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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 bow the Task Force on Federal Training Technology implemented 
your Executive Order 13111: Using Technology 10 Improve OpporllOlilies for Federal 
Government Employees. 1t 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 your emphasis on training 
as an investment in Federal government employees, They fnmly believe 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 skmed and responsive workforce. 
Technology is a key element in our abi~ity to provide more training opportunities for all 
federal employees, 

We now need your support to translate these recommendations into initiatives that wilJ 
make e-Learning a reality for the Federal workforce, Our proposed recommendations 
will help assure that Federal employees are prepared to meet the complex demands of the 
American public in the growing e~S()ciety, 

lbank you for bringing focused attention to the need for the Federal Government to 
aggressively seek ways to incorporate e-Learning into the training of its workforce, We 
look forward to discussing this report with you~ with members of your Administration, 
and with the members of Congress, 

Respectfully, 

~~nB.e~ 
Chairperson' 
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''America's competitiveness and the prosperity ofour people 


in a changing economy depend increasingly on 


high-skill high-wage jobs. 


Realizing our potential will require investing in 


education and learningfor all ofour people 


thrQughout their lifetimes. » 


AJ Gore, Vice President of the United States 

Summit on 21 st CentulV Skills for 21 st CenturY Jobs . . 
Januan' 12, 1999 



EXECUTIVE SUMMARY 

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 companies are constantly being forced to redefine their business model to meet customer 

demand for products and services provided via the Internet and other forms ofe-commerce. This has produced a continu­

ous need for ~kins enhancement and retraining that can only be efficiendy addressed by using technology-based training. 
Public expectations fur services rrom government agencies 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 5Ut'X:eed in a rapidly changing workplace. Access to training is the key to II competent and respon­

sive workforce, The Fedel1l:1 guvemment will need to evolve with the Internet age and move aggressively toward using 
learning rech.noiogy to provide "anytime" and "anyplace" traUring opportunities to its workforce, 

On January 12, 1999, President '\V'iUiam J. Clinton moved to establish a coordinated effort to access and promote the use 

of technology to t:rain the Federal workforce when he issued Executive Ord~ 13111, Using TecJmqwgy to Improvr! Training 
. OppommititSfor Federal Gtrvtrnmtnt Empluyees. This directive established the President's Task Force on Federal1~ining 

TechnQ!ogy with membership from a multidisciplined cadre of senior-level representatives of the Federal government. 

The cadre~ principal charge was to develop a policy to ~make effective use of technology to improve training opportuni­
ties for Federal govenunent employees. n 

Task Force InlleRm Accomplishments 

During the course of its work. the Task Force achieved several interim accomplishments that included; 

• 	 Implementing 13 Agency Individual Learning Account {IlA) Pilot Programs - These pilots \!till provlde the 


Office of Personnel Management (OPM) with the empirical data necessary to deternune me VlaWlity of establishing 


ILA programs government-wide" 


• Establishing. Joint OPM and Offia: ofManagement and Budget (OMB) Initiative '" Help Agencies to Better Plan 
the Allocation ofTrai.ning Resources - This OPM and OMB alliance is working to produce a requirement in the FY­

20020MB Budget eJrcular A-II to direct agencies to annually develop specific training goals and measures aligned 'with 
mission requirements. In support of this initiative, OPM will publish guidance to'help .agencies strategically plan n.Uning• 

• 	 Developing Consensus Standards for e-learning - As. a result of extensive cooperative efforts across the public- and 

private seetors, onJanuary 3l, 1000, the Department of Defense (DOD), in consultation with the National In5titute of 

Standards and Technology, released the Shtlrable Coum:uuJre Reference Model (SCOR.M). This pivotal work prO\tides spec­
ifications :and guidelines that will he the foundation for how organizations will use learning technologies to build and 

operate the e-Jeatning systems of the future. DOD also established the Advanced Distributive Learning (ADL) Co~ 

Laboratory to foster collaborative research, development, and assessment of the common tools, stnndards. content, and· 

guidelines for the Advanced Distributed Learning Initiative. 

• 
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• 	 Administering the First Govemment-wide Electronic SUl'Vey on Learning T~cltnoIogy - The da.b! gathered via 
a web-based survey from 349 respondents in n different a~es provided the most comprehensive benchmarking of 

Federal effom to implement learning teclumlogy ever docum.~nted. 

• 	 Establishing the Training Technology Implementation Group ('.r11G) - 'Thk interagency group of more than 
40 project leaders was funned to help promote oollaborations:'and share information about agency learning technology 
implementations among agencies. . 

These interim 2eoomplishments. as impressive as they were. only highlighted the tremendous challenges the Task Force 
faced in finding ways to accelerate the :lCupbtnte and effective Use of learning teclmology by Federal agencies. 

Findings and Recommendations 
The Tm Force divided its work into six focus areas and established SUb~group5 to conduct researv:h wd provide recom­
mendations to addft$$ the President's charge. Using a' consensus approach. the full Thk Force agreed that the President 
should be uked to support the following slate of recommendations: 

1. Create a Steering Committee and One~Stop-Shop for Federal Tralning Technology - Agencies have 

recognized the tremendous payoffs that come with providing tecbnology-based training opportunities to their 
employees. The Tuk Force found isolated examples of successfuJ learning technology implementations. However, 
the lack of a coordinated govemment~wide effort to promote interagency coUaoonoons and information sharing 
inhibits the widespread adoption of effective learning technologies. A Federal Learni.ng Technology S(eering 
Committee charged with establishing government~wide strategies to accelerate these implementations is critkaUy 

needed. This interagency body would be responsible for an annual report to the President on the starns of the 
Federal government'!> efforts to usc learning technology. It would also provide coordination for a Federal 
Learning TechnOlogy Resoun;:e Center that will serve -as the "one~stop-shop" for agencie$ seeking assistance and 

information on implementing technology-based training. 

2. 1\.iake Training a Str.ltegic Planning Priority for All Agencies - Several recent studies in both the private and 
public sectors have shown that integrating and aligning training needs with corporate strategic goals positively impaet the 
bottom line. A review of Federal strategic plans revealed that training is usually not lUl integral part of agency plans. The 
Task ForCf:, therefore, recommends mat OPM and OMB issue a requirement and guidance for all agencies to establish 
spedfic training goals and measures as a part of their Government Performance am:! Results Act'{GPRA} Annual 

Performance Plans. 

3. Establish a Gl~nt-wide Fund for Learning Technology Innovation Gnmts - Agencies identified a lack of 
funds for tesearch and development (R&D) and start-up costs as:t maior barrier to implementing technolog}'~ba-sed 
learning. The Task Force recommends that an OPM-managed Innovation fund be created to fund agency requests for 

assistance. The funds ,,'ill offset the research and start-up costs associated with an effort to implement technology-based 
training. OPM would convene a blue~ribbon puel to review $~ncy grant requests lUld give priority to proposals that 

involve interagency collaborations and extemal partnerships. 
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4. Launch a Campaign to Educate Decision-MAkers on the Advann:.ges of Using Learning Technology - Senior 
-agency officials who have the authority to approve learning teehnology implernenb'ltions often do not fully tmderstand or 
appreciate the potential of lcaming technology. nus predicament is exacerbated by a sldUs gap among human resou.n:e 
development professionals who are not prepared to nuke a compelling business case to support an investment in learning 
technology. The Task Force recom.mends that the deterrent effects of these problems: be addressed via a multifaceted 
awareness and skillS-building campaign, 'This effort shouJd be initiated and cooroiruu:ed by'OPM MId should be targeted 
at senior~lcvel decision-makers and human resource development professionals charged with agency efforts to implement 
learning technology. 

S. Develop. Progr;un to Promo", Existing Procurement l!1enbilities fru: Agency Acquisitio.. ofLeorning 
Technology - Resevch affirms that procurement mechanisms currendy available are more than capable of supporting 
agencies' tr2i1SJrion to technoJogy-~ed learning systems, Many, however, perceive the procurement process as too inflex­
ible to efficiendy service their needs. The Task Force's analysis showed that these perceptions are fueled by a general lack 
ofunderstanding of the current flaibilities in the Federut procurunent system, It is. therefore, recommended that a coor­
dinated I government-wide awareness campaign be initiated for decision-makers and other st:ak.enolders involved with 
selecting variQUS options and methods for buying and sharing learning technology. 

Conclusions 

The Federal government's ability to provide the services and products that the American public expects depends on the 
talents and sldlls of the Fedel1ll workforce. Federal workers cannot meet the complex clWJenges of the e-sociery without 
eontinuOllS learning and development, Using technology to fulfill a growing need for retraining and new skills is no 
longer an option; it is a necessity. The recommendations of the Task Force. if accepted by the President, will create the 
foundation needed to accelerate the use ofleaming technology in the Federal government and strengthen the growth of a 
worJd-class Federal workforce. 

I The General Services Administration (GSA), the Office ofFtderal Procurement Policy (OF'PP). and the Office QfPenonnel 
Management (OPM) shuuld .ioin forces with representaQvcs of tht: Procurement Executh:e, HutIl2n Resourees Development, Chief 
Infot'maoon Officen, and Chief Financial Offi;,:m Councils. 

o 
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REPORT OF FINAL RECOMMENDATIONS 

Report of Final Recolftlftendatlons 
Introduction. 

Technology - Tra....ormlng F........I Leami., 


MThe expiosion of technological mno\'ations and the Ilnernet are positively affecting all settors of our $OCiet}', One con
crete example is the private sector's acceptance of technology-based learning as a viable method for delivering training. 
Private sector employers are using distributed learning systems to provide employees with "j\lst~in~time» training to 
satisfy the rapjdly changing demands of the marketplace. This transition has made them more competitive and 
improved their responsjveness to customers. 

The public's increasing desire to get services on-line is radically changing the way it wants to interact with its govem~ 
tnent. The Bexibilities of the e~society bring with it a oontinuous need for employee retraining and skills upgrades, The 
Federal gov<:rrunent must accelerate jts use of technology to ensure the availability of readily accessible and high quality 
training to its worldQree. 

A wide divergence exists in the traini.ng needs of Federal employees. These needs range from training in basic literacy and 
math skills. infurtrul:tion technology, leadership, and management to complex defense training scenarios. ~lb be responsive 
to these needs, training must,be delivered using a combination of traditional and nontraditional means, Technology~based 
training affords employees access to training that fits their schedule, allows them to proceed at their own pace, and lets 
them decide when HI proceed after having mastered a topic. Research also shows that when training is provided using a 
"just·in-time" model, the efficiency and value of the training are enhanced. 

loward these ends, the Federal government is increasing its use of and investment in learning technology. A variety of 
independent initi;ttives, such as training delivered through CD-ROMs using computerMbased training (CRT). satellite 
downMllnb, expert systems, lntemet1lntranet based systems, and sophisticated JwD virrual simulations. represent a monu­
mental attempt to integrate technology into the way training is delivered. However, more needs to be done to accelerate 
and coordinate leaming technology integration so that new technoJogy~ba.sed training opportunities are 3vaiJabJe more 
broadly to Federal employees. 

Two key element.~ will playa major role in facilitating this integrati.:m. First:, common software and system standards need 
to be adopted across the public and private sectors to enabJe programs to he exchanged and reused on a lilirge rode. Seeond, 
agencies mllst undergo a rulmral change that encourages more interagency collaborations and private SC(:tor partnerships 
to aggressively promote e-leaming systerru. 

Tesk Force Formation 

To address this critical need for change, President William J. Clinton, on January 12, 1999, issued Executive Order (E.G.) 
13111: Using TedmcJogy to improV( Trnming Opportunitiesfor FdmJl Govmnnent EmpkJy«s" This gmundbreaking directive 
established the President's Task Force on Federal Training Technology, composed of senior-level rcpresentati ..-es of the 
Federal government. and charged them with developing a policy to "make effective use of rechnology to improve training 
oppormnities for Federal government empjoyees.... The E.O. specifies that the focus of the Task: Force should go beyond 
training and should eneompass the broader concept of learning: 
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l'A Cf)(I1't)inut<d Federal effort is nccded to provide flcxihl!! training opjm1:Unitjcs ttl nnpJoyees omJ to expWrt blJ'lll FrJerid trainillg 
programs, m;ti#tivtI, tmd palicits can better support liftkmg learning through the usc ofuanzmg tetbmlogy.'" 

OPM Director Janice Lachance serves as the Chair; and Assistant Secretary for the Office of Administration and 
Management at: the Departrnent of Labor. Patricia W, Lattimore, serves as Vice Chair of the Task Force. Emzell Blanton 
Jr" a senior advisor to the Director of OPM, serves as the Executive Director, 

The 63 Task Force members and alternates were appointed from. cadre ofsenior-level representatives from 25 Federal 
agencies and four interagency wuncUs. Having representatives from the Hum1,n Rewurres Development (HRD), Chief 
Financial Officers (CFOs), Chief Information Officers (OOS), and Human ResourcelPersonne1 (HR) councils makes tills 
one of the most profe~sionally diverse groups ever assembled to address training jo the Federal government. 

The work of the Task Force and its sub~groups are highlighted in the following sections, 

MethocIs and Research 

Given the high number ofdeliverabJes in the Executive Order, the work of the Task, Force was broken into six focus areas 
and sulrgroups established for each. The focus areas were; 

.lndi~dual Learning Accounts 

• Learning TI:chnoiogies 
• Financial Invellonents 

• Training Technology Implementation 

• Procurement Options 

• Standards 

Each Task Force representative was u.ugned to one of the six sub-groups using a self-nomination process. After more than 
a year of conducting research using a variety of methods, which included focus groups, surveys, and personal interviews, 
each $Ub~group issued a comprehensive report of its findings with draft recommendations, The sub~gro\lp reports provide 
detailed information on the strategies and methods used to gather information llnd formulate recorrunendations, 

FAcb report is catalogued on the President's Task Force (j1f Federal Tnlining Tet:hrwitJgy 'Web-siu at wwv."technology­

taskfQrs;e,gQy/reports.m 

These reports will sen'E as historical benchmarks for the Federal government's effortS to implement learning technology 
at the beginning of the new miilenruum. They v.i11 also 'be an invaluable resource for agencies seeking infonnacion on 
strategtes. resources, :md pitfalls of initial ventures into implementing technologyw-based learning systems. 

Recommendation.. and Findings 

Together the Task Force reviewed all drnft recommendations and consolidated ~em into five final recommendations, which are 
detailed in the next section. These reoornmendations are presented in the following JTUlfiI1er: (I) the text of the recommendation 

• 
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with 11 short narrative. explanation, (2) a suggested agency or group of agencies that should be taSked with imptementing the rec~ 
oounen.dation, and (3) a suggested time&ame for completing the actions required in the recommendation. 

Recommendation from the Individual· Learning Account Report: 
lalabl.... Pilots for Indlvlduol Learning Acceunts 

The Individual Learning Account (lLA) Sub-Group submitted its' report] on the feasibility of establishing [LAs 

for Fedenl employees to the Task Force in early June 1999. The report indicated that [LAs have great potential 
as tools for Federal agencies to allocate training resources and to ensure employee input. and they deserved 
further study. ' 

On July 11, 1999, the Task Force sent the President If recommendation calling fur a series of OPM~coordinated agency 
[LA program pilots. These programs would provide the empirical data to aCl:es5 the '\-"alue added by [LAs and give OPM 
the information it needs to establish govemmentwwide guidance. 

In November 1m, after the President's approval of the ILA recommendations, OPM issued guidance for agencies 
to establish 17 {LA pilots among!.3 agencies, Initial reports are due to QPM in October 2000, During the latter 

part of FY-200t, OPM will share "lessons learned" from the pilots and provide governmefit~wide implementation 
guidelines, ' 

Recommendation 1; Creole 0 Steering Committee and One-Slap-Shop 
fer Federal training Technology 

The Learning Technology Sub-Group was chartered to make recommendations on integrating the effective use of 
current and emerging training/learning technologies. into the Federal government's effurts to provide more llccessibte 
and cost-effective training oppormnlties for its employees. ItS survey identified four primary t}"'Pes of technology in use 
by the Federal government: (l) computer-base<.! tnlining (CBT), (2) the lntemetllnrnmet, (3) satellite television, and (4) ,

videocassettes. Of these delivery venues, the majority of the {echnology~hased training in use was nonintet;tctlve and 
considered low-tech hy today's standards, ' 

This Suh-Group also recognized the val'Ue and potential of estahlishing external partnerships with thr private sector. 
academia, and other ILonfederal stakeholders in the e-learning rommunity. The Sub-Group, in conducting a study to 

detennine their use by Federal agencies, found very few extemal partnerships and concluded that the Federal govern­
ment is bypassing a c.msu'UctJve opportunity as a result. 

2 Individuru Learning AL"COUnt:s Focus Area Sub-Group Report - www.tcchnology-wkforce.gov/repom.html 
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The Suh-Group also WH asked to :review current agency on-line t:rnining information systems to determine whether a 
likely cmdidate exists for a government-wide tr.tining information repOsitory. After reviewing scores of agency specific 
systems, the Suh-Group recommended the adoption of the Department of L300r'$ (DOL) on-line :Federal Learning 
Exchange (FL)..'), This system met aU of the evaluation criteria. DOL ~s now working with the Task Force and other 
interested stakeholders to continually update and refine the system, . 

The utm1.mg Ttdmology Sub-Group Rtport3 also indioare5 that agencies'have recognized the tremendous: payoffs that come 
with providing technology-based training opportunities to' their emplOyees. Several exampJes ofsuccessful learning tech­
nology implementations were found, In general. however, the lack of a coordinated government-wide effort to promote 
interagency collaborntions and information sharing inhibits the widespreftd adoption of effective learning technologies. 

A Feclual Leaming 1eclmology Steering Committee dtarged \\1th establishing government-wide polities and str.Iregies to 
accelerate learning technology implementations is critically needed. Ths interagency body ,"rauld be responsible for an annual 
report to the President on the statu.'l ofthe Federal government's efforts to use learning ttclmology. It could also plm-ide \:DOr­
dination for a Federal Learning Technology Resource Center. The Resource Center would serve as the "one-stop..shop" for 
agencies sedcing assistance 'and information on implementing technology-based training in the Federal govemment, 

linkIng' 


OPM, in coordination with the Offi(e of Science and Technology Policy, should prepare an Executive Order to: 


• Establish the Steering Committee and undine its responsibilities, and 
• Define the structure, funding, and Staffing of the Resource Center. 

The Training Technology- Steering Committee should have six standing member agencies and five rotllting member 
agendes each servin!~ twn--ycar terms. The su: standing agencies should be: 

OffiCi ofP('1"m1t'flti MlJn4g(1lltnf 
For its role as the agency responsible for establishing govemment-",ide training policy; 

Dtpttrtmf!1lt ofLAhor 

For its leadership in the creation and use ofIntemet-hased training databases as a pan: of its America sCareer Kit. 
which includes the America$: Learning Exchange and the Federal Learning Exchange; 

Drp;mmmi ofDt'frme 
For its leadership in thl! creation of a ixmsensus~ba$ed standard for learning technQlogy softw:m: and sysrems, and 
spomors of the Ad...anced Learning Distributive (ALO) CowLaboratory; 

Department ofC&rl1f(1Mr 
For its leadershtp in promoting more commercial and inteUectlnl collaboration between the Federal government and 
the private sector to accelerate the use of technology in training; 

.. Lc:.rning Technology Focus ArC3 SubwGroup Report - \\'WW,tecimologywt:lskWrce,gov/reports,hun! 
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Gtntrlz/ Smma AdmininrlZtion 
For iu role as the leading procurement source for agencies st;eking hardware acquisitions, and off-the-shelf learning 

technology software and learning-management systems; and : 

Offict ofMl17IIZgtmtnt tznd Budgtt 
For its ability to enmre that agency budget submissions reflect; and support investments in training technology. 

The Steering Committee should detennme the rotating agencies based on the value they add to the continuing effort to 
promote technology-based training solutions. 

1'1............, 


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

Recommendation 2. 	 MakeTNlnlng a Strategic Planning Priority for 

All Agencies 


The Financial Investments Sub.-Group was chanered 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, 

iu review4 of the Federal process showed that training is usually not an integral part of agency strategic planning processes. 

To address this critical shortfall, a recently formed alliance among the Task Force, 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 Perfonnance Plans. Once in place, these new goals and measures would be governed by the same 

strictures of content and timeframe currently required of Government Perfonnance and Results Act (GPRA) Agency 
Perfonnance Plans. 

'''w''ng' 
OMB should establish a requiremeI'!t for integrated training goals and measures as a principal element of an agency's 
Annual Perfonnance Plan. Appropriate language should be added to the FY-2002 Budget Circular A-Il. 

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

'J'm""'",., 
OMB should complete revisions to its Budget Circular A-II 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 I, 2000. 

4 Financiallnvesanent§ Focus Area Sub-Group Report - www.technology-taskforce.gov/reports.honl 
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Recom....ndation 3: 	 Establish a Government-Wide Fund for Learning 
Technology 

The Training Tech.nofugy Implementation Group (ITlG) was established to facilitalC more agency collaborations and 

infonnation sharing, The Suh--Group has established four pl:ltform.-specifk focus areas, each having:l lead agency, to pro­
mote interagency excl1anges of ideas centered on Ii Common implementation stnucgy. The group holds frequent meetings. 
that are usually highlighted by agency dernonstrntions ofeffortS to implement iemting technology. With support from 
OPM, this Sub-Group will continue as a principal interagency forum ror information sharing and dialogue associated 
with the implementation of technology~based ieorning systems. 

A principal finding of this group was that a bcl: of funds for Research &: Development and Start-UP COSts is a major barri­
er to implementing technology~based learning, The Task Foree recommends that an OPM-managed. competition-based 
Innovation Fund be created to fund :igency requests for a5$lsmnce. Assistance may also offset the research and stan-up 
costs associ:ated with efforts to implement teclm()l()gy~based training. OPM would convene a blue-ribbon panel to review 
agency grant requests and give priQrity to proposals that promote interagency collaborations and external parmerships. 

_'II", 
OPM, working with the OMB, should develop a budget proposal to establlsh a 'Training Technology Inno\-ations 
Grant Fund. 

rI...".....: 

The proposal should be completed in time for the FY~2002 budget {lppropriation, 

Recommenellatlon 4: 	 Launch 0 Campaign to Educate Decision-Makers 
on the Advantages of Using Lea~nlng Technology 

Senior agent)' offici:ds who have t.he authority to approve innovative uses of learning technology for training often do not 
fully understand or appreciate the potential of Icariring technology. This is exacerbated by a skills gap among human 
resources development professionals who subsequently fail to make the compeUing business case that is needed to support 
an investment in leam.ing tecbn~llogy. The Task Force recommends that the deterrent effects of these prob-Jem$ can best 
he addressed via a multifaceted awareness and skills-building ~mpaign. 

Under its responsibility for gO'vernment~\41de training policy, OPM will work in partnership with the Human Resources 
Development CQuncil (HRDC), It should design specific curricula to increase management knowledge with respect to 

Jearning te('Mology, Additionally. the curricula could address the skills gap that exists among HRD professionals. who 
could then make a compelling business case for the integration of learning technology into agency training programs, 
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Successful programs would include information provided using 1'1 wide assortment of methods including the Internet. 

classroom, special forums, seminars, and written materialslbrochures. 

L'1itia1 in«:rvenriom (COllI'S($, seminars, etc.) should be targeted for the first quarter ofFY-2001. 

Recommencllali_ 5: Develop a Program to Promote Existing 
Procurement Flex!bliities for the Acquisition of 
Learning Tech_logy 

The: Proruremenr Options Sub..-Group was chartered to .-.ssess me viability and flexibility of the Fedet1l1 procurement 
system as the principal means for acquiring technology-based training solutions. Its findings) showed that the current S}'S" 

tern can do the job; however, it seems that many users of the system Lack a fundamental awareness of the flexibilities cur­
rently :wailahle to them. This lack of awareness promotes a belief that the current system is a Inrrier to the efficient 

acquisition and implementation of learning technology. It is, therefore. recommended that GSA create an extensive 
awareness campaign for decision~makers and other stakeholders about the many procurement options and methods 

available tor acquiring learning tec~ology, 

"""""" The General Services Adm.inisttation (GSA), the Office of Fe<leral Procurement Policy (OF?P), and OPA-I should 

work with representatives of the Procurement CounCil, Human Resources Development Council, Chief Infonnation 
Officer Council j and Chief Financial Officer Council, to develop an on~line, interdisciplinary training program on 
using the Federal procurement system to acquire learning technology, This program would be used to mount an 

aggressive awareness campaign for managers, human resource development professionals, budge. professionals, and 
employees about the way the: procurement system can be used to efficiently acquire teclmology-bascd training and 
It/arnjng~management systems. 

A successf-.d program would use a broad spectrum ofapproaches, thereby, reaching as many stakeholders ~s possible_ 
These approaches would include programs based on the Internet, formal course offerings. forutru/scminars, and specjfic 
literaturelbrochures. 

Initial procurement interventions (courses, seminars, ere.) should be targeted fOT the 2nd quarter ofl;Y~200L 

; Procnrement Options Focus Area Sub·Group Report - www.feciUlology~t:lSkforce.gov/repom.html 
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EMERGI~G ISSUES AND FUTURE DIRECTIONS 

Emerging Issues and Future Dill'8Ctions 

The overwhelming embrace of the e~SQdety brings with it many new .issues never faced by the Federal government. 
These issues include equity of access, privacy. and intellecrual propen:y right'>. The Task Force believes that these issues 
will be the focus of many public policy debates over the next five years and that a serious dialogue needs to be surted to 
address them, TwO' issues that need immediate attention art inteUectual privacy rights and Federal employee access to 
the Internet, 

Agencies oont:taeting for e-learning systems in the future will need special rorItract language to ensure that the products they 
acquire may operate and be shared across locAtions and agencies. Restrictive contract language that does not vest ownership 
and distribution right<; of the 6.na1 product to the government will defeat efforts to significantly reduce costs through inter­
agency sharing of learning technology productS. The Learning Technology Steering Committee. once it is established, 
should pri<Jritize the development ofa government-wide policy to address the issue of intelleetuai property rights with 
respect to learning te<'hnology software and related systems. 

Statistical survey tnfot'tllation gathered on the Internet revealed the wstence of an '"Internet digi,ti1 divide" in some 
Fedenl agencies, Specifica)})" several agencies stiU nave in place very restrictive policies on who has access to the Internet. 
Th~e policies, in many instances, contribute to the lack of acceptance ofweb-based training as a viable and more cost­
effecth-e alternative to rradidonaJ training methods. The "anyt:ime~ and "anyplace" advantage offered by web-based learn­
ing technology' will not be available to those employees whose agencies luwe decided that they have no need for access to 
the Internet, 

The Presidents Management 0:runci1 supports making ptepMations for all Federal employees to be web-competent and 
to prepare them for the transition to an environment using more on~line services. Having a Federal workforce where all 
are proficient in the tlse of the Internet is in keeping with the Presidents goals to address the social and economic issues 
posed by the e-society. The Learning Technology Steering Committee should include this as a priority issue on its agenda 
once it IS esublished. 

Conclusions; 

The recommendations in this report, supponed by the research codified in the F Deus Area Sub-Group Reports, form the 
basis for >I coordinated govemment-v.ide approach to implementing e~learning for the Federal workforce. These recom­
mendations should rn: considered as an integrated package of tools. all of which address specific weaknesses in the current 
Federal effort to use technology to enhance the skills of its workforce. If the initiatives in these recommendations are suc­
cessfully jmplemented, the Administration will have put in place the foundation of an e-Jearning environment" that" will 
grow exponentialiy 'and provide the tlnlven.:al access to the knowledge resonrces needed to fuel a nation of highly skilled, 
competitive, and adarmve lifelong learners. 

The President charged the Task Force with finding ways to make training fllore u('t;C$SibJe through the use ofjeaming 
technology, The Task Force believes that having Innovation Grants, targeted awareness raising programs, and the 
Training Technology Steering Cotntnittee to serve as a centrlllized coordinating body, will accelerate the acceptance and 
use ofleaming technology in the Federul governmem, 
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A Guide to Strategically Planning Training 8. Measuring Results 

, ; 

.. . . 
"The way work Is organized is being affected by the speed of 
change, Work processes are Increasingly driven by what 
employees know- thaUs to say; how the work!s done Is 
increasingly dependent upon the level of knowledge the 
employee brings to the.Job, 'The more knowledgeable an 
employee Is across dlsc!plir'les"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 becoming blurred- part of every employee s job 
will be to keep learning about the ever-changing work to be 
performed," 

Janice Lachance 
Director, U.S, Office of Personnel Management 

Human Resource Training Forum (August 1999) 
Baltimore, Maryland 
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Workforce 
1_1_ 

Executive Order 
13111 

Making a Strataglc Investment In Training: 
Exacutlve Overview 

Chances are that you have read somathing lately Of participated in a 
discussion about the payoffs 01 investing in training. For example, two 
major corporation. r"""nlly made front-page news by providing their 
employees with home computers, These corporations believe that this 
investment will contribute to an acceleration of skills for both employees 
and tha company throughout tha 21 st century. 

You are also aware that, In both public and private sectors. there are a 
growing number at example. of how a better trained workfuroo correlates 
with reduced costs, increased profitability, improved services, end 
increased customer satisfaciion. No major, successful corporation tails 
to invest signHicenlly in Its paopIe - the most important resouroe. 

_ng to data OOIIee1ed by organizations such as !he American 
SocietY for Training and Development (ASTO) about ieading-edge 
companies, one of the components that gives these companies an edge 
is commitment to and investment in learning. Further, research also 
shows that high impact companies, public-seelor agenCies, and other 
institutions attribute muCh of their front~runner status to recogni1ion of the 
importance of including training as a key element in their strategic 
planning process. 

Throughout the business WOrld, the", Is increasing recognition that 
training the workforce Is a wln-wln busln... strategy. 

The Presidenl of the Un~ed State. provided pivotal direction to 
Govemment leaders about workforce teamhlg and development in 
JenullfY 1999 through Executive Order 13111, Using Technology to 
Improve Training Opportunities for Federal G0V6mment Employees 

This Executive Order embodies many tenets that Federal executives can 
use to harness tha power of training. For example, learning should be en 
Integral, planned part of doing business, as opposed to an afterthought. 
Every egern::)G strategic plan should Identify training and education as a 
means for achieving goals. It 1s a business strategy that makes sense. 

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

Further, agenCies are to identify the resources needed to achieve the 
accomplishment of those goals in their annual performance plans, This 
planning proce.. is an Important step in inlegrating and linking leaming 
and education to accomplish organizational objecliv9S. 
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Typical Scenario 

The Challenges 

The ApprQach 

Making a Strategic Investment In Training: 
. Executive Overview 

Imagine the following scenario, 

You and your planning team have 

established a periormance- goal to 

improve the efficiency of processing time 

for one of your agenc~ mission-critical 

functions, 


Three mon!hs have now passed and the 

actual resuha are lagging behind !he 

projected resuha. 


When anal}'Zlng!he risks 10 goal achlevemanl, the pJanning learn 
identified a number of concems inciuding: ... ,. 

• 	 Lack of computer capacity and olher Information systems.
• 	 High turnover of key technical personnel due to competition from 

privale industry. 
• 	 Loss of experienced employees due to a 'tetirement bubble," 
• 	 Rapid evolving technology requiring slaff to learn new skill•. 
• 	 Inadequate public awareness of agency services, 

i i With the exception of the first item above,What is the key~to 
training could be a key olement to ensuring goal addressing triese risks 

to goal aChievemenl? achievement Effective training can help provide 
'. r lhe employees with the skills !hey need while 

addressing other human resource problems 
such .. Iumover. The key Is to plan your 
tnelnlng strategically. 

In most cases training can playa pivotal role in ensuring tnat your 
agenejl; stralagic and periormance goals are met. The following 
process can be used to plan training strategically, 

2 

Evaluate 
I Goal 
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Process Overview 

Analyze Established 
Goals . 

1 

Analyze 

Establlshad 


Goals 


Develop 
Training Strategies 

2 

Develop 

Training 


Strategies 


Integrate Training 
Into Strategic Plans 

3 

Integrate 

Training Into 


Strategic Plans 


Evaluate 
Training Goal 
Accomplishments 

4 

Evaluate 

Training Goal 


Accomplishments 
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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 for 
completing the steps. 

• 	 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? 

• 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 benefits from training outweigh the projected 
costs? 

• 	 What is the goal of the proposed training? 

• 	 Can you relate this training goal to an existing goal in your agenc}S 
strategic plan? ' 

• 	 ~ow will you measure training goal accomplishments? 

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

• 	 Did you a'chieve the training goal? 

• 	 How much did it cost to achieve this goal? 

• 	 Did accomplishing this training goal help support the agenc}S 
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 Reeults· 

Making a StrategiC Investment In Training: 
Executive Overview 

The agency succeeded in rea.ching the 
strategic goal. 

To react! these results, the team analyzed 
the gaps and identified the non-training 
and training issues. 

• 	 Non~trainjng 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 
shortfalis. 

• 	 Training Issues. The team established a business case that 
demonstrated the benefits of providing enhanced training and 
electronic performance support to new and current employees. 
Given the competencies of the existing workforce, the team found 
that it was more cost effective to contract with a public relations firm 
to develop the public awareness, 

The learn then measured the interim and long~term results. The 
foUowlng training results support the achievement of the agen~ 
strategic goal: 

• 	 Increased Skill level on use of automated systems. 

• 	 Increased knowledge of agancy regulations. 

• 	 Increased effectiveness and efficiency in processing public inquilies. 

• 	 Decreased absenteeism and employee turnover due to the 
acquisnion of new ergonomic and stress reduction techniques. 

• 	 Increased favorable customer service ratings. 
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Purpo... of Thl. 
Guide 

Making a Strategic Investment in Training: 
Executive Overview 

This Guide Is about planning training s1rateglcaJly, It was developed to 
assist agendas in fulfilling tho direction contained In the Executive Order 
- to set goals and develop performance measures tor training. It is a 
resource tor those who plan the allocation and use of training resources, 
especially under the auspices of the Govemrnent Performance and 
Ae.ults Act (GPAA), 

In this document, you will find approaches to integrating training Into lhe stmtegic 
plan, sttuatlons In which training can contribute 10 lhe accomplishment of strategic 
goals, and Idees about how 10 develop a business casa for training strategies, 

Think of this Guide: as a ptimer- Ii fifSt stap-' to help Federal agencies begin to 
create long-term workforce investment strategies and plans. 

A wide agency audience- from managers, to human resource 
development professionals, to agency planners- can use this Guide. 

The ideas, examples, techniques and illustrations captured in this 
documOflt will be of value to any agency, regardless of lis particular 
strategic planning approach. These illustrations have come from both 
public and private sector entities that have recognized and successfully 
integrated strategic thinking into the ways in Which training is used to 
achieve organizational goals. Some approaches will foster new and 
enduring ooll_rallon. among organizational componOflts, as 
managers, budget analysts, program managers, and stakeholders focus 
on the potential of training as a key element in achieving corporate goals. 

Consider this Guide as a siorehouse of ideas and tools that will help 
agencies achieve their goals and accomplish their mission, These tips 
and techniques can seNe as an asset to people throughoullhe 
organization and can be useful al many junctures throughout the 
strategic planning and implementation process, Example. end 
techniques are oHared as catalysts, not as mandates, to eHectNely 
consider and integrate training strategies into strategiC and performance 
plans. 

How To Use This The remainder of this guide provides how-to guidance. The following 
Guide loons are used to Signal the type of information being presented: 

This icon indicates that a 'how-to"lip is being presented..' o 
This icon indicates that an example is being presented. 


Cl This icon indicates that suggested additional resources are 

being presented. 
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Once, land and capital were the key strategic 
resources. Now, knowledge is our key strategic 
resource and learning is our key strategic 0011. 

Vice President AI Gore 
Lifelong Learning Summit (Janua.ry t 999) 

+------­
Step 1: Analyze Established Goals To Identify 

Training Requirements 
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Introduction 

Step 1: Analyze Established Goals To Identify 
. Training Requirements 

The first step is to identify the training requirements based on your 
agellc}S strategic and periormance plans. As illustrated below, the 
strategic plan and annual performance plans contain btueprints for 
transforming the agenC}G current performance into the desired future 
state. The pe~ormance plans include Incremental goals that lead toward 
tne achievement of the longer-term strategic goals. The pertormance 
plans are tools that can be used 10 help agencies identify the human, 
informationltechnological, and other resources to achieve the desired 
fuMe pertormance. 

Training is an essential component of this approach. The training 
process ensu",s thet any competency gaps within tne worldo"," .re 
addressed so thet the agency can achieve the future pertormance goats. 

Current 

Performance 


Today Near Term 

I I 


The Process Suggested actlvltle. for completing this step Include: 

1. 	 Analyze the agency; strategic and pertormance goals. 

2. 	 Identify the enterprise (organizatlon)-wIda competencies that the 
workforce will need to accomplish these goals.r::

, 	 E.mbliahed 
G.... 3, Analyze gaps in the current or projected workioree, 

• Required profic!encies and deficiencies 
• Causes of defiCiencies 

• _____________________ page> 

Future 
Perfom'iance 

LongerTerm . .. 



Strategic Planning 
and Performance 
Accountability 

Step 1: Analyze Established Goals To Identify 
- Training Requirements 

Congress' determination to'make agencies accountable for their 
performance lay at the heart of two landmark reforms of the 1990$: the 
Chief Financial Officers (CFO) Act of 1990 and the Government 
Pertormance and Re.ults Act of 1993 (GPRA)., 

With these two laws, Ccmgress imposed on Federal agencies a new and 
more businesslike framew~rk for management and accountability, In 
addnlon, GPRA created requirements for aganei.. to generate the 
Information congressional 'ilnd executive branch decision makers need in 
considering measures to improve Government performance and reduce 
costs. 

Most fundamentally, under the Government Perfonnance and Results Act of 1993 
(GPRA), every major Federal agency must now ask itself SOI'1ie basic questions: 
What is our mission? What are our goals and' ~ow will we achjeve them? How 
can we measure our perfonnance7 How will we use that Information to make 
Improvements? GPRA forces a shift in the focus of Federal agencte5- away from 
such traditional concerns as staffing and adMty levels and toward a single 
0Ye1'rid1llg issue: resutta. GPRA requires agencies to sel goals, measure 
performance, and report on their accompUshmeots. 

Charles A. Bowsher 
COmptroller General of the United Slates (June 1996) 

The Government Partormance and Results Act (GPRA) is the primary 
legislative framework through which agencies will be required to set 
stmtagic goals, me..ure pertormance, and report on the dagree 10 which 
goals were met. The Act requires each Federal agency to: 

• 	 Develop, no later than by the end of fiscal year 1997, strategic plans 
that caver 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 achieve those goals through 
its activities and through its human, in'ormation/technology, and other 
resources. Under GPRA, agency strategic pians are the starting 
point for agencies to set annual goa!s for programs and to measure 
the performance of the programs in achieving those goals, 

• 	 Subm~ to the Office of Managament and Budget (OMB), beginning 
for fiscal year 1999, an annual performance plan, Agencjes 
submitted the first a.nnual performance plans in the fall of 1997. The 
annual performance plan provides a direct link between the strategic 
goals outlined in the agency's strategiC plan and what managers and 
employees do day·to-day. 

• 	 Submi1 to the President and to the appropriate authorization a.nd 
appropriations committees of COngress an annual report on program 
pertormance for the previous fiscal year. 

Page 10 



Step': Analyze Established Goals To Identify 
. Training Requirements 

GRPA and Training The following table summarizes the GPRA requirements and 
opportunities where agencies can strategically plan tor training!; role in 
supporting goal accomplishment. 

Develop and 
maintain strategic 
plans covering a 
S-year period 

Updated overy 3 years 

Develop and 
maintain 
performance plans 

Updated every year 

Develop program 
performance reports 

Submitted annually 

Provide a description of: 
• 	 AgenC)6 mission 
• 	 General goals and objectives 
• 	 The means and strategies to 

achieve goals and objectives 
(processes, skills, technologies, 

, .various resources) 
• 	 The relationship between 

performance goals in ' 
performance'!plan and general 
goals and objectives in strategic 
plan 

• 	 The key factors that can affect 
achievement 

• 	 The program evaluations to be 
used and schedule of 
evaluations 

Provide a description of: 
• 	 The relationship to strategic plan 
• 	 The periormance goals and 

indicators (for each Program 
Activity in the budget) 

• 	 The operational processes, 
skills, and technology, and the 
human, capital, information, or 
other resources needed to meet 
goals 

• 	 The means to be used to verify 
and validate measured values 

Provide a description of: 
• 	 The relationship to strategic plan· 

and performance plan 
• 	 The comparison of goals with 

achievements 
• 	 An explanation where goals 

were not met and plans for 
meeting unmet goals 

Analyze strategic goals to 
determine short-term and 
long-term training 
requirements. 

As appropriate, create 
annual training 
periormance goals to 
support the achievement of 
strategic goals. 

Use the periormance 
measures when evaluating 
the value of training. 

Report training 
performance goal 
accomplishments. 

Identify if training can help 
address any goals reported 
as unmet. 

Tip: Your periormance 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 . 

____________________________________________ Poge11• 




Step 1: Analyze Established Goals To Identify 
Training Requirements 

Tip: Analyzing 
Strategic and 
Performance Goals 

The first activity is to analyze your agen~ strategic and perfonnance goals 
to detennine where training could enhance goal achievement. The following 
flowchart contains a series ofquestions that you may want to ask when 
analyzing the agenc}t strategic and perfonnance goals. 

Are there 
goal. that the 
agency I. not 
echlevlng? 

no 

Are there 
proJected 

ch.nge. to tha 
workforce 

antlclp.ted? 

no 

Could a ~betlar" 
trained workforce 

ITlIIIka goal 
achl.vam.nl 

mora .ttacll..... 
and efflclanl? 

no 

Stop the 
analysis. 

... 

yo. 

yee 

'Would 
enhancing..........-........help with goal 

achievement? 

no 

Wilitheae 
change. 

negatlvaly 
affect tha goal 
achievement? 

no 

vo 

YO' Continua the 
Requlrementa 

Analyel. Proc .... 
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_________________________________________ 

TIp: Identifying 
Enterprlse.Wide 
Competencles 

Step 1: Analyze Established Goals To Identlfy 
Training Requlreme nts 

After you have targeted the goals lila! could be enhanced, next you n .ed 
to identify the enterprise (otganization}-wide competencies required to 
support goal achievement A competency Is defined as a behavior or set 
of behaviors that describes required performance in a particular work 
context (e.g., job. role or group of jobS, function, Or whole organIzation). 
Competencies can help ensure that individual and 'earn performance 
aligns with the organizetlorS mission and strategic directions. 

At this poiot in the analysis. competencies are identified at the 'tnacro 
level.n In a later step. you may need to repeat the process a1 the 
individual performer ~eL The following chart lists generat compete noy 
areas you may want to assess; 

¥,' .... '., ,"-'-"f,."'''." ,'- ..' ,., '~""'-Jr+Jf;r"," .-_.",,,.-q, '''-'''~_8j'-6 lOuestiONJ 1J'Q'Conalder ,;iI ...:••~~ ".: "-!'fl, -\:.-':;-J-,*".~..~ ,.~ ~iF.; >:~,~, "' , ••• ,~, •• ,_-.: •. , ..,.. "'. cf.~ -."I''"'IV'.I'-:' -"".~... ~-'~~l:f':..~ 	 ~,. ,""'" ..,,'"' .'0"",-',,,' , 

• 	 What new skills will leaders need in the near tenn and longer 
tenn? 

leader.llip 

Communication • 	 To achieve these goals, what types of communication 
competencies (Interpersonal, written, oral) are required for ,, working effectively within the organization and for meeting,,, extemal stakeholder needs? 

Administrative and • Will new wort< processes be required to meet the goals? If 

Wor1< Processes 
 so, what competencies are required to support these 

processes? 

Professional • 	 What speclallzed koowtedge or skills (e.g., scientific. 
engl"".ring, legal, mstflCal, etc.) should perlormers possess? 

Analytic Problem • What new problem-solving challenges are associated with 

SoMng 
 the achievement of the goals? What competencies will be 


needed to address these challenQes? 

Decision Making 
 • 	 Will regulatory changes require new approaches to decision 

maI<Ing1 

Technology • 	 What types of technological competencies are required to , 
reach these goals? ,, 

. 
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Step 1: Analyze Established Goals To Identify 
Training Requirements 

Tip: identifying The most common methods to use in identifying the competency 
Enterprl....Wlde 

• 

requirements for goal achievernent at the 'macro leveFare as follows; 


Competencies 

(Continued) 


Review Existing • YOu may use existing competency models to produce a 
Competency Models ll:tmwperson"modeI or mOdels as a startIng point. 

The use of existing models coupled with additional data 
gathering decreases COsl and Improves the quality at the 
models. 

Conduct Focus • Next. focus groups or semi-structured intEtiviews are conducted 

Page 14 .--------------~-------------------------

i Groups 

, Validllle Models 

i 

with selected groups at top performers and stakeholders to 
Identify the competencies needed, 

~ Is .rltlcal that 1M data collection efforls be focused on 
the future competency requirements n:rther than todaytJ 
requlrel1'l8l1l8. For the purpose at linking training to strategic 
planning, it may be necessary to include both near·team and 
longer4erm competency expectations In your models. 

• Next, the competency models should be validated. Usually, 
validation is done through a survey andfor focus groups! 
feedback sessions. 

To generate an initial approve<:i version of models, the refined 
competency !'T1Odels are then presented to a stakeholder group 
for review and '$ign off," tt is important to maintain a link 
between the competency model and the organizatiorS 
strategic and performance goals. 



Step 1: Analyze Established Goals To Identify 
Training Requirements 

After you have identified the enterprise-wide competencies that are 
required for goal achievement, then you shOuld assess to what degree 
the current and/or projected workforce possesses these competencies. 

As stated earlier, at thiS stage in the analysls you are analyzing 
perfonnance at the 'macro level"rather than tor each individual 
perfonner. Even at the macro tavel, you may find it useful to conduct this 
analysis by organizational units or o<:cupatjonal series. 

, 
i 

The tools used to conduct a gap analysis include focus groups, surveys. 
and review of current performance data. In reviewing current 
performance data it is important to look at trends and project the data into 
the time span covered by the strategiC and performance plans. Current 
performance data: may not reveal future peliormance gaps. 

After determining that there are competency gaps, it is important 10 
determine the reasons for the gaps. The tribie below lists some common 
causes of competency gaps: 

Tip: ldenllfylng 
Compeleney Gaps 

Tip: Delermlnlng 
Reasons for 
Compelency Gaps 

Environmental 
, If you answer no , .. 

• 	The environmental 
factors Impacting 
performance must be 
addressed. 

,. !raining akme is 
unlikely to address the 
perfo.mance gap. 

Motivational 

: I' you answer no .. 
.. Address motivational 

factors by aligning 
incen1ives with your 
strategic plan and 
removing dislncentives 
for change, 

• Training alone is 
unlikely to address the 

• 	 Will employees have adequate tooJalteehnology, resources, or 
tntonnation to achteve the goats? 

• 	 Are job standards and expectations communicated In a timely 
and expliCit fashion? 

• 	 Are job standards and expectations consistent wfth strategic 
and performance plans? 

• 	 Are employeas satisfied wi1h the general working conditions? 

• 	 00 work processes and rules (regulations) facilitate (rather 

than impede) goal attainment? 


• 	 Do standard operating procedures/work processes support the 
goals? 

• 	 Are there mechanisms in place to measure performance and 
provide feedback to perfOll'r'lers? . 

• 	 WU! individual employees receive recognition tor achieving the 
organizatiorS strategic and performance goals? 

i • Will there be consequences for poor perlormance that . jeopardizes goal attainment? 
.. 	 . Is it unlikely that informal leaders will reinforce others for 


resisting change? 


KnowIodgelSklils I'. 
If you answer no ...

i ,. Lack 01 i· 
, knowledge/skills can be 

solved through training. ~ 

ertormance"-,g",a,,p.~_-+____ 

Have the employees successfully performed these 
competencies previously? 

Have employees been trained in the work processes and 

toolslteChnologies that will be used 10 reacn goal attainment? 

Have managers and supervisors been trained to facilitate 
change management processes required to reach these 
goals? 
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Step 1: Analyze Established Goals To Identify 
Training Requirements 

Example 1 	 The following example illustrates the process of identifying strategic 
training requirements: o 	 , , . 

Strategic Goat: Reduce highway fatalities and Injuries , ,
2<)% by 2008. 

Performance Goal: Increase national safety belt use for 
front~sea.t occupants to 75% 

• 

Major Outputs and laska: 
• 	 Educate tho public. 
• 	 Improve occupant~pro.ection~use laws. 
• 	 Suppon states in enforcing the laws. 

L~~-l Enierpri....Wld. Competency Requl",""",l8: 

• 	 Ability to use the Internet and other electronic 
media as IOQls lor public education and awareness,' , 

• 	 Ability to evaluate the effectiveness of outreach 
campaigns. 

• 	 Ability to build partnerships with States and 
other stakeholder groups. 

• 	 Knowledge of State occupant-protection-use 
I 

• 	 Ability 
best proe1ices • 

• Funding is needed for the development 
and use o1lntemet-based public 
awareness tools. 

Description of Gaps: 

• 	 Employees possess the analytic skills 
required to pertorm the analysis. The 
greatest performance barrier is the lack of ' 
incentives for State and local governments 
to share information. 

• 	 Emp!oy&es need improved information 
technology resources to conduct anatysis 
and communicate tlndings. 

I 
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Step 1: Analyze Established Goals To Identify 
Training Requirements 

Example 2 

o 
The additional exampk: again illustrates the process of identifying 
strategic training requirements: 

Performance Goal: Achieve a 95% compliance rate for all 
primary focus industries. 

Major Outputs and r_.: 
1. Deteet areas of noncompliance through infonned 

compliance and targeted enforcement actions" 
2, Raise compliance levels in primary focus industries. 
3. Get other nations to support compliance efforts. 

Enterprise-Wide Competency Requirements: 

• Ability to use information technology 10 analyze 
trendS and make projections. 

• Ability to manage the change in compliance 
approaches/philosophies. 

Description of Gaps: 

, Potential • There is a need to expand the communfcalion 
Strategic mechanisms used for the exchange of 

Training Needs information with customs services in other 
nations. 

• StaH members who interlace with customs servicle& 
internationally: require additional skills In how to I_ 
foster Qlobal partnerships, - , 
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Suggested . 
Resources 

Page 18 

Step 1: Analyze Established Goals To Identify 
Training Requirements 

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

Publications 

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

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

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

Spencer, l.M. & Spencer, S.M. Competence at Work: Models for Superior 
Performance. New York: John Wiley & Sons, Inc., 1993. 

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

Web Resources 

hrrp:llwww.epa.govlepahrist/woridorceiwap.pdf 

Workforce Assessment Project (Executive Summary and Tasks 1-4 
Final Reports), May 1999. This report documents EPM efforts to identify 
the critical skills needed today and into the next millennium to prepare the 
EPA workforce to meet the mission challenges. 

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

Cook, D. & Longanbach, P. A Competency·basecJ Lesrnlng 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 progrant 
model. 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 competencies must our 
employees develop in order to achieve our business mission and 
goals? 

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

• 

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


Senior managers must include In their strategic plan 
investing in workforce education through expanded 
company training and development programs in 
order to improve performance and productivity. 

Corporate UnIversity Review 
(August 1999) 

+----------------­
Step 2: Develop Training Strategies 

To Achieve Goals 



Introduction 

Step 2: Develop Training Strategies To Achieve Goals 

Atter identifying strategic training requirements, the next step Is to 
explore alternative training strategIes and to build a business case. 

As Illustrated below, competency gaps are addressed using both training 
and nontralning solutions. If traIning solutions are to be pUrSued, then 
you firsl should weigh the costs and benefits of various training strategies 
and then build a business case 10 support the selected training strategy. 

Nomralntng Solutions 

Training 
Plan! 


Business 

Cose 


Training SlmIaJIY C 

Coat· 
Benefit 

Analysis 

The Process Suggested activities for completing this step include: 

1, 	 Generate alternative training strategies for addressing competency 
gaps, 

2 

Develop 
2, Asse•• the costs and benefits,Training 

Strategl.. 

3. Build the business case tor the selected approach, 
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distance learning 

technOlOgies. 
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TIp: Geoeraling 
Alternative . 
cral"lng Strategies 

It. personal 
Interaction 
required? 

Can the 

Are 
leamers 

motivated? 

Y" 

Is dlstat'lCe 

! C~~·~;def using 

leaming 
technology 
feasible? 

inleractNe 

Step 2: Develop Training Strategies To Achieve Goals 

There are many ways to provide training. The first decision to make is 
whether training will occur in a classroom, through distance learning, or 
in the workplace, 

The flowchart below IIsto the questions to ask when deciding ncl....room 
training is appropriate. 

COnsider using 
nn Am ,.. 

learners 
motivated? 

Is using 
self· 

instruction 
leasible? 

self-lnsiructlon 
(pO&Sibly using 
distance 
learning 
1OcImoIogies). 

no 

Conslder using 
self-paced 
materials In a. 
classroom setting. 

1$ on-1I1e-­ Consider osmg
jOb training 
feasible? 

on-th&-job 
training. 

Use dassroom­
no basad instruction. 

interaction 
be 



Number of products produced or services provided 

Step 2: Develop Training Strategies To Achieve Goals 

Tip: Weighing Pdor to making a commitment to providing training, it is important that 
Co$IIland Benetlls you fully understand the potential cosls and benefrts. The table below 

lists the types of training costs that must be considered. 

" 	 Development costs (e,g., salaries. and bene'its of personnel, equipment) 
" 	 Direct implementafion costs (e.g., training materials, technology oos1s, facilities, 

travel, equIpment, inSlruct06 salary and benefits) 
" Indirect implementation costs (e.g., ovemead, General & Administrative} 
" Compensation for participants 
" Lost productMty or costs of backfllfing"positlons during training 

For additional guidance on calculating training costs. see U.S. Office of Personnel 
Management Making the"Business Csse'1or HRO Investments (HRDG-025), 
January 1994. 

As shown belOW, training benefits include rncreased outputs, resource 
savings. Improved quality. and error reduction. 

" 	 Number of work processes completed 

• 	 I 
TlmelResource Savings • Ratio of produettvelnon-productive time 

'. Amount of overtime required 
• 	 Amount of break-in"flme for new employees 

i• 

Improved Quality 
 • 	 Ratio of positive/negative customer feedback 

• 	 Ratio of posltivelnegative findings from Interna! 
auditsJstudies 

• 	 Amount of 'tewori(required 
• 	 Percentage of products/SElrvices meeting standardS 

error Reduction 

• 	 Number of innovative solutioos/products developed 

• 	 Changes in employee morale 
• 	 Number of riavancesJ!~d othe~. personnel issues , 

Number of 8lTOfS.' 	 I 

• 	 Number of safety-related oomplaints 
• 	 Number of accidents 
• 	 Number of rulelprocadure violations 

• 	 Number of productslservic~.s rejected ~ 
Page 2.+-------- ------- ­



Do the potential 
benefits outweigh the 

costs? 

consequences if 
training did not occur? 

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 What are the 
added trom closing the 

competency gap? 

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

• 	 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 reasoning 

• 	 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 

o 
Step 2: Develop Training Strategies To Achieve Goals 

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

, , 
compet~nCYIGap; 

Nontralnlng Solutions: 

• Automation enhancements 
• Incentives 

All employees involved in importer compliance 
activities wili need to be able to apply the new risk 
manage'meni approach. this process differs greatly 
from currenfpracttces,

I 

Tralnlng Strategy A 

Classroom Tmining 

Total Annual 

Cosl$ 


$300,000 
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Suggested 
Resources 

Step 2: Develop Training Strategies To Achieve Goals 

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

Publications 

Fisher, S.G. The Manage5 Pocket Guide to Performance Management 
Amherst, MA: HAD Press, 1997. 

Van Adelsberg. D. & Trolley, E.A. Running Training Like a Business 
Delivering Unmistakable Value. San Francisco: Berrett-Koehler Publishers, 
Inc., 1999. 

u.S. Office of Personnel Management. Making the Business Case"for HRD 
Investments: A Tool for Making Training and Development Decisions 
(HRDG·02S), January 1994. 

Web Resources 

hffp:/Iwww.acq.osd.miVdau/fileslimp/p/an.pd/ 

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

http://www.opm.govlhrd/leadlevents/atasof/e.htm#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 Taste of Leaming is part of a continuing series of 
leadership education seminars sponsored by the Office of Personnel 
Management's (OP~) 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 variety of topics including 
diversity as a business strategy. competency modeling, distributed 
learning. and private-sector approaches to organizational measurement 
and evaluation. 

http://www.opm.govlhrdlleacJl1eadindx.htm 

The U.S. Office of Personnel Management HRD Leadership Site 
provides online publications, policy guidance, training information, an 
events calendar, other resources, and links. 
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The American Society for Training and Development (ASTD) 
surveyed 540 U.~. rorporations, The survey reswrs, although 
not conclusive, indicated that there was a solid relationship 
between a company sperformance and its workplace learning 
and development practices, Companies that used innovative 
training practices were more Ukely to have improved 
performance ov~ time, 

American Sodety for TraIntng and Development 
(1998) 

.-~~ .........~.... 


Step 3: Integrate Training Into 
Strategic Plans 



Introduction 

The Process 

3 

,megret. 
Training tnto 


Strategic Phin. 


Step 3: Integrate Training Into Strategic Plans 

The purpose of this step is to incorporate the training strategy from the 
business case into the organlzatiorS strategic plan. When training is 
integrated ioto the organizatiOr6 strategic plan. it is more likely to receive 
the required support and resources. 

As illustratoo below, the strategic plan translates the organizaooffi 
mission into a 50 year plan. The strategic plan is the basis for the 
performance plan. which is a more detailed implementation blueprint. II 
is most likely that training goals will be added to the pertonnance plan to 
support performance goals. In some cases, if the organizationi mission 
includes a training and education focus, then training goals may be 
included directly in the strategic plan. Whether the training goals are 
Incorporated into the strategic or pertormance plans, they should include 
measures. 

Plan 

Perfonnance 
Plan 

Suggested activi1ies for completing this step include: 

1. Write training goals. 


2, Identity performance measures (indicators), 


3, Develop an action plan. 
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Tip: WrHlng 
Training Goals 

, Performance Goal 

Performance 
11'1<11",,101' 

Tip: identifying 
Performance 
Measures 
(Indicators) 

Step 3: Integrate Training Into Strategic Plans 

To be consistent with the Government Performance and Results Act 
(GPRA) guidance, your training goals should include targetl"""ls and 
perlonnance Indicators. ' 

listed below are definitions and examples of the: components that shoukl 
be included in your training goals. (Source: This infoonation was 
adapted from OMBS Pdmer on Performance Measurement February 28, 
1995,) 

GPRA defines a performance 
goal as a target level of 
performance expressed as a 
tangible. measurable objective, 
against which actual performance 
can be compared. including a 
goal expressed as a quantitative 
standard. value. or rate. 

GPRA defines a performance 
Indicator as a particular value or 
characteristic used to measure 
output or outcome. 

Pertonnance goals that 
incorporate perlormance 
measures into the target goal 
statements do not require 
separate indicators, 

Improve maternal and child health on 
tribal reservations to meet 95 percent 
of the national standards for heatthy 
mothers and children by 2001, (Note 
that this goal would rely on 
performance Indicators (see below) to 
be measun>d off.elively.) 

Ifldicators for the matemal and chiid 
haalth goal above might Include 
morbidity and mortality rates for th;s 
population, median infant birth 
weights, percentages of tribal Children 
receiving fuU immunization shot 
se';.., frequency of pediatric 
"""",,"po, eIC. 

Different types of performance indicators can be used to measure goal 
attainment The tables on the following pages describe 1he different 
types of indicators and provide examples of each, 

(Source: This information was adapted from OM~ Primer on 
Performance Measuremen/ February 28, 1995.) 
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Step 3: Integrate Training Into Strategic Plans 

: outcome An outcome goal is an assessmef1t of the results of a program compared to its 
intended purpose. 

, Characterlatk:$: , 	 , 

• 	 Outcome goal attainment cannot be measured until a program (of'ixed 
duration) is Completed, or unlll a program (which Is continuing indeffnltely) 
has reached a point of maturity or steady state operations,, 

• 	 While the preferred measure.:outcomes are dtfficvlt to measure on an annual 
basis, (For example, an outcome goal setting a target 01 by 2005, collecting 
94 percent of an income taxes annually owed"C!1l'»"iOt be measured, as an 
outcome, unW that year.) The measuremant of Incremental progress toward 
a specffic oulcome goal is sometimes referred to as an intermediate outcome. 
(USing the example abOVe, a target of colleCting- 88 percent of taxes owed in 
2002 might be characterized ,as an intermediate outcomEt) 

Example, 
40 percent ot welfare recipients receiving jOb training are employed 3 months 

! after receiving job training, 

An output goal sets a target level for the goods and services produced by a 
program or organization and provided to the public or to other programs or 
organizations. In GPRA, both outcome and outpU1 measures are set out as 
performaoce goals or performance indicators. 

CharacterIstics: 

• 	 Output indicators incfude process measures (e.g" paperftow. oonsuHalion), 
attribute measures (e,g" timeliness, acx:uracy. customer satisfaction), and 
measures of efficiency Of effectiveness. 

• 	 Output may be measured either as the total quantity of a good Of service 
produced, or may be limiled to those goods or services with certain attributes 
(e,g., number of timely and accurate bene1it payments), 

• 	 All outputs can be measured annually or more frequently. The number of 
output measures will generally exceed the number of outcome measures. 

, Example; 


I Annually provide job training and job searCh assiStance to 1 million welfare 

! rociptents within 2 months 01 their initiBi receipt of welfare assistance. 
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Step 3: Integrate Training Into Strategic Plans 

Impact indicators measure the direct or indirect effects or consequences resulting 
from achieving program goals. An example 01 an impact is the comparison of 
actual program outcomes wi1h estimates of the outcomes Ihat would have 
occurred in the absence of the PfQgram. 

'1­

CharacterlaUes: 
• 	 Measuring program impact oftan Is done by comparing program outcomes 

with estimates 0' the OU1comes that would have OCCtJrred in the absence of 
the program. 

• 	 One example of measuring direct impact is to compare the outcome for a 
randomly assigned group receiving a service with the outcome for a randomly 
aSSigned group not receiving the seMce. 

• 	 If the impacts are centra! to Ihe purpose of a program. these eff&CtS may be 
stated or included in the outcome measure rtsell. 

• 	 impacts can be indirect, and some impacts am Qfien factored Into cost­
benefit analyses. An outcome goal might be to complete construction ot a 
large dam; the impact of the completed dam might be reduced incidence of 
da.rnaging floods. additional acreage converted to agricultural use, increased 
storage of clean water supplieS, etc. 

• 	 The measurement of impact is generaUy dooo through special comparison­
type studies, and not Simply by using data regularty COllected through 
program information systems. 

IExample, 

! Job training increases the employment rate of welfare recipients from 30 percent 
: (the employment level of comparabte welfare recipients who did not recelve lob' tralo~g}, to 40 p?rcent (the employment rate of those weffara recipients whO did

L-------------r".I rece~~w~e~ob~!~m~m~I~~.________________________________________ _" 

implement the program or activity. Inputs can include: employees (FTE). 

funding. equipment or facilities, supplies 01'1 hand, gOOdS or services received. 

wo~ processes or rules, When calCUlatmg efficiency, input is delined as the 

rMOIJrcas used. 


Characteristics: 
• 	 Inputs used 10 produce particular outputs may be tdentiiiod through COS1' 

accounting. In a less detailed coffelalion, significant Input costs can be 
assodated with outputs by charging them 10 the appropriate program budget 
aCCQUnt 

, 	 Often, a physical or human resource base (e.g.• land acreage, square 

100tage of owned buildings, number of enrollees) a! the start of the 

measurement period Is characteri:zed as a.n jnpot 


i 
: Example: 

, Input indicators are measums of wnat an agency or manager has avarlable to 

; Reduce 10% the re uired annual a r nation. 
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Tip: Following 
Beat Pr.ctl .... 

" I 

Demonstrate 
Results 

Step 3: Integrate Training Into Strategic Plans 

The Govemment Accounling Office (GAO) reviewed agenci ••'GPRA 
performance measures and identified the following beSl practices. 
(Source: Executive Guide: Effectively Implementing the Government 
Per/ormance and Results Act(OSIOII96, GAOIGGO-96-118»_ 

Performance measures should tell each Of98nJzatkmal level how well It 
Is achieving Its goal& 

AS Simple as this principle may appear, it poses Wi especially difficult 
challenge tor Federal managers, for whom the link between Federal efforts 
and desired Outcomes is otten difficult to establish and may not, in tact, be 
apparent for years. . 

Research programs provide one example, So do many health and welfare 
programs that are delivered jointly with State and lOcal governments and 
third-party service deliverers. 

Implications for Training Goals: Wllene",,' possible, training goals should 
measure the organizational results (outcomes) being achieved by lhe course 
graduates rather than be limited to measuring the training outputs. Given the 
Challenges associated with demonstrating results, it Is essential for training 
goals to build on the existing efforts being implemented for measuring 
performance. In addition, training goals may need to include input/output 
measures {e.g., numbers of people trained, resources usedIsaved, amount of 
skill tmnsfer resulting. etc.} to augment the outcome or result indicato~. 

Umlted to the The number of measures for each goal at a glven organizational level 
Vital Few should be limited to tho vital fow, 

Those vital few measures should cover the key performance dimensions that 
will enable an organization to assess accomplishments, make decisions, 
realign processes, and assign accountability. 

Organizations that seek to manage an sxcasslve number of performance 
measures may fisk creating a confusing excess of data that will obscure 
rather than clarify performance fsSUes, Umlling the number of performance 
measures to the vital few at each organizational k:):ve! will help ensure that the 
costs involved in co!lecting and anaiyZing the data do not b9c0me prohibitive, 

Implications tor Training Goals: An alternative to settIng separate training 
goats is to add one or two training indicators to each performance goat. 

•........~.... -------------- Page 33 




Step 3: Integrate Training Into Strategic Plans 

Tip: Following 
B....t Practice. 

Link to 
Reoponulbie 
progra ..... 

Parlorman"" m_ures should be linked dlractly to !he _.1l1li1 have 
raeponslbility lor making programe work. 

A claar connection between performance measures and program offices 
helps to bOth reinforce accountability and ensure that. in their day-to-day 
activities, managers keep in mind the outcomes their organlzation is striving 
to achieve, 

This connection al the program office helps to lay the groundwofk fOf 
accountability as measures advance Ihrough !he agency. By helping to lay 
Ihe groundwolklor accounIability. a connection between performance 
measures and program offices also provides a basis tor determining the 
appropriate degree of operational authOrity lor various organizatiOnal levels, 
Managers must have the authortty and flexibllity for achieving the results for 
whiCh they are to be held accountable, 

implications tor Training Goats: Training programs that are designed to 
address the organi18tiorB strategic goats do not succeed without cooperation 
and shared accountability with the program offices. Collaboration is an 
essential ingredient for success. 
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Step 3: Integrate Training Into Strategic Plans 

Thelollowing example illustrates the process 01 linking strategic goals to 
training indicators: 

Performa.ce Goal: Achieve a 95% compliance rate for all primary focus 
industries. 

Training Outcome Indicator Training Output Indicator 

• 1 ()% increase in collection of • All personnel will receive training 
import fees. by !he end 01 thell.cal year. 

Training Impact tndlcator Training InpUlI.eII.ator 

• Risk management training will • 20°/<1 decrease in compliance 
increase compliance levels by 95% resources used, 
(the comparable collection level 
without risk management is 85%). 
The value of this increase is 
estimated al mora than $2.5 million. 
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Tip: Developing an 
Action Plen 

I 


Step 3: Integrate Training Into Strategic Plans 

After training goals and pel10nnance measures are identified, you should 
develop an action plan for implementing and evaluating the training 
strategy or Intervention that has been selected. You can use the 
Instruclional Systems Design (ISO) model to help identify the taSKS to be 
completed. 

An action plan Is a detailed description of the steps used to implement 
the selected training strategy. The action plan describes who pelforms 
each step and when the step is scheduled for completion. The resources 
necessary to conry out each tasK should also be speCil,ed in the plan. 

Your action plan should include the following elements' 

• : ",.y.. ,'- "~iir'" iRliao .. h'l6:~,,) '·s.ned·Ie~];'~· " . " UI'C88:: .. _" u - ,~t\~I;TUI,t~~'*~ ~~~b~lty:w .,;J .... ~ '>"""",,,. ,~~~_>; ._ ••":....~ l" '.' ,,, '.' ,",. r~ ¥;t. ~)!~" "",,,,,,-,,' .. I"i.-" . 
: 1. Conduct Front-End lead Instructional 10 staff days Begin: 06·15.()()
•• AnalySIs• Design End: 07·15-00$15,000 contract 

expense
I 

After the plan is implemented. you should eslablish a tracking system to 
monitor its the plan execution and impact. For aach schedUled 
milestone, compare 1he actual performance with the proposed 
performance level, and report the results. 

For all variances in scheduled performance. ask the following questions: 

I 

• 
• 
• 
• 

How does the reported per10rmance compare with previous pertormance? 
Is the performance/schedule variance likely 10 prevent goal achievement? 
Are external factors affecling performance? 'If so, what are these lactors? 

Is the parformance/schedule variance due to unrealis.1ic initial projectionsJplanning? 
If 50, what adjustments should be made? 

:. What modifications should be made to the action plan?
i 
: . When will pertonnance informa1ion be collected again? 
! 
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Suggested 
Resources 

Step 3: Integrate Training Inlo Strategic Plans 

The resources Ilsted below provide additional information relating to the 
process of incorporating training into the strategic plan. 

Publications 

Van Adeloberg, D. & Trolley, E.A. Running Training UI<e a Business. 
Delivering Unmistakable Value. San FrancIsco: Berrett~Koehler Publishers. 
rnc., 1999. 

PublicationS available on the Government Performance and Results Act 
Multimedia Orientation and Toolkit http://www.opm.govlgpra 

U.S. Govemment Accounting Office. Executive Guide: Effectively 
Implementing the Goventment Perlatmance and Results Ac~OSIOlI96, 
GAOIGGD-96-118). 

U,S. Office of Management and Budget. Primar en Perfcrm8nce 
M8BSUf8Ill8I)( February 28,1995. . 

Web Resources 

http://www.npr.gov 

This web site describes the National Partnership for Retnventlng 
Government, and provides an extensive selection of GPRA documents. 
including primary reports, the tinal initiative, Presidential directives (the 
text of Executive Orders), Presidential memoranda, congressional action, 
and Government Accounting OffICe and Oftice of Management and 
Budget guidance. 

http://www.opm.govlperformlarticles/09S.htm 

U.S, Office of Personnel Managemen1, Workforce Performance 
News!eHer, Using. Baisnced _srd Approach to __ 
Pertormsnce. 

Traditionally, many Federal agendes have measuted Uleir organizatiOnal 
pel10rmance by focusing on internal or process pel1ormance. looking at 
factors such as the number of full-time equivalents allotted. the number of 
programs con~led by Ule agency. or the size of the bUdget In contrast. 
privata-sector businesses usually focus on the financial measures of their 
bottom line. Alone. neither of these approaches provtdes the 'ull 
perspective of an organization's performance. This article explains that 
by balancing internal and process measures with results and financial 
measures, managers get a more complete picture of thENr organizatiorn 
performance. 

hltp:l!www.opm.gov!performl.rfiClesl1999/pdffO.hlm 

u.s, Office of Personnel Management, Performance Management 
Pract~ioner Series, A Handbook for Measuring Employee 
Performance: Aligning Employee Performance Plans wIth 
Organ/mUonsl Goals 

This handbook describes a method for developing employee performance 
plans that are aligned with and support ot'ganizational goals using an 
eightwstep process. 
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The key competitive qlfference [for agencies) in the 21~ 
century will be,people. All agencies need to take stock of their 
employees and:assess. future workforce needs. . . 

Davld Walker. Comptroller General 
National Academy of Public Administrators Conference 

As reported In Federal Times (September 1999) 

+----------------------­
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Introduction 

Step 4: Evaluate Training Goal 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 results have been gained by the 
organization and whether, considering the costs of training, that gain was 
worth the expense. 

Did Training 
Support the 

Strategic Goa! 
Attainment? 

The Process 

4 

Evaluata 

Training Goal 


Accomplishments 


Evaluating training helps decision makers manage scarce resources. 
When decision makers know the training; contribution to the 
organization, they can: 
• Identify those training programs that should receive funding. 
• Justify increased expenditures on training. 

When decision makers are unsure how training contributes to the 
agenC)t 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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Step 4: Evaluate Training Goal Accomplishments 

Tip: Assessing The starting point for your evaluation is to assess if the training goals 
Training Goal were attained. If your training goals included performance If1<Iicators 
Ach levement (see Step 3). then the process involves collecting data. Thelollowing 

table summarizes the diHerent types of data collection methods, 

skills, 
data collection methods, 
indepth information than other 

• Involves the time of both the 
'" Permits flexibility to probe intetvlewer and the intervi&wee 

ambiguous questions and to complete. 
responses. 

'" 	 InvoMis considerable cost. 
III Can verify other sources of 

• 	 ~esults frequently in hard-to­intormation, quantify Information. 

Survey '" Is easy to administer. '" Resutts frequently in Individual 
differences in interpretation of• 	 Enab!es ","ults to be items aod scales. processed quiCl<ty and .t 


relatively low cost 
 • 	 Can result in information of 
Quesllonable validity, 

Provides tot more subtle and Requires complex interviewing 

• 	 Permits easy quantffication and 
generalization of resutts due to •• Is inflexible because the 
standardized Instrument. r'Elspondent must answer the 

questions asked. ,
• 	 Gives respondents more lime 


to think about answers. 
 • 	 Nonresponders may bias the 
end results,• Assures anonymIty of 

Analyze Work 
Sampleal 
Performance 
Sampling 

A_existing 
Moni1oring and 
Reporting Data 

,, 

responses. 

• Provides direct data on the 
performers' actual work 

• Can be oostty and time-
consuming. 

. 
•, 

• 
outputs. 

Is unobtrusive; analysis occurs 
without interrupting the work 
setting or routine. 

• Requires analyst to understand 
the work area mil enough to 
judge !he samples. 

• 

• 

Provides dlreC1 data 00 outputs 
and inputs, 

Is an extremely cost·etfective 
means of collecting detailed 
information, 

• 

• 

Existing data may not be 
measuring the same types of 
indicators included in the 
training goais, 

Validity and reliability of the 
data reporting systems may be 
insuffiCient. 
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TIp: Determining 
the Cost of 

•
Training 

There has been a growing demand lor accountability of training costs 
within the Federal Govemment in recent years. Decision makers realize 
how large the investment- both monetary Bnd nonmonetary- in training 
and develOpment has become. end they need to be assured of the value 
of training. They want to know which training programs work, and at 
what cost 

To de'ennine the cost of training requires that you identify aU of the 
expenses associated with designing, developing, implementing, snd 
evaluating the training program. After you determine 1I1e \ypes of 
expenses that apply to your program, you can then calculate costs. 

The most common types ot training costs are listed below. Note that this 
list is not exhaustive, and you may have unique costs not mentioned 
below. 

All"""""", costs afe the expend"u"", assooiated with; 
• ParIicipanI's time spent in training 
• Travel and per diem costs 
• lost productivity or cost 01 replacing 111. individual while in 

training 

Instructor costs are the expenditures associated with: 
• lnstructor's time spent in training 
• Travel and per diem costs 
• Lost productivity or cost Of replacing tho individual while In 

training 

, 
: tnstru_ Development 
• _n.ICoate 

Instructional development personnel costs are the personnel 
expenditures during the design and developmen1 of lhe training 
materials. 

: Addhlonallnstructlonal 
Development Costs 

Additional instructional development costs are the 
nonpersonnel resources used during the destgn and 
development of the training materials, 

FaCility, Material, 8< 
Equipment Cost. 

Facility, malerlal, and equipment costs indude dirac! costs 
associated with the delivery of the training, 

Oetailed worksheets tor caiculatlng training costs can be found in the 
OPM publication titled Establishing the Value of Training Resource 
Guide (HRDG-023), Marc!11994. 
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Tip: Establishing 
the Worth of 

g••,n,n

Step 4: Evaluate Training Goal Accomplishments 

You can establish the worth of the training by converting the change in 
the performance indicator,into a dollar 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." Therefore, if you cannot establish an 
"objective" cost figure for the' benefits, you should use a "subjective 
value." . 

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 traini'19 from the amount of overtime spent after 
training. 

However, some benefits are more difficult to convert to dollar amounts. 
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 per10nning at a high quality 
level. In addition, the assessment of "quality" is based on a subjective, 
1w to-10 rating. You should only use this method when you cannot 
detennine a more objective measure of improved quality. 

1. 

2. 

3. 

4. 

5. 

6. 

7. 

8. 

9. 

10. 
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Determine the employee's annual $ 50,000 
compensation (salary plus benefits). 

Determine percentage of job being 20% 
trained. 

Multiply annual compensation by annual compensation (line 1) $ 10,000 
percentage of job being trained. times 

% of job being trained (line 2) 

On a 1-1(;10 scale, rate performance 1 =Low Quality 3 
quality level BEFORE training. 5 =Moderate Quality 

10 =High Quality 

Multiply the BEFORE rating by 10 to quality rating (line 4) 30% 
determine the quality percentage. times 

10 

Mulliply the dollars spent on thai Dollars spent on portion of job (line 3) $ 3,000 
portion of the job by the quality. times 

quality percentage (line 5) 

On a '-t(;10 scale, rate quality level 1 =Low Quality 8 
AFTER training. 5 =Moderate Quality 

10 = I Quality 

Mulliply the AFTER quality rating by quality rating (line 7) 60% 
10 to determine the new quality times 

10 

Multiply the dollars spent on that dollars spent on portion of job (line 3) $ 8,000 
portion of the job by the quality times 

II (line 8) 

Determine the difference between value of AFTER (line 9) $ 5,000 
BEFORE and AFTER worth. minus 

value of BEFORE (line 

• 



Step 4: Evaluate Training Goal Accomplishments 

Tip: Comparing You can use the following catculation to compare training costs and 
Costs and Benefits benefrts: 

Tip: Asaasslng 
Results 

• Benefits per person $ 7.000 

• Cos! of lralnlng per person $ 3.000 

• Return per person $ 4.000 

• Times number of people trained X 100 

• Total Return on Investment $400,000 

Depending on how you eslabllshed the worth 01 your benefits. your 
reIUf'T\>on-investment amounts or ratios may"onty show the savings 
_rued during the first year. You may want to project the continued 
benems to be derived from the training over «me before calculating your 
retum~on~lnvestment ratio. 

It is admirable to get a retum~on-investment from a training effort. 
However. not all training will result in a retum-on-investment And, even 
If the training saved $100.000, it is important to link how those savings 
enhanced the organizatiorS ability to achieve its mission, 

Therefore. you should ask key stakeholders: 

What contributions do 

you think training made to 

the organizations ability 

to ,reach it$ strategic and 


What dollar value wouldper10rmance goals? 
you place on trainings 
contribution In helping 

the agency accompUsh Its 
goals? 

Returning to an earlier example ... 

If Import compllence Is Increeaed 10 95% end $2.5 
million addillonallees are collected •.. 

Then what wastrelnlngll contribution In helping 
realize this increase In performance? 
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•"*- training pl - •.
0eIem\In& thII COS! 0< ~, 

EeIat'llWl tht1 worth 01 t:aIniflg . 

• ComptIrll1tl(l ~."''''~:;:~-1 

Evaluate 
Training GoBf 

Accomplishments 

AI"IDlya 
E.tabll......

Goa" 

3 

_rate 
TtaJnltlg into 

StrtrteglC Plans 

Develop 
Training.._lea 

• 8u11d lhe buslne8s ()iI" k:w tho 
&Ili(JClOO ~. 

• Wl'MlI'IIinll'lg goals. 

• kkIolily pe~ me.asureJi. 
• OovoIop an lIit;!on pian. 

IIp: Coming Full 
Circle 

:'There ~iUlcome,a 
time when you thmk 

everything 1s finished. 
That will be the 

beginning. " , . 
l.ouisI..Amour , I 


6 

6 

, • ~ resuIt$, . 


Slep 4: Evaluate Training Goal Aceompllshmenta 

Your evaluation findings are not just historical records of what 
was accomplished, The information you collect during the 
ovaluatlon process Is used to help revise and update your 
agenC)S strategic and performance plans. 

As illustrated in the model shown below, planning training 
strategically is a cyclical process . 
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Q:l 

Step 4: Evaluate Training Goal Accomplishments 

The resources listed below provide additional information reiating to training 
evaluation process. ~Iowing Is.a small samp40 of the numerous resources 
available. 

Publications 

Kirkpatrick, D,L, Evaluating Training Programs: The Four LSV9IS(2°O 
Edition), Englewood, co: Berre)t-Koehler Publishers, 199B. 

Wholey J,$" Hatry H.P" & Newcomer KE., eds. HancJboak of Practical 
Program Evaluation. San Fra~: Jessey-Bass PubliSherS. 1994. 

U.S. Office of Personnel Management, Estabiishing the Value of Training 
Resou"", Guide (HROO-D23), Marcil 1994. 

Web Resou"",. 

http://www.ehr.nsI.govIEHRlREC/pubsINSF97-1531siart.htm 

ThiS link provides access to a National Science Foundation (NSF) 
publication titled Usor-Frlendly Handbook for Mixed Method 
evttluatJcmJ. The assumption guiding this handbook is that a strong 
case can be made for using an approach that combines qUaf'ltitative and 
qualitative elements in program evaluations, Although the locus of this 
handbooll is on evaluating NSF projec1s lor lunded projec1s, 1.00 
information directly applies to designing and conducting training outcome 
avalua1ions. 

http://www.gao.gov 

The U.S, General Accounting OIIIce (GAO) web s~a lislS selacl 
GAO Policy and Guidance Materials, Including such guides as: 
• 	 Designing Evaluations. PEMD-10. 1.4.May 1991. 
• 	 Content Analysis: A Methodology for Structuring and'AnaJyzing 

Written Mat.ri.l. PEMD-l0.3.1. September 1, 1996. 
• 	 Prospective Evaluation Methods: The Prospective Evaluation 


Synthesis. PEMD-1O. 1.10. November 1990. 

• 	 Quantitative Data Analysis: An Introduction. PEMD·10. 1. 11June 

1992. 
• Using Structuted IntefViawing Techn/ques. PEMD-1 O. 1.5. July 1991. 

htlp:llwww.ed.uluc.edulspedltrilev.lwltshp.htm 

An online uanSCript of a workshop titled Plllnning and Constructing 
Performsnc&-Sssed Evelustlonsconducted by Joseph S. Wholey and 
John A. MClaughlin. This workshop directly !inks performance-based 
evaluations to GPRA requirements. 

httpj/WWW.Bstd.orglCMSJtemplatesltemplalo_1.html?al1icleid= 11016 

This link contains an article titled Was It the Training? by Jack J. PhHlips. 
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Abllitle3 

Benchmark 

Business caso 

Chief Financial 
Officers (CFO) Act 
of 1990 

Competencv 

EffectJvenen 

Efficiency 

Focus Group 

Government 
Performance and 
Results Act 
(GPRA) of 1993 

Impact Measure 
(Indicator) 

Glossary 

Attitudes. characteristics, or attributes that a person needs to possess to 
""rfonn a job task. 

Comparative standard for evaluating accomplishments against known 
exemplars of excellence. A benchmark is a targeted goal that is beyond 
currant capabilities. blrt for which the organization is striving. 

A method for projecting and documenting the benefits to be gained as a result 
of investing resources in a training intervention. 

The CFO Act was designed to remedy decades of serious neglect In Federal 
financial management operations and reporting. It provided for chief financial 
officers in the 24 largest Federal departments and agencies, which together 
account for about 98 percent of the Govemment's gross budget authortty, In 
1994. Congress followed up on the CFO Act with the Government 
Management Refonn Act of 1994. The latter extended to 01124 CFO Act 
agencies the requirement. beginning with fiscal year 1996, to prepate and 
have audited financial statements for their entire operations. 

A behavior Of set ot behaviors that describes excellent performance in a 
particular work context (e.g., job, role or group of jobs, function, or whole 
organization). -Competencies can help ensure that indMdual and team 
performance aligns with the organizatiOl't mission ana strategic directions. 

Etfec1iveness refers to the I~ of achievement of program goals and Ihe 
rasuHs intended (as defined in strategic plans and in legisl.1ioo). (Examples: 
""""","'age oj trainees arnptoved 1 year after compleHng job training', 
"percentage of compliance in filing tax returns"; tipercentage of reduction in 
recreational boating accidents.") 

Efficiency is the ratio of inputs to outputs; traditionalty expressed as the 
amount of input (total costs) per unit of output, sometim&s referred to as unit 
costs, (Example: "cost per transaction") 

A 1aeilitator-led group of 6 to 12 participants colWer1ed in order 10 gather 
infonnation about training needs and/or the impact 01 training. 

The Government Performance and Results Act (GPRA) Is the primary 
legls1a.tive frameworK through which agencIes will be required to set strategic 
goals. measure performance, and report on the degree to which goals were 
met 

A measure of the direct or indirect effects or consequences resulting from 
achieving program goals. An example of an ifT'IPact is the comparison of 
actual program outcomes wtth estimates of the outcomes that would have 
occurred in the absence ot the program. Measuring program impact often is 
done by comparing program outcomes with estimates of the outcomes that 
would have occurred in the absence of the program. If the impaGiS are 
central to 1he purpose of a program, these effects may be stated or included 
in the outcome measures themsetvas. The measurement of impact is 
generally done through special comparison-type studieS. and not simply by 
using da1a regularly collected through program information systems. 
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Indl<:ator 

Input& 

Input Measure 
(Indicator) 

instructional 
Sy_llHIgn 
OSD) 

Klrlcpatrlok'. 
Evaluation Model 

Knowladge 

Neds Analysis 

Outcome. 

Outcomes - End 

Glossary 

See Performance Indicator. : 

The resources used in produCing an output Of outcome. They are usually 
expressed as amount of doIJ8rs or amount of empk;yee time (such as hours 
or FTE). The amount of Inputs Is noIlhe amount of Incoming worldoad tIlat all 
programs hevs In ona fonn or another. For example. the number of cases 
that coma Into a program Is not an input as the term is defined. The amount 
01 inputs, together with tile amount 01 OIrtputs, Is usad 10 calCulate produotiVity 
and efficienoy. 

Measures of what an _ or manager has avellatlle to carry out the 
prog!1!lTl or activity; i.e., achl\we an outcome or outpul. These meeaures can 
inClude employees (FTE), fun~lng, _1pm&1l1 or '.clUties, suppfias on hand, 
goodS or saMOO' recelvad, wort< Processes or IUlas. When calculating 
efficiency, input Is defined as til. rosauroes usad. Inputs u~ 10 produoo 
particular outputs may be ldenlffiad tIlfOugh cost accounting, In. less 
detailed correlation, significant Input costs can be associated with outputs by 
charging them to the apP"'Prtate program budget account 

A systems approach to analyZing, designing, developing, Implementing, and 
evaluating training. Each phase of the ISO process provides information that 
feeds directly Inlo the next phase, 

Instructor costs are the expenditures associated wtth instructor's time spent in 
training, travel 10 tile training site, and lost productivity or cost 01 replacing the 
indM~ wIIHeln training, 

A four-tevel model of training eveluelion tIlet allows tile measurement ot 
different tralnlng outcomes including participant reactions, learning, on--loo..job 
behaviors, and organizational !'(;SUItS. , 

The facts, 00_ and prtncIples naadad 10 portorm a job task, 

A methodological process of colleC1ing and analyzing information to determine 
specific gaps in performance or the lack of information necessary to do a job. 
(Also referred 10 as needs assessment or front-end analySiS.) 

The results of a program activity compared to its intended purpose. Quality, 
customer satisfaction and effectiveness inOlCators may sa be used to 
measure outcomes. It may sometimes be useful to distinguish "intermediate 
outcomes" from "end outcomes," especially when end outcomes cannot be 
determined for 2 or I'rlOI'e years into the future, Programs may have indicators 
for each 01 tIlese catagori... ' 

End outcomes are the desired and (uttimate) resultS that are hoped to be 
achieved by the program activities. These taSultS are directly related to the 
agency's mission. (Examples: illnesses pteventad; clients whose status 
improved; reduced crime; clean rur or clean water.) 
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Outcome&­
intermediate. 

Outcome Measure 
(Indicator) 

Outputs 

Output Measure 
(Indicator) 

Glossary 

Intermediate outcomes are those results that are expected to lead to the ends 
desired, but are nol themselves "ends," In many programs, a progression or 
sequence of outcomes usually occurs. For example. an environmental 
protection program aimed at returning inland lakes to dean condition will likely 
invotve a sequence of measurable outcomes. These outcomes include, in 
order: passage of State and locallews or technical assistance to businesses 
("number of Stale and local programs thai passed such laws or that provided 
such technical assistance;; businesses then take advantage of the technical 
assIstaooe ("number of businesses that requested and received technical 
asslstanoe from the programn); those businesses ohanged their behavior 
("number of ~sted businesseS that look steps to reduce their hazardous 
wasta"); hazardous waste material flowing Into lakes was reduced (~amounl of 
hazardous waste released by the particular industry"); water quality improves 

, ("pollutant counts"); the oonartiOO of living resources in the receiving waters, 
such as fish and mammals, Improves; and finally, citizens are able to USG the 
waters for recreation and business purposes ("number of days of restricted 
fishing"). Only !he last lWO ~ should be considared as end outcomes. 

An assessment of !he resulls, eftec!s. or Impact of e program aotMty 
compared 10 Ils Intendad purpose. Outcome measurement cannot be dona 
untl!he results ~ from a program or aotMty have bean dafined. As 
such. an outcome Is a statement of basic expectationS, often grounded in a 
slaMe, directive, or other document Outcome measurement also cannot be 
done unlile program (of fixed duralion) is comple\<ld Of untlle progrem (which 
Is continuing Indafin"ely) has reached a poinl of malulity Of steady slale 
operations. While !he """em>d measure. outcomes ere olte!1 nOi susceplible 
10 annual measurement Also, managers .... more Hkely to manage primarily 
against outputs rather than outcomes. The measurement of incrementaJ 
progress _aro a specific oulCOme goal is sometimas ,alerted to as en 
intermediate outcome. 

The produCls ""d oe!VI"". produced by a program 0' process and del_ 
10 customers. Outputs ....utt from internal activity or offort. Conlrery to normal 
usage. GPRA uses the tenn 'Outpul' to cover both process and output. The 
amount of ~uts. together with the amount of inputs, is used to calculate 
productivity and efficiency, QuaJity is ~nother output indicator. 

A tabulation, calculation, or recording of activity or effort that can be 
expressed In a quantitativa or qualitative manner. The GPRA definition of 
output measure is very broad. covering: all performance measures except 
input, outcome. or impad measures. Thus it covers output. per sa, as well as 
other measures. Strictly defined. output is the goods and services produead 
by a'program or organization and provided to the puWc or to the other 
programs or organizations. Other measures Include proooss measures (e,g" 
paperflow, consultation), attribute measures (e.g., tlmelin&ss, accuracy, 
customer satisfaction), and measures ot efficiency Of effectiveness, Output 
may be measured either as the total quantity ot goods Of services prodlJCe'd, 
or may be limited to those goods or services with certain attributes (e,g., 
number of timely and accurate benefit payments). Some output measures 
are developed and used independent of any outcome measure, AU outputs 
can be measurod annually or more frequently, The number of output 
measures will genorally exceed the number of outcome measures. '" 

The accomplishment of actions that transform inputs (through a process) to 
outputs and outcomes. Inputs, process, outputs, and outcomes can therefore 
be considered the "performance continuum," that is, the progression of 
performanoe actions. 

Performance 
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Perlormance Goal 

Performance 
Indicator 

Performance 
MeasuremBnt 

Performance 
Plans 

Process 

ProductivIty 

Program 

Program Activity 

Glossary 

A target level of perfonnance expressed as a tangible, measurabte objective, 
against which actual achievements can be compared. Indicating a goal 
expressed as a quantitative standard, value, or role. rhus, these are the 
targets set by the program for specifiC reporting periods, A performance goa! 
is a statement composed of two components: an indicator and a target. For 
example: "to increase the immunization rates for 2-year OIds by 40 percent by 
2001," inclUdeS the indicator immunization mIssend the target to increase 
rates by 40 percent by 200t GPHA requires annual goals for each indicator, 
but goals can be set for shorter periods (e,g.. quarterly) for intemaJ 
management purposes. 

Aparticular value or characteristic used to measure outputs or outcomes. 
Indicators are signs that pOint to success or failure In performance: and 
answer the question: ~How will we know when we have been successful?" 
They refer to what specifically is to be measured for each aspect of 
performance: Le., the specific numerical measurements that are to be made, 
such as the "number of customer complaints," Performance indicators are 
usually expressed in numbers or percentage form. The denominator used to 
form the percentage {or mhO} usually includes such things as cost, time, total 
universe size, or a hIstorical record (e.g., compared to last year). 

Pertormance measurement refers to measuring the pertorrnance 01 a 
program, a function, or a process, The terrn "performance" covers the work 
an organization(s) performs in convemng Inputs to outputs to outcomes. 

GPRA requires agencies to develop and maintain performance pians. 
Pertonnance plans am submitted annually, The performance plan describes: 
the ralationship to the strategic plan; the perfonnance goals and indicators 
(for each Program Activity in the budget); operational processes, skills, and 
technology: the people. capital, information, or other resources needed to 
meet goals; and the means to be used to verify and validate measured 
values. 

The activities and tasks that add value to inputs to create outputs and 
outcomes. 

ProductMry is the (Btio of outpu1s to jnputs, traditionally expressed as the 
amount 01 outputs par number of emptoyees or a.mount of employee time. 
When factors other than direct labor are Included in the input. the inputs are 
expressed in cost terms and a more comprehensive productiVity rating Is 
achieved, Example: "number of transactions per FTE or number of 
transactions per totaf costs.· ProductMty is also the ratio of outcomes to 
inputs; e,g., number oi persons employed after training per unit of input (either 
labor hours or expenditure of funds); amount of dollars collected per unit of 
Input. 

Grouping of activities directly supporting a major tufl9tion of an agency, 

A specme activity or project as listed 1n the program and financing schedules 
of the annual budget 01 the United States Government. ' 
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Program 
Evaluation 

Program 
Performance 
Reports 

Quality 

Retum..on­
Investment 

Stakeholders 

Strategic Plan 

TOl'gO! Population 

Task 

Training 
Attandance Coats 

Training 
Evaluation 

Glossary 

An assassment, through objective measurement and systematic analysis. of 
the rosults, impact, or effects of a program or policy- 1he manner and extent 
to which Federal programs achieve intended objectives. Program ovaluations 
also are frequently used tor measurement of 'unintendedu results, good or 
bad, whiCh were not explicitly included in the original statement 0' objectives 
or foreseen in the implementation design. Evaluation can, therefore, serve to 
validate or find error,in the basic purposes and premises that underlay a 
program or policy. 

GRPA requires agencies to submit an annual program perfonnance report 

This report presents a compariSoo of goals with agenc~ achievements, an 

explanation where goals were not met, and plans for meeting any unmot 

goals. 

Quality refers to timeliness, accuracy, and contoonance to requirements. 
Quality requirements may be used to measure several aspects of 
perfOflTlance. such as outputs, process. intermediate outcomes, and in some 
cases, end outcomes, (Examples: hnumber or percentage of products 
delivered on time"; ~cycle time of process"; "percentage of work corrected or 
cost of nonquality"; "number or percentage of products completed accurately"; 
~number or percentage of products conforming to requirements.,,) 

A comparison of the coms of training to the savlngs or other ffnanolal benefits 
derived as a result of training. 

Organizations, groups, or outside managers with a vested interest tn the 

efficiency of the operations or the success of the organization in delivering 

effective outputs and maintaining the viability of a program. 


GPRA requires agencies to dewlop and maintain strategic plans covering a 
5-year period. The plan is updated every 3 years. The elements included in 
the strategic plan are: the ageOC]G mission, general goals and objectives, the 
means and strategies 10 achieve goals and objectives (processes, skills, 
technOlogies. varjous resources), the relationship il01ween perfonnance goalS 
in the perfonnance plan and general goalS and objectives in the strategic 
plan, the key factors that can affect achievement, and the program 
evaluations to be used and sclledule of evaluations. 

The group of people for whom a training program is intended. usually defined 
in terms 01 age, bac1\ground, and ability. (Also rete(ted to as target 
audience.) 

A unit of work activity or operation that forms a significant part of a job 
, function/duty (i.e., a major component of a job), A task consmutes a logical 

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

Attendance costs are the expenditures associated with participant's time spent 
in training, travel to tha training site, and lost productivity or cost of replacing tho 
individual while in training, 

The process used to measure the demonstrated ability of individuals and units 
to accomplish specific: training objectives, 
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Training Methods 

Training Objective 

Glossary 

Any of the many instructIonal approaches or combinations of approaches to 
achieve teaming such as classroom presentatIons, technology-basad lessons, 
case-study exercises, etc. 

A cleat1y communIcated statement of the desired changes in the- target 
population's skills, knowledge, or abilities, A training objective often if!Cludes 
a description of the "activity'! to be demonstrated. the ~conditions' under which 
the activity wlll be perfonned; and the ~standa.n:fs~ for judging it the actiVity has 
been perfonned at the desired level. 
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