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, This report presents.a costing model for teacher -~
education  programs. It explains’that this .is necessary since most
teacher education innovations in the United States extensively use
technological support, and involve high cost personnel, materials, v
and ‘systems. The report also notes that the present state in- planning
and cost projections requires not only establishing present ang -
projected realities as to type of school, instructional progganm,
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-« Ppersonnel, organization, and management system; but that it also
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requires organizing the pieces of the training suwpport system in*
order to support,this proposed reality. The report then presents a -
madel for personnel development which’ specifies activities that .

. surround and support the training event, so that cost factors can .be

- analyzed. The report also describes some-of the situational factors
vhich surround the event, and which may or may npt affect cost. A1l |
of the factors involved in thé trainipg event have an actual social -
and financial or personnel cost, and each has its own outcomes as
well. According to the report, the model\makes it possible to sort
out. these outcones as well as to identify and project cost for. the
training event outcome itself. The report also states that the model
enables evaluation of training programs, identifies gaps to be -

. filled, and points out where redundant effort”has been placed. '
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PLANNING AND COSTING -IMPLICATIONS ‘IN AMERICAN TEACHER EDUCATION PROGRANS

I

.
> L]

t - . Roland Goddu Director . . .
New England Program in Teacher Education C '
: "Durham, NH .
. N . o - ~ . ) : ‘ : .
Infroduction . ) B - . . " - ~ :
. '_ . " . ,." .o A )

. Teacher education and training whether pre-service . or in-servige is a,

4 .

vehicle for transmittingdor installing an,innGVation orva traditiop,-”Teacher

'_educatioﬁ“then is a process of_a system/not primarily the effegt of a’sfstem.
-7

/ i )
Trends dn gducation dictate that/teacher education as, a process must

Lot
’

. alter ways of doing things, the place of doing things, the pedple used to do

things, and: the people things are done to. Each of-these factors can carry.

c-

. some cost for planning, testing implementation, and evaluation. Developments

. people‘and solutions at problems m

©er improvement-comes when. all th

=3
in education and teacher education.are concurrent and related but not systemat-

0. ' A

v ~

ically linked. No interrelated master- plan has yet been’ developed No coherent

Py

¢osting pattern exists.

. - An-important lesson of the Amdrican experiehce is that throwing'hohey,
; ' A . .

.

feel good, but effective social reform

cost, societal and personal factors to.be

considered can be identified. fo ‘dentify the uni;erse of factors to be

- 9

considered, a#éritical point of referencq needs to. be established Much of the

writing in teacher educatlon in ;he u. s. has assumed - this point of reference.

.
L -

to be the school, acertification, the training program qua program, or the
\ 1y
instructional materials and méthods used. None of these focuses are incisive;
. ., . .v ] ) . ‘ v *
they do not-provide a point~of.reference for all other factors. \None of these

IR IR
E .

focuses are operative; they are not the point wheré education trendg and needs

. .- . ‘ ‘e v
' meet teacher education as a process (or system). Needs for teachers in a sodial
. .. o " L
system sense are from three kinds of things: . L. R S
. a " . ' : AU ' 4. ‘ -
(1) different instructional materials . &
(2) different organizational contexts .- T
- ! . o “ o - R i
N N ’ —~ ' -
v L 3 . . .
' . .

-
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P . -

‘:N ' f (3) different technologies - ’ i. T

Persons who would be teachers connect with any,instructional method, organiza—

a . » . ’ .

e " tional 9ontext or/technology at a training event. Theée events occur throughout |
P - i
. the life ofvteachers, though more sequentially-and in & structured fashion

- 8 v

o « during teacher education at a colfgge. _Another major portion'of these e%ents ,
. - . - . . . . L4 J

.occurs after persons. have begun'teaching, including what.is'called in-service

-

education. . ' T ' & . T '/.

Planning for teacher education and subsequently costing teather education

requires establishing a point ‘of reference. The training event, at whicﬁjan ..
f . . /

innovation or reinforcement "takes hold", and at which planned\changes connect
L ‘ with:the‘person who\implements change and controls its level and'qualit;, ]

. . . o
[} . E . . ’

g copstitutes this paint. ' o I .

. , . : \i RIS
‘ . Most teacher education innovations in the U. S. extensively use technological -

3

: o . ! : . . S I
- e support,, and involve high cost personnel, materials and systems. Thesé. costs,
: , ) - o - o IR {
are heightened because existing programs or'components are seldom integrated‘or
o

. . curtailed when new technology, personnel materials, .systems and organization
. -

. . ’
- - KB

of school&/ tralning 1nstitutions, and eommunity are installed

LI

Costing Model

5

e )
J
The present state in planning and cost proJections in the U S. requires

not only establishing the present reality and the proJected reality’as to kind

of school, kind of 1nstructional program, Rind of personnel kind of organization,
/

. ; ¢
kind of management system, it also requires organizing the pieces of the

> training' support system to support these pieces of proposed reality )
. Keisling (1970) and Joyce ,(1972) have explored the diménsions of thisv
! ' <L
problem with regard to 1nnovations they are intereste% in. Behind the descriptions
2

- . of the pieces needed to support the installation of the idhovation are the parts

<

of a planning and costing model which is not articulated It is possible from\

their work to posit the followihg model for personnel development for developing

s, s
B «
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. Trainer Expeptise‘

T

I\ . oL / . T , R c . SO
. = e ) ’ . ’ N . : ’ . o - ) T = _" - [ . N
- a peré%n.and inﬁovation.responsive training event. The model specifies . .
s 7 . » ) ’ ot ‘ \4 O ' 0 ' ST
- . . . . . . . , L 'Q‘ . » N N
. activit;es«which surround and suypport the training event so. that cost factors -
. o o . » s o N ’ . Sy
X * can be analyzed. The model dlso specifies sgme gﬁ\gﬁe\gituétipnal factors '
' ) ' L Y L3 ' : 4 i : \I ‘ . N $‘ N
r . . e AT - . -
*  which surround ‘the event, and may or mazjhgg affect the cost. The model
- ) v . K » » ) ‘ . . ;f'/' - . - ~ , ‘ B . .
recognizes that some activities precegdl the training event; but begins.from 4 °
- . o s ' - Lo i . ~ - :
. . the assertion of a training evehtéﬁitnation cost and (training évent cost. .
“ ‘. . . . » ».4 R ‘,- . - B LA A v ‘ "
.' Ty v. ) . L e vt b * ° _') . ° .
: o AT e N
= ‘ Outline of Cost Factors - . N
: T o, I -
— ke - N . " .‘ ¢ . ' ../- .
Situational'FqctorsAl, R cor :
< o Projected Reality & 6= -,
." ' < ) » . '.p . g ‘ » | l
' . - 4 ] : t \}el (s] t ‘ .
| O o s -, | Training | ra cos Lot
> ) - A | GEvent. | + ..repPlacement cost - -
: - ; . 7 . Toe Y . . Lo
: . : 7 ‘ Y ﬂ’ . . facilities cost . ‘. ?; ,
-~ : - 6ngoing fhctors . ’ : ) .o T
. A . Y Y : .
S . . / » .o .-" : . B v « .e ¢ .J
. ' » 4 policy-and governance . ; ’ , SN Lo )
) - N . - : . : . ;a : Iz 5
A S :\fnformation storage & maintenance -
o '~ model development - model mdnitoring - model evaluation: L
) ' f-‘persqnnel identification - maintenance - support" )
. v ' ' L.
oL . . l‘, - program development- - mainterance - revision'’ ' ;;l B
’ 3 ) ' ' . , n . ' l " ] . . ‘. . I. Y o
" - "~ OUTCOMES .
S . Trainees D o ; ‘
ﬂ N ¢ . ’ \\\ : ° i .‘ . * N
o . . Training Model. N - ,
. Q N 1 - ’>
o - ‘ . . . .
. , , ;, Materials - - o
. , . AN . LT . »
-, N . System Change
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" . ' ~ IS T C . .f!' v N
L e PERSONNEL DEVELOPMENT PLANNING AND COSTING MODEL- S ' .
~ - » - ) ' ] . ORI e . R 3.
. - A, _S:'i.t:ua't:idnal'favctofs to be considered and costed (if possible)
1, interaction effect o »innovat:i’.on/ trainee/environment ]
EEPU * 2¢ .place.of event' " . .
! R ° _ 3. length of eve\nt: e e ."
RS 4, .qumbér_ of persoms - - .
' 5 5. 'densi\:y. of program for _t_:ra'inee to reach ;' "\
NooT ) ‘.« . understanding ) < L.
v o , A -4 1 v) . . »
) . ( acceptance .. 9 T )
< ° ce° - e »q - . .
. performance . .
3 N : M .’ X - . ' .
- 6., relation to other training events. ' °h
. . learnipg"inte&lepéndenée . N
¢ . . ¥ .
.ot . time sequence’ '
H oo oo s
. 7. int@sity of need ('in{meﬁgi.aéy of  response) _
. i ' . for trainee ' T t
, : » C > v " . e
AT - fot enviromnment ' .
. B, Trai.ning( Event Cost =~ ° P .
) o S ' . ) ¢
) .+ Actual cost - . o : : ot . 1
. e L <.
. 1. trétne; costy” © - .
. . 2. trainee cost e E -
X ’ Y ) ’ ) ’ ) P% - .
! qﬂ -materials and supplies cost -» . : -
- ~ 4 . oo ‘ ® . ;”
. i ot v v
o . 4. equipment | ’ -,
R - £ 5. facilities A
\ 6. pﬂ.énhiﬁg and designing cost 7 - A
. i g - v .
v ‘ ' .oh ' . - . . > .
- , C. Cost Preceeding Event .
¥ - . ' X
o, 1. Identification cost - - P ’
e, ! ) (Ta).pec‘)plé ‘(trainer and }:rainge) , . *
- . X . -' - . .
" " = listing °* v v .
. O ’ ' - . o 6 X .
EMC. ¢ .4 . “ N‘ ) v ‘ ' *
: . 3 : N .
- . - Ve s " ’



) .- . « ' ‘ ) - - 1 [} (“ » . ‘
. - recruitment N !
\t' o . - V. . . . ‘ . . . . o . . .
N ST - selection : - : . T Coe
A i T (b) things (programs, organizafions,,materials) > ,' o : .
T ; ' ‘ - catalog of Fharacteristics of env1rohment L . .
' L - catalog of néeds - ' A -
e T v . . N . . " ' . - . \-:
i » - catalog‘of availability 1nnovations v . L j
o v o . . - . .'.‘ ' r " \"f . . Lo
2.Q Model Develppment Cost C v - :\‘ﬁt."“. - ¢
(a) identification and selection of components of model\ NS
P ) ‘\(b)ubuild, borrow, or atquire usable model" ‘ ; L o L *}ST
: v . ) " A -.,. * ) o TR ‘ o~ ol B
: A S Program Development- Cost : -7 o . v
L} . -, . ’ o & '. ) ‘ . . B -
/j (a) materials. development Co B e % ’
-F ' ) "‘ - v 4 ' ' ‘
: S . (b)~ people=development - PN ‘
. . . N 1 . . - . , ." - ,/ . . -\ :
.+ - @) trainer training . ) SRR .
, ] (2)'tnainee backgrourtd development‘ . *7,r‘ .
‘ : ‘ ) P . ] . - . :
Ve ) . ‘ (3) people needed to "back up" personnel while
. . .they afe in training,.h R S
- A . ) . ) P .‘ v . R ] o4 . . . } ) - . -
o L (c) facilities o R A . : . S *;
) (d) equipment B ‘.'__ .
{ v A Note: Many training _programs presently include much of these development ' '
N
. B ;osts in the training-event budget since development is ongoing with - s
DR S S oW ‘ 2!
. installation because of‘the intensity ‘of %eed It is suggested that such )
L4 . . 3
;_ o _ ' cost be. separately reported even in that case, since different purpoSes
S ' are being served, T . . - T
L . . - : , L Lo o - _ ' .
’ ~ 'D. Cost Which Occur Before, During and After Training Event: _ . T
B -1. Policy'and Governance Cost * '/- .
L ' . ' o, .
‘(a) Board. - academic, edutational, legal, v - _

~ development

9 .
<. o - maintenance .
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y " ~Note:. This is where "control and agreement" issues are addressed.

]
.

. ﬁan& community board, training orograms should be costed.here or

« : :

treated as.a‘different training event for special population of the-

.interactive system \\t> ' B ' ! <
- _(b) Management - ' . N :

- @ | o

‘ - development of system and persons "

1 ' . e o, i [
' , - maintenance of .systlem and persons. e \\\‘
. . = ,special support . :

r(C)”Eyaantion ;" o ] S B

- development of system and’persons S
to- maintenance of system'and persons .

‘ﬁ
v

R Note. This is wﬁére the actual certificatio and_accreditation

R - . v . L] . " L ( ;
events are_costed. . " : — , ‘

2. Information Storage and Maintenance Cost - ;.
. . e, . o y

. identification o S . .

. feedback . - . . “ A o . - .

- ‘> ot P

{ 3., Noise and Conflict Cost - S - .

a Sy ) ) 3 N
. . politics . Lt

o : - . ~

m&bility of people ;Lsources ‘ oA
. mobility/overcommitment/underutillzatlon of material/equipment/
facilities

. .
v -

v

. career charge for trginees g

E. Additional Cost During Event . ’ .

~ 1. Special Support Cost ' L -
u ) ! -
1
(a) for trainees (sometimes occurs after event’ also)
.’. ) ' v v * ! T’".ﬂ LN
« = tutorials ’ . oL ’ . A
’ ) - counsellng L . -
T e famlly allowances ‘ ) : \

‘= room and board :

. - .- R '
- A ¢ . 8 ¢

‘ 5 - . A

'

) e . .
! . impXeémentation - - . AR - R _ Lt

- - travel = o . e : Y

s




&

% Movement Costs ' o I T . o

3. Replacement Costs _ o s ’ @ . Yy -

G, Development of DeGelopment Expertise Cost

&

- . -
" r the present everit so that the projected training solution for assisting ~-

(b) for-trainers (in content or process)' e oo AR

- experts I S : el -
- consultants . . . BRI

|

|

. 4 .. , |

(c) for evaluators T - . : L

- A * . -
: . o

(a) to practice gite’ S /-
'(5) to'obServation”site - ’3 j " - tv. , 0.'71 't

(c) of.persons to trainingbsite i 4 . \‘ﬁw -

l i L
(a) trainee (primatily substitutes) ) - R //’ o
o I : . :

(b) trainer (faculty ' gap—fi ling in normal program)z o

Note: This ‘may be the place to include ‘the cost of carryingf
)'an obsolete faculfy member with tenure. - - :
T;,(C)'e?UiDMent and materlals. ) o o fy~

ﬁote:‘,Particularly ddﬁlicate3need‘cost.

. : " v
PR . L
- ' A

.
’ . K .. o

(a) analysis and documentatlon K2 ‘

(b) model articulafion " ' - ) tl , L

(c) report preparation

Note: - This is different from using the trai ing event as the model
buildiné or basic expertise development activity‘categorized éarlier.,
fhis cost is the actual cost of oversight and review of the traininé
evznt as a further test. of how an innovation or refidement is -l

A4 i
»

transmitted° it is ‘not the same ‘a$” management, oversight and reView.

- <

It. assures that development for- the next similar event is linked to

', . . e Y

in installlng an innovation becomes a problem finding exercise about
\'v, )
(a) hOW\persons (teachers) learn, (b))how trainers teach, and (c) hdw

Fl ¢

mqgerialg work.. : e ¢




R - o : T 5 e AT W
[ - - . ‘. . i . ’ . ) ) . B ) . ¢ . .
. . . . -The proposed model for polann:i.n"g" and costing does identify the training
z .- : : : ’ VT .' v - ~ C . .‘ Co
’ . event as the focus point of a complex interaction of 'factors each ofawhifhas\. - .
.. . . . . - - . ? .- 2 .
s : an actual socdal and financial or persennel cost.. QIt should be noted that 0
~ . v ) ) ' . . - ) .. . | . )
R ‘ each factor has its own outcomes dlso. . For example’ the policy and governance
K ‘ : S . ' . a . T ’ : .8 s
v factor -has. outcomes for institutional well being and development which while -
. . '(.:‘ “, ) - W2 ¢ \ . : L
S s : related to and connected to the training eveilt are not the outcomes of. the . -
'-. ) PR C P . v ) » ’ _\ - ) .
LT M . . . . i 5 .
] . Do . . ) . . "bi’ . e . . . . .
\ ' training event. : . . S . _ \ ,
- . 4 . NS . B - A s ‘v .
e - The outcomes of the train:i.ng event :i.tself are: ) N v s
¢ - : . - . :4‘ ’ . a . . _. /
. : L afor the ‘Trainee ' .- /. e
o . . N .. . Y . ‘
L . oot e, some level of understanding, accep.tance, and perfo nce of the
! : ) S :i.ntended u‘.nnovatlon - L SRR PR RS
T - . , LI .‘ o .. * . R
. ' ' “for the* Trainer AR O b N R
T - - e 1 . \
- g . . . 2 test of the training proceaure maberials, etc. . N
e o for the S“ystem S S RO . BN |
. . * Cr . ¢ . . . r
I . 3 I
., o (/N .~ . . some number of tra1nees (at d1f:ferent levels of competence )
’ .'., . . ! .‘ - \ - ' ‘/ ) R : . .
. . 4in the :i.nnovatg.on) )7 A . . _ oo
. ’ \. some advance _(regress:.on) T ‘ . LR
» e 8* ’ 4 ' .
. - v - . ) . ’ * [ - .
) ) . - ..(1) the traiper expertise v s : o .
R ) » . . : . %- . ‘ . ‘ . ) » B & \ >
. o . (2) other program and model development : : Y
oo N &) information i S - ¥ o .
PR v ‘.,
A o < .
' : \ : (4) mamg?men pert:i.se e , :
> ° - ' -/- I' - .l. '
’ % . -~ €5) other. pol:i.cy and governance expert:i.se. .
. - . Y
While ,the model makes it possibl'e 'to sort out these outcomes,-’ :i.t also
-
kd o / [+ ] [%:4 4 1 - - 0
K jmakes it possible to ;tdent:i.fy and ,pro;]ect cost for the tra1n1ng gvent outcome
’ v I {
.in and of :i.tself Pnresent literature does no(seem uto\grovade descriptive '
’ - . \ A "
information that ‘costs prégram in this fashion. ., < .
v « . . i Ve ) . -
o /- - o :
’ S Tt . ) .
.” - - . \
‘, N v - ¢
. D ] . . . ; o
) N = . “ . .
ERIC - * A0
. 4 -
- . ’ K P o
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Conclus1on . T . e Ll e - B
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The potential'value of the model is in its effect on systematic per sonn

E
-
.
-

- . -

One can identify ‘the present status and alternative status of

4

development.

+

training programs, one Can ﬂdentify gaps to be £illed% on

.can 1dentify factors

. -~

Where~$bundant and probably redundant effort: has been placed it does&%rOVide.a'
. Lt

~

.

o

m idstitution

' -

framework by Which training can be targeted and distinguished fro

v‘ s * o
- building, 1nnovation development, and even exploration.. The-m\: el does place ‘the
b 2. N ' PR '
¢
learning teacher and, the eveﬁt providing that learning at the foous of program
‘. - ® W

S development and financing It does require a’ more détailed and.systematic

N
. . analysis of the innovation Qb be 1nstalled in a giveB}place, more iﬁhprtantly,

6

it requires a more detailed and systematic analysis of what trainee (teacher) 3%

Al - -

y " are. in/that situation and what trainer and program development capabilities are
L D - . .

eeds

. to serve that trainiﬁg event. ‘ - ' o ’ o
. » -~ 4 *

» As a model it can be used, to reinforce the’ personnel development programs
of eachxinstltution in the system by prov1d1ng ‘a framework for. . v

P

Y

(f) gathering informationrabout present and projected state of the o .
.~ . ‘“ -~ 4 ' - . /
L classroom. . ° L - ’ . T . .
N . . .
: RO & .’ . s 5

’

' «(2) identification oftgaps and needs of personnel and trainers

I
.

4

f
&)) systematic retrgeval of information S v y

. o .
N b4

N W) analyzing and re-analyzing data @ N
t

A

1

D(5) tralning_and orientation of all oF the clients of the training system:

\

& N managers, trainees, researchers, as well as teachers and policy,
- , w - personnel form the mmun,itf‘"}'iﬁ*’:isa g ‘ , :

T (6) developing revised programs for dssignment, transfer}vpromotidn,

_training, preparation and retiremént of personnel ‘- oy

(7) for checking an? revising steps of-the procedures for'"functionalﬂty"

- 7 l‘J ‘ ' - R = ‘@

< i - i o o
) : . AEEN




L *

\ N (3) What is the time framé° - o ,.. S . B

(WS

. »»/noﬂel which can answer the quest:ions ’ ‘/' ~;' SR e j. B K :
o : N o <
) . . (1) What is the environment? LT o ﬁ f: | {J .
.ﬁg". .‘what is and what should be A o S ;."'f ';’f$_' L ‘.l
) B .« 'who is _and where are f‘;—hei‘lf ) i - . ’; . T ‘
e ..Lwhat rQSources7are-availabléfand;canibe assigned to this Eési‘ v é
.o - '

. how are the pleces interrelated as an on*going tra\\ing and

» R N . .
, R 1nstitution building task" ‘ R C »
] +(2) Whatfis the change? - . : - L R N .
' . what ane the innovat"ions S T B D
, . what is the acceptable 1nnovation in a setting St )
- ] - - - r : *
. . : .
- ,» who decides the ‘innovatfon = . - R .
’ i . . . . . N. } . ’ l } . ~ . < - * (3
LT . who clarifies and articulates ‘the innovation e A
, ' “"ﬁm _ ) .’ - {' . . X .,
' ’ . \‘who practices thé inndvation ST C . v

-4 .
: - . ¢ o _ -

w?  ++ . when does the innoVation have tg be™ in place« .‘. - .
T K z . wie ’ .
i how 1ong does training take totreach\an acceptable level of
‘ . . B S ,
. - undérstanding o T -
’ ~“acceptance <L . B
£, s . . - <, ) e - .
™o e : AR A ™ : oo
-~ - performance , -. o R 4B
. Tt s o :
. . o t - N ‘ S N
o of'the innovaﬁion by,the %eacher~and by the setting et
RN - . how long does mode/ and program devélopment require ' .
v L ] \/ ;’ . ) '
\'“\\\j . how long does it ¢ake to develop a support system 1ncluding
_ . i uInformation Stora e and- Feedback OVernight End Rev1e@, Evaluation
- - (4) What as the personn 1 need ) .ﬁ .o T
. . - .
< . whatyis main need in relaEion‘to indovation selected v
: .what is need in r elafion to number of pupils e -
"7 ® - ® o
. what is-need -in re lation to available expertise for trainlng
- and development | - . . . .
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. what is need in relatio§~to-cost and level of technology :

It is only~after enough‘perSOns‘have gone through the cdmplete,cycle of .
{ I

ianovation development installation and evaluation that one can focus the

[

actual need and cost for teacher education. There may be no need to invest huge

insta lation is thefperformance of. existing behaviors in a slightly modified
AY

-

; can be speciﬁded.

.

.o sums in training events wherd the 1earning need at a stage of development or .

-

A

fashion. Short, intense, sequences may be all thaq is needed\\nd a massiVe.

supe:\structure of academic degree program may be irrelevant. Rttual investmEnt;

o

in new tra}ning may be m1n1mai if the change to be learned in a training event

L4
P

s

-

This modelifqg costing a staff development program assumes that training

v

program is costing\point and ‘that invisible édst should be identif.ied

Ny

_Visible costs are tr;}qing program c0sts : i‘ Sl
1. TRAINER (Salary, Travel Expenses) l “ . ‘ ‘
'é. TRAINEES (Room, Board,‘Other) N ) -5§ ) -
. 3. Materials B ;:4 ' B | 'E E _ . afu‘ -t
4, Equipment | | ; ‘m
5. Facilities e L, - 'f.mf“,‘
6. Management ' f _‘ o ) ». i
Invisible Costs are , ) . ‘ | " o
| . Development cost to get _’:; ST f“ed - o .
i (1) Trainee to the point where training program:can be effective .. h

4
(2) Trainer to the point where trainer can be effective

&

(3) Materials equipment and facilities to the~point where they are

trainee and trainer usable. , @

B;_RépLacement costs

(1)‘to provide for trainer replacement in."regular" program or as .

- . . . .
. -

B "back—up c a . : '
(2) to provide for person to do traineés JOb while he is in training

=]
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,f'" ' Further work on actugl cost for training needs to be urgently pursued. )
.\ . . v. X . » i ‘1
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