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PRESIDENTS TASK FORCE ON FEDERAL TRAINING TECHNOLOGY

July 28, 2000

The President of the United States
The White House

Dear Mr. President:

We are pleased to present our final report Technology: Transforming Federal Training.
This report describes how the Task Force on Federal Training Technology implemented
your Executive Order 13111: LUsing Technology to Improve Opportumities for Federal
Governmery Employees. It also presents our research findings, our accomplishments, and
our recommendations for accelerating the use of learning technology across the Federal
Government.

The Task Force members and their agencies are excited about vour emphasis on {raining
as an investment in Federal government employees. They firmly belicve that the public’s
ever-changing demand for government services makes accessible training for Federal
employees a priority if we are going to have a skilled and responsive workforce,
Technology is a key element in our ability to provide more training opportunities for all
federal employees.

We now need your support to transiate these recommendations into initiatives that will
make e-Leaming a reality for the Federal workforee. Our proposed recommendations
will help assure that Federal employees are prepared 10 meet the complex demands of the
American public in the growing e-Society.

Thank you for bringing focused attention to the need for the Federal Government to
aggressively seek ways to incorporate ¢-Learning into the training of is workforce. We
look forward to discussing this report with vou, with members of vour Adminstration,
and with the members of Congress.

Respectfully,

Janice R. Lacharice
Chaiperson’
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“America’s competitiveness and the prosperity of our people
in a changing economy depend increasingly on
bigh-skill bigh-wage jobs.

Realizing our potential will require investing in
education and learning for all of our peaple

throughout their lifetimes.”

Al Gore, Vice President of the United States
Summit on 21% Century Skills for 215t Century Jobs
January 12, 1999
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Executive Summary

As we cross the threshold to the new millennium, the way we live, work, and conduct business is being radically changed
by the e-society. Private sector comparses are constantly being forced to redefine their business model o meet customer
demand for products and services provided via the Internet and other forme of e-commerce. This has produced 2 continu-
ous need for skills enhancement and retraining that can only be efficiently addressed by using technology-based raining.
Pubiic expretations for services from government sgencies are now higher. To meet this new level of expectation, we need
to ensure that Federal employees take full advantage of these new learning technologies and that they acquire the skills
and learning needed to succsed in 2 rapidly changing workplace. Access to taining is the key 1o a competent and respon-
sive workforce, The Federal government will need to evolve with the Interner age and move aggressively toward using
learning wechnology o provide *anytime” and “anyplace” tratning opportunities to it workforce.

Executive Ordor 13111 _ :

On January 12, 1999, President William 1. Clinton moved 1o establish a coordinated effort to access and promote the use
of technology to train the Federal workforce when he isssed Executive Order 13111, Using Technology te Improve Training
_ Opportunities for Fedesal Governmient Employess. This directive established the Presidents Task Force on Federal Training
Technology wich membership from 2 multidisciplined cadre of senjor-level representatives of the Federal povernment.
The cadre’s principsl charge was w develop a policy to “make effective use of technology to improve trainmg opportuni-
* tes for Federal government employees.”

r

Task Force Interim Accomplishments
. During the course of ks work, the Task Force achieved several interim accomplishmenss that included:

B Implementing 13 Agency Individual Learning Acrount (ILA) Pilot Programs - These pilons will provide the
Office of Personnel Management (OPM) with the empirical dats necessary vo determine the viability of establishing
TLA programs government-wide.

B Eseablishing 2 Joint OPM and Office of Mansgement and Budget (OMB;) Initiative to Help Agercies o Better Plan
the Allocation of Training Resources — This OPM and OMB sliance 6 working to produce a requirement in the FY-
2002 OMB Budge: Clronlar A-11 10 divecy sgencies o arumually develop specific wraining goals and measures aligned with
mission requirements. In support of this initstve, OPM will publish guidance to help agencies strategically plan raining,

B Developing Consensus Standands for e-learning — As a result of extensive cooperative efforts across the public and
private sectors, on Janwary 31, 2000, the Department of Defense (DOD), in consultation with the Natonal Institute of
Standards and Technology, released the Sharable Courseware Reference Model (SCORM). "This pivaral work provides spec-
ifications and guidelines that will be the foundation for how organizations will use Jearning technologies to build snd
operate the c-learning systems of the foture. DO also established the Advanced Distributive Learning (ADL) Co-
Laboratory w foster collaborative research, development, and assessment of the common tools, standards, content, and.
guidelines for the Advanced Distribured Learning Inidaove.
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M Administering the Firse Government-wide Electronic Survey on Learning Technology — The daw gathered via
a web-based survey from 349 respondents in 33 different agencies provided the most comprebensive benchmarking of
Federal efforts to implement learning technology ever documented.

B Establishing the Training Technology Implementation Grmxp {T'FIG) w This inceragency group of more than
40 project leaders was formed to help promone collaborations and share information zbout agency learning technology
implementations among agencies. "

These interim sccomplishments, a8 impressive as they were, only highlighted the remendous challenges the Task Force

faced in finding ways to sccelerate the acceptance and effective se of learning wechnology by Feders! agencies.

Findings and Recommendations

The Task Force divided its work into six focus areas and established sub-groups to conduct research and provide recom-
mendations o address the President’s charge. Using 2 consensus appraach, the full Task Force agreed that the President
should be asked ¢ suppore the following slate of recommendations:

1. Create 2 Steering Commitree and OneSrop-Shop for Federal Tesining Technology — Agencies have
recognized the tremendous payoffs that come with providing rechnology-based training opportunities o their
employees. The Task Force found isolated examples of successfol learning technology implementations, However,
the lack of a coordinated government-wide effort to promote interagency collsboradons and information sharing
inhibits the widespread adoption of effective learning technologies. A Federal Learning Technology Sweering
Cemmittee charged with establishing government-wide strategies to acoelerate these implementations is eritieally
needed. This interagency body would be responsible for an annual report to the President on the status of the
Federal government’s efforts 1o use learning technology. It would also provide coordination for 3 Federal
Learning Technology Rezource Center that will serve as the “one-stop-shop™ for agencies seeking assistanee and
information un implementing technology-based training,

2, Make Training a Steategic Planning Priority for All Agencies — Several recent studies in both dhe private and
public secrors have shown that integrating and aligning training aceds with corporate sirategic gogls positively impact the
botrom line. A review of Federal serategic plans revealied that training is usually not 2n integral part of agency plans. The
Task Force, therefore, recommends that OPM and OMB issue a requirement and guidance for all agencies to establish
specific training goals and measures as 1 part of their Government Performance and Results Aet'(GPRA} Aenual
Performance Plans.

3. Establish & Governmenc-wide Fund for Leaming Techoology Innovation Granes — Agencies idenufied a lack of
funds for research and development (R&D) and start-up costs as 2 major barmier to implementing technology-based
tearning, The Task Force recommends that an OPM-managed Innovation fund be created to fund agency requests for
assistance. The funds will offses the research and srarv-up costs associated with an effort to implement technology-based
training. OPM would convene a blue-ribbon panel 1o review agency grant requests and give priority 1 propossis that
involve interagency collaborations and external partnerships.
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4. Launch a Campaign to Educate Decision-Makers on the Advantages of Using Leaming Technology w- Senior
agency officials who have the authority to approve learning rechnology implementarions often do not fully understand or
appreciate the potential of learning technology. This predicament is exacerbated by a skills gep among human resource
development professionals who are not prepared 1o make a compelling business case to support an invesument in lesrning
technology. The Task Force recommends that the deterrent effects of these problems be addressed via 2 multifaceted
awareness and skills-building campaign, This effort should be initiated and coordinated by OPM and should be rargeted
at seniot~-level decision-makers snd human resource development professionals charged with ageacy efforts to implement
ieatning wechnology.

5. Develop a Program 1o Promote Existing Procurement Flexibilities for Agency Acquisitions of Learning
Technology — Research offirms that procurement mechanisms currently available are more than capable of supporting
agencies’ wransition o technology-based learning systems. Many, however, perceive the procurement process as too inflex-
ible w cfficienty service their needs. The Task Foree's analysis showed that these perceptions are fucled by 3 general lack
of understanding of the current flexibilities in the Federal procurement system. It s, therefore, recommended dhat 2 eoor-
dinared! government-wide awareness campaign be initiated for decision-makers and other stakeholders involved with
selecting varivus aptions and methads for buying and sharing learning technology.

Conclusions

The Federal government's ahility to provide the services and products that the American public expects depends on the
talents and skills of the Federal workforce. Federal workers cannot meet the complex challenges of the e-sociery without
contnuons learning and development. Using technology o fulfill a growing need for retraining and new skills is no
longer an option; it is a necessity. The recommendations of the Task Foree, if accepted by the President, will creste the
foundation needed to accelerate the use of learning technology in the Federa] government and strengthen the growth of 2
world-class Federsl workforce.

t The General Services Adminjseration {GSA), the Office of Faderal Procarement Policy (GFPP), and the Office of Parsonnel
Management (OPM) should join forces with represenmaves of the Procurcinent Executve, Human Resources Developmeng, Chief
Information Officers, and Chilef Financal Ofcers Councils.
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Report of Final Recommendations

Introduction:
TYochnology — Transforming Federal Loarning

The explosion of technological innovations and the Interner are positively affectng all sectars of our society. One con-
crete example is the private sector’s acceptance of technology-hased learning 15 3 viable method for delivering treining.
Private sector employers are using distributed learning systems to provide employess with “just-in-time” training to
satisfy the rapidly changing demands of the marketplace. This transicion has made ther wore competitve and
improved their responsiveness to customers.

The public’s increasing desire to get services on-line is radically changing the way it wants to interact with its govern-
raent. The fexibilities of the e-society bring with ir 2 continuocus need for employee retraining and skills upgrades, The
Federal goverrument st accelerate its use of technology to ensnre the availability of readily accessible and high quality
training to it workforce,

A wide divergence exists in the training needs of Federal employees, These needs range from training in basic literacy and
math skills, information wehnology, leadership, and management to complex defense training scenarios. 1o be responsive
tos these needs, training mst-be delivered using a combination of traditional and nontraditionsl means. Technology-based
traiming affords emplovees acoess to wrsining that fits their schedule, aliows them o proceed at their own pace, and lets
them decide when to proceed after having mastered a topic. Research also shows that when wratning is provided using a
“just-in-time” model, the efficiency and value of the training are enhanced.

"Toward these ends, the Federal government is increasing its use of and investment in learning technology. A varisty of
independent initiatives, such as training delivered through CD-ROMs using computer-based training (CBT), satellite
down-links, expert svstems, Internet/Intranet based systems, and sophisticated 3-D virtual simuladons, represent 2 monu-
mental attempt o integrate technology into the way training is delivered. However, more needs 1o be done 0 accelerate
and coordinate learning technology integration so that new technology-based training opportunities are evatlable more
broadly to Federal employees.

Twa key elements will play a major role in facilitating this integration. First, common software and system standards need
to be adopred across the public and private sectors 1o enable programs to be exchanged and reused on # birge seale. Second,
agencies must undergo a rulural change that enconrages more interagency collaborations and private sector partnerships
to aggressively promore e-learning systems.

Yask Force Formation

Tor address this eriteal need for change, President William 1. Clinton, on January 12, 1999, jssued Lxecutive Order (£}
V3111 Using Fechuology 1o buprove Troming Opportunitses for Federal Government Emplayees. This groundbreaking directive
established the Prasident’s Task Force on Federal Training Technology, composed of senior-level representatives of the
Federat government, and charged them with developing 3 policy 1o “make effective use of technology to improve training
apportunities for Feders! government employges.” The E.O. specifies that the focus of the Task Force should go beyond
tratning and should encompass the broader concept of learning:
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K

“A cordinated Federal effort is needed to provide flexible training opportunities to employees and to explore bow Fedeval training
pragrams, inftiatives, and policies can better support lifelong learning through the use of learning rechnology.”

OPM Director Janice Lachance serves as the Chair, and Assistant Secretary for the Office of Administration and
Management at the Department of Labor, Patricia W, Lattimore, serves as Vice Chair of the Task Force. Emzell Bianton
Jr., 5 senior advisor to the Director of OPM, serves a8 the Executive Director,

‘Fie 63 Task Force members and alternates were appointed from 2 cadre of senior-level representatives from 25 Federal
agencies and four interagency councils. Having representatives from the Human Ressurces Development (HRD), Chief
Financial Officers (CFQOs), Chief Informarion Officers {C10s}, and Human Resonrce/Personnel (HR) vouncils makes this
one of the mast professionally diverse groups ever assembled to address training in the Federal government,

The work of the Task Force and its sub-groups are highlighted in the following sections.

Mathods and Rescarch

Given the high number of deliverables in the Executve Order, the work of the Task Force was broken into six focus areas
and sub-groups established for each. The focus areas weres

W Individual Learning Accounts

W Learning Technologies

W Financial Investnents

M Training Technology Implementarion
B Procurement Options

W Standards

Each Task Force representative was assigned to one of the six sub-groups uwsing a sclf-nominadon process. Adter more than
a year of conducting research using a variety of methods, which included focus groups, surveys, and personal interviews,
each sub-group issued 2 comprehensive report of its Andings with draft recommendarions. The sub-group repornts provide
dewiled information on the strategies and methods used to gather information and fornmulate recommendations.

Each repart is catalogued on the President’s Task Fovee on Fedeval Training Bchnvlogy web-stte ai wynosechuology:
taskforse.gov/reports.huni

These reports will serve as historical benchmarks for the Federal government’s efforts to implement Jearning technology
at the beginning of the new millennium. They will also be an invainable resource for agencies seeking informadion on
strategies, resources, and pitfalls of initdal ventures into implementing technology-based learning systems.

Recommendations and Findings

Together the Task Force reviewed all draft recornmendations and consolidated them into Bve final recommendations, which are
detailed in the next section, These recommendations are presented in the following manner: (1} the texr of the recommendation



REPORT OF FINAL RECOMMENDATIONS

with a short narrative explanation, (2) 2 suggested agency or group of sgencies that should be wsked with tmplementing the rece
ommendation, and (3) a suggested timeframe for complering the actons required in the recommendation.

Rocommendation from the Individuat Leorning Account Report:
Establish Pilots for Individual Loarning Accounts

The Individual Learning Account (ILA) Sub-Group submiteed its report? on the feasibility of establishing ILAs
for Federal employees to the Task Force in early June 1999, The report indicated that ILAs have great potential

as tools for Federal agencies to gllocate training resources and to ensure employee input, and they deserved
further study.

On July 12, 1999, the Task Force sent the President s recommendation oalling for 2 series of OPMecoordinated agency
LA program pilots, These programs would provide the empirical dat to sceess the value added by [LAs and give OPM
the informadon it necds to establish government-wide guidance.

In November 1999, after the President’s approval of the ILA recomunendations, OPM issued guidance for agencies
to establish 17 LA pilots among 13 agencies. Initial reports are due to OPM in Ocrober 2000, During the lauer
part of FY-2001, OPM will share “lessons learned” from the pilots and provide governmenc.wide implementation
guidelines. )

. Recommaondation 1:  Croate a Steering Committeoe and One-Stop-Shop
for Federal Training Technology

The Learing Technology Sub-Group wes chartered to make recomimendations on integrating the effective use of
current and emerging training/learning technologies into the Federal government’s efforts to provide more sccessible
and cost-effective training opportunities for its employees. Its survey idendfied four primary types of technology in use
by the Federat government: (1) compurer-based training (CBT), (2} the Internet/Ineranes, (3) satellise elevision, and (43
videocassertes. OF these delivery venues, the majority of the technology-based training in use was nonintesactive and ¢
considered low-tech by roday's standards. ’

This Sub-Graup alse recognized the value and potential of establishing external parenerships with the private secter,
academnia, and other nionfederal stakeholders in the g-learning community. The Sub-Group, in conducting a study o
dewrming their use by Federal spencies, found very few external parmerships and concluded thac the Federal govern-
ment is bypassing a consructive epportunity s a reselt.

2 Individual Leaming Accouncs Foeus Area Sab-Group Report — www.ischnology-tsskiorce.gov/repores.himl
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The Sub-Group alse was asked to review current agency on-line training information systems o determine whether a
likely candidate exists for 1 government-wide training information repésitory. After reviewing scores of agency specific
systetns, the Sub-(oroup recommended the adoption of the Depam:m:xét of Labor’s (EQL) on-line Federa! Leaming
Exchange (FLX}. This gystem met all of the evaluation criteria. DOL is now working with the Task Force and other
interested stakeholdess to contnually update and refine the syseem.

The Learning Technology Sub-Group Repore® also indicares that agencies have recognized the oremendous payoffs that come
with providing technology-based training opportunities to their employees. Several examples of successful fearning rech-
nalogy implemenmions were found, In general, bowever, the lack of 3 coordinated goverment-wide effort 1o promote
interagency collaborations and information sharing inhibits che widespread adopsion of effecrive learning technologies.

A Federa] Learning “lechnology Steering Commitiee charged with establishing government-wide policies and sorategies to
secelente learning technology implementations is critically needed. This interagency body would be responsibis for an annvel
report to the President on the swatus of the Federal governments efforts to use learning technology. It could also provide coor-
dination for 2 Federal Learning Technology Rescuree Center. ‘The Resource Center would serve as the “one-stop-shop” for
agendies seeking assistance and information on implemendng wohnology-based wruining in the Federal government,

Yesking:
OPM, in coordination with the Office of Science and Technology Policy, should prepare an Executive Order to:

B Establish the Steering Cammittee and ontline its responsibilities, and
MW Define the strucrure, funding, and seaffing of the Resource Canter.

The Training Technology Steering Commirtee should have six sanding member sgencies and five rotating member
agencies cach serving two-yesr terms. The six standing agencies should be;

Office of Pervnnel Management _
For its role as the agency responsible for esgblishing government-wide training policy;

Departmsent of Labor
For its leadership in the creation and use of Interner-based waining davabases as a part of its America’s Career Kit,
which includes the America’s Learning Exchange and the Federal Learning Exchange;

E}epérmmf of Deferse
For its leadership in the creation of a consensus-based standard for learning technology software and syswems, and
sponsors of the Advanced Learning Distribatve (ALD} Co-Laboratory;

Deparrment of Commrerce
For its leadership in prometing more commercial and intellectual coliaboration between the Federal government and
the private sector 1o accelerate the use of technology in training;

} Learning Technology Focus Arca Sub-Group Report — www.schnology-taskforce gov/reports.homi
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General Services Administration .
For its role as the leading procurement source for agencies seeking hardware acquisitions, and off-the-shelf learning
technology software and learning-management systems; and -

Office of Management and Budget )
For its ability to ensure that agency budget submissions reflect and support investments in waining technology.

The Steering Committee should determine the rotating agenciés based on the value they add to the continuing effort to
promote technology-based training solutons.

Timeframe:
Target Date for Issuance of Executive Order - October 16, 2000.

Recommendation 2: Make Training a Strategic Planning Priority for
All Agencies

The Financial Investments Sub-Group was chartered to provide guidance to agencies on integrating training goals and

measures into annual planning and budget processes. The Sub-Group’s research showed that leading private sector compa-
nies view training as an investment that must be strategically and continually planned, budgeted, and evaluated. In contrast,
its review* of the Federal process showed that training is usually not an integral part of agency strategic planning processes.

To address this critical shortfall, 2 recently formed alliance among the Task F orce, OPM, and representatives of the OMB
needs to complete the work it has underway to get agencies to integrate specific training goals and measures into the FY-
2002 Annual Agency Performance Plans. Once in place, these new goals and measures would be governed by the same
strictures of content and dmeframe currently required of Government Performance and Results Act (GPRA) Agency
Performance Plans.

Tasking:

OMB should establish a requirement for integrated training goals and measures as a principal element of an agency’s
Annual Performance Plan. Appropriate language should be added to the FY-2002 Budget Circular A-11.

OPM should publish guidelines for agencies seeking to strategically align training resources with mission requirements,

Timeframe:

OMB should complete revisions to its Budget Circular A-11 in time for agencies to include goals and measures in its
FY-2002 Annual Performance Plans, OPM should publish its guidelines no later than October t, 2000.

4 Financial Invesoments Focus Area Sub-Group Report — www.technology-taskforce. gov/reports.hunl
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Recommendation 3: Establish a Government-Wide Fund for Learning
TYechnology

The Training Technology Implementation Group {TTIG) was established to facilitate more agency collaboradons and
informaton sharing. The Sub-Group has esmblished four pladform-specific focus arcas, each having a lead agency, to pro-
mote interagency exchanges of ideas centered on 3 cotmumon implementation strategy. The group holds frequent meetings,
that are usually highlighted by agency demonstrations of effores to implement learning technology. With support from
OPM, this Sub-Group will continue 25 2 principal interagency forum for information sharing and dialogue associated
with the implementation of technology-based leaming systems.

A principal finding of this group wes that e lack of funds for Research & Development and start-up costs is 4 major barri-
er to impiementing technology-based learning, The Task Force recommends that an OPM-managed, compedtion-based
Innevagon Fund be created to fund agency requests for assistance. Assistance may also offser the research and start-up
costs assaciated with effores w implement rechnology-based training. OPM would convene a blue-ribbon panel to review
agency grant requests and give priority to proposals that promete interagency collzborations and external parmerships.

Tasking:

OPM, working with the OMB, should develop 2 budger proposal 10 establish 2 Training Technology Innovations
Grant Fund. .

Timeframe:
The proposal should be completed in time for the FY-2002 budget appropriation.

Recommendation 4: Laounch o Coampaign to Educate Decision-Makers
on the Advantages of Using Learning Technology

Senior agency officials whe have the authority 1o approve innovative uses of learning technology for taining often do not
fully snderstand or appreciate the powntial of leariing technology. This is exacerbated by a skills gap among hurman
resourees development professionals who subsequently fail to make the compelling business case that is needed 1o support
an invesament in learning technulogy. The Task Force recommends that the deterrent effects of these probiems can best
be addressed viz a mulrifacered awareness and skills-building campaign.

Tazking:

Under its responsibility for government-wide training potlicy, OPM wiil work in parmership with the Human Resources
Development Coencil {HRDC) It should design specific curricala ro increase management knowledge with respect to
learning technology, Additionally, the curriculs could address the skills gap that exists among HRD professionals, whao
could then make 2 compelling business case for the integragion of lsaming technology into agency training programs.
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Successful programs would include information provided using s wide assorument of methods including the Inrerner,
classroom, special forums, seminats, and written materials/brachures.

Timelrome:

Initial interventions {courses, seminars, st should be targesed for the first quarter of FY-2001.

4

Recommendation 5: Develop a Program o Promote ﬁxiﬁing:

Procuroment Flexibilitios for the Acquisition of
Loarning Technology

The Procuremsent Options Sub-Group was chartered to assess the viability and flexibility of the Federal procurement
systemn 35 the principal means for scquiring technology-based training solutions. Its findings® showed that the current sys-
et can do the job; however, it seerns that many users of the system lack o fundamental awareness of the flexibilides cur-
rently available to them. This lack of awareness promotes 3 belief that the current system is g barrier o the efficient
acquisivion and implementation of learning technology. It s, therefore, recommended that (35A create an extensive
awareness campaign for decision-makers and other stakeholders abour the many procurement optians and methods
available for acquiring learning technology.

Yasking:

The General Services Administration {(GSA), the Office of Federal Procurement Policy (OFPP}, and OPM shonld
work with cepresentatives of the Procursment Council, Human Resources Development Council, Chief Information
Officer Coundil, and Chief Finangial Officer Council, to develop an on-line, interdisciplinary training program on
using the Federal procurement system to acquite learning technology. This program would be used to mount an
aggressive swareness campaign for managers, human resource development professionals, budget professionals, and
employees about the way the procurement system can be used to efficiently acquire technology-based training and
iearning-management systerns, ‘

A successful program would use # broad spectrum of approaches, thereby, reaching as many stakeholders a5 possible.
These appreaches would include programs based on the Interner, formal course offerings, forums/semimars, and specific
fiterature/brochures, '

Timutrame: -

initial procurement interventions {courses, seminars, eie.) should be targered for the 2nd quarter of FY-2001.

5 Procurement Opticns Fous Area Sub-Group Report — www.technolopy-raskforce.gov/reports.veml
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EMERGING ISSUES AND FUTURE DIRECTIONS

Emerging Issves and Future Directions

The overwhelming embrace of the e-socicty brings with it many new issues never faced by the Federal government.
These issues include equity of access, privacy, and intellecrual properry rights. The Task Force believes that these issues
will be the focus of many public policy debates aver the vext five vears and that 2 serious dislogue needs 1o be started 10
address them. Two issues that need immediate attention are intellectaal privacy rights and Federal emploves access to
the Internet,

Agencies conmracting for e-learmng systems in the furnre will need special contract language to ensure thae the products they
acquire may operate and be shared across locations and agencies. Restrictive contract language that does not vest ownership
and distriburion righes of the final product to the government will defeat efforss o significandy reduce costs through inter-
agency sharing of learning technodogy products. The Learning Technology Steening Comminse, once it is established,
should priaritize the development of 2 government-wide policy 1o address the issue of inwliectual property rights with
respect to learning rechuoiogy software and related systems,

Statistical survey information gathered on the Internet revealed the existence of an “Internet digital divide™ in some
Federal agencies. Specifically, several agencies still have in place very restrictive policies on who has access to the Internet.
These policics, in many instances, contribute w the lack of acceptance of web-based waining as a visbie and more cost-
effective alrernative 1 maditions! wraining methods. The "anytime” and *anyplace” sdvantage offered by web-based learn-
ing technology will not be available to thuse emplovees whose agencies have decided that they have no need for access to
the Internet, )

The President’s Management Council supports making preparations for all Federal employees to be web-competent and
to prepare them for the ransition (o an ervironment using mere on-line services, Having 2 Federal workforce where all
are proficizat in the use of the Interne is in keeping with the President’s goals o address the social and economic issues
posed by the e-soctety. The Leaming Technology Steering Committee should include this as 2 priority issue on its agenda
once it is esmblished,

¥

Conclusions:

The recommendations in this report, supported by the research codified in die Focus Area Sub-Group Reports, form the
basis for 1 coordinared government-wide approach to implementing e-learning for the Federal workforce, These recom-
mendations should b considered as an integrated package of tools, all of which address specific weaknesses in the current
Federal effort 1o use technology to enhance the skills of its workforce, If the iniviatives in these recommendations are sue-
cessfully Implemented, the Administration will have put in place the foundation of an e-learning environment thar will
grow exponentialiy and provide the universal access to the knowledge resources needed w fuel a navon of highly skilled,
competivive, and adaptive lifelong Jearners,

The President charged the Task Foree with finding ways to make training more aceessible through the use of iearning
technology. The Task Force helieves that having Innovation Grants, targeted swareness raising programs, and the
Training Technology Steering Committee o serve as » centralized coordinating body, will accelerate the acceptance and
use of learning technology in the Federal government.
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A Guide to Strategically Piaq{iing Training & Measuring Results

"The way work is organized is being affected by the speed of
change. Work processes are increasingly driven by what
employees know- that is to say; how the work is done is
increasingly dependent upon the level of knowledge the
employee brings to the job. The more knowledgeable an
employee Is across disciplings,.the better job she or he can do,
and the more valuable she or he becomes.”

“The result of this trend is that the distinction.between working
and learning is becorning blurred- part of every employee s job
will be to keep learning about the ever-changing wark (o be
performed.”

Janice Lachance

Director, U.S. Office of Personine] Management
Human Resource Training Forum {August 1999)
Baltimore, Maryland
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Worklorce
Investments

Exscutive Qrdar
13111

Making a Strateglc Investment In Training:
Exscutive Overview

Chances are that you have read somathing lately or participated in a
discussion about the payofts of investing in training. For sxample, two
major corporations recently mads front-page news by providing their
amployees with hame computers. These corporations befieve that this
investment will contribute to an acceleration of skills for both employeaas
&l the company throughout the 215t century.

You are also aware that, in both public and private saectors, there are a
growing number of examplas of how a batter trained workforee conelates
with reduced costs, incraased profitability, improved services, and
incroased customer satistaction. Ko major, successtul corporation failg
10 invest significantly in s people ~ the mos! important rescurce.

Actording to data colleciad by organizations such as the American
Socigty for Training and Developrment {ASTD) about leading-edge
companies, one of the componenis that gives these companies an edge
is commitment to and invesiment in leaming. Further, research also
shows that high impact companies, public-sector agencies, and other
institutions attribute much of their front-runner status to recogrnition of the
importance of including training as a key element in their strategic

planning process.

Throughout the business world, there is increasing recognition that
training the workforce is a win-win business strategy.

The Prasident of the United States provided pivotal direction 1o
Government leaders about workforce learning and development in
January 1999 through Executive Order 13111, Using Technology o
improve Training Opporntunitios for Federal Government Empicyess

This Executive Order embadies many {ensts thal Federal executives can
usa 1o hamess the power of training. For example, leaming should be an
intagral, planned part of doing business, as opposed to an aflerthought.
Evary agencys strategic plan should identify raining and sducation a5 &
means for achieving goals. itis g business strategy that makes senge.

The Executive Order specifically calls on agencies o include a set of
goals to provide effective training opportunities and allied performance
measures 835 part of the annual budget process.

Further, agencies are to identify the resources needed to achiove the
accomplishment of those goals in their annual performance plans, This
planning process is an important step in integrating and linking leaming
antl education to accomplish organizational objactivas.
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Making a Strateglc Investment In Training:
Executive Overview

Typical Beenario Imagine the following scenaric.
You and your planning team have Pmia;;ed T
established a performance goal to Results -
improve the sfficiency of processing time el
for one of your agencys mission-criticat T Actual
functions. Resulls
Three months have now passed and the
actual resulis are lagging behind the
projectad results.

The Challenges Whaen analyzing the risks 10 goal achisvemant, the planning team
igentfied a number of concems including: v

Lack of computar capacity and ather information systems.
High turnover of key technical parsonnel due to competition from
private industry.

*  Loss of sxperienced employeas due to a tetirament bubble.”
Rapid evolving technology requiring staff to leam new skilis.
inadequate public awareness of agency services.

What is the key|to | With the exception of the first item above,
addressing these risks training could be a key element 10 ensuring goal
10 goal achievement? achievamant. Effective training can help provide
g the amployeas with the skills they need whils

i
L]

! addressing other hurman resource problems
such as tumover. The key is to plan your

raining strategically.

The Approach In maost cases training can play a pivolal rols in ensuring that your
agencys strategic and performance goals are mel. The following
process can be used 1o plan training stratepically.

4

Evaluate
Tmining Goal
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Process Overview

Making a Strategic Investment in Training:
Executive Overview
Listed below are the questions to ask when completing each step. The
subsequent chapters of this guide are designed to provide additional
information, tips, and examples for those who are responsible tor
completing the steps.

Analyze Established
Goals

1

Analyze
Establishad
Goals

«  To reach each goal, what competencies must the current and/or
future workforce members possess? '

" What benchmarks can be used to create innovative approaches to
reaching this goal?

= Are there competency gaps that must be addressed to meet this
goal?

= Could training help reduce other human resource problems such as
high staff turnover?

Develop
Training Strategies

Develop

Training
Strategles

* Could training address the competency gaps?

* Are there non-training strategies that are needed to support the
training intervention?

*  What types of training should be provided (e.g., classroom, distance
learning, electronic performance support, on-the-job training, etc.)?

» Do the anticipated bensfits from training outweigh the projected
costs?

Integrate Training
Into Strategic Plans

Integrate

Training Into
Strategic Plans

= What is the goal of the proposed training?

= Can you relate this training goal to an existing goal in your agencys
- strateqic plan? -

* How will you measure training goal accomplishments?

*  What tasks and resources are required to implement the training?

Evaluate
Training Goal
Accomplishments

4

Evaluate
Trainlng Goal
Accomplishments

= Did you achieve the training goal?
= How much did it cost to achieve this goal?

= Did accomplishing this training goal help support the agencys
achievement of the related strategic goal?

* Did the benefits outweigh the costs?

= What modifications should we make to the strategic plan based on
the evaluation findings?
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The Results

Page 4

Making a Strategic Investment in Training:
Executive Qverview

The agency succeeded in reaching the .
strategic goal. e
& .
Projected R
To reach these resuits, the team analyzed Res;a;zs“&f;'r‘” Actual
the gaps and identified the non-training /,{‘ - Besults
arf training issues. FOPRTL A :

*  Nooiraining Issues To address the computer and systems capacity
issue, the planning team conducted an extensive benchmarking of
current system capability. As a result the team developed an
updated information Resource Management plan to address system
shortfalls,

= Traning lssues. The team established a businsss case that
demonstrated the benefits of providing enhanced training and
alactronic performance suppod 1o new and current smplovees.
Given the competencies of the existing workforce, the tearn found
that # was more cost effective 10 contract with a public relations firm
o deveiop the public awareness.

The team then measured the interm and long-term results. The
toliowing training rasults support the achievement of the agencys
strategic goak:

» Increased skifl level on use of automated systems.

* Increased knowledge of agancy regulations.

= Increased effectiveness and efficiency in processing public inguinies.

*»  Decreased absenteeism and employee turnover due to the
acquigition of new ergonomic and stress reduction techniques.

= Increased favorable customer service ratings.




Purposs of This
Guide

Making a Strategic Investment in Training:
Executive Overview

This Guide is about planning training strategically. 1t was devsioped o
assist agencies in fulfilling the direction contained in the Executive Order
- 3 g6t goais and develop performance measures for training. tis a
rasource for those who plan the allocation and use of training resources,
especially under the auspices of the Govemmaent Perfermance and
Results Act (GPRA).

{n this document, you will find approaches 1o intagrating taaining into the strategic
plar, situations in which raining can confribite 10 the accomplishmern of strategic
goals, and ideas about how fo deveiop a businass case for fraining strategies,

Think of thig Guide as a primer— 2 first step- {0 help Faderal agencies begin to
creats iong-term worklorce investmant strategies and plans.

How To lse This
Guide

A witle agency audience- frOmm managers, 1o human resource
developmant professionals, 1o agency planners— ¢an usa this GQuide.

The idoas, examples, techniques and iflustrations ¢apturad in this
document will be of value to any agency, regardless of its particular
strategic planning approach. These illustrations have come from both
public and private sector entities that have recognized and successiully
integrated strategic thinking into the ways in which training is used to
dchiove organizational goals, Some approaches will foster new and
anduring collaborations among organizational components, as
managers, budget analysis, program managers, and stakeholders focus
on the polential of raining a5 a key slement in achigving comporate goals,

Consider this Guide as 2 storehouss of ideas and 1ools that will help
agencies achieve thair goals and accompiish their mission. Thase tips
and technigues can serve as an asset to people throughout the
organization and can be useful at many junctures thraughout the
strategic planning and irmplemantation process. Examples and
techniques are offored as catalysts, not as mandates, 1o effectively
consider and intagrate iraining strategies into sirategic and performance

plans,

The remainder of this guide provides how-to guidance. The following
icons are usad to signal the type of information being presentad:

°' This icon indicates that & how-to"tip is being presanted,
° This icon indicates that an axample is being presented.

f. i} This icon indicates that suggested additional resources are
" being presented,
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Once, land and capital were the key strategic
rescurces, Now, knowledge is our key strategic
resource and learning is our key strategic skill

'Vice President Al Gore
Lilelong Learring Surnimit (January 1999)

Step 1: Analyze Established Goals To ldentity
Training Requirements

L

Analyre
Establishac
Goals

4 N 2
- Eveluate - Davelop
draining Goal Trzining
Accompiishments Strategies

3

Integrate
Training lnto
Strategic Plans
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Step 1: Analyze Established Goals To ldentify
' Training Requirements

introduction | The first step is to identify the training requirements based on youy
agenoys strategic and performance plans. As illustrated below, the
sirategic plan and annual performance plans contain blueprints for
transforming the agencys current performance into the desired future
state. The performance plans include incramental goals that lead toward
the achievement of the longerterm strategic goals. The pedormance
pians are tovls that can be used ke help agencies identity the human,
informationftechnoingical, and other resources 10 achieve the desired
future performance.

Training I8 an essential component of this approach, The training
process ensuras that any competency gaps within the workiorce are
addressed so that the agency can achieve the future performance goals.

Compatenty

Current
Perfarmance

Tofay Near Tarm Longer Term

The Process Suggested activities for completing this step inglude:

1. Analyze the agenys strategie and performance goals,

1
//—\ 2. ldentify the enterprige (organizationl-wide competencies that the
J Anniyre worktorce wili need to accomplish these goals.
Establizhed

Goals 3. Analyze gaps in the current or projected workiorce.

« Required proficiencies and deficiencies
v Causes of deficiencies

» Page 9




Strategic Pianning
and Performance
Accountability

Step 1: Anaiyze Estabiished Goals To identity
Training Requirements -

Congress' determination to make agencies accountable for their
performance lay at the heart of two landmark reforms of the 18905 the
Chief Financial Officers (CFO} Act of 1890 and the Government
Performance and Resuits Act of 1903 {(GPRA).

With these two laws, Congress iraposed on Federal agencies a new and
more businasslike framework for managemant and accountability, In
addition, GPRA created requirements lor agencies to generate the
information congressional and exetutive branch decision makers need in
considerning measures to tm;}rove Goverriment performance and reduce
COsis.

Most fundamentaliy, under the Government Performance and Resulls Act of 1933
(GPRA), every major Federal agancy must now ask itsell some basic questions:
What is our mission? What arg our goals and how will we achisve them? How
can we medsure our parformance? How will we use that information 10 make
improverments? GPRA forcas a shift in the focus of Fedaral agencies—- away from
such tradiional concemns as staffing and activity lovels and foward 3 single
avarddng issue: results. GPHA requires agencies t0 $6t goals, measure
porformancs, and report an thelr acgomplishments.

Charles A. Bowsher
Compiroller General of the United Btates (Juns 1996)

Page 10

The Govemment Performance and Results Act {(GPRA] is the primary
legistative framework through which agencies will be required to set
strategic goals, measure performance, and report on the degrss 1o which
goals were met. The Act roquires each Federal agency to

= Daveiop, no later than by the end of fiscal year 1887, strategic plans
that cover a period of at least 5 years and include the agency's
mission statement; identify the agency's long-term strategic goals;
and describe how the agency intends to achiave those goals through
its activities ang through its human, infermationftachnology, and other
resources. Under GPHA, agency strategio plans are the statting
point for agencies to set annual goals for programs and to measure
the parformance of the programs in achieving those goals.

*  Submit to the Office of Management and Budgs! (OMB), beginning
for fiscal year 1999, an annual performance plan, Agencies
submitied the first annual performance plans in the fall of 1887, Tha
annual performance plan provides a ditect link baetween the strategic
goals outlined in the agency's strategic plan and what managers and
employees do day-to-day.

»  Submif to the President and 1o the approptiste authonzation and
approprigtions commifteas of Congress an annual repornt on program
performarnce for the previous fiscal year,




Step 1: Analyze Established Goals To Identify

Training Requirements

GRPA and Training The following table summarizes the GPRA requirements and
opportunities where agencies can strategically plan for trainings role in
supporting goal accomplishment.

actvmyESERE S bquireients YRS Trining Opportinity Sl
Develop and Provide a description of: - Analyze strategic goals to
maintaln strateglc * Agencys mission _ determine short-term and
plans covering a » General goals and objectives long-term training
S-year period s The means and strategies to requirements.
achieve goals and objactives
(processes, skills, technologies,
Updated every 3 years ‘vanous resources)
= The relationship between
performance goals in.
performance:plan and general .
goals and objectwes in strategic
plan
= The key factors that can affect
achievement
* The program evaluations to be
used and schedule of
evaluations
Develop and Provide a description of: As appropriate, create
maintain * The relationship to strategic plan | annual training
performance plans = The performance goals and performance goals to
indicators (for each Program support the achievement of
Activity in the budget) strategic goals.
Updated every year * The operational processes, '
skills, and te_:chnplogy, apd the Use the performance
h:lhman, capital, |rr1“c:ar3;%tlf:::n;1get measures when evaluating
go:l; resources ne the value of training.
» The means to be used 1o verify
and validate measured values
Develop program Provide a description of: Report training
performance reports | = The relationship to strategic plan- | performance goal
and performance plan accomplishments.
= The comparison of goais with
Submitted annually | iﬁ“;i‘;?;i’t‘l‘jn where godls Identity if training can help
were not met and plans for ﬁgfg;se?ny goals reported
meeting unmet goals ’

Tip: Your performance goals for training could be set in an
evolutionary fashion. For example, the first-year goals could be to plan
and design the training intervention, the next year to pilot test the
intervention, and beyond the third year to implement and evaluate the
intervention. .
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Step 1: Analyze Established Goals To Identify
Tralning Requirements

Tip: Analyzing The first activity is to analyze 'your agencys strategic and performance goals
Strategic and to determine where training could enhance goal achievernent. The following
Performance Goals flowchart contains a series of questions that you may want to ask when

analyzing the agencys strategic and performance goals.

Would

Are thare

goals that the . enhancing

agency is not workforce
achisving? competencies
help with goal

achievement?

Ara thare

Wil these -

projected
changes to the n‘;’;‘:m:y yes Continue the
worktorce Requirements
anticipated? affect the goal Anehials P
P achlevement? nalyels Process.

Could a “better”
trained workiorcs
make goal
achisvement
more effective
and efficient?

yes

Stop the
anglysis.
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Tip: identitying
Enterprise-Wide
Competencles

Step 1: Analyze Established Goals To Identify
Training Requirements

After you have targeted the goals that could be enhanced, next you need
to identity the enterprise (organization)-wide cormpetencies required 10
support goal achievement. A competency is defined as a behavior or set
of behaviors that describes required performiance in a particular work
context {8.9.. job, role or group of jobs, function, or whole arganization).
Competencies can help ensure that individual and team performance
aligns with the organizations migsion and strategic directions. '

At thig point in the analysis, competencies are identified at the acre
lavel.” In a later step, you may need to repeat the process at the
individual performer level, The following chart lists generat compatency
areas you may wanl 1o assess:

s‘cm*»%ﬂ 31 -.w ~ -'W%w? o

o PRt T ig g Al 6@«.’.@«‘.&

T

iDuestions To Conalder 5.7 35 S

Feite a"f“

"
...’;'- 3%
h"

s

Leadership *  What new skills will leaders naed in the near term and longer
term?

Communication *  To achiove these gosls, what types of communication
compatsncies {(inferpersonal, written, oral) are required for
working effoctively within the organization and for meeting
oxtamal stakeholder nosds?

Adminisirativa and « Wil now work processes be required 1o mee! the goals? i

Work Processes so, what competencies are raquired 1o support thase
provessas?

FProfessional s What spacializad kmw%edge or skills {e.g., scieniific,

. anginesdng, legal, medical aic ) should performers possess?

Analytic Problem *  What now problem-solving challenges are associated with

Sohving the achisvement of the goais? What competencies will be

neoded to agddrags thesa challenges?

Deacision Making

« Wil regulatory changes require new approachss io decision
making?

Technology

*  What types of lechnological cempetenc;es are required {0
raach thass goals?
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Step 1: Analyze Established Goais To identify
Training Requirements

Tip: identifying The most common mathads 1o use in identitying the competency
Enterprise-Wide recquirernents for goal ackievernent at the macro level™are as follows:
Competoncies

{Continued)

o R e

¥ ;""“\a«"(‘.r'rlm.vﬂl:‘J ¥ ¥

Review Exisiing " You may use existing competency models to producs a
GCompetency Modais Birawperson'model or models as a starting point,

Ths use of axisiing models couptad with additional data
gathering decreaseas cost and improves the quatily of the

moedals, -
Conduct Fotus s Next, focus groups of semi-structured intenviews are gonducted
Groups with setocted groups of top perfonmers and stakehalders o
idantily the competencias needed.

#t is critical that the data collection efforts be focused on
e future competency reguiremants rather than todays
roquirements. For the purpase of linking training 1o strategic
planning, & may be necassary o include both nearleam and
longer-term competency axpectations in your modsls,

Validate Models v Next, the competency models should be validated. Usually,
validation is done fhrough a survey andlor foCus groups/
feadback sessions.

To generaie an initial approved version of models, the refined
competency modals are then presented o & siakeholder group
for review and $ign off.7 it is important 1o mamiain a link
between the compelency model and the organizationd
strategic and performange goals,

Page 14 *



Tip: kdontifying
Competency Gaps

Tip: Determining
Roasons for

Competency Gaps

Step 1: hnalyze Established Goals To ldentify
Training Requirements

Aler you have kientified the Bniezpzis&wide compsiencies that are
required for geal achievement, then you should assess 10 what degree
the current andior preiectad workiorce possesses these competenties,

As siated sarlier, at this stage in the analysis you are analyzing
performance at the fnacro lovel"rather than for each individual

- performer. Ever at the macro level, you may find i usetul to conduct thig

analysis by organizational units or gccupational series.

The tools used to conduct a gap analysis inchude focus groups, survays,
ard review of current performance data. In revigwing current
parformance dala it is imporiant 10 look at trends and projsct the data into
the time span coversd by the sirategic and performancs plans. Current
perforrnance data may not reveal future performance gaps.

After determining that there are competency gaps, it is important to
determine the reasons for the gaps. The table below lists some common
causes of competency gaps:

AR

i BN S IBE g

e 1o MR

G g

Environmantal

fyou answarno . . .

» ‘Thea enviranmental
faciors impacting
performance must be
addrassed,

Wit ormployees have adequate wolsdachnology, resouress, or
* irformation to achiove the goais?

Ara job standards and expectations communicatad in a timely ’
and expiki fashion?

Are job standards and expeciations consistent with strategic
and parformance plang?

* ?r?iii?i ng alone is e Ars amployees satisfied with the genaral working condiitions?
uniikely t0 address e+ bo work processes and rules (regutations) facilfate {rather
pe gap. than impede) goal attainment?
= Do standard gperating procedurgs/work processes sypport the
goels?
Mativational » Ao there machanisms in place 10 measure performance and

i you answer ne . .,

¥ Address motivational
factors by aligning
incertives with your
strategic plan and
removing disincentives
for change,

* Training alsne is
unlikaly o addrass the
performance gap.

przmde faadback to performers?

will individual empioyees recelve recogrition for achieving the
organizatiord strategic and parformance goals?

Will there be congequenceas for poor performancs that
jeopardizes goal attainment?

‘I8 it untikely that informa! laaders will réinforce athers for
regigting change?

Knowlodga/Skills +  Have the em;zieyegs successfully performed these

H you answer no . .. competancies praviously? _

* Lack of « Have empioyees been trained in the work proeesses and
knowledgalskils can be toolsiachnologies that wilf be used fo reath goal attainment?
solved through training. | = Have managers and supamvisors baen trained to facilitate

change managament procasses romsrad 1o reach thesa
gouls?
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Exampie 1

Step 1: Analyze Established Goals To identity

Training Requirements

The fellowing example Blustrates the process of identifying strategic

trainitig requirements:

@

front-seat occupants 1o 75%.

Performance Goal: Increass national salety belt use for

Major Outputs and Tosks:
= Educate tha public,

»  improve ocoupant-protestion-use laws. 2
= Support stales in enforging the laws. i .

campaigns.

Enterprise-Wids Competency Regquitements:

L * Ability 1o use the Inlernet and other electronic ;
media as Wools iar public education and awareness:
|

e Ability 10 evaluale the effectiveness of oulmach
»  Ability to huild parinerships with States and

other staksholder groups.
= Knowladge of State ocoupant-protection-use

laws,
=  Abidity to analyzs data regarding enforcement
best practices.
h. 4
Description of Gaps:

-
Employees caﬁ manage the design and
deveiopment of public information campalgns

using traditional megia outlets but lack the | 5
skills associated with using the Internet for |
public awareness campaigns.

= Furgfing is needed for the development
and use of Infernet-based public

Training Need

requiredd 10 perform the analysis. The
greatest performance barrier is the lack of
incentives for State and local govermments
to share information.

»  Employees nesd improved information
echnology resources to conduct analysis
and communicate findings.

awarensss odls,
. 4
Description of Geps:
Potential _
Strategic: ) »  Employees possess the analytic skills
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Step 1: Analyze Established Goals To Identity
Training Requirements

Exampie 2 The additiona) axampie again Blustrates the process of identifying

° stralegic training requirements:

Sirategic Gosl: !;!axf{nfze trade compliance through a balanced
rmed compliance, targeled enforcement actions,

and the facilitation of complying carge.

Portormeance Goal: Achigve a 95% compiiance rate for all
primary focus indusiries.

Major Outputs and Tasks:

1. Detoect areas of noncompliance thyough informed
compliance and targeted enforcement actions.

2. Haigs compiiance levels In primary focus indusiries,

. 3. Get other nalions 10 support compliance sfforls,

Entorprise-Wide Competency Reguirements:

*  Ability 1o apply a risk management approach to
comptiance aclivities that is based on dala analysis
and largeting of industries for complinze monitoring.

»  Abllty to educate imporiers {0 sncourage
voluntary compliance activities and reporting.

= Ability to work with other nations to promots
compliance activities and information exchange.

»  Ahilty io use information technology to analyze
frords ang make projections.

»  Ability o manage the change in compliance

appreaches/iphitosophies,

Y
Description of Gaps:

: .
All employees involved in impotter compliance
activities will need to be able to apply the new! . -
risk management approach. This process »
differs greatly from current practices.’; * -

Description of Gaps:

. Potential » There is a need to expand the communication
Strategic mechanisms used for the exchange of
Training Needs - information with customns services in other
nations.

- oo P
& Statf members who interface with cugstoms services

internaﬁonaliyi’ require additional skills I how to |,
toster global plartnerships.

; Page 17




Suggested .
Resources

&

Page 18

Step 1: Analyze Established Goals To Identify
Training Requirements

The resources listed below provide additional information relating to the
process of identifying strategic training requirements:

Publicatlons

Dubois, D.D. Competency-Based Performance Improvement: A Strategy for -
Organizational Change. Amherst, MA: HRD Press, 1993.

Gilbert, T. Human Competence: Engineering Worthy Performance. New
York: McGraw-Hill, 1978.

Harless, J.H. An Ounce of Analysis. Falls Church, VA: Harless Educational
Technology, 1970.

Jonassen, D.H., Tessmer, M., & Hannum, W.H. Task Analysis Methods for
instructional Design. Mahwah, NJ: Lawrence Erlbaum Associates, 1999.

Mager, R.P. & Piper, P. Analyzing Performance Problems.Belmont, CA:
Fearon, 1870.

Spencer, L.M. & Spencer, S.M. Competence at Work: Models for Superior
Parformance. New York: John Wiley & Sons, inc., 1993,

U.S. Office of Personnel Management. Training Needs Assessment
Mandbook: A Guide for Conducting a Multi-Level Needs Assessment
(HRDG-024), January 1994,

Web Resources
http.//www.epa.gov/epahrist/workforce/wap.pdf

Workforce Assessment Project (Executive Summary and Tasks 1-4
Final Reports), May 1998. This report documents EPAS efforts to identify
the critical skills needed today and inta the next millennium to prepare the
EPA workforce to meet the mission chalienges.

http./’vww.opm. gov/hrd/fead/FALLFEST/OPMBRI- 1L.HTM

Cook, D. & Longanbach, P. A Competency-based Learning and
Development Program, Federal Aviation Administration, The Center for
Management Development, The Office of Training.

This guide provides some definitions commonly used in a competency-
based program. It lists validated competencies that are required for
successfully accomplishing your organizational mission, and it shows
examples of the inventory instruments that are part of the programs
maodel. The guide describes processes for answering the following three
important questions:

1. What general and technical competencies does it take to effectively
perform our jobs?

2. What specific critical and important compstencies must our
employees develop in order to achieve our business mission and
goals?

3. How can we optimally provide leaming and development compstence
for employees to close performance gaps?



http://www.opm.govlhrdlleadiFALLFEST/OPMBRI-I.HTM

Senior managers 1must include in their strategic plan
irvesting in workforce education through expanded
company training and development prograns ia
arder to improve performance and productivity.

Corporate Lniversity Review
{August 1999)

Step 2: Develop Training Strategies
To Achieve Goals

1
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Goals

Z
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| Training Goal Training
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3

inteyrate
Training Into
Srategic Plansg




Step 2: Develop Training Strategies To Achleve Goals

introduction After identifying strategic training requirements, the next step is to
oxplore alternative training strategies and to build a business case.

Ag iliustrated beiow, competency gaps are addressed using both training
and nontraining solutions, #f training solutions are to be pursuad, than
you first should weigh the costs and benefits of various training strategies
and then build a business case 10 support the selected training stratagy.

Nuontralning Salutlons

Compeiency
Gap

Teaining Sirstogy A Cost- Training
Banefit Plan/
Yraining Strategy B - Aralysis Business
Case
Traindng Btrategy €
The Process Suggss!ed activitigs for completing this step inciude:
1. CGenerate altemative training strategies for addressing compatancy
gaps.
Davelop
Training 2. Assess the costs and benefits,

Strategies

3. Buitd the buginess cass for the seiecied approach.
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Tip: Generating
Alternative
Tralning Strategios

Step 2: Develop Training Strategles To Achieve Goals

There arg many ways 1o provide training. The first decision to make is
whethar training will cccur in a classroom, through distancs leaming, or
in the workplace,

The flowchart below lists the questions to ask when daciding if classroom
training is appropriate,

" fapersonal |
interaction
reguired?

Can the
intaraction
b
simulnted?

Is distance
leatring
technology
. [oashbia?

{ansider using
self-insiruction
(possibly using
distance
learming

tachnokogies).

Ara
fsamers -
matvatad?

" igonthe

ob training
fpusibla?

Consider using
on-thejob
frpining.

i

Use classroom-
basuad ingfruchion,

Consider using
interactive
distance Isaming
technsiogios.
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Tip: Weighing
Coats and Benetlis

Stap 2: Develop Training Strategles To Achieve Goals

Prior to making a commitrmant 1o providing training, it is important that
you fully undarstand the potential costs and benefits. Tha table below
lists the types of training costs that mus! be considered,

e L ey 2 iy ¥

January 1994,

Dsvalopment costs {e.q., salaries and benelils of personnel, aguipment}
Direct implementation costs {e.g., training materials, technoiogy costs, faciities,
traved, squipmant, instrucios salary and benefits)

= Indiract implomentation $osts {e.g., ovarhaad, Gengra! & Administrative}

»  Compensation for participants

*  Lost productivity or costs of backliling’positions during training

For additional guidance on calculating training costs, see U.S, Office of Personnat
Managemen$ Making the *Business Casefor HRD investments (HRDG-025},

As shown below, fraining benefits include increased outputs, resource
savings, improved quality, and error reduction,

ﬂv‘*» mEd ot qum;}‘*

- B
ot @?’ﬁ” R
f QWIL&_«"‘WM%N e m e i, btk

Ip.‘.:l uﬁ%‘ T - Tﬁ}:;‘g{;« “ T E e W
g@ Qs f*‘,g'%

,‘Wg‘;ﬁ%‘?ﬁ?ﬁ“ﬁ%

increagsed Duiputs

Number of produets produced o garvices provided
Number of work processas complated
Armount of backionged werk

Tima/Resource Savings

Ratic of productive/non-productive time
Amournt of pvenime required

Amourit of break-in"time for new omployees
Amount of equipment Hown timg”

improved Quality

Hatio of positive/negative cusiomer fesdback

Ratio of positiva/inagative findings from intemat
audits/studies

Amount of Yework reguired

Parcentage of producty/services mesting standards
Number of innipvative sohutions/products developed
{Changes in amployss morie

Number of grievances and other parsonnel igsues

Eeor Reduction

Number ¢f errors

Number ¢f safety-related compiaints
Nusmber of accidents

Number of rule/procedure violations
Number of productsiservices rejected
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Step 2: Develop Training Strategies To Achieve Goals

Tip: Building the After selecting the projected type of benefit and indicator, you should
Business Case answer the following questions:

Are the projected
benefits consistent with
the strategic and
performance goals and
measures?

What is the value
added trom closing the
competency gap?

What are the
consequences if
training did not occur?

Do the potential
benefits outweigh the
costs?

You may want to include the foliowing information in your business case:

Y

e Pt el Y

.B siness’ Case Elemnts};";,“

nb;!
i 41 P £ LY 4l 3 T e P

» Strategic and performance goals that would be advanced by this training
* The competency gaps to be addressed

= The potential benefits to be realized if the competency gap is closed {tangible and
intangible benefits)

= The training strategies considered

= The training strategy selected and raasoning

» The total life-cycle costs of developing and implementing the training
= The comparison of costs and benefits

= The consequences to the strategic and performance goals if training is not
conducted
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Example

@

Step 2: Develop ‘i’mining Strategies To Achieve Goals

The following example zitastrazes the process of developing a business
case for training:

Nontraining Solutions:

* Atomation enhancements -
* ingentives

Com 'peténcy'- Gap;

Al employees involved in importer compliancs |
activities will need to be able to apply the new tisk
ma nagemen‘l approach. This pracess differs greatly
from currenii praclices.

Training Strategy A Total Annusl
Cosls

Classroom Training
$300,000

Training Stréiegy g Téatal. Annual
L Costs

CO-ROM Interaclive _

L.essons ; $250,000

i . o

ﬁbten;tial Benefits: -

18"; increase in collection of import fees

'20% > decrease in compliance resources used
i | Projected Value of Benefits: $2.5 mﬂiion
]_ © ?ro;eczed Retury -m«imeszment Ratio: 10:1

if trammg :}oes not eccur iti uniikely that ttze tis
rnanagemem model will be implemenied. Effectiv
mplemenialion of the model is needed in order to reali e'
lhe mt:reased cnllactuon rate 8 e

intangib!e ﬁeneﬁis* ‘

{ aurmnee Appiymg the modei o ozher work areafé wil i
enhanca prmfuctmty ’ .

(2) Mora!e will lmprove because the risk managemn
mode! allows nndmdual peﬂormers to make dwsrons

i
i
!
i
H
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Suggested
Resources

c
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Step 2: Develop Training Strategies To Achleve Goals

The resources listed below provide additional information relating to the
process of developing a strategic business case for training.

Publications

Fisher, 5.G. The Manages Pocket Guide to Performance Management,
Ambherst, MA: HRD Press, 1997,

Van Adalsberg, D. & Trelley, E.A. Running Training Like a Business
Dslivering Unmistakable Value. San Francisco: Berrett-Koehlar Publishers,
Inc., 1999.

U.8. Office of Personnel Management. Making the Business Case"for HRD
Investments: A Tool for Making Training and Development Decisions
(HRDG-025), January 1994.

Web Resources
hitp://www.acq.osd.mil/dau/files/implptan,. pdf

The Defense Acquisition Unlversitys Technology-Based Training
Implementation Plan provides an excellent example of building a
business case for the use of technelogy-based distributed leaming
courses.

http.//www.opm.govihrdlead/events/atasofie. htrm#top

A Taste of Learning: Tips, Tools, and Techniques for Developing the
Workforce was held on September 29, 1999, Designed for the Federal
community, A Tasta of Leaming is part of a continuing series of
leadership education seminars sponsored by the Office of Personnel
Management's (OPMS) Office of Human Resource Development. This
link provides access to keynote addresses by Janice Lachance, OPM
Director, and Dr. Henry Kelly, then Assistant Director for Technology,
White House Office of Science and Technology Policy. Also available are
handout materials from workshops offered on a varisty of topics including
diversity as a business strategy, competency modeling, distributed
leaming, and private-sector approaches to organizational measurement
and avaluation.

hitp/’www.opm.gov/hrd/ead/leadindx. htm
The U.S. Office of Personnel Management HRD Leadership Site

provides online publications, policy guidance, training information, an
avents calendar, other rasources, and links.



http://www.opm.govlhrdlleacJl1eadindx.htm
http://www.opm.govlhrd/leadlevents/atasof/e.htm#top
http:hffp:/Iwww.acq.osd.miVdau/fileslimp/p/an.pd

The American Society for Training and Development (ASTL)
surveyed 540 U.S. corporations. The survey results, although
not conctusive, indicated that there was a solid relationship
between a company § performance arxd its workplace learning
and development practices, Comgpenies that used innovative
training practices were more Hkely 1o have improved
performance aver tUme,

American Saclety for Tralning and Development
k {1898}

Step 3: Integrate Training Into
Strategic Plans

1

Analyze
Established
Goals

4 2
i Evaluate Revelop

Training Goal Training
Azcomplishments Sirntegies

3

integrate
Teaining into
Strategle Plans



introduction

Step 3: Integrate Training Into Strategic Plans

The purpose of this step is to incorporate the training strategy from the
husiness case into the organizationd strategic plan. When training is
integrated imo the organizations strategic plan, it is more likely to receive
the required support and rasources.

As ilustrated below, the strategic plan translates the organizaticnd
mission into a 5-year plan. The strategic plan is the basis for the
parformance plan, which is a more detailed implementation blueprint.
is most likely that training goals will be added to the psrformance plan to
supporn perdformance goals. In some cases, if the organization: mission
includes a training and education focus, then training goais may be
included directly in the strategic ptan. Whether the training goals are
incorporated into the strategic or performance plans, they should inciude
Measures,

Stratagic
Plan

Parformance
Goals

i Training Goats

indlcators/
Mensuras

¥

Parformance |
Plan

I 4

The Procoess

Inmtegrme
Tralning o
Strategic Plans

Suggested activilies for completing this step include:
1. Write training goals.
2. identity perfomance measures {indicalors),

3. Bwvelop an agiion plan,
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Tip: Writing
Tralning Goals

Step 3: Integrate Training into Strategic Plans

To be consisient with the Governmeni Parformance and Resulls Act
{GPRA] guidancs, your training goals moui{i include target levels and

parformance indicators.

Listad below are definitions and examples of the components that should
be included in your training goals. (Scurce: This information was
adapted from OMBS Primer on Performance Moasuramen] February 28,

tangible, measurable objactive,
sgainst which actual pedormance
¢an be compared, including a
goal sxpressed as a quantitative
standard, value, or rate.

1995,)
"a"m" N L “"v" La v Fi BT g LW T “’o"‘»’ SREE T _. ?;,éﬁék‘
-M*Nw i wm F&wﬁ smn, oi fi g b 3? i g L ?;EH} w m mﬁ%ﬁx}‘:@
Parformance Goal | GPRA defines a performance Improve matemt and ¢child haatth on
goal as & target level of tribal resarvations o meat 85 percent
(Target Lovel) perfermance expressed as a of the national standards for heaithy

mothers and children by 2001, (Note
that this goal would rely on
performance indicators {see below) to
ba measured effectively )

Porformancs
Indicator

GPRA defines & performance
indicator as a particular value o
characteristic used o measurs
waiput or oulcome,

Paiformance goals that
incorporate performance |
moasures into the target geal
staterments do not raquirs
separate indicators.

Ingicators for the maternal and chiid
health gogl above might include
marbidity and montality rates for this
popuistion, median dant birth
waighis, percentages of {nbal children
rgoaiving tull immurnization shot
series, freguency of pediatric
cheokups, et

Tip: kientitying
Pertarmance
Measures
{indicators)

Rifterant types of parformance indicators can be used 1o measure goal
attainment. The tables on the following pages describe the different
types of indicators and provide examples of each,

{Source: This information was adapted from OMES Primer on
Performance Measurement Febryary 28, 1995.)
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Qutcoms

An puteoms goal is an amssmanj of the resuits of a program eomparad oits
intendsd purposa.

Characterigtics:

= Quicome goal attainment cannot be measured until a program (of fixed
duration} is completed, or unfil a program {which is condinuing indefinitely}
has reached a point of malurty or steady state operations,

«  ‘While the preferred measure, outcomes are difficult 1o measure on an annual
basis, (For exampia, an oulcome goal sefting a target of by 2005, coliacling
94 percent of all income 1axes annually owed"canndt be measurad, as an
outcomse, untd that year.} The mwasuremnant of incromental progress toward
a specific ocutcoms goal is somelimes referred to as an intermediale outcome.
(Using the example above, a target of collacting B8 parcant of taxes owed in
2002 might be chararterized as an intermediate outcome. }

iExampEe:
40 porcent of wellars rocipiants ressiving job training sre employed 3 months
sfter recalving iob lraining.

E P o g ‘#”v-"" 13N ;}
w!'uu:& s * %

SR T 3% a‘ W WW o g :%
1W i o) ety ?W
£ w0t o .,—W,Ffi:ég’ -' u««sl:% e xﬁwgﬁ» s «zg?

a;sz;:m

Arr output goat sets a target levs! for the goods and services produced 2:}* &
program or grganization and provided to the pubiic or 10 other programs or

organizations. In GPRA, botty cuteome and output moasures are sot out 88
pedonnancs goals or performancs indicators,

Charactoristics:

= Curtput indicators include process measures (.., paperflow, consuiiation),
attribeAs measures (e.g., imgliness, accuragy, customer satisfastion), and
maasuras of efficiency or sffectiveness,

s Cutput may be measured eithier as the total quantity of a good or servige
producad, or may be #mited to thase goods or services with cerlain atifibutes
{n.4., number of Hmely and accurgts benelit payments).

= A outputs can be measured annually or more frequently. The number of
output measures will ganerslly exceed the number of cutcome measures.

Exampie:
Annuaity provide jobs irsining and job sesrch assistance to 1 srillion wellare
racipients within 2 morths of their initial raceipt of welipre essistance.
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Y atl . s ”“ - o - e ¥
tmdicator T ype“%:"""’ Description: ¥4 TS AT TS s T e et AN L
impact impact indicators measurs the Girect or indirect affects or consequences resulting

from achigving progiram goals, An axampis of animpact is the comparison of
actial program outcomas with agtimates of the outcomss that would have
ocourrad in the absence of the program.

Charactoristics:

 Maasuring program impact ofien i3 dona by eomparing program outtomes
with astimates of the ouicomaes that would have ocourred in the absence of

the program.

«  One exampie of measuring dirsct impact is fo compare the cutcome for g
randomly assigned group receiving a service with the outcome for 3 randomly
assigned group not receiving the service,

*  [f the impacts are cental to the purposes of 2 program, ibesa oftects may be
stated o7 included in the outpome measure iseit.

* impacis can be indiregt, and some impacts are often factored into oost-
banafit gnafyses. An auicoms goal might be to complete constructioti ol 8
targe dam; the impact of the compisted dam might be raduced incidence of
damaging floods, additional acreage convernted to agricuitural use, increased
storage of cloan water supplies, ofC.

*  The measurament of impact is generally done thesugh special comparnison-
type studies, and not simply by using data reguiaty collatiad through
progmm information systoems.

Example:

Job training increases the employment rate of welfare recipiants from 30 percent
{the emplovnent tevel of comparable walfare recipients who did not receive ioh
fraining} 10 40 percent the smpioyrment g of those walfarg msciplants who tlig
receive jobs training).

et

s Sh e e DA% RSERTGN M g P AT aTat T aded e b Wt ad s ) ok G
Indicator Type ¥ .1 Deseription s (%l B sl mdil i o o 7 p el LR

fnpat Input indicaiors are messurgs of wha! an agency or manager has avariabla ¥

' implemant thi progiam or activity. Inputs ¢an include: employess (FTE),
funding, equipment or facilities, supphtas on hand, goads or servicas recewved,
work processes or ides, When calculsting efficiency, input is detined as the
eSO ICas used,

Characteristics:

< Inputs used to produce particuiar cutpuls may be idantified through cost
ascounting. in g fess detailed cotrglation, significant Input costs can be
associated with sulpuls by charging there to the apprepriate prograrn budgst
account,

»  Often, & phiysical or hurnan resource base {8.g., land agreags, square
footage of owned buildings, numbar of enrollses) af the start of the
measurement pariod is characterized as aninput.

Exaenpie:
Raduce by 10% the required annual sppropriation.
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Tip: Foliowing
Best Practices

Step 3: Integrate Training into Strategic Plans

The Govermment Accounting Office (GAQ) reviewsd agencies GPRA
performance measures and identified the foliowing bes! practces.
{Source: Executive Guide: Effectively implementing the Government
Parformance and Results AcHOS/01798, GAD/GGD-88-118}).

L,w';c it ¥

Bm

[ w«)""* wws

e

Demonstrate
Ruasulty

Parformance measures shouli’! tell aach organimtionaf lovel how weli it

is achieving its goais,

As simple as this principle may appear, # poses an espedially difficult
chatienge for Federal managers, for whom the link betwean Federal eftorts
and desired outcomes is otten difficult to establish and may not, in fact, be
apparen for years.

Research programs provide one sxample. So do many heaith and welfare
programs that are deliverad jpintly with State and iocal governments and
third-party service deliverers.

implications for Training Goats: Whanever possible, training goats shouid
maagsure the organizational resulls {outcomes) baing achieved by the course
graduales rether than be mited 1o measuring the fraining outputs. Given the
challenges associated with demonstrating resulls, it is essential for training
goals to build on the existing afforts being implemanted for measuring
perfarmancs. in addition, raining goals may need o inciude inpuYoulput
regasures (0.g., numbers of people trained, resources used/saved, amount of
skill transfer resulting, &ic.} 10 augment the culcome or resull indicators.

mmm”ﬂ

v A ok

¥|ipeacrintion RS ST

’ 1. ww,» »w‘ *
AR 3:%*@& waﬁ; “ont,

Lirndted fo the
¥ita] Few

The number of measures for each goal at & given organizational le\ral
should be limited to the vital few.

Those vital fow messures shoutd cover tha key performance dimensions that
will enabie an organization 1o assess sccomplishments, make decisions,
realign procassas, and assign accountability,

{rganizations that seek o mansge an excessive number of periormancs
moasures may risk creating a confusing sxcass of data that will obscure
rather than clarify performance ssues. Limiling the number of performanice
measures o the vital few al each organizational lovel will help ensure that the
cosis involved in collecting and analyzing the data ¢o not bacoms prohibitive.

Implications for Tralning Goals: An allemative to setting separale training
goeals is to add one or fwo training indicators to sach performance goat.
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Tip: Following
Besat Prectices

Step 3: Integrate Training Into Strategic Plans
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Link to

Responaible
Programs

Perfarmance measures shouid be iirxk&d directly to the of{io&s th&t hava
responsibiiily for making pragrams work.

A clear connection betwean performance measures and program offices
helps 10 both reinforce accountability and ensure that, in their day-to-day
activitios, managers keep in mind the outcomes their organization is siriving
to achieve,

This connaction at the program office helps 1o lay the groundwork for
accountabllity as measures advance through the agency. By hsiping to lay
the groungworl tor accoundability, & connestion belween performancs
maagres arud nrogram offices siso provides & bagis for detemining the
appropriate degres of operational authonity for various organizational igvels.
Managers mus! have tha authonty and flexibility for achieving the resulls for
which they are o be held accountable.

implications for Training Goals: Training programs that are designed to
address the organizatiorg strategic goals do not succeed withaut cooperation
and shared accountability with the program offices. Cofiaberation is an
essential ingredient for success.
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Example The foliowing exampie illustrates the process of linking strategic goals o

° training indicators:

| Btrategic Goal: fvftaximize trade compliance through a balanced
program of informed compliance, targeted enforcement actions, and

the facilitation of complying cargo.
3

Performance Goal: Achieve a 95% compliance rate for gl primary fociss
industries,
Training Qutcome indicator Training Oulput Indicator
* 10% increass in cofiection of » All parsonnel will receive training
import fees. by the end of the fiscal year,
Tralning tmpact indlcator Tralning Input Indicator
* Figk management training wil v 2(% dacrease in compliance
increase compliance lavels by 95% rasources usad,
{tha comparable collection level
without risk management is 85%).
The valye of this increass is
astimated at more than $2.5 million,
o




Tip: Developing an
Action Plan

Step 3: Integrate Training into Strategic Plans

After training goals and performance measures are identified, you should
develop an action plan tor implementing and evaluating the training
strategy or intarvention that has bean selected. You can use the
instructional Systerns Design (ISD) model to help identify the tasks to be
comgieted,

An action plan is a detailed description of the sleps used 1o implemesnt
the selected training steategy. The aclion plan dascribes who performs
each step and when the step is schaduled for compietion. The rescurces
nacessary to carry out each task should alss be specified in the plan.

Your action plan should inchude the following elements:

!» F e T e s Hk T N y .>-§ \. N IS
ToskTEin A ‘Responsiblity 3t | ‘Resourcesy SR Schedule X o
1. {}anﬁug;t Feord-End | Lead instrustional 16 staff days Bagin: 06-15-00
Analysis Dasign $15,000 contract End: 07-15-00
axponse
After the plan is implemanted, you should establish 2 tracking system to
monitor its the plan execution and impact.  For sach schaduled
mifestong, compare the actual performance with the proposed
performance lavel, and report the results.
For alt variances in scheduled performance, ask the ?a%iawiné questions:
y’;@‘%“ }m T wmg &cﬁm Plan Performance Varlances = . ;v "o L

s Howdoos the re;mr!ed periormante compare with pravious perfomnance?
= s the performanca/scheduls vanance likely 1 prevent goal achievement?
= Arg sxiomal faciors sffecting performance? If so, what are these factors?

* s the perormance/schedule variance due to unreatigtic initial projections/pianning?
i 50, what adiustments shouid ba made?

*  What modifications shoutd be made to the action plan?
*  When will parformance information be collected again?
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Suggested
Hesources

Step 3: Integrate Training Into Strategic Plans

The resources listed below provide additioral information relating 1o the
process of incorporating training inlo the strateqic phar.

Publications

Van Adelsberg, D. & Trolley, EA. Running Traiing Like & Business
Delivaring Unrristakable Value. San Francisen: Baeretl-Koehilar Pyblishers,
Inc., 1994,

Publications avaiable on the Govemment Performanes and Resulls Act
Muliimedia Orientation and Toolkil Al Awww . opm goweps

U8, Government Accounting Office.  Executive Guide Effactively
imptemeniing the Government Performance and Resulls AcliBi01796,
GAQIGGED-86-118).

U.8. Office of Managsment and Budgst. Primer on Performance
Measurement February 28, 1685,

Web Rescources

hin/fwww.npr.gov

This web site describes the Natlonal Partnerghip for Reinventing
Government, and provides an extensive salaction of GPRA documerits,
including primary reports, the final initiative, Pregidential directives ithe

. text of Executive Orders), Presidential memoranda, congressional action,
and Government Accounting Office and Office of Management ang
Budget guidance.

http://www.opm.goviparform/ariicles/0R5 . him

U.8. Office of Personnel Managemern, Worklorce Perionmancs
Newsletter, Using a Bafanced Scorocard Approgch 1o Massurs
Parformance.

Traditionally, many Federal agencies have measured their organizational
pertormance by locusing on intemal or process pardomance, boking at
{actors such as the number of full-time equivalents atiotied, the number of
programs controfied by the agency, or the size of the budge!. in contrasy,
grivata-sacior businesses usually focus on the financial measuras of their
boliom fins.  Alons, naither of these gpproaches provides the full
perapective of an organization's performance, This article explaing that
by batancing intemal and process measures with results and financial
moasures, managers gel & more compiate picture of thair organizations
performance.

hitp:/fwww.opm.goviperformvarticles/1999/pdf 10.htm

1.5, Office of Personnel Management, Performance Management
Practitioner Series, A Handbook for Measuring Employee
Parformance: Aligning Employee Performance Plang with
Qrganizational Goals

This handbook describes a methad for doveloping employee perionmance
plans that are aligned with and support organizational goals using an
sight-stap process,
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The key competitive difference [for agencies} in the 2%
century will be people. All agencies need to take stock of their
employees and assess future workforce needs.

; David Walker, Camptrolier Ceneral
National Academy of Public Administrators Conference
. Asreported in Federal Times (September 1899}

Step 4: Evaluate Training Goal Accomplishments
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Introduction

Step 4: Evaluate Training Goa! Accomplishments

When training is successful it supports the organizatiors attainment of its
strategic goals. Training begins as a response to a need or opportunity
in an organization, Evaluating training results brings training full circle to

* ensure that it is addressing the needs, problems, or opportunities it was

originally intended to serve.

In specific, evaluating training goal accomplishments involves
determining what outcomes or resuits have been gained by the
organization and whether, considering the costs of training, that gain was
worth the expense,

Training
Intervention

Training
Goal(s)
Achieved?

Did Training
Support the
Strategic Goa!
Aftainment?

Did the
Banefits
Exceed the
Costs?

The Process

4

Evaluate
Training Goal
Accomplishments

Evaluating training helps decision makers manage scarce resources.
When decision makers know the trainings contribution to the
organization, they can:

» Identify those training programs that should receive funding.

s Justify increased expenditures on training.

When decision makers are unsure how training contributes to the
agencys mission, they may find it difficult to justify training expenditures
and may have to allocate limited training resources based on a "best
guess" approach.

Suggested activities for completing this step include:
1. Assess training goal achievement.

2. Determine the cost of training.

3. Establish the worth of training.

4. Compare the benefits to the costs,

5. Assess results.
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Tip: Assessing
Training Goal
Achlevement

Step 4: Evsaluate Tralning Goal Accomplishments

The starting poied for your svaluation is 10 assass if the training goals
were aliained. i your training goals inciuded perfommance indicators
{see Step 3}, then the provess involves collecting data. The following
lable surmmarizes the different types of data coligction maethods,
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msans of soliscting detated
information,

Metnod); SRR Advatnagos ELERE H 2O Disativaritagaa S 0V

Interview Provides for more subtle and Ragquires compiax interviewing
indgpth information than other skillg.
data collaction methods, Involves the time of both the
Parmits flexibility to probe intarviewor and the intendowes
ambiguous qusstions and 1o complete.
ro3pONSes. involves considerable cost.
Efgn:;"&mmr sources of Resuits frequently in hard-to-

' quantily information.

Survey Is easy to administer. Results frequently In ingividual
Eraios osts ove | alerenees nnlorataen
procassed quickly and al
relativaly low cost. Can rasalt in information of
Permits easy quantification and questionabde validity.
generalization of results due to is inflexible bacaiuse the
standardized inshrument. respondant must answer the
Gives respondents more fime Guestions asked.

{0 think about answaers, Nonrespondars may bias the
Assures anonymity of end resufts.
responses,

Analyze Work Provides direct data on the Can be coslly and tima

Sampies/ parformers’ gctual work consuming.

Performance oUIPULS.

Sampling Requiras analyst 1o undersiand
ks unobitrusive; analysis occurs the work gron well snough lo
without infarrupling the work judge the samples
setling or utine,

Reviaw Exlsting Provitas direst data on outputs Existing data may not bo

gafﬂ!ﬂ?ﬂﬁ D;.g ang inputs. measuting the sams types of

eporiing . inticators included in the
. I8 an extramely costeffective training goais,

Validity and raligbility of the
data raporting systems may be
insufficien.




Step 4: Evatugte Training Goal Accomplishments

Tip: Determining There has been a growing demand for accountability of training costs
the Cost of within the Federal Govermment in recent years. Dscision makers realize
Training § how large the investment-- both monatary and nonmonetary— in training
arwi development has become, and they need 10 be assured of the value
o of training. They want 1o know which training programs work, and at
what cost,

To dsterming the cost of training requirss that vou identify all of the
expenses associated with designing, developing, implementing, and
evaluating the training program. After you determine the types of
expenses that appiy to your program, you can then calculate costs.

The most comman typas of trgining costs are fisted below. Note that this
list is not exhaustive, and vou may have unique costs not mentioned
below,

T T T
Avaining Coata 5r s (DRser 4 S
Training Attendance Altandance costs are the expenditures associated with:

Costs »  Pariicipants time spent in training
= Travel and per diem costs
= Lost productivity or cost of replacing the individual whils in
training
Instructor Costs inslructor costs ars the expenditures associated with:

= {nstructor's fime spent in training
= Travel and per diem oosts

= Lost productivity or cost of replacing the individual while in
raining

Instructional Development | instructional development personnet costs are the peisonnel
Peraonrial Costs axpendituras duting the design and devalopment of the training
materials.

Additional instructional Additional instnuctional devalopment costs are the
Developmaent Costs nonpersonnel rescurcas usad during tha design and
. development of the training materials.

Facllity, Materlal, & Facility, material, and argdpmant costs includs direst costs
Equipment Costs associated with the delivary of the training,

Detaiiad workshsets for calculating fraining costs can be found in the
OPM publication titied Estabiishing the Value of Training Resource
Guide (HRDG-023), March 1884,
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Tip: Establishing
the Worth of

Training

value."

training.

Step 4: Evaluate Training Goal Accomplishments

You can establish the worth of the training by converting the change in
the performance indicator into a doliar value representing its worth. Next,
you should convert the change in benefits into a dollar amount. If this
step is not completed, you may find it impossible to compare costs and
benefits. By not converting the benefit to a dollar value, you would be
comparing "apples to oranges." Theretore, if you cannot establish an
"oblectwe" cost figure for the benefits, you should use a "subjective

Some benefits are easy to convert into dollar amounts. For example, if
there was a reduction in inputs, you can simply subtract the amount of
overtime spent before training from the amount of overtime spent after

However, some benefits are more difficult to convert to dollar amounits.
The following method establishes a "subjective" measure of the worth
resulting from improved quality. This method assumes that the agency
does not get full value unless personnel are perton'mng ata hlgh quality
level. In addition, the assessment of "quality” is based on a subjective ,
1-to-10 rating. You should only use this method when you cannot
determine a more objective measure of improved quality.

t, -','f' . I e A e e i (TN ngeln = P 27 s g P P XA v herr =yt TN YA P, A Raa Y
S725 ¥ Subjective Mothod for Establshing the Worth of tmproved Perfomance Guallly 1 et setsd
Step Calculatlon Example
1. Determine the employee's annual $ 50,000
compensation (salary plus benefits).
2. Detemnine percentage of job being 20%
trained.
3.  Multiply annual compensation by annuat compensation (line 1) $ 10,000
percentage of job being trained. times
% of job being trained {line 2)
4. Ona 1-to-10 scale, rate periormance 1 = Low Quality 3
quality level BEFORE training. 5 = Modarate Quality
10 = High Quality
5.  Multiply the BEFORE rafing by 10 to quality rating {line 4) 30%
determine the quality percentaga. times
10
6. Mulliply the dollars spent on that Dollars spent on portion of job {line 3) $3.000
portion of the job by the quality. times
quality percentage {line 5)
7. Ona 1-10-10 scale, rate quality tevel 1 = Low Quality 8
AFTER training. 5 = Moderate Quality
10 = High Quality
8. Muttiply the AFTER quality rating by quality rating (lina 7) B0%
10 to determine the new quality : times
percentags. 10
9. Multiply the dollars spent on that doliars spent on partion of job {line 3) $ 8,000
porticn of the job by the quality times
percentage. quality percentage (line 8)
10. Determine the difference batwesen value of AFTER (line 9) $ 5,000
BEFORE and AFTER worth. minus
value of BEFORE (line 6)
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Tip: Comparing
Costs and Benefils

Step 4: Evaluate Training Goal Accomplishments

You can use the following calculation to compare training costs and
benafits:

Tip: Assessing
Reeulits

Berwelits per person = §7000
Dost of tzaézing per person -  $3000
Retum par parson ) = $4000
Times number of people trained X 160

]

Totat Return on Investment $400,0600

Dapending on how you established the worth of your benefils, your
returmeon-investment armounts or ratios may'only show the savings
aconuxi guning the first year. You may want to project the continued
benofits to be derivad from the training over time before caltulating your
ratume-an-nvestment ratio.

it is admirable 10 gt a retum-on-investment from a fraining effort
However, not all rsining will result in a retum-on-investmant. And, even
it the training saved $100,000, it is important 1o link how those savings
enhanced the organizations ability to achieve its mission,

Theretore, you should ask key stakeholders:

What contributions do
you think training made to
the organization’ ability
to reach its strategic and

What dollar value would
you place on trajedngd
cartribution in helping

the agency aceomplish iig
goaig?

pertormance goais?

Retuming to an eadigrexample . . .

it import complianoe Is Increased to 85% and §2.5
million additional fees are collected . . .

Then what was trainings contribution in helping
reallze this increase in performance?
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Step 4: Evaluate Training Goal Accomplishments

Tip: Coming Fuli Your gvaluation findings are not just histerical records of what
Circle was accomplished, The information you collect during the
gvaiuatian process is used to help revise and update your
agencys strategic and performance plans.

As iBustrated in the mode! shown below, planning training
strategically is a cyclical process.

“There willicome a
time when you think
gverything is finishad.

That g‘fiii '?e the

beginning.”

* Anshyza B agancy sirategie and
peformenca gonks.
* iddwestily thw entariaisn-wicie
CONTRABIINS nbackac,

» Ag3088 traivi * Anadyrs COMPOIHNGDY (AR Inthe

! Annlyze cument or proctsd wondiore,

. ' ishied

= Datarming the cos1 o eining. Eﬁgﬁl is

= Exigtaish the worth of yraining, ot

* Corepars 1 benefits 1o the costs,

= ASSESS results. o

Evalumte
Trateing font
Accompiishrmaniy

Develop
Trainkng

« Agsass the cosls vt banafts,

¢+ Viride Wraining goals. mmw

. * Build the Drsiners fet B
* wienfity perlormance massues. Tegining into solactd W‘ww y
= Sevolon an attion pian.

Strntegic Plans
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Suggested
Resources

A

Step 4: Evaluate T raining Goal Accomplishments

The resourcas istad below provide additional information relating lo fraining
evaluation progess. Following is a small sampis of the numBrous resources
availabla.

Publications

Kirkpatrick, D.L. Evaluating Training Prograrns: The Four Lavels{2™
Edition}, Englewond, CO: Berrett-Koshler Publishers, 1998.

Wholey J.8., Hatry HP., & Newéomar K.E., eds, Handbook of Practical
Program Evaluation. San Francisco: Jossey-Bass Publishers, 1394,

U.S. Office of Personnel Management, Establishing the Value of Training
Resource Guida (HRDG-023), March 1984,

Web Resourcas
http:/www.ehr. o8t QoW EHR/REC/nubs/NSF 37 1 5%start am

This link provides access to a National Science Feundation (NSF)
publication titled UserFriendly Handbook for Mixed Mathod
Evaluations. The assumption guiding this handbook is that a strong
case can bs made for using an approach that combines guantitative and
qualitative slements in program evaluations. Although the focus of this
handbook is on evaluating NSF projects for funded projects, the
irformation directly applies to designing and conducting training outcoms
evaluations. .

httpAwww.gac.gov

The LS, Genaral Accounting Offlse (GAQ) web site lists select

G&O Policy and Guidance Materials, inciuding such guides as:
»  Dosigning Evaiuations. PEMD-10.1.4. May 1991,

»  Content Analysis: A Mathodology for Structuring and-Analyzing
Written Matarial. PEMD-10.3.1. September 1, 1998.

*  Progpeciive Evaluation Methods: The Prospective Evaluation
Synthasis. PEMD-10.1.10 November 1990,

«  (uantitative Date Analysis: An Introduction. PEMD-10.1.11June
1982,

*  Lising Stnctured interviewing Technigues PEMD-16.1.5. July 1881,

httenwww .ot vive. edu/spadirifavaiwkshp b
An onling transcrpt of a workshop titled Planning and Consiructing
Performance-Based Evatuationscondustad by Joseph S, Wholey and
John A, Mclaughiin, This workshop dirsctiy links psrformance-based
avaluations to GPRA requirements.

hityAwww. astd org/CMStemplatesftemplate, 1.himi?anticleid=11316

This Gk contains an articls titled Was # the Training? by Jack J. Phillips.
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Ablitles

Benchmark

Business Case

Chief Financial

Officars (CFQ) Act
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Glossary

Adiludas, chargoeristics, or atiributes that & person needs 10 possess 1o
perform a job task.

{-amparative standard for svalyaling accémplisbmms againgt known
axampiars of excellance. A benchmark is a targated goal that is beyond
ourrent capabilities, but for which the grganization is strving,

A method for projecting and documenting the benefils 1o bs gained as a result
of investing resources in a training intervention.

The CFO Act was designed to remedy focades of serious negled? in Federal
financial management operations and reporting. | provided for chief finangial
officers in the 24 largest Fedaral depariments and agencies, which ngather
account for about 98 percent of the Govemment's gross budget autherity, in
1884, Congress followed up on the CFO Act with the Governmaent
Managerment Reform Act of 1894, The latier extended to all 24 CFC Agt
agencies the requirement, beginning with fiscal year 1896, 10 prepare and
have audited finangial statemants for their antire operations.

A behavior of 3ot of behaviors that describes sxcslient psriormance in a
particular work context {e.g., job, role or group of jobs, function, or whole
argardzation). - Competencies can help ensure that individual and team
performance aligns with the organization mission and strategic directions.

~ Effectiveness refers o the lovel of achisvement of program goals and the

rasulls intended {as defined in strategic plans and in legisiafion).  (Examples:
“narcentage of raineeas employed 1 year aller completing job raining™,
"percentage of compliance in filing tax retums”; "parcentage of reduction in
racreational boating accidents. ™)

Efficiency is the ratio of inputs to culputs; iraditionailly expressed as the
amourt of input (total cosis) per unit of aulpyt, sometimes refarrad 1o a8 unit
costs, (Example: "cost per transaction”

A tacilitator-lad group of 6 to 12 participants convened in order (o gather
information about training needs and/or the irmpact of training.

The Govaernment Perdormance and Results Act (GPRA) s the primary
legisiative framework through which agencies will be requirad to sat siralegic
gosls, measure performance, and repart on the degrea to which goals were
mpt,

A measurs of the direct or indirect effects or consequences resulting from
achieving program goals. An exampis of an inpact is the comparison of
aciyal program ouicomes with astimates of the olcomas that would have
peourred in the absence of the program. Measuring program impact often is
done by comparing program oulcomes with estimates of the oulcomes that
wouid have occurred in the absence of the prograr. if the impacis are
central to the purpose of a program, thaese effects may be stated or included
i1 the outcome measures themssives. The measurament of impactis
genarally done through special comparisondype stuties, and not simply by
using data regularly coliected through program information systems.
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Glossary
Seg Parlomance indicator. :

The rmesources used in produmng an output or outcome. They are usually
expressed as amount of dollars or amount of employee time (such as hours
or FTE), The amount of inputs is not the amount of Incoming workdoad that all
programs have in one form or ancther. For example, the number of cases
that come into & program Is not an input as the e {3 defined, The amount
of inputs, Mfﬁ&%aﬁw&m s uset 1o calculate productivity

and afficiency.

Measures &%&anwer@n&g&h&ss&imwwwm&s
program or activity; 1.e., achibyvs an oulcoma or outpd, Thage measures can
incluge amployses {FTE}, funding, equipreent or faglitias, supplias on hand,
Qoods or services raceived, work procasses or rules, When caldulating
atficioncy, inpunt is defined a5 the resources used. Inputs used 1 produce
particular outputs may be idsniified through cost accounting. Ina lsss
detailed comelation, significant input costs can be associated with outpwts by
charging them to the appropriate program budget account.

A sysiems approach to analyzing, designing, developing, implementing, and
avalualing training. Each phase of the 15D process provides information that

_tesds diractly inlo the next phass,

Ingtrucior costs are the expendiiures associated with instructor's tima spent in
training, fravel 1o the training site, and lost productivity or cost of replacing the
individual whils in tralning.

A tour-tevel model of taining evaluation that gliows the measurement of
diffarant training outoomes including participant reactions, leaming, on-the-job
behaviors, and organizational results,

The facis, concepts, and pringiples needed 1o perform a job task,

A methodological process of collecting ared armlyzing information io detemrnine
spacific gaps in parformanca or the ek of information necsessary o do a kob.
(Also referred to as needs assessment or front-end analysis.)

The resuits of a program aclivity compared 10 its intended pumpose. Quaiily,
customer satisfaction and effectivaness indicators may all be used to
measure outcomas. 1t may sometimes be useful to distinguish “intermadiate
outcomas” from “end outcomes,” especially when end outcomes cannot be
determined for 2 or more years into the fulure. Programs may have indicators
for gach of thess categorios.

End outcomes are the desired and {ultimate) rasults that are hoped to be
achigved by the program activities. These results are directly related to the
agency’s mission. {Examples: iinesses provented; clients whose status
improved; reduced crime: claan air or cloan water)
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Quicome Maasure
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Qutputs
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Performance

Glossary

intarmaediale culcomas ars those results that are expected 1o jead {0 the ends
desired, but are nol themselves "ends.” In many programs, a progression or
sequence of oulcomes uguaily oCours. For example, an environmental
protection program aimed at relurning inland lakes 10 clean condgition will likely
involve a saquence of measurable outcomes. These owlcames include, in
order: passage of Slale and iocal faws or technical assistance 1o businesses
{"number of Sials and local programs thal passed such laws or that provided
such lechnical assistance™); busipessaes then take advaniage of the technical
assistance {Mnumber of businesses Hat requested and received fechnical
assistance from the program’}; thuse businesses changed their bahavior
{"number of assisted businesses hat ook steps 16 raduce thelr hazardous
wasie”}; hazardous waste material fowing into fakes was reduced {"amount of
hazardous wasie released by the particular industry™); water qualily improves

" {"polivtant counts™}; the condition of fiving resources in the receiving waters,

such as fish and mammals, improves; and finally, citizens are able {0 use the
waters for recreation and busingss purposes ("number of days of restricled
fishing™). Only the fasttwo outcomes shotld be considerad as end cutcomss.

An assassment of the resuits, eflects, or impadct of a program activity
gompared 10 it intendad purpose.  Ouicome measurement cannot be dons
untit the rosuits sxpested from a program or aclivity have been defined. As
such, an oulcome Is a statement of basic expectations, oflen grounded in a
statute, dirgctive, or other document. Oulcome measurement also cannot be
done untit & program {of fixed duration] is completed or until 2 program {which
is continuing Indsfinitely] has reachod a point of malurily or sleady stals -
opergtions. While the praferrad measure, putcomss gre glen not susceptible
o annual measurement. Also, managsrs are more fikely to manags primarily
against sutputs rather than outcomes. The measuremant of ncramental
progress toward a spacific sulcome goal is sometimes referrad o as an
infermeadiate outcoms,

The prodieets and services produced Dy a program of process and delivered
1o customers. Ou'pids rasull from intemal activity or gifort, Contrary 10 nommal
usage, GPRA uses the ferm *oulpul® 1o cover both process and oulput, The
amaunt of outputs, togsether with the amount of inputs, is used o ceiculate
productivity and sfficiency. Quaiity is another cidput indicator.

A tabudation, calculation, or recording of activity or effort that can be
expressed in a quantitative or qualitative manner. The GPRA definition of
output measure is very broad, covering all performance maasures except
input, outcome, or impact measures. Thus B covers sutput, per $o, as well a8
cther measures. Strictly defined, outpu! is the goods arxl services produced
by a-program or otganization and providad to tha public or o the other
programs or organizations. Other measaras INCRICS process measures (8.4,
papserilow, consultaiion), atribute measures (e.g,, imediness, acouraty,
customasr satisfaction), and measures of efficiency or atfectiveness. Qutpat
may be measured eithar as the totat quantity of goods or services prodused,
or may be limited 1o those goods or services with cantain atiributes le.g.,
number of timely and accurate batefit paymants), Some output maasures
are developed and used indspendent of any cuicome measure, All outouts
can be measured annually or more frequently. The number of outpit
measures will generally exceed the number of outcome maasures. |
The accomplishment of actions that transtorm inputs (theough a processi o
outputs and outcamas. (nputs, process, oufputs, and culcomes can therelors
be considered the "padormance continuum,” that is, the progression of
paronnance actions,
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Glossary

A target level of performance expressed as a tangible, measurable abjective,

against which actual achisvemsnts can be compared, indicating a goat
axpressaed &g 8 quantitative standard, value, or roie. Thus, thess are the
targets set by the program for specific reporting periods. A performance Qoal
is & statament composed of two components: an indicatsr and a target. For
sxample: “to increase the immunization rates for Z-year olds by 40 percent by
2001 includes e indicater immunization ratesand the target fo invroase
rates by 40 percent by 2001 GPRA raguires annual goals for each indicator,
but goals can be s#t for shorter periods {8.9., quarterly) for intemal

management purposes.

A particylar valye or characteristic used o maastire outputs or puicomes.,
Indgicaiors are signg that point 1o success or failure in performance and
answor the gusestion: "How will we know when wa have bgen successfui?"
They refer to what specifically is to be measured for each aspect of
padomanes, (.o, the specific numenca! measurements that are to be mads,
such as the "number of customer complaints," Performance indicators are
usually sxpressad in numbers or parcantage form. The denominator used to
form the percentage (or ratio} usually includes such things as cost, time, total
universe $ize, or a hustorical record {(e.g., comparad to last year).

Performancs measuremen refers 1o measuring the pédormanz:e ota
program, a function, or a process, The lamm "parformance® govers the work
an organizationds) performs in convarding inputs to culpuls to outcomes.

GPRA regdires agencies 1o develop and maistain performance plang,
Periormancs plans are submilted annually, The perfarmanca plan deseribes;
the relationship 1o the strategic plany the performancs goals and indicators
{for vach Program Activity in the budget): operational processes, skills, and
technology: the people, capiial, intormation, or other resources needed 1o
meet goals; and ths means 10 be used to verity and validate measured
vAIUgS.

The activities and tasks that add value 10 inputs to create ouiputs and
QUCOINES.

Productivity is the ratio of cutpuls to inputs, iraditionally expressed as the
amournt of cutputs per number of employses or amount of employes time.
When factors ather than direct labor are included in the input, the inpids are
gxpressad incost terms and & more somprehensive productivity rating is
achigvad, Example: "nisnbar of transactions par FTE or number of
gransactions per fotal costs.” Productivity is atso the ratio of outcomes 1o
inputs; @.9., number of parsons employed alier training per unit of mput (pither
iabor hours or expenditura of funds); amount of doliars collected per unit of
input.

Grouping of activities directly supporting a major function of an agency.

A specilic activity or proisct as listed in the program arnd financing schadules
of the annual budgst of the United States Government,
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Glossary

An assassment, through objective measurement andg systematic analysis, of
the rosults, impact, or effects of a program or policy— the manner and extent
to which Federal programs achieve intended objectives. Program avaluations
also are fraquently used for measuramaent of "unintended” results, good or
bad, which were not explicitly includad in the origingt siatement of obijectives
or foraseen in the implomentation dosign, Eveluation can, thareinss, serve to
vitlidate ¢r fsd arrorin the basic purposes and premisas thal underiay &
program or policy.

GRPA requires agencies to submit an annual program performance report.
This report prasants a comparison of goals with agentyd achisvements, an
axplanation where goals were not met, and plans for meeting any unmet
goals. ,

Quality refers to timeliness, accuracy, and conformangce to requirements,
Quality requiremsnts may be used to measure several aspects of
perionmance, such as outputs, procass, intermadiate outcomes, and in soms
cases, end outcames. {Examples: "number or percentage of products
deiiverad on time”; “gycia time of process”, "percentage of work corracted or
oust of nonguality™; "number or percantage of praducts completed accurately”;
number or porcentage of producis conforming 10 requirements.”)

A comparison of the costs of training t0 the savings or other financial bensfits
derived as a result of training.

Qrganizations, groups, or outside managers with a vested interest in the
efficiency of the oparalions or the sycoess of the grganization in delivering
sftective outputs and maintaining the viability of a program.

GPRA requires agencies lo develop and maintain stratagic plans sovering &
B-yenr parind. The plan is updated every 3 years. The siements included in
the strategic plan are: the agency mission, ganesal goals and objectives, the
means and sirategiss to achisve goals and cbisciives (processes, skillg,
fschnologies, various resourcas), the relationship between perfomance goals
in the performance plan and general goais and objectives in the strategic
plan, the key faclors that can affect achisvement, and hes program
svalualions to be used and schedule of aveluations.

The group of paople for whom a training program is intended, usually defined
in terms of age, background, and ability. {Also referred to as targot
aurdinncs.) -

A unit of work activity or operation that forms a significant part of 2 job

- functionvehly (Le., a mgjor component of & jobj. A task constitutes a logical

and necessary step in a performance, and usually has s ogical beginning and
end. A subset of a2 job.

Atendancs costs are the expenditures associaled with participart's time spert
in Yraining, travel 10 the training site, and jost productivity or cost of replacing the
individual while in trairing,

The process used 10 measurs the demonstrated ability of individeals and uriits
10 accomplish spacific training objectives.

Page 55




Tralning Methods

Training Objective

Pape 56

Glossary

Any of the many instructional approaches or combinations of approaches to
achieve ivaming such as classroom prasentations, technology-basad lessons,
case-sitdy exorcises, &,

A clearly communicated statement of the desired changes in the target
population's skills, kniowledge, or abilities. A training objective often includes
a description of the "activity" to be demonstrated, the "conditions” urxier which
the activity will be performad; and the "standards” for judging il the activity has
been performed at the desired leval,
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