.
8. Monitor program implementation and provide feedback to human
resource development director and other company management.
9. Meet regularly with outside provider and/or project administrator.
10. Meet regularly with union representatives and appropriate company
perscnnel,
11. Evaluate program effectiveness and report to management.

NO A WN =

Personal Characteristics:

1. Is dynamic, innovative, and energetic.

2. Accepts responsibility.

3. Establishes a positive work climate.

4. Relates well with people ranging from top company management to
union leadership.

Skills and Abilities Required:

1. Demonstrate leadership and managerial skills.

2. Demonstrate negotiation and administrative skills.

3. Demonstrate written and verbal communications skills.

4. Demonstrate ability to lead work team (advisory committee).

Eduration and Experience:
1. Demonstrated experience in project management.
2. Demonstrated experience in contract negotiations and administration.
3. Demonstrated experience in adult basic skills training. )
4. Demonstrated experience in training program design and
development.
. Demonstrated experience in staff development.
. Demonstrated experience in program evaluation.
7. Education includes adult learring theory and practice.

(o2 4]

Source: Adapted from Jub-Related Basic Skills: A Guide for Planners of Employee Pro-
grams, June 1987, New York: Business Council for Effective Literacy.
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7.6 Step Seven

Selecting the Program Adminisirctor

The second most important staff posiion is that of the program adminis-
trator. The program administrator works in close cooperation with the
manager to ensure the program’s success.

While the manager’s role involves acting as a link between manage-
ment, department heads, supervisors, outside providers, and the union, the
program administrator’s responsibilities are focused almost entirely on the
program itself. She or he is primarily responsible for facilitating the instruc-
tional activities of the project. An administrator should be expected to:

e Evaluate instructional staff performance with respect to utilization
of instructional techniques, working with adults, and achieving
program objectives;

e Select and schedule facilities and equipment;

e Secure participant attendance records;

@ Schedule instructional staff;

¢ Ensure ccurse material is prepared and available;

¢ Mbaintain physical environment;

@ Establish contingency plans for backups and emergencies; and

¢ Ensure program follow-up is accomplished (American Society for
Training and Development, 1983).

This individual should have a strong background in project man-
agement and instructional technology, some background and experience
in working with adults, and some experience usirg evaluation techniques.
The administrator will also need to have a comfortable working knowledge
of corporate policies and procedures.

Table 26 gives a sample job description for a program administrator.
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Table 26. Sample Program Administrator Job Description.
Job Title: Program administrator.

Broad Scope of Position: Administrative responsibility for implementa-
tion of basic workplace skills program.

Reports to: Program manager.

Major Duties and Responsibilities:

e WO N =

O WO NOOM

12.

13.
14.
15.
16.

. Be responsible for program implementation and administration.
. Suive on program advisory committee.

. Assist in design and development of program.

. Ensure compliance with company and program policies and

procedures.

. Ass,st manager in selection of instructional staff.

. Conduct and/or arrange training for staff as needed.

. Schedule instructional staff.

. Select and schedule facilities and equipment.

. Ensure course material is prepared and available when needed.

. Take an active part in learning about the curriculum and observe it

being used.

. Initiate meetings and otherwise establish procedures for instructors

to discuss probiems and concerns.

Ensure implementation of procedures for monitoring and evaluating
the program. ;

Evaluate instructional staff performance.

Maintain necessary program and leamer records.

Maintain physical envircnment.

Establish contingency plans for backups and emergencies.

Personal Characteristics:

1.
2.
3.
4.

Creates positive work climate.

Is dynamic, innovative, and energetic.

Is open and supportive with subordinates.
Is confident when dealing with superiors.

Skilis and Abilities Required:

1.
2.
3.
4.

Demonstrate leadership and administrative skills.
Demonstrate written and verbai communications skills.
Demonstrate ability to relate to and lead diverse work groups.
Demonstrate ability to identify and solve project problems.

Education and Experience:

1.
2
3.

4.

Demonstrated experience in project administration.
Demonstrated experience in adult basic skills training.
Demonstrated knowledge of adult learning theory and practice in
an applied context.

Demonstrated exparience in staff development, supervision, and
evaluation.

Source: Adapted from Job-Related Basic Skills: A Guide for Planners of Eraployee Pro-

grams, June 1987, New York: Business Counicil for Effective Literacy.
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Step Seven

Selecting the insfructional Staff

The program manager and the project administrator together should select
the instructional staff. Successful instructors in job-related basic werkplace
training programs must have special skills. Some questions to keep in mind
when selecting instructional staff are:

e Is the person familiar with adult learning and the psycholegy of
learning?

¢ Has the person a history of actally working with adults, and
what kind of evaluation feedback is available on performance?

o What is the level of subject expertise?

e Will the person be comfortable using new subject curricula and
instructional approaches that are not school based?

@ Does the person have experience teaching basic workplace skills
in a job-related context?

¢ Will the person be responsive to company requiremer:ts and
working with company personnel?

Many instructors do not have an understanding of the differences
between working with children and working with adult learners. Kr swl-
edge of adult leamning theory as well as hands-on experience in working
with adults should weigh heavily in the selection process.

This knowledge and expetience may make the crucial difference
berween a program with a positive image that gains increasing employee
support and a program that dies as a result of bad publi-ity.

Table 27 gives a sample description of an instructor’s job.
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I T3 Table Table 27. Sample Instructor Job Descripfion.
= "é_ Job Title: Instructor.
=

Broad Scope of the Position: Instruct workers using basic workplace
skills training program curriculum.

Reports to: Program administrator.

Major Duties an Responsibilities:
1. Instruct adult feamers using basic workplace skiils training program
curriculum and materials.

2. Diagnose individual learner problems and help select appropriate
instructional program and materials.

. Monitor learner progress.

. Support learners in their efforts and recommend counseling services
when appropriate.

. Administer tests.

. Keep records of attendance and progress.

. Assist and cooperate with other program personnel.

. Bring concerns and problems to attention of program administrator.

W

coO~NOO,M

Personal Characteristics:

1. Is dynamic and energetic.

2. Is flexible and open to cooperation.
3 Is patient and supportive.

Skills and Abilities Required:

1. Demonstrated knowledge of adult educatior; theory and practice.

2. Demonstrated knowledge of basic skills subject matter.

3. Successful experience teaching basic skills to adults.

4. Direct work experience or demonstrated awareness of knowledge,
skills, and attitudes required in trainees’ jobs.

5. Demonstrated knowleage of company policies, procedures, and
culture,




7.10

Step Seven

Train-the-Trainer Workshop

Once selected, staff must be adequately prepared f. - the job ahead. The
train-the-trainer workshop should be separated into three phases: institu-
tional orientation, training program familiaization, and human relations
training.

Institutional Orientation

Phase one is orientation to the institution. This orientation should be con-
ducted by the human resource development department.

It should cover such areas as corporate mission and philosophy,
employment regulations, compensations, benefits, performance reviews,
disciplinary action, termination, -nd appezls procedures.

Union representatives should have an opportunity to present the
union point of view.

This orientation should be presented even to0 an outside provider’s
instructional staff so they will share a common frame of reference with
program participants.

Training Program Familiarization

This effort involves familiarizing the instructional staff with the training
program itself.

Program orientation should be conducted by in-house staff, expert
employees, and training providers who have worked directly on the devel-
opment of the training program.

The information used to train the instructional staff should include:

o Review of applied learning perspecrives,
o Review of curricula with hands-on practice,
e Familiarization with course objectives,

o Familiarization with course procedures and accountability
requirements,

e Case studies in counseling and human relations,

e Familiarization with record-keeping and documentation
requireinents, and

e One week observing or working or actual jobs for which
training is being provided.

Human Relations Training

Trainers may not he familiar with the characteristics of the potential train-
ing population or know how to relate to them.

The instructors should be given human relations training to help them
relate to trainees of differert races, different cultural backgrounds, both
sexes, different educational levels, different socioeconomic backgrounds,
and different ages.

172




Implement the Program 7.11

The program might include some of the following subjects:

» Knowledge of human relations tendencies,

® Understanding of self in group relations,

® Help in developing working relationships,

e Articulating feelings,

® Understanding the dynamics of exclusion, and

¢ Understanding the educationally and economically
disadvantaged.

It would be desirable to have a representative group of the training
population involved in the human relations course to contribute realism
and aid in evaluating the potential instructors’ ability to relate to them.

Peer 7ralners

Few companies can afford to hire full-time instructors for training in basic
workplace skills. In some situations, it may be beneficial to train experi-
enced employees and managers to become trainers on a part-time or full-
time basis.

Potential candidates include employees who have an interest in taking
on a different responsibility because they have mastered their jobs and
want a new challenge or because they want a break in their work routine.
Such individuals may view becoming a trainer as a way to increase their
status within the company. Particularly in union companies, using these
employees can generate a level of confidence that cannot be obtained any
other way.

It is better to use these peer instructors fuil-time, because ocherwise the
employee must consider her or his original job as the principal assignment.
Also, if the person is ransferred to another job, it can mean the sudden loss
of an instructor (Stoker, 1987, p. 736).

The decision to use peer trainers must be carefully thought out and
implemented. One of the most sensitive questions to be worked out in
advance between union and management is how to maintain seniority
rights for employees who transfer out of their old jobs to work full-time as
trainers.

Most of the employees who show an interest in becoming trainers will
want the option to return to their old positions in case the new job does
not work out.

Holding seniority rights on the old job is essential, particularly where
the seniority roster is departmental, location-specific, or geographic rather
than company-wide. The number who will be interested in teaching will
probably be small, and developing a procedure for maintaining seniority
should not be very disruptive.

The employees who express an interest in becoming trainers will need
to have special training in instructional techniques. They should also be
provided with support counseling because most will be facing a totally new
and exciting experience—and also a frightening one.
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Step Seven

Using the Buddy System

One means for ensuring that i1 terested employees actually have the capa-
bility to teach basic workplace skills is to pilot test the program using those
employees who have expressed an interest in becoming peer trainers.

One benefit of pilot testing is that experienced employees can offer
suggestions and ideas for program improvement. After the employees have
successfully pilot tested the new training program and participated in a
train-the-trainer workshop, they are cbserved by experienced instructors
and staff for a probationary period. As new trainer positions open up,
successful peer trainers who are certified as qualified would fll them.

This screening and selection process can be ongoing as staff members
identify outstanding employees in the basic workplace skills training pro-
gram who express an interest in becoming trainers.

In this way, new trainers will always be available to fill positions vacated
by senior peer trainers who leave or retire. A 1:1 ratio of peer instructors to
professional trainers provides a high-quality instructional staff.

After the initial staff assessment, monitoring, and evaluation, accepted
peer trainers should continue to be observed for the first several cycles of
training,

One effective method for accomplishing this is through a buddy sys-
tem in which a peer trainer is paired with a professional instructor.

The objective is for each to critique the other formally using written
evaluation instruments that rate performance in terms of ability to commu-
nicate information, relationship with leamers, substannve knowledge, use
of instructional techniques, and so on.

If there are any problems with either the professional instructor or the
peer trairier, it becomes the responsibility of the buddy to determine what
corrective action should be taken.

Checklist 12 gives a form for rating an instructor’s performance.

The performance evaluations of both the peer trainer and the profes-
sional instructor will include a rating for efforts with the buddy. This activ-
ity should take place under the direction of a supervising instructor. Such
an exercise inmutual accountability is an excellent team-building mecha-
nism and ensures that each buddy has a stake in the success of the other.
It acts as a booster to unify two diverse groups into one effective staff with
common goals and objectives.

Using these two different types of instructional staffs can lead to an
enormously effective program and facilitate company-wide employee buy-
in in @ manner that cannot be replicated in any other way.

The opportunity for or ooard employees to become trainers acts as a
real motivator. The up-front costs of using peer trainers may appear to be
high, but mixing peer with prefessional instructors more than pays off in
generating high morale, program credibility, and high-quality outcomes.

Another approach to finding instructors is to hire outside on a part-
time basis. This allows for more flexible scheduling. The program manager
has the task of integrating staff with varying schedules into a functioning
team, but the payoff in 1iexibility and solid programming is high.

A third option is to contract with an outside provider, as described in
Step Three.
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CheclHdist

Checkilst 12. Rating Shsot for Overall Instructor Performance.

Level of Performance
N/A Poor  Fair Good Excellent

O O O O

1. The instructor was prepared for
class.

2. The instructor's presentation was
well organized.

3. Lesson objectives were made
clear.

O

O

O

4. The instructor was interestingand [J

enthusiastic.

5. The instructor’s voice was audible. [J
O

O

O

6. The instructor could communicate
the subject matter to the students.

7. The instructor answered questions
clearly.

O 0 oo O o O
C 0O oo o o o
0O 0o 00 o g g
0O 0 OO0 O o O

8. The instructor made sure students
were given feedback on their
achievement of lesson objectives.

Source: A lapted from Evaluate Your Instructional Effectiveness, Second Edition,
Module D-6 of Category D—Instructional Evaluation, “Professional Teacher Educa-
tion Module Series.” Copyright © 1986, The National Center for Research in Voca-
tional Education, The Ohio State University. Al rights reserved. Used with
permission.

Counselors

It is important to consider counseling an integral part of a successful train-
ing program. Many employees will not have een in a formal learning
situation for some time and will be fearful of failure. Some will also have had
negative experiences when they were in school and will be anxious about
whether they will perform well in this new program.

Providing a counselor to communicate the message that the company’s
commitment is to see the employees succeed at learning is a necessary
reinforcement mechanism.

In designing the counseling functions of the program it is necessary
to answer three questions:

® What suppo:: will the program and students require?
® Who will be responsible for providing it?

® What in-service training in counseling technique should be pro-
vided for all program personnel?

The counseling function begins before instruction and continues
during and after the instruction is compietec.
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7.14 Step Seven

Preinstruction counseling focuses on:

o Orientation to the training program,
o Diagnostic testing, and
© Leamer placement.

The counselor can be a prime source of leamer motivation and com-
mitment to basic skills training as the program is broken down into leam-
able tasks (Cooney and Glines, 1978, p. 18).

During the course of the instructional program, counselors, teachers,
and others initiate informal and formal counseling opportunities to elicit
the leamers’ views on the program and their progress in it.

Timely counseling can help trainees overcome difficulties they may be ,
experiencing and prevent them from dropping out of the program.

Following completion of instruction, counseling is involved in assess-
ing the program’s effectiveness in meeting the individual learner’s needs.

It can also be helpful in encouraging trainees to apply what they have
learned to their job situations (Lerche, 1985, p. 68).

In many programs it is the classroom trainers who handle the tasks
normally reserved for counselors. They routinely counsel students while
diagnosing the basic skills problems of trainees, assessing their progress
through the instructional program, and making final evaluation of their
achievement. ' :

Teachers should make appropriate referrals for services a leamer may
require beyond those they are able to provide (Lerche, 1985, p. 78).

It may be a more effective use of time and training to hire a separate
counseling staff. Professionals with training in adult counseling techniques
can be used on a full- or part-time basis, as the situation dictates.

(t may be that counseling can be contracted with local human service
agencies, which are geared to providing such services.

Counselors, both internal and external, should also be provided with
orientation to company goals, objectives, and procedures governing
employee behavior, as well as to the criteria for successful course com-
pletion.

Procedures should be developed for referral to counselors, confiden-
tiality, access to employees, accountability, ar.. establishment of a reporting
hierarchy. The areas in which employees might need counseling include
health and child care, transportation, family and personal difficulties, edu-
cation, financial emergencies, and job training and placement.

Possible sources of couniseling for emplcyees include community col-
leges, community service programs, youth eniployment and training pro-
grams, social service agencies, health care ins**utions, community action
organizations, community centers, religious institutions, vocational and
technical institutes, civil rights organizations, private counseling centers,
and the AFL-CIO’s community services deparmmerit.
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The learning contract is a
mutually agreed upen writ-
ten document between the
program operator (the
employer) and the leamer
(the employee).

Implement the Program 7.15

Develop a Leaming Contraci—Yes or No?

During the program implementation period, employees are being selected
for training. One useful tool that is frequently used to help an employee
understand what the training experience will involve is a learning contract.
Leaming contracts set out the following information:

e Where the leamner is now, based on criterion-referenced pretests,
o Where the leamer needs to be to meet company standards,

o What barriers may exist to leaming,

o A plan for action to overcome obstacles,

e The time frame within which leaming will take place, and

o Company commitments.

A leamning contract is useful in both voluntary and required training
situations because there is up-front clarification of employee training
needs, the probable time frame to achieve positive results, the process to
be used, and the learning objectives.

A leamning contract is not a required part of the training program, but
it is recommended as a good tool to help learners and staff keep training
on track. It is also a mechanism by which management can monitor how
well the program is going.

The leaming contract is a mutually agreed upon written document
between the program operator (the employer) and the learner (the
employee). The training plan (competencies tc be achieved) is a part of the
leaming contract. The contract is updated as competencies are mastered.
and is reviewed on a regular basis. (For an example of a learning contract,
see Table 28.)

In contract learning, the role of the instructor shifts from that of a
transmitter of information and controller of learners to that of a facilitator
of self-directed leamning and content resource. The roles of the employee,
the instructor, and the employer can be clearly defined (Knowles, 1986, pp.
43-45).

The role of the employee is to:

¢ Propose a written learning contract of what and how she or he
wants to leamn,

e Establish a time line or schedule,

o Take the initiative to seek assistance from the instructor when
required, and

¢ Meet with the instructor regulazly to discuss progress.
The role of the instructor is to:

e Assist in developing the trainee’s leaming contract,

o Recommend appropriate leamning resources,

o Be an available and interested resource, and

o Make a final report of learner accomplishment.
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The role of the employer is to:

¢ Refrain from using training evaluation results in a disciplinary
way,

@ Hold training evaluation results in confidence,

® Understand that individuals leamn at their own pace and in their
own way,

o Allow time on the job to leam,
® Give support before, during, and after training, and
® Support application of new learning on the job.
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Tabie 28. Sample Learning Conftract.
Competency-Based Evaiuation Contract

Base Assignment: Business Communications Letter Writing

Objectives

Strategies

Evidence

At the end of the course the participant will be able to:

1. Define a
writing objec-
tive (define a
primary
objective).

2 Recognize
the primary
writing objec-
tive.

3. State a basic
plan (method)
in outline
form.

4. Use the block
effectively for
a letter of
complaint.

5. Organize
thoughts into
formats for at
least three
types of letters
used by the
participant at
work, or
according to
her or his need
or choice.

6. Write & good
business letter
without prior
knowledge of
the topic, given
a time limit.

The participa..t will read

and study the definitions of

a primary objective until she
or he understands them and
is able to recall {.ie definitions’
meanings and intentions.

The participant will be given
at least ten unfamiliar letters
and will be asked to pick cut
the primary writing rbjective
in each.

The participant will read
about making a plan.

The participant will write a
compiaint letter according
to the outline given in class.

The participant will design a
format for each type of letter
chosen and design at least
one letter for each.

The participant will be given
three unfamiliar topics for
reply.

1. The participant will
write the definitions.

2. The participant will
define a writing objective
and/or a primary objective
at given times.

The participant will have cor-
rectly identified the primary
writing objective in all of the
letters given.

The participant will write a
basic information block. The
participant will verbally state
the three basic blocks and
the purpose of each in one
of the following ways: in front
of the class; to the instructor
alone; ano in a small discus-
sion group.

The participant’s letter will
give the summary statement
first, the complaint in the sec-
ond paragraph, and the action
in the concluding paragraph.
The letter will be effective
according to the instructor's
evaluation criteria.

The participant will submit
the designs for the letter types
cho’.en to the instructor for
evaluation, or present the
design formats to the class
(in-writing or orally) for eval-
uation, or use another r sthod
chosen by the participunt and
accepted by the instructor.

The participant will write a
reply for each of the three
topics within a stated time
limit.

This is a contract. The objectives are not renegotiable. Strategies and
evicence are renegotiable subject to approval by the instructor. If you
wish 1o try and meet the objectives, please sign below.

Employee:

Employer:

Instructor:

Date: .

Source: Adapted from Knowles, 1986, pp. 144-145. Used by permission of the

author.
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Step Seven

Should the Program Be Pilot Tested?

After guidelines have been established for administration and paperwork,
it is often useful to operate a small pilot program to validate the training
and change any material that is not suitable. This could be done using
employees who have indicated an interest in becoming peer trainers, but
it can be done just as effectively with a group of employees who have been
identified as needing leaming enhancement. A puot test might serve the
following purposes:

® Check the flow of the training program,
© Help work out any bugs in the program design,
© Develop the instructor's notes,

® Provide an opportunity for instructor exposure to the
programming,

¢ Build credibility by demonstrazing the program developers’
flexibility and openness to iniput from program instructors
and participants,

¢ Provide an opportunity for publicity and demonstration of
management support, and

® Provide an opportunity to test expensive instructional materials
before final production, using written scripts and thus avoiding
the cost of possible remakes (Abella, 1986).

Ifthe decision is made to conduct a pilot test, the procedures in Table
29 would be appropriate.

T 15
L Toble

Table 29. How to Conduct a Pilot Test.
1. Prcparation of Session
a. Finalize materials.
b. Choose participants.
c. Decide on evaluation process.
d. Choose and brief instructors.
Select other nonparticipant observers.

®

2, Conduct the program
a. Downplay the fact that it is orly a pilot session.
b. Hold regular instructor briefing sessions.
c. Collect as much data as possible.

3. After the pilot test
a. Resolve any problems that emerged during the test.
b. Revise training material.
¢. Finalize instructor notes.
d. Publicize the pilot results.
e. Inform design team of pilot test results.
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STEP EIGHT

Evaiuate and
Moniior the Program

Learning Objectives
The reader will be able to:
1. List the reasons for undertaking an evaluation.

2. Define and give examples of the four primary levels
of data used to evaluate training effectiveness.

3. Design an evaluation system.
4. Define the purpose of program monitoring.

5. Design appropriate forms and procedures to m=et
the monitoring needs of a given program.
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Introduction

Training has become big business in this country, but employers and train-
ing professionals are plagued by the question, How do you measure and
evaluate the results of training? Although evaluation of training has
increased over the past ten years, the problem ot identifying assumptions
about training and the methodology for evaluating these assumptions stili
remains up i the air.

According to evaluation expert Donald Kirkpatrick, the basic assump-
tion that should undexlie all evaluation efforts is composed of two parts:

1. A training program must have an ultimate objective that spells
out what changes should take place in behavior; and

2. The waining program must be designed to provide each trainee
with a series of carefully selected and executed leamning experi-
ences that contribute in a specific way to the desired change
(1975, p. 188).

If this assumption is taken as a given in prepziimng all training pro-
grams, then we see that measurement and evaluation should be an integral
part of the training business and not an optional feature or an afterthought.

Checklist 13 contains a sample evaluation system checklist that gives
some indication of the scope of what must be considered when develobing
both a training program and the evaluation that accompanies it.

The evaluation process really begins when the learning objectives are
first established. Inital plans for evaluation begin with meetings between
the client and the evaluator to determine measurement plans. These meet-
ings should be conducted before the  2iring program ever begins. Once
a training program has completed at least one cycle and employees have
returned to their work stations, the evaluation mechanisms swing into
operation.




Step Eight

Checklist 13. Evaluation System Checklist. Yes No Uncertain

! .
v Checklist
Vim \,_‘&ﬁ
e N 1. Do you have your evalu:s ion process written up? O O 0O
Does it include: (check zll that apply)

[J A determination of who needs what kind of data
for what purpose?

O An evaluation of all training programs or a periodic
basis (for example, six weeks, six months, and one
year foliowing training)?

[0 A description of ties to needs assessment and other
elements in the training process (how evaluation is
fed by them and how they are fed by evaluation)?

[0 An assessment of changes in clients on a continu-
ing basis?

2. Do you have a2 management intormation system that 0O O [}
tracks a client description, client movement in condi-
tions of life, activity of the helper(s), and costs?

3. Do you have a formalized way of providing evaluative [J [ O
data to those who need it? (check all that apply)

[J Do you have a way of determining who needs what *
kinds of data?

J Do you design formats for providing the data that
each group needs?

[J Do you determine beforehand the types of ques-
tions that they are likely to ask and prepare to
answer them?

4. Do you actually design your evaluations as outlined O 0 J
in no. 1 above? For each training program do you:
{check all that apply)

[0 Determine acceptable on-the-job evidence that
training provided relevant behaviors that were then
used on the job for each training program.

[ Design or identify instrument(s) to detzrmine the
degree to which the skills a.+ knowledge acquired
through training are utilized on the job.

[J Name personfs) to conduct the evaluation and
orient them to your process and provide them
with guidelines.

{J Plan evaluation schedule (six weeks, six months,
and one year).
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Yes No Uncertain

[J Conduct six-week follow-up.

Mail out fcllow-up questionnaire.

Follow up on retumn.

Tabulate and analyze results.

Provide management with preliminary relevant

data and recommendations.

® Merge reeds discove.ad with other needs
assessment dzta.

o Develop specific recommendations for immediace
changes to be made, if any.

[J Conduct six-month follow-up.

© Mail out follow-up questionnaire.

® Follow up on return.

® Tabulate and analyze results.

® Provide management with relevant data and
recommendations.

© Merge needs discovered with other needs
assessment data.

© Develop specific recommendations for changes
in training program.

(] Develop quarterly summaries of client movement
data from assessments.

[J Conduct one-year follow-up.

Mail out follow-up questionnaire.

Follow up on return.

Tabulate and analyze results.

Provide management with relevant data and

recommendations.

© Merge needs discovered with other needs
assessment dnta.

© Develop specuic recommendations for changes
in training program.

® Merge with other evaluative data from client
assessments.

5. Do you fsview the evaluation data and needs assess-
men! data annually to formulate recommendations for
new training programs or major modifications in exist-
ing ones? (The arinual plain would be developed at this
time.)

6. Do you review the evaluation process itself (at least
annually) and make necessary modifications?

Source: Barbee, 1985. Used by permission.

O

O

O

(W
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Reasons to Evaiuate

There are several very good reasons why the human resource development
department should include evaluation as an integral part of its design for
the basic workplace skills training program.

® There is increasing pressure from top executives for such pro-
grams to prove their effectiveness in measurable terms, showing
how they contribute to the profitability of the organization and
achievement of its strategic goals.

o There is increasing pressure from the training managers and
trainees themselves to obtain better measures of the effects of
the training,

® A system of evaluation protects the program from the inadequate
judgments of people who have no solid information about results.

® Organizations want to know about the relative effectiveness of
their various departments, programs, and services.

~ Specific measurements of a past program’s success build
credibility and can help secure funds for future projects.

® It is reasonable that evaluation should be required of an activity
that represents a significant expenditure from the organization.

® Finally, including an evaluation system in the proposal to man-
agement shows you are confident that you can demonstrate the
success of the program in meeting its stated objectives.

Purpcses and Uses of Evaluation

Evaluation is undertaken for several purposes Generally, evaluations fall
into two categories: to improve the human resource development process,
or to decide whether to continue it.

When the goal is to improve the process, the following objectives
should be kept in mind:

e Identify the strengths and weaknesses in the training program. This is
probably the most common purpose of evaluation. Things to look
at include methods of presentarion, learning environment, pro-
gram content, training aids, faculty, schedule, and the instructor.

© Identify which participants benefited the most or the least from the
program.

© Gather data to assist in marketing future programs. Ask questions
like: Why wid you atrend this program? Who made the decision
for you to attend? How did you find out about the program?
Would you recommend it to others?

® Establish a data base that can assist management in ma 1g future
decisions.
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When the goal is to decide whether to continue the program, the
followiug objectives should be kept in mind:

o Determine whether a program is accomplishing its objective. As the
job provides the context for learning and instruction, so it serves
as the mair. test of program effectiveness. If employees can better
perform their jobs, the employee and company cbhjectives are
being met.

o Decide who should participate in fucure programs. Sometimes a fol-
low-up evaluation simply determines the benefits of the program
to the participants. Communicating these benefits to prospective
participants can help meet their needs.

e Determine the cost/benefit ratio of the program. An increasing rea-
son for evaluation is to determine whether a training program
justifies its cost. This aspect of evaluation compares the cost of
the program to its usefulness or value.

e Reinforce the major points to the participants. A foliow-up evaluation
serves as a review to reinforce the information covered in a pro-
gram for its participants.

e Determine if the program was appropriate. Evaluation can help
determine whether the original problem was indeed a training
problem. In this case, the purpose is not to determine if it was
the best program but rather if it was the mcst appropriate solu-
tion to the problem.

Types of Evaluation
Four primary levels of data are used to evaluate training effectiveness:

1. Reaction, or post-training surveys—to determine reaction of
leatniers;

2. Leaming, or pretests and post-tests—to determine what leaming
has taken place;

3. Behavior, or interviews and job observation with learners and
supervisors—to determine whether training has produced any
behavioral changes; and

4. Results, or impact on business—to determine if the company
has benefited overall.

Table 30 illustrates the various characteristics of these different types
of evaluation.
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Step Eight

Table 30. Characteristics of Evaluation Criteria.

Criteria Reaction Learning Behavior Results
Value of Lowest — — Highest
Information

Frequency Relatively < D Relatively
of Use Frequent Infrequent
Difficulty of Relatively —_— — Relatively
Assessment Easy Difficult

Source: From Handbook of Training Evaluation and Measurement Methods, by Jack J.
Phillips. Copyright © 1983 by Gulf Publishing Company, Houston, Tex. Used with
permission. All rights reserved.

Reaction

The most common step in evaluation is to determine the reactions of those
taking the training,

Courses are sometimes changed on the basis of one or two comments
that make their way up the chain of command.

It is important that participants like the training in order to obtain
maximum benefits from it.

To measure reaction adequately, it is necessary to do it :n an organized
fashion with written comment sheets designed to obtain the desired results.

Itis a0 important that the program coordinator or anozher trained
observer make an appraisal of the training in order to obtain a more mean-
ingful, objective result.

For lengthy programs, an end-of-the-program evaluation may be a
mistake because participants may be unable to remember what was cov-
ered. To deal with this problem, an ongoing evaluation should be distrib-
uted at the beginning of the program, and participants should be asked to
react to each segment of the program as it is completed (Phillips, 1983).

Table 31 gives a sample form for rating the usefulness of a program,
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Table 31. Sample Rating Form-—Course Usefulness.
Key Programs
A Modern Leadership for Middle Management
B Supervisors' Leadership in Cost Contro!
o] Developing Supervisory Skills
D Human Relations for Foremen and Supervisors
E Leadership and Growth
F Creative Thinking for Supervisors
G Human Relations for New Foremen
T Totals
A B C D T
Questionnaires returned: 3 3 5 N 29
1. | thought the program was:
a. Very well organized
and helpful 3 3 5 1N 29
b. Of some value
¢. Poorly organized and
a waste of time
2. In reference to the subject
content:
a. It was all theory and of little
practical value
b. It was both theery and
practical ) 3 2 2 3 11
¢. It was very practical o] 1 3 9 19
3. Concerning the quality of
instruction:
a. The instruction was excellent 2 3 4 11 26
b. The instruction was average 1 . 2

¢. The instruction was poor

Source: Adapted from Kirkpatrick, 1975, p. 4.

Q 189
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Step Eight

Table 32 gives a sample form for rating instructor performance.

Table

Table 32. Sample Rating Form—Instructor Performance.
Leader:

Subject:
Date:

1. Was the subject pertinent to your needs and interests?

O No O To some extent O Very much so
2, How was the ratio of lecture to discussion?
[Jj Too much lecture O OK O Too much discussion

3. How about the leader? Excellent Good Fair

Poor

a. How well did she or he state
objectives?

b. How well did she or he keep the
session alive and interesting?

¢. How well did she or he use the
blackboard, charts, and other aids?

d. How wel! did she or he summarize
during the session?

e. How well did she or he maintain a
friendly or helpful manner?

f. How well did she or he illustrate and
clarify the points?

g. How was her or his summary of the
close of the session?

h. What is your overall rating of the
leader?

4. What would have made the session mcre effective?

Source: Adapted from Kirkpatrick, 1975, p. 2.




Evaluate and Monitor the Program 8.11

Table 33 gives a sample form for rating course content.

w1 2 Table Table 33. Sample Ratlng Form—Course Content.
aa Course Title: Date:
=
Location: Instructors:

To guide us in planning future seminars and workshops, please answer the ques-
tions below. You need not sign the sheet unless you so desire.

How would you rate the following? Excellent  Satisfactory Unsatisfactory
Quality of presc.tation

Adequacy of course content

Length of course

Adequacy of course materials

Conduct of workshops

Adequacy of facilities

If any factor Is rated “unsatisfactory,” please provide explanation:

What was of most value to you In this seminar?

What was of least value In this seminar?

Additior.ai comments would be appreciated.

Signature (optional):

Source: Kirkpatrick, 1975, p. 49.
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812 Step Eight

Learning

A great deal of effort is required to measure whether leaming has taken
place in a program. It involves planning the evaluation procedure, analyz-
ing the data, and interpreting the results.

However, documentz’:” ‘eamning gains can significanty enhance the
status of training within the organization.

See Table 34 for a sample questionnaire intended to test participants’
learning gains in a seminar to improve decision-making skills.

T T Table Table 34. Sample Form for Testing Participant Learning.
Eaa —l  For each question, check all that apply:

1. If my boss handed back to me a well-done piece of wurk and asked
me to make changes on it, | would:

O Prove to her or him that the job is better without changes.
O Do what she or he says and point out whers she or he is wrong.
O Complete the changes without comment.
O Request a transfer from the department.
2. If I were the office manager and one of the bast clerks kept complain-
ing about working conditions, | would:
O Try to determine the basis for the complaints.
O Transfer her or him to some other section. .
O Point out to her or him that complaining is bad for morale.
O Ask her or him to write out the complaints to my superior,

3. If my supervisor criticized my work, | would:
O Compare my record with co-workers for her or him.
O Explain the “eason for my poor performance.
O Ask her or him why | was selecter for criticism.
O Ask her or him for suggestions about how to improve.
4. If I were seting up a new procedure in an office, i would:
O Do it on my own without enlisting anyone's aid.
O Ask my superiors for suggestions.
O Ask the people who work under me for suggestions.
O Discuss it with my friends who are outside the company.

Source: Adapted from Kirkpatrick, 1975, pp. 8-9.
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Aeina Life Insurance Company

Aetna Life insurance Company instituied a claims-processing training pro-
gram for new employees and used a pretest, post-test design to evaluate its
effectiveness. The pretest revealed that the new employees had little knowl-
edge of claims processing. Shortly after completion of the training program,
participants were given a post-test that revealed significant learning gains.
ltis unlikely that any factors other than the training were responsible for the
performance improvement.

Sometimes when it can be assumed the participants have little or no
knowledge of the subject matter, the pretest can be dispensed with. For
instance, when 1BM offered a training program in basic Japanese to its
international sales representatives, no pretest was given because of the par-
ticipants' lack of prior exposure to the language.

Case
Study

General Electric

General Electric reported on a before-and-after evaluation of one of its safety
programs. The purpose of the program was both to reduce the number of
accidents and 1o increase the regularity with which accidents were reported.
The training program consisted of rather traditional presentations, discus-
sions, and movies describing industrial accidents and their implications. The
post-training evaluations indicated no significant change in employee behav-
ior, s0 a new approacss focusing on the relationship between worker and
supervisor was tried. An evaluation of this program indicated the desired
change in behavior had been achieved.

Behavior

Several guidelines need to be followed in measuring change in terms of
behavior:

¢ A systematic appraisal needs to be made of on-thejob
performance on a befor- and-after basis.

© Appraisal needs to be made by one or more of the following
groups: the learner, the supervisor or department head, subordi-
nates, and peers.

® A satistical analysis should be made to compare before-and-after
performance and related changes 1o the training program.

e Post-training appraisals should be made no sooner than three
months after training so learners have a chance to put into
practice what they have learned.

® It is recommended that a control group of employees not
receiving training be used.




-

8.14

Step Eight

Case

AT&T

AT&T used a special evaluation staff to rai ifis effectiveness of supervisors
who had participated in supervisory relationships training and those who
had not. Each supervisor handled three simulated problem discussions.

The improvement in those who had been trained was marked. Eighty-
four percent of the trained employees performed exceptionally well, and only
16 percent were average or below average. By contrast, only 33 percent of
the untrained employees performed exceptionally well, while 67 percent were
average or belows average (Phillips, 1983).

Resulfs

This is the most difficult evaluation to make because even when improve-
ment appears to be the result of training, it is usually difficult to separate
how much improvement is due to training alone as compared ro other
factors.

Some measure of results can be seen in such areas as:

e Improved productivity,

e Reduction of costs,

o Reduction of wmover and absenteeism, and

® Increase in quantity and quality of production.

An Elecironics Firm

In an effort to reverse shrinking profits, an electronics firm instituted an in-house
training program to alter leadership approaches from traditional management-by-
crisis and win-lose styles to participative, people-oriented, team management
styles. Following the application of behavioral science thecries and training,
improved performance occurred. This was evidenced by (1) increased efficiency
and quality (monthly shipping dollars went up by 128 percent); (2) a decrease in
absenteeism by 72 pzrcent and in tumover by 50 percent; and (3) a 10 percent
reduction in cost (Bartlett, 1967, pp. 381-403).

What is apparent is that using all four facters to evalua:c tiie effec-
tiveness of training builds a more credible case for training’s effectiveness.
No one factor alone will provide accurate feedback.

Feasibility of the Evaluation System

Clarifying the purposes, audiences, and issues of evaluation helps to decide
not only how much evaluation is warranted but also when data collection
should occur and when reports should be made.

It is also important to consider what is feasible given the available
money, commitment, time, and expertise. Like any other project, the eval-
uation should be planned so that the benefits exceed the time and money

spent.
194
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Program monitoring is an
ongoing proces. that chuan
nels information back te
program operators on how
effectively the instructional
process is operating. Where
program efficiency and
effectiveness are determined
to be less than optimal,
changes are made to
improve performance.

Xerox Corporation

Xerox used four sources of data to evaluate the effectiveness of a training
program to improve the job performance of sales representatives. First, a
survey was distributed to determine the participants’ reactions.

Second, participants were observed to dutermine what product knowledge
gains they had made during the training.

Thi~d, managers were interviewed regarding their employees’ job perfor-
mance after training. ;

Fourth, sales records were compared before and after the training.

The use of several data collection methods gave a more credible evaluation
of the training program’s effectiveness.

Feasibility is partly a matter of the intended scope of the evaluation
effort. Trainers seldom conduct a thorough and comprehensive evaluation
of either a single program or the total human resource development pro-
gram. To do so would cost more than to provide the program. One way to
reduce scope is tc ~aphasize planning, improvement, or justification
the main purpose of the evaluation. :

For the purpose of the proposal to management, it makes sense to tie
the evaluation design to the initial needs assessment. Answer the question:
To what extent did the training program solve the problem it addressed?

When discussing the subject of evaluation, a clear distinction needs
to be drawn between evaluation, which is performed periodically to deter-
mine whether program goals are being met, and monitoring, which is a
continual process.

Provide Proegram Moniforing

Program monitoring is an ongoing process that provides feedback on
whether program instruction is working well from day to day.

Program evaluation is usually carried out by personnel specially
trained in evaluation techniques or by an independent evaluation special-
ist, but program monitoring falls within the domain of the program man-
ager, project administrator, and instructional staff.

Program monitoring enables the staff to:

¢ Measure the competence of participants in terms of whether

they have achieved the <iated objectives,

¢ Determine which ckjectives have not been realized in order to
take appropriate remedial action,

® Keep the instructor informed of the effectiveness of the teaching
strategy so corrective action can be taken, and

¢ Devisc procedures to improve course design.
In other words, program monitoring channels information back to
program operators on how effectively the instructional process is operating,

Where program efficiency and effectiveness are determined to be fess than
optimal, changes are made to improve performance.
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Tables 35-40 indicate some of the monitoring activity that goes on in
a typical training program.

Table 35 can be used by the instructor to monitor an i