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INTRODUCTION

I
b

The purpose of this document 18 to share various apbtoachas used by Federal
agencies to assess needs and measure training eff ectiveness. In all cases,
In a number of the situations presented, the post>ccurse evaluatiea_flowed
directly from the information oni employeées' present ¢kills and job‘/
réduiréménté déveidpéd féforé thé triining program Wwas put in piace;

This documént 1§ rot meant solely to be an inspirational piece, as, in Robert
ﬁégét;é terms, “?ou réaiiy Oughté wanna” do assessment and evaluation. Nor is
it dééigned to Bé an éii—ihciuéive how-to manual with 2 full set of
instructions, forms, and guidance. We see it instead as serving chese

purposes:

- To provide ideas to readers on how differemt types of programs
can be assessed using various evaluation techniques.

setting; and can adapt examples of instruusnts and design features

e <
for their own needs.
ences with others; and thus to expand the practice of resource

sharing and information exchange.

Why were the particular agency efforts chosen? Thiéy all have certain
characteristics in common: Looking past the traiﬁiag s&tting to measuring

participant change; taking a systematic approach &o gatheéring information;

-



enabling decisions to be made about the training effort based on the
evaluation results: The approaches worked" in the sense that the agencieS'
were able to use the information generated for the intended purposes of the
evaluations

It should be noted that the emphasis in the descriptions is on the evaluation
process; not the results. In some cases, thé éésin; indicated that the
training was on target, while in others the évaluation indicated that changes
were needed in the program, in the intended audience, or ln the use of |
trainieg as the means, or the sole means, for chanpe. The ;eader should also
note that even for evaluation efforts which were eiabotately designed and were

resource~intensive; certain aspects of the process (e.g., the questions asked;

the individuals contacted) may be applicable in other contexts and used in
simpler ways. The matrix.at the end of this section highiiéﬁfé the features

' of the agency ef forts.

. o T .
Concerning the evaluation descriptions themselves, each begins with a summary, &,
followed by a general description of the process. After that is a hrief

advantages and iimifétiéﬁé; Finally, attachments are provided where

appropriate as samples of data collection procedures and instruments. .-
X : 5

ip addition to the é?éiﬁgfiéﬁ descriptions, several other types of information
are provided in this package as references for the readers. Appendix A

contains overviews of basic concepts in training evaluation, from the point “of
vlew of two agencies whose internal documents have general application:
Department of Lezbor's Employment Standards Administration, and the Nationzl

' &
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Aetonautics and Space Administration. |

Appendix B 15 a selected bibliography. While by no means a thorough listing

of training evaluation books and articles, it can serve as a supplement to a

‘training office's references.

"
: >
o .

4ncluding regional offices, that can be contacted for additional information
on needs aésegsment and evaluation. o ,

Readers are encouraged to share their experiences on the subjects of needs

assessment ard evaluat ion with OPM, which will in turn share useful

informétion with others.

"
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GUIDE TO AGENCY EVALUATION FEATURES

Evaluators:

by contractor

"tra{hing staff plus others in agency;

-

A
(3

Agency
Educ. ‘GAo | RS | Labor I | Labor II | Navy oM
Feature (p. 6) (p. 31) (p. 57) (p. 86) fp:.102) (p: 110) (p. 118)
Used on new existing |new existing |[new new new either
or existing
course ] .
Needs and/or yes yes yes yes yes yes Ino
) task [
analysis )
Coiirse supervi-= [|auditors; |revenue |investi- managers |scilen-— |various
audience sors others agents (& |[gators, (teams) tists;
L (mostly other _ lelaims - techni-
h néw) technical) examiners cians
(& other
technical)

Pre—-counse no yes no yes no no no ééne
measure (attitude, (self- example-
‘ knowledge) rating) pre—

’ ratiag)
End-of -~ no yes Jdyes  lyes’ o - |n. no
course (action (attitude, (criterion (self— ] (action ‘o (action
measure plan) knowledge) |[referenced|rating & |plan) plan)
test) case)
Follow-up |1 %o o Q ;. |1 Q or
me thod dccunent (group) I
review ’
Individuals [P P; P; S; S P P P
contacted’ controls |and/or 0JT & and/or
during coaches S
follow~up
What was percep- perception|percept’on|perception|extent perception|extent
(is) tion re re use of [re tasks; |re tasks |plans re change, |plans
me asured skill skills; . |re trng. ‘ carried improve—= |zarried
areas; simulated ggegggcy, out ment out;
|return-on-jcase; - re freq- percep-
iwvestment|observed f{uency _|tion re
behavior« |performed change
Evaluators InPius InPlus, In En In In In (or
Con i other)
Codes Follow-up method: Q = questionnaire; 1 = interview; Ob = observations
Follow-up contacts: P = participant; S = supervisor
in = totally in-house training staff; InPius = in-house «

InCon = agency assisted



DEPARTMENT OF EDUCATION

EVALUATION OF THE RASIC SUPERVISORY TRAINING PROGRAM

2

SUMMARY :

using action plans and obtaining pargiéipahtsi perceptions of the use of
skills from the course. Where possible, da;é was ciévéi:o'pé'd on return=on-
fnvestmenc (ROI), that is; how much performance improved as a result of the
training compared to the resources consumed, in terms of dollars saved. The
evaluation process also iﬁvéivéd the training and use of voluntéer line
personnel, who had conducted the course, to collect information after the
course on participants' application of the skills they had learned. A
consultative rei;at.ionshirj was set up between evaluator and participant, such

S



GENERAL DESGRIPTION OF THE EVALUATION METHOD

New supervisors throughout the Department of Education are required to take a

40~hour in-~house éﬂbérViéory course, "Working with Employees.” The course

particularly emphasizes comminications skills. It also covers solving

-
- 3

problems; improving productivity; dealing with EEO issues; planning,

delegating, directing, and monitoring work; conducting meetings; and

mot {vating employees. On-line since 1980, it is skills oriented and makes

frequent use of case studies and role plays. Classes, which range in size

.

coirse, if the ccurse was worth the cost, and if the course itself needed -

improving, the training office (known as the Horace Mann Learning Centéer)

developed an evaluation methodology. The consultant services of- the Carkhuff -

Institute of Human Technology were used. The evaluation process included

these features:

Using the volunteer trainers to gather data. .
Taking a Alagnostic approach as part of thé &valuation, to determine
the reasons for the training being less effective than intended, and

‘to assist participants with makinz more effective use of skills

money was saved as a result of ch?ngéd supervisory behavior.

hm
C:. .



< \5 '
‘The first section bglow describes the logic behind the ROI approach. |

Following that are the steps of the evaluation process itself.

Return-on-Investment Concept

ROT was defined as the ratio of performance achievement (output) to resources

consumed (input). The.ratio looks like this:
¢ o o < .
ROI = output obtalned = performance achievement
input expernded .:resources consumed

IS

The performance achievement part of the model was operationalized in the

following way: Supervisors participating in the training program can use the
_skills they learn to attain a vast array of results (e.g., fewer errors, . .
‘ i . . .

increased morale, reduded bias, more efficient procedures). The one common

v

measire that can be used to reflect all types of results, and can also be

[ T L S o
compared with resources consumed, is dollars saved: The use of dollars as a
i i : : ]
O A S
gstandard measure can be expressed as follows: | . :

4 R . - /

Performance Achievements = Dollars Saved + ss: + Dollars Saved

of Supervisor #1 - . From Result #1 From Result #n
Performance Achievements = Dollars Saved + :2: + Dollars Saved -
of Training Group Ry Supervisor #L - By Supervisor fin

D

baiiéifgéviﬁgg'égﬁ be derived from-costs assoctated with ;dﬁib?énﬁi
facilities, materials, and persomnel. Signifilant reductions in éduiéﬁenc,
- ;éféfiéi§;~éhd/ofq£56111tié§ cégté fesulting from training outcomes aré rére,
- i ) R : .
at least in the context,of the Department of Fducation; thd computation of
s;vihﬁs from these sources is S£féi§£fforward:

e
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Aruitoxt provided by Eic:

-~ Y L .
> - -

Personnel costs have proven to be the most common potentiai source of cost

3

ééVings within the Department of Education. Reductions in personnel costs are

best reflecteﬁ én the amount of time saved. For exampie; fewer errors as a
result -of employes coaching means that less time is spent correcting work.
The time -saved from tné tééuit of fewer etrpré caﬁ;Be computed, ther
tfanéiated to doiiaré uéing;the houriy pa; fatéé?éf'aii-tﬁe staff whose time

is. saved. . S oo

°

‘Increases in superv150rs skill uéé\ééﬁ Eégdif, too, in substantial savings

,

through the identification of misuse of funds allocated in therforms of loans,

B

- “t

* grants, and contract§, (-3~ SN probiem—solving and communicat*on skille\could be

N o
~ 7 ) ) L -\7 i - t’\'
funds. Information on this type of savings {s more difficult to pbtain and
verify but when uncovered is usually quite significant. . -

L v : B R o -
The resources consumed part of the model was developed using this approach:

..

v

75 be used in the ROI formula, resources consumed must be expressed im

dollars. To achieve 1naividu51 and organizational results, supeiviéaié

consume: both training resources; plus whatever additional resources they

_T o

require to make changes on the job. o o :
<. ‘ , | -
\ _ ‘
, Training o .
Resources = Resources + Implementatton
€ onsumed C onsunied ' Resources
.- j . . IS "

{ -

>

fomnd, |

O

Tl
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materials, znd personnel): The major cost for both training and
implemenration is personnel. In computing personnel costs, the time involved
for all personnel is accounted for. For example; in computing training
personnel costs, both the cost of instructor time and the cost of student time
are included.
An example of the computation of return-on-investment for one supervisor and

A

for an entire class is given in Attachment 1. :

Evaluation Process

The evaluation of Education's supervisory course, "Working with Employees,"
training volunteer evaluators; setting the stage in the class; gathering data
éﬁd-féllowihg'upi and analyzing findings and developing recommendations. Each
is described below.

Development of process and instruments — The evaluation process described here

was developed after am ‘sarlier approach to féllow-up with participants proved
ig&wbrkabié; The first effort involved forms which the participants
(supervisors) were ﬁo use to tally the application of skills learned in
&;éaihihg and to define the results obtained; these were to Bé‘fiiiéﬁ.iﬁ datly
or weekly and to be collected after three months. However; supervisors tended
a
not to recognize when they were using a new skill and not to use the forms to

track éhangeé théy did recognize.

7 7 ) o ‘\JV o S 1:/,?,,,,,, e 7
The revised process addressed these difficulties by relying on the evaluators
f R .
- - . . - - . . L_d - - . .
to work with the participants after the course to help them determine when

i

Ea
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they were using course skills and the effects of their use; to diagnose areas
best use the skills to achieve change. A structured interview format guided
application, in doing >roblem diagnosis; in helping plan for successful skill
application in one area of emphasis; and .in developing benefits information
leading to ROI analysis, if appropriate: “(See below for more detailed

explanation.)

Training of volunteer evaluators — In order to carry out the labor-intensive

did not actually teach thé coursé but were willing to learn the course

curriculum thoroughly.

The multi-phase training included attending the supervisory course in full and
receiving iﬁétrhttioﬁ in training skills; in evaluation, amd in consulting.
The volunteers observed an interview of a participant conducted by the.
evaluation coordinator, thén were obsérvéﬁ thgmséi@é& when they conducted
their first interview. After their first interviews, meetings and debriefings

were held, individually and as a group, to discuss the interview process.

three course graduates afte each course session.)

Setting the stage in the class - Participants were told at the end of the

course that they should identify one course skill in bartiguiér that they

i 14
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wanted; to develop and apply on the job. They also were informed that the

instructors wdﬁla follow up with them to determine the value of the course in
changing job behaviors and to assist them with any difficulties encountered in
putting the course skills to work. (Details of the ROI were not explained to

them until the actual interviews.)

Data ﬁathérihg and fblioﬁ:ub activities — Approximately two weeks after the

end of the course, each. participant met with an evaluator who Sought to find
out 1f the supervisor was using course skills on the {ob and, 15 8o, which .
ones and how frequently. Thé avaluator also obtained the reasons for u@ihg or .
not using the skills learned (see Attachment 2). In all cases supervisors had
used some of the skills with, in most inéténcé$, positive results. Where

.éupérviéoré hé& no, iittié, or poor rééuité, the evaluator worked with them to

. address the reasons.

The evaluator then assisted supervisors to select one skill in which they
particularly wished to improve and to develop a plan for Behévériai change
using that skill. Finally, the evaluator, also iniconcert with the
supervisor, developed ways to measure the rcsults of the new skill
appiication. For example,; supervisors wishing to improve their skills in
communicat ion might be encouraged to try using iéfiécfiﬁé skills three times
in each meeting with an empidyéé and to note if Ehe sarer understanding that
resulted led to time savings by virtue of eliminating the need to redo work
and to meet again.

The evaluators returned to the participants about ‘two months after the initial

post—course discussion, to obtain specific results of attempted change for

b
CT\
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translation into cost savings. At that time the evaluator provided additional

advice to the pérticipapts-if the situation warranted: (See Attachment 1 for
s \

examples of participant changes made and resulting savings.)

Analysis of findings and development of final récommendations - The Training

Director and Department management, rapidly becoming too sophisticated to
sccept "smile indexes" of success; are now demanding evidence of increased
prodictivity from ttaiﬁing; The ROIs developed, even when calculated

conservatively, provide firm evidence of such results.

The data and recommendations generated have been and will be given in the
future both in orga and written formats to the Training Director and the
Deputy Drder Secretary for Management. The firsc ROI computed justified the
décisions to continue using a tailored in-house course Versﬁs an outside
course, in-house volunteer trainers rather than consultants, and a course six

days in length rather than a shorter one.

Analysis of the findings also clearly indicated improvements to be made within
the course (e:g., creating a more proﬁiém—éoiQinQ conte=xt for communications
skills and using morc case sStudies), which were then incorporated in the

course in hopes of increasing the ROI in the future.

The ROI evaluation model will be implemented on a yearly or semi-yearly

schedule: Should the ROI drop, it could be increased by decreasing the

implementation costs (e.2., shorten the course) or increasing the savings

(e:g., focus only on §kills that yield clear savings):
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ANALYSIS OF EVALUATION METHOD -

Conditions for use;

=~ Management support to allow for the evaluators' and the course graduétesiA
time.

A training office concérned about obtaining specific évaluation data

and willing to support the evaluation coordinator's efforts.

~ Evaluators who are knowlédgeable in the process and content of the courses:

= ?oé Qbiuntéér tréineré; tréihihﬁ as necessary in interviewing; probiem
solving, and consulting technigues.. )

- Also for volunteer tralners, the motivation to continue working with course
pgrﬁicipants and to carefylly gather information which will be useful for
evaluative purposes. 7

- An evaluation coordinator able to oversee the efforts of the volunteer
evaluators:

-~ A system for réﬁé;ﬁiﬁé volunteer trainer/evaluators (examples are-cash .
awards; letters of commendation) and their supervisorss

. y o -
~ Interview puldes for the evaluators.

Resources required

The individuals involved in the evaluation are a coordinator {who is a full=
time training staff member and who may also carry out follow=up activities as.
well as oVe;éée the efforts of the Vbiﬁntééfé) and voiﬁntéét'éVQiﬁétoré
”(véluhteeté in the sense” that éVaiuatioh 1§ not ﬁart-bf‘tﬁéir usual job);

Time is the main resource needed. The coordinator may spend up to gﬁree staff

days designing and COnducting tréining for volunteérs who need inferviewing'

I

-l !
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ard other skills, then conducting interviews (obkerved by the volunteers),

observing their interviews; and debriefing the valunteers. . The evaluatcrs in
turn may need about a day's worth of training, imciuéing formal sessions,
observations of interviews, debriefings, an&icon&uCting an interv}ew

independently while being observed.

For the time required to evaluate one course, tha coordinator would need about

two staff days in the administration of the procass and preparing a final

report; while the evaluators would need about a Rtaff dav-to conduct three

iﬁEéEGiéws each and brief the coordinator. The Qoordiﬂator max also find it

necessary to put more time into training and debmiefing the evaluators,
depending on‘tneir skill level.

R B S A S
No statistical knowledge is -required on the part of any of the individuals.

Nature of information produced.

' A8 originally conceived, this evaluation process was designed to collect
return:on—inveétment information — the costs vs. tﬁéﬂbénéfité of the training
course. The interview process also provides {oformation on: a) prcbiemé.that
course participantv rout inely face on the 1ob, ad the general context in
which they have to perform their work; b) problems course graduates experience
specifically in practicing course skills on the job and the causes for such
problems (e. g., lack of supportive managerial cldm&te' lack of understanding
of how to use the skitls; lack of comfort or exm%rience in using the skills),
c) reactions to the c%urse and the trainers, from the Vantage point of being

back on the job for a period of time.

1 ¢
15



n
A

- 16

Advantages

Provides suppdrtive data for the course, for the training function to:give
tg top management;a

_ Motivates participants to continue using skills they learnel, as they are
helped to see clear evidence of results.

back on the job, thus increasing transfer of learnings to the job and

LR

=2

thereby the effectiveness of the course.

- Provides additional iﬂfdfﬁéfiéh td_;ﬁé_tréinets on the relevance of course
skills t’aﬁ}iﬁf. and the context in wi'i.:.l'c'h they are used.

— Develops an ongoing c6néu1tat16e‘iélatiéhship between course-graduates . and
the evaluators, thus giving the participants a source toiturn to f&;
assistance if problems or questions arise, ’ f

- ﬂéfi%étes course instructors as the information on positive rééuilé from
the training lets them see firsthand the imﬁaét Qf théir éfforég. ' y

e

Limttations -

:;Péftiéibénts; own abilities to recognize when théy have been applying skills
learned in the courseé, along with the tréiﬁihg_éffice's having to rely on
participants' judgments about the results from using new skills.

= Heavy reliance on interviewers to draw éccur%té ih%ormatiOn from the
bértiéibéhté ;nd assist the pétéicipénfs in deVeibping the required dééé;

~ Absence of work trécicin'g and measurement .sygtems' as sources of data. |

- Limited time thatICéh be asked of volunteers to gathetr data, and that can be
asked of participants to provide information. (Experience has shown;
however, that participants have been céoperative in the éGéiuéEiBﬁ effort%)

i




- potential bias of instructors' Interviewing participants and seeking
examples of changes aj:tf'ttbutable to training, in order to prove course

-

estimates are used to derive ROI figures, impressive resiilts have been shown
(see example in Attachment 1). Indeed it 1s wise to make conservative

Q

estimates to offset criticism of the data's subjectivity.

" Reference

7&1(:’}5 McEl’igot: o

A‘Nf{oi‘ace Mann Lé?rﬁing éénté;‘
v.S. D'e'b'a'rtijent of Education

°

3700 Donohoe
400 6th Streét, SW
Washington, DC 20202

(Phone: (202) 245-2481)
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RETURN-ON-INVESTMENT

CALCULATIONS .
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ﬁéturn—on—investmentméQICElations

An example of the computation:.of return-on—investment for one supervisor is

_the foliowing:

. #
Result #1: o Skills used - Interpersonal and time management
o How used - To develop precedural changes
o Result - Time reduced one-third for each technician

o Total Savings — 3,000 technician hours per year

@ §5:50 per hour
Result #2: o Skill used - Controlling .
o How used - To establish phone monttoring system
"o Results - 10 logged phone calls per day eliminated
at 3 minutes each; 5 non-logged phone . -
calls per day eliminated at 10 minutes cach

o Total savings — 323 hours of clerical time per year

@ $5.50 per hour

Performance ‘Dollars Saved ~ +  Dollars Saved
Achievement: From Result #1 From Result #2
' ($16,000) - (S1,831)

$18,331

fil



ng}iﬁ:irixé o 48 hours of supervisor f:i‘éihi‘.ﬁé Lo
Resources: - R
time @ $15:00 per hour

o 18 hours of instruction time @

$17.50 per hour (a total of

” " 144 instructor hours were -
invested in 8 participants) -
= . ‘ :
Implementation o 16 hours of supervisor time per
Resources: L S
~ year @ $15.00 per hour N
o 80 hours of technician time per
jear @ $7.50 per hour
o 32 hours of cleriecal timé per
' yeéar @ $5.50 per hour
* Resources Training + Implementation = $2,051
Consumed: _ Resoiirces Resources '
Consumed . Consumed -
($1035) ($1016)
ROI: 1 $18,331 = ROI of 8.9 to 1 :
$ 2,051 : ' e

in computing’the iﬁi, it shOuidrbefnoted thai a standafﬂrpeiiqdﬁéfﬁfiﬁé ﬁﬁéfih
. be selected. 1In the example, the time period selected was one year.

o




The computation for a group of eight course participants can be done as

follows:

Results from

’ Each Supervisor:

Performance
Achievement:

Training
Resources:

Implementation
Resources:

Resources.
Consumed

Supervisor #1: $37,125

Supervisor #2: $18,331

Supervisor #3: § 3,125

Supervisor #4: $10,000

Supervisor #5: None

Sipervisor #6: None

Supervisor #7: Not available

Supervisor #8: Not available

Dollars Saved by = $68,581

Supervisors 1 to 8

o 384 hours of supervisor time @

$15.00 per hour

o 144 hours of instructor time @

$17.50 per hour

Supervisor #1: 435;000
Supervisor #2: S$1,016
Supervisor #3: § 400
Supervisor #4: $1,500
Suderviser #5: § 175
Supervisor #6: None
Supervisor #7: Not available

Supervisor #8: Not available

Training + Implementation = §16,371

Resources Resources
Consumed Consumed
($8,280) ($8,091)

2
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ROT: $68,581 = ROI of 4.2 to 1
$16,371

Two points need to be made in regard to the above example: First, all
training participants were used for the computation of the ROI -- even the two.
participants for whom results were{nbt‘évéii§5ié;‘ If these two supervisors |
are eiiminatea from the training resources equation, thén the ROI imprévéé to

4.6 to 1. Second, the 1ife cycle model of computing training costs indicates

that there are three distinct stages:

- B B B .- N . B B
Start-up stage - . — When the program is being developed.
Transition stage " - When bith new programs and old programs
R are being run.
Steady-state stage -~ When the program ié_fuii}‘épéféfiéﬁéi

and changes are rgiﬁiimii.,

-

The above examples have been tased on a “steady-state” stage. If it were
desirable to do so, start-up costs for design and &é;éiéﬁﬁéﬁE would be

. ~
determined and a share allocated to an individual trainee and/or a training

group; this would have significantly reduced the ROI for the initial group
cited but mot for later groups where §tart-up costs no longer apply.

o o N - [ o - I i ey — ¢ — e I L - _ -
(Alternatively, start—up costs could be amortized over the length of the ‘use
of the course, tnus minimizing their impact on any one course offering. This
is bfébéﬁly a more realistic abbroéch and  more closely parallels private

sector business practices.) *



ATTACHMENT 2

FOLLOW-UP INTERVIEW FORMS



Providing Assistance To Supervisors Who Took the Course:

g "Working With Erployee

es"

(For trainers interviewing supervisor trainees)

Is the supervisor using the course skills ? (Page 2)

Supervisor 16 not using Supervisor is dsing
Coyrse skills Course skills
Identify the reasons. . I, Indicate f;equency of nye. _
(Page 2) ; (Page 2)
Address the reasons, ¢ | 2, Identify reasons for uee;_?_i o
(Page 3) ‘ ; (Page 2)
' Develop a plan,
(Page &) ¢
_ y __ !

Supervisor has resul

ts

Quperviaor i -fio resulte

1, Identify the effects.
(Page 5)

‘i}'éénﬁﬁEé'Eﬁé benefits,
{Page 5)

3. Consider an anditiongi pién.
. (Page 4)

2, Refine the plan, (éage 6)

1, Diagnose the situation. (Page )
Identify problem skttt
Identify reason for use
= "Problen/need o
- Other

- What 8 happening )

- What vant to happen |
Identify reasors for problen
- Reasons

- Suggestions

s

N
fi3



Providing Asststance To Supervigore Who Took
The Course: ‘“Working with Employees” ~  ——n —

*

Supervisor _ __ __ ____ Posttion ' Date .

Interviewer Unit ~ Grade
Level

Your ase of ‘cairse akills:

Indicate how often the supervisor has used or is using For each skill write below a
the course skills on the job iisted below: reason for the supervisor
| using (e.g., action plan
— : - ; : — : developed; lomediate need,
Hore than Once a Less than Once a Less than Not at|special interests) or not
once a = day  once a day week once a all |using (e.g,; not enough
day but more, week time; not motivated, don't
than once understand the skill, not
a week ; relevaut; mo opportunity)
the skill,

Course Skill

Reasons:

I, Communication " I L ]

.Solving perform- ‘
ance problens H
Setting work | | (
expectations

) ‘ 5,

b Blamadag .|
~JShort-term
JLong-tern

5. Directing 5,
| Making assign-
- ments

.Coriducting
weetings

6. Controlling | S [ T
- Monitoring work T

Se

Jotivating . | ..
. Q p ran . . .
[ RJCPOYees | - S F

2,

Aruitoxt provided by Eic:




Developing a Plan For The Supetvisor Who'is not Using
‘ The Course Skills '
The supervisor is not using any of the course skills, Below are suggestions for addressing some of
the reasons for the supervisor not using the skills., Review these reasons with the supervisor aad
develop a plan by Filling in the rest of this page and the following page.

Reason . © Suggestion |
1. No time available, oVério;aéd vith w&rk. I.. Try a very ﬁmall part,
2., No action plan from the course. 2, Develop an action plan,
3, Do not understand the area, . "3, 'Reviev the naterial,
b, No need at this time, ' b, Play improvements,
| 5. Mot motivated. | 5, Try a very small paft that interests you,
6: No support from superior, 6: Meet with éuperior and try a small part,
1. 7:
8. 8.

Jofrm e BkE L e e RO e e mmm e —— S gEBEOR
Q L ) J.’v N
]E IC.. : == : . o
- : ' 'Z'L ;f. ]




o . Peveloping a Plan to Use
' Skills on the Job

in the spaces below; develop a plan for
one of the course skills on the job.

Course

27

the supervisor to use

indiéaté thé ékiii to be used:
Indicate the reason the skill is to be used:
B S . a

If possible, tie the reason to a performance problem
(Iindividual or unit). :
Develop the plan.

B I - 4 VX -
With Whom: [Self/employees (no.)] o e
Steps: Time Frames:

S




Recordtng the Results of Using the Course

Skills on the Job

Indicate below thé rééuitﬁ tﬁé,supérviéor has had in uéing the course skills on the job; Algo determine

the benefits based on the results,

Effects:

v

/
What Happened? To Whod? Wow Uftéi? | Average Tise X  Namber of - TweTo =
Savings Instances Plan Benefits
Y
I, Refer to page & for developing plans for other course areas. .
" ‘ I ] ] ‘m I,
2. Re’er to page 6 for problems that you may have, - |
‘ 3&) _J‘,f)
/

IToxt Provided by ERI

E{I(;Li o X

5
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Diagnosing the Problem for the Supervisor Who
Has No Results in Using Course Skills,.

Ask the supervisor the questions below in order to address
the skills for which the supervisor does not have results.
1. With what skills:.are you having a problem?
2. What is your reason for using this ski11?
. A specific need or problem:
. Other
3. What are tha effects that you are not achieving? .
: What is not;habbeningf
. What do you want to hapbén?
4. What are the reasons for the problem?
Here are some examples.
AN . - -
Reasons: - Suggestions:

, . B - o i o -'~\ . B 7' 77: i - i i
uéﬁ. Your understanding of the i 1. Review the material;
areas¢ ’ : " .

2. You are looking for inappro- \Z. Revise purpose.
priate effects, .
3. Your superior is not supportive.| 3. Meet with your superior
o , S and/or simplify planm.-
4. Employees are not motivated. 4. Meet with employees
and/or simplify plan.

N




O

ERIC

Aruitoxt provided by Eic:

30

§
Diagnosis Cant'd.
w ; °
i

e -
What are the reasons?

] N :

W e T — = —_ - T T T — g — =t — =

Your reasons’: Suggestions: X

P R y

5.

1f revisions in your

v




31
" U.S. GENERAL ACCOUNTING OFFICE
=
EVALUATION OF THE SKILLS FOR PERFORMANCE
AND CAREER DEVELOPMENT COURSE
SUMMARY.

GAO developed a course to train their: auditing staff in interpersonal problem-
solving processes and to enable individuals to use the skills learned in

various agency-specific settings. An extensive evaluation was carried out to

acsess participant reactions to the course and knowledge gained (course

process measures) and participant application on the job of skills learned

)

(course product mmeasures): Various control groups were used to determine, for

instance; the influence of the course on behavior; relative fo other

o ___ . __ L __
interventions such as “"sensitizing” individuals to the subject matter;
Results of the evaluation were used for a variety of purposes, including .-

modifying offerings of the course for other-GAO staff; determining use of-

skills in the zgency, and showing the value of tnternal evaluation.

— -t

35
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GENERAL DESCRIPTION OF THE EVALUATION METHOD

N
During the late 1970's, the General Accounting Office (GAO), by direction of .
thé Comptroller General, developed a training course called Skills for
Performarnce and Career Development (SPCD). Its purpose was to impart ééﬁé?ié
interpersonal communication gkills which could be used in a 65?iéE§ of
:fcounééiiﬁﬁ situatianéi The audience .attending the course included almost all

E - \
individuals.
The objectives of .the Four-day workshop (which was offered over 200 times)
were to ensble participants to:

-

1. Learn about effective and ineffective communications skills.

; 2: Practice the effective skills. . ”
3. Apply the .sktlls to performance coaching and counseling 1

(including persénal problem identificstion); career counseling,
- v . S . o - e o B .
_performance appraisal, and small group problem-solving situations.

Using wncté@ materfals, iég;uré’s, large and small group discussions, role-
piéyiﬁg,-ahd viééoltapéd 11lustraticons, the %orkghop was designed to use
pért_iéipantg? own éxpéri:énrc'és and ch> ensure cii'ré{: aﬁﬁiicgbiii’:& 'o'f: ieaini’né
- to the GAO bfgéﬁiiaﬁibn. fﬁé pérticipanté continually rééeiVQd feedbéck on
their coﬁﬁétehtiéé tﬁtbuﬁh audio and video tepiays; Part of _the learning
" process was partiéipants‘ ﬁéépihé déiiy'icgé on what they weréliearning~and
:;o;‘tﬁey.would aﬁpiy th;t to tﬁéir.oﬁn,jobé. |

,f -:: . . M . ' é;{)
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In order to implement the SPCD coursé on the massive scale desired, éitéfﬁély
consultants and internal personnel were trained by golng through the course,
then by receiving instruction on how to conduct the courge fhe@éeives and how
to administer the evaluation instruments. Classes were given in Washington,
DC; and in various regional sites. Whilé an observer from the central
training éEéﬁf watched many of the sessions, no attempt was made to
standardize the specific course content or presentation style. Thus thle thé
basic SPED skills were to be cbvefed each time, the implementation of the - )

course varied from session to session.’

-

The éValﬁatiéﬁ-aééiiﬁ for SPCD was started after the course was being
 aé1ivered. Both the course “process"” (1ﬁ—é6ﬁfsé Eréiniﬁg) and "pro&uqﬁ" (use
of "skills in the GAD setting) were assessed: The process was assessed at two
levels - bafticiﬁanfsi reactions EEIEﬁé course and the amount of irformation
gained during the course. The product or outcome was measured by looking at
behavior change after the courses Because of the Eimihé of the évéiuatioﬁ.

it was being offered. ﬁéther the purposes of the evaluation were to:

1. Indicate changes which should be made in' other SPCD programs,
e.g., one fqr hon4éuditb;s and one for new auditor Stéff;

2. Aééééé‘thé?impétt of the brogrém‘§n thé_a?;Eeﬁés§ and use of
interpersonal skills in the agency (as a prelude to intro- .
dﬁcing péféorméncé ébpréiééi and éoachiné systems into the
agency). - '

3. iéihfbrbé»the agéncy's beréebtion-gf‘thé'iﬁbbttanée of the

§kills taught. - ) |

s

- g

&
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e S P )
4. Demonstrate the feasibility and value of internal evaluztion

programs.

 The following describes the evaluation efforts for-both the proceass and

product of the SPCD project, including the means for collecting and anaiyziné

Evaluation of the SPCD Ppoces.

Design ~ In order to understand the effectiveness of the training process;

- . . L 7677 . o - - - 3 L o _
four groups were used — an SPCD group, a Sensitizéd Awareness Group (sA6), a
control group, and a post—test only group. The characteristics of each were

as follows. ‘ i .

The SPCD group took the pre—test at the start of the courSe, completed the

v
/

four dayé of training, and took the post—test at the end of the- course. The

. e ~.
Sensitized Awareness Group (SAG) took the pre—teSt, received fsensitizing" T
instructions that made participants aware of interpersonal problem-solving and

communication skiiis without providing traindng in the sktlls, and took the

posqrtest four days later. The control group took the pfe—test and: four days

later, the post-test; this group was used to assess th stability of the

, i ) - S . ’ )
~peasuring instruments over time and répétition; The post—only group did not
take the preétest but did complete the full four;day course and took the post=

test at the end; they served 4s'a comparison group ‘tor the SPCD group to see

the éffects of taking the pre—test on the impact of the course itself.

° -

7

Data collectiontinstruments ~ The instruments used to evaluate the course

process were devetoped based on the course objéctives,_thecmethods used to

4 .

O ‘ - . ' . S !
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accomplish those objectives; and the design of the course. The instruments
(pre-test and post-test were identical) includad a Beliet Questionnaire, an
Infdrmﬁtibh Aéééssmehtg0uestibnhairé, and an Observation Exercise; as well as

-

following chart.

béta éoiiéction InStruments:éSPCD.*Pfocess“§

Instrument Information obtained When given )
Belief o - attitudes about course content pre-test &
Questionnaire* . . o post—test

. : — attitudes about status of .

communication skills at GAD

- attitudes about status of personal
comminication skills

Information - measures of knowledge and pre-test: &

ASsessment conprehension of SPCD skills - post—-test

Questionnaire* S )
— measures of ability to apply

SPCD skills _
Observation - measure of ability to recognize pre-test &
Exercises* SPCD behaviors in simulated post—-test

GAO setting

Course . - impressions about instructor " post-test
Fvaluation competéence
Form

- impressions about fnstructor effort
- impressions about value of specific
‘ agpects of the course : <
- impressions about overall value of

the course

(9

*See Attichment 1 for examples of the first three instruments. .

ERIC

Aruitoxt provided by Eic:



Data analyses - The course process evaluation used over 2000 sets of completed

- tabulated, using a specially designed program. For each participant the mean
of all responges rélated to a particular type of information; or subscale, was

computed and these means were used for analysis purposes. For instance, the

While statistically significant differences were shown for those who tock the
course versus the comparison groups, the results could have been due to the

large sample size; the differences in the numbers themselves were not very

large and hence did not seem of practical importance. Therefore the
evaluators did further analyses to assess the influence of the sample size.
Results pointed to one particular area of practical significant difference

N .

between those who took the course and those who did not (ability to apply
gdmmunication Skiiié in simulated ihteibétsonai encounters, from the \
Observation Exercises): Finally, the results of the course evaluation \f\o{m
were calculated. These results were also éo?téiatéd with responses on the
osther course process measures, to determine thé:tEiétionship between how
béitiéiﬁéﬁfé felt about the course and how much knowledge, skill, amd attitude
change occurred.
- &

Evaluation of the SPCD "Proaduct”

Design - Because the goal of the SPCD program was to improve the interpersonal
pféhiéﬁ-ééi@iﬁé’éhdvcdmmuhitation skil1ls of participants, efforts were made to
assess the impact of the course on behavior in the GAO environment. To do so,

45
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twWo types of data collection processes weré used - a Follow-up Questionnaire

and an Observation of three audit teams.

Data collection instruments and data analyses: Follow-up Questionnaire — A

Fol low-up Ouestionnaire was sent to GAO employees eligible for the SPCD
program, whether or not they had attended the tréihing (so that comparisons on
knowledge and skill couid.be made between course pérticipants and those who
had not attended). The questionnaire was sent out about nine months after the
beginning of the training implementation: 1In addition to demographic data,
&Eﬁe édééfiéﬁﬁéiié consisted of three méjé? éééfi6ﬁ§2~_fﬁé fitéf'féduééféd
self-reports about the frequency of attending meetings, the use of

interpersonal skills, and 1ﬁféfﬁé§§éﬁéi'éffééfibéﬁééé, in five GAO
organizational settings: These éétfiﬁég, e:gs; audit team ;ééfiﬁé, agerncy
‘meeting; personal problem-solving session, were selected because they occurred
" retatively often; were more or less ﬁhtdé{ly exclusive, and covered ﬁést of
the interpersonal, ﬁdb??élated encounters a GAO employee was likely to

experience.

The second part of theiquestionnaire, answered by SPCD participants only, |
requested self-reported, awareness of -communication behaviors used by

themSeigés and By othéré, and bércéivéé’couréé benefit.

The third section asked Tespondents to apply communications skills 1n Five
: . i ‘
simulated interpersonal problem-solving situations, by having them check what

they; felt would be .an appropriaté response to sample employee statements about
problems. (See Attachment 2 for Follow-up Ouestionnaire statements.)
béfihitidﬁé were providéd to.reépondénts on the variousvterps ugsed in the

- questionnaire. 4‘2




38
Data from the questionnaire were summarized By ibokiﬂﬁ at all SPCD

taken the course gix monthg previously._ Data from the last groip was directly
////eampared to responses of the non—SPCD grouo, as the non—participants were
instructed to-respond to the questionnaire based on their experiences for the
last six months only. Analyses included frequencies with which the‘\g
respondents renotted being in the five etéaﬁizatichai settings and, for each
setting, summaries of the kinds of cémﬁﬁﬁiéétiéﬁ behavior, Ehé Eééﬁéﬁ&eﬁEé

reported using. Statistical analyses were also done to compare responses

among the three groups.

summarized to show the -extent to which course participarts saw themselves as
Ehéﬁiiﬁé in effectiveness in different 6rkéh12atioﬁél settings. ?eréebtions

tabulated in a straightforwdard way.
3

. The third section of the Follow-up Ouestionnaire used the same five items as
on the pre- and post-tést to assess the ability to apply communication skills

to . simu]ated interpersonal encounters. SPCD participant responses were

compared to responses of non-participants to determine statistical

~gignificance,;

o ) B ) - o )
Data collection instruments and data analyses: Observation of audit teams - To

,_aboiit—the use of communication skills in the GAO

environment; three audit teams were selected for observation: One in which

the team members had éombieteé thé course; one in which the team members were

45 o -
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. ~ . ~ o - B B o . L 7'7 B o

aware that communication skills were being observed but had not taken the
s o o ) L S
course (SAG); and one in which team members had not taken the course and did
- _ - - N - I - L L Ll Ll
not know why they were being observed (control). Observers were trained in:
observation téchniques and SICD skills. ' Structured forms were used during the
observations to capture such information as Eiﬁé of meeting being observed and

Do

apecific'Behaviors exhibited. Observirs were to look for five positive skills

raﬁ{zht in the course and five negafi_iié ijéﬁé??iéré which; if present, would )

impede the interpersonal problem-golving process from occurring. Observers
g\contacted the audit teams to find out about scheduled meetings,; with the audit

-

group letting the observers know about any meetings scheduled on short notice.

Analyses were made of the frequency of meetings of different types among the
three groups observed, as well as the rate of behavior occurrences per minute,
for positive and negative behaviors. The types of behaviors observed were

compared with the results of the Follow—up Questionnaire.

up observation, the course instructors, and the otheérs involved in the project

" were debriefed and informed of the results. Results weré used to redesigi ehe

SPCD course for 18t9k audiences and to reinforce SPCD skills in subsequent .

managerial/sﬁbervisory/executive development programs and during the

implementation of the agency's performance management system,

,
T
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ANALYSIS OF EVALUATION METHOD

Conditions for use

= éuéport‘sy management for the timé to design and implement an évaluation
of such extent. |

- Involvement of evaluation staff eariy in thg procésé of éésigningltné
course.

Resources which can be tapped for assistance in questionnaire design,

sampling, and analysis techniques.

- Cooperation among those ransulting on the evaluation, those conducting
thé évéluation, ard the instructors, as well as the participants (and.
their supervisors).

= Instruments apécificaiiy designed for the agercy's environment and
based on courée‘objettives.‘ lead time to pilot—-test instrumentss

- Staff which can be made available and trained specifically to help with

a large-scale evaluation, or ébiiif} to hire outside consultants.

Resources_required : .

The time of the evaluators to design and implement the evaluation process and

to analyze the results, is the primary resource required. Also, if sampling

these areas needs to he availabie; if the training staff does not have this

o gkITY Ind Tetdaals outside the“training office“or the ‘agency-can- be used—to———

aasist the evaiuators. The statistical analyses are straightforward for the

data analysis needs: A small amount of time is needed on the part of

instructors .and participants in fulfilling the requirements of the evaluation

4
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process. If observations are :thIi.ld;éd in the design, individuals need to be
trained to perform this task with consistency and reliability. If a la:ge
" gample is to be used, a computer program to process the data can tave
considerable time in the iong run,

® _
Nature of information praduced

With the design used at GAO, evaluative data are produced at three levels -
attitudes of participants about the usefulness of the course, knowledge

changes, and use of skills on the job: As a check on the effect of the course

'céﬁﬁéfiééili éi‘&iﬁé (esgs,; those wifﬁ&i'f:kfhé training; those sansitized B?A ‘
receiving iﬁféfﬁéfiéﬁ on the subject witliout formal Eféiﬁiﬁé); The ‘evaluation
1ﬁ§f:fﬁﬁéﬁé§ also produce 1ﬁf6f‘iﬁéf:16ﬁ on how respondents felt about using .
commuinication skills themselves and the impact that that has had oﬁAtHéif_
performance: The information is derived in éiffeféh; wa?; - self ﬁefcébtions,
uritten tests, and observafions by tratned fndividuals who were not GAO
employees . fﬁé.ihformétibn,producéd 18 quantitative and includes déScripfivé

and inferential statistics.

Advantages

= Using comparison groups as a means to control for certain variables
(Such as the effect of iékiﬁg a prééc0ur§é test on the course's
of fectiveness) allows stronger conclusions to be drawn.

= Obtaining gééiuétiOﬁ information from different sources and by

different data collection processes enables verifications to be made.




L‘mitations

/
and tabulate results;

- Extensive lead time and EééBﬁEEé% required to carry out a large=
scale -evaluat ion (sampling would diminish this need to Bome ‘extént).

- With the evaluation process Béﬁﬁﬁ after~the—fact, limited use of the -
resulté for modifying the ongoing training (can be used in.future
'offerings and offerings for ‘iher audiences) ';

iefeieééé

Dr. Steven M. Medlin

Room| 7840

GAO ;;uiiai;mg

aaife Street; NW | E

Washtngton, DC 20368 : S

(Ph'one° (202) 272—3162)
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ATTACHMENT 1

EXAMPLES OF DATA COLLECTION
INSTRUMENTS USED

(SPCD "PROCESS"™)

Cn
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_ IDENTIFiCATION CODE:
- telephone number.

/ j . e ' 4t

/J: SPCD TRAINING COURSE ' ‘ ' : =

/
i

' PRECOURSE EVALUATION

(Last four digits of you: home

Please record here and in your
notebook for future refeteacc.);

DIVISION]OFFICEIREGION (Insert the nams of your
division, office, or regxon in the space below and

inse:t the code ounmber in :he 2 boxes to the left as

........

'CURRENT GS GRADE LEVEL (Insert the number (1-6) of

the ca:egory in the box. ) ¢

1. é?i&i 6 or below

2. GCrade 7 or 9 )
3. Crade 11 » e
4. Grade 12

S. Grade 13 or 14

6. Grade 15 or above

Card 'l °

! .

5:



g . BELIEFS 'dﬁtstxbmn!:

“this is a questionnsire which samples the opinion and ccn:xun: ol indxvidulll _-toward vctioul ststenents
dealiag ‘with human'resourcs developoant. Plesse respond to esch stetement by giving se accurate a ttpumu-

tion of ‘your bsliafe as is pcssibla.

NT STRZ TO READ EACH STATEMENT CARZFULLY AKD
TEFX DIDICATE YOUR OPINION BY CHECKING ONE
Of THE BOXES NEXT TO EACH STATEMENT. .
. \: N

'moublx;l;m; a0 _atmosphem of coafort and Erust

is erucial in any kind of extended incterpereonal

- _problem solving ‘interaction.
W) Parapbracing or-restating vhat another person

—_

ha» said is the-best vay to encourage the othsr . L
——meo continue tslking. , (10)
[&3) The| most importaat ;6-;,7ogfggog;qug;vm; E0) . . oo
that ths person vith che problem acknowladgs it : .. : €11 -
—_as_his/her owm, N .-

H) .Zffective use otﬁptobfer}g}vmg lE}IEL;ru:Iy

aids .your efforts to make ce the job contact s
—_ with people sore productiva. . ) . I €12).
€5) Melping people to _develop skilla can onIy take )
placevben both prople involved believe that the ) % ) : .
obe being coached iz able and willing to dmlop CL R 1 1 an’
. —theskillsiin_ queseion. ]
{é) Respect is the common denocminator of ell ) ] -
___ _affective Helpcr behaviors. - - -3 4 a8
(7) Speciellskills are required to ' .
positively influenca aa intersction : : .
‘kid: anem:eted on a problem. - (15)
[7}) th audit scaff operate at a hx;h lcva). of ) . .
— ini’cryenoﬂat competency. B S BN S e N S VD) :
(3) A training course ggf}nggrgeuml commutiication ~1 :
incerpersonal problem solving only gets in the a : D
——_way of thé “real" vork of GAO. oy e an- )
{10) Aoy person_hirsd by CAQ in an audit position i
: (18)

sescases ths necessary charadterutxcu to be .-
__ __able th comcunicate effectively.. -1 - R IR B

1) I ax currencly very avare of how Skillful I am et

pﬂ:fomnca counseling (conversing vith others _ P

, about their| fealings or personal mactere as they A (19)

i - *'mliei—ershe person's performsnce). -
~  TAXY My persooal iskills ac performance counseling °° - v . }

. ———_are highly daveloved. L ‘. - - €20)

. %13} 1_am currenctly very avare of how skillful & 1 -1 -

___at interpersonal_ cmnminon,,,,7,,77,,,,77,77 -1 - b L} ) (2D
Tffxy _ personal skills ac interpersonal communication ’

—— eveloved. ) ' (22)
.C15) 1 fael very confident tha: 1 can !3;75999.15!9;75: ° ) . .

) ' (23)

ying opriate skills when engeged ifA per~
iseling and interpérsonal cocmunicstion. -

; - — !mee cout

i
B
i
4
i
i
1

————
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INFORMATION ASSESSMENT

‘inséfuaéiaaie .
i'. :

‘nﬁout interpersonal communication skills prior
. couTBRS

This lssessmen: is desxgued :o measure & ggfgégii ﬁﬁééfitiﬁdiﬁi

to partxcxpntxng in this
At the conclusion, 8 similar assessment will be performed to

how effective the course was at increasing the participants'
knovledge and awvareness of interpersonal skills.

~

Thc assessment has 2 lcc:znnl each with a number of items.

77§etd
the one respdnse which best completes or answers the question. Check the
wbox in front of thg response you select. -
| Make sure yon ansver evcry item. e -
f ;
Just before you begin to take tbefgslgssment, record
‘Time Started. When you have ccmpteted it, record the time

the time under

Qi%h ftew carefully, apply whatever information is appropriate, and select

46

PRECOURSE |

under Time Scopped.
Time Started: ____

Time Stopped:

P

wr
¢




- , _ Lo - (Excerpts) R

\

moamrtou ASS!SSPE!I‘I’

4, 2ffsctive eo-unx.cuio—a among GAD uaft can ouly occur vb.a :hc individuih involvcd ars villing
.‘ uﬁh to: ({neck cas) (26)

T8 D Commmicste nccdl. - . .

2. 7 Clearly uadarstand cxpocutim ' '

3. D " Idencify skills for pcrlctiinci cmuciiiai.

L E’ Resolve intsrfering work relacsd problems.

S. [T7 all of the ebave. . - , |
2. 1cis i-i’ort € to Ca0 :!uc Wlm-a hm Iiiiéhﬁa i!iifﬁj skills becauss F.iuu liﬁ.iié \ (ébcck ..
- ous) : : . ' Too@n -

1. Impact ou the mencal health of the orgenizatica.

L7

Ef Provide a stimilating and encoursging experisnce for mmu. .

3. [7 pacresse ths 1ixelihood that wanagers will creece further inur:cnml problsms.
LT @) and (3) ocaly.

LT . @), ane ). ‘

3. a1l of the taliovxng ate remscux Wiy the geueric nodcl for innrperuml belp kas specisl value for
‘ nnniiitnt excepe: (Check cuci : (28)
g 1t yzmau [ g\uh !oz the helpmg proccu. i *

2 C’ Ic ytcvcnl:l fruscracion of :hc procese.
i.’ £7 It assists the nmger to projcct hi-/her ovn needs ipco the p:oc“..
&, 7 It provides a d!tmuien of core ekills needed h‘%thc helping procese.
- S. I—:7 Wooe of the above. .
4. All of the !’olliiriiii ate effective Emd- of helper respouses except: (Check one) €29)
kS 1:7 Asking “why" quescions.- ' '
2.

[T Vocusing ou aspectsof tha prodlem.

3. U !m:uiz.ng ca c'hara'lc’;etiuicl_ of the pevsoun. | . - -
& [T W emd 3.

s. ﬁ loat of the lbovc.

.. Uhicb _sansger behavx.or vould bcpl: nccoaglic!; & successful interaction vith an cnploycc centered

on’a problu. 80 that the mloy.c has the expirience of beiag valued? (Check one) €20

~

D ‘tcllmg :hc mloyu betveen phone calls :hu: he/she lhould get nght to the poist,
‘ 1. C’ Telling :ﬁi é-ployéi to come into the offica aznd then clocmg the dooz. \
5 £7- Sittmg on confo blc chairs on oppoun sides of chs roo- from ons aoother. .
&, L-:T Talliinz vith/{c eaplayu !ra- behind & desk. . -

Z 7 sittiig o6 & couch right sext to ;hi employes. _
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Taseructions? s |

- _ - _ _ _ .
You are about to participate in an observation exercise. Tha purpose
of this exercise is to determine how gkillful you are at identifying certain

typet of communication behavior in other GAO audit staff, which you will

vitness Interaetxng on the TV monitor in a moment. Both the contént and the

 nature of this interaction are fictional. However, it. dces represent a

possible discussion EEEE might occur between audit team members.

and their definitions:. When you turn this page;_ carefully read over this

list vith their definitions: After this; you will observe an interaction

of sn sudit team and indicate which of theee cammunxcetxon behaviors you

vitne25ed the team displays:

~he 1ntetact1un will be replayed and stopped at 30 second xntervale.

At th- end of each 30 second interval; you will scan the list of communication

behiviérx on the Observation Sheet and indicate ;hexr pre:enee or absence for

each interval indicated. If you observed the presence of any amount of a

behavior in an interval, you simply place the number one (1) in the box on the

Observation Sheet that correspouds to the behavior observed. If you did not

IV ETT T . —e —— e ——— ———

obgerve any occurrence for a particular bebavior in that interval; place the

number zero (0) in. the box on the Observation Sheet that corresponds to the

- appropriate behavior. For each observation interval every comxzunication

bel.avior needs no have either a (1) or (0) in the appropriate box on the
Oblervetzon Sheet.

If you have any questions about the procedure, ask the -instructor to

elarxfy them for you before you begin the exercise.

\
\
\

7727 1./ 1D CODE

1%
11 DIVISION/OFFICE/REGION
st .
L/  GRADE CODE
7 .
72/ Card 2
8



DEFINTTIONS OF COMUNICATION BEIAVICRS

i Achovlaagin;-————ﬁqgf are. d!is gronts or nods of euuumu:ion.w Thq éeigée -{.zér;i,vg'giaii

bebsviors likc "ub hub™; “right"; “yes”; "0.X.%, and others, 3s wcll 2s a

¢ _ posirive nod or mvn:ut of the boad.
2. Ceatering—— identifying and eo—cnting on the uren:thl of mthzr. Reforencing of
‘ specific achicvements is slso cppropnun. :
3. Cheeking . Summarizing vhat another has 2aid, or requesting clacif fication. Also,
. . teeting viat you tﬁiiﬁ you hesrd from 550“\&?.
4. Jodging 4ny response that could proapt the other persoa_to call hcr]hxggglgixgto

(urtb‘r _qucstion, and that interfcres vith the dcvclopwciut of the helping

process; (i.e.; "You rc inadequate”; “pasically you'cve doing veII ).

T ?robui —e———tt -Open—er dcd and focuggdfquuuoc vhich elicit more informatioca on pre-
viously mentioned nurut' or ;\tquutxn'g another to explore e plrncular -
area. -

6. Raflecting The accurata xdentiﬁélncm of anothar' Lgeglihjgilad[gg}hnfgogggngﬁof the

message and the reflection of. fcelingl und contant. Refers to the sxphci:
secssage scnt. .

1 = Otiservad
© = Eot observed .
’.’77*»2321?6 . o ) ) o o;‘.ncrviti;on Interval S

Bihviorr b3 2 3 & S 6 7 8 9 10 11 12
Acknowledging < ' . ' (9-20)
Cuntaring - : | A I N S L (21-32)
Gauing | o (33-44)
Juigiag R | | ws-se
Probiamg S S _— _ (57-68)
xeflecting . o ) I I e , N I (69-80)

ERIC
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ATTACHMENT 2

SPCD FCLLOW-UP QUESTIONNAIRE -

(O]

e

50




IDENTIFICATION INFORMATICN

Enter the idenr_ifxcat.ion mfomat.ion requested below.

1.

4.

ERIC

Aruitoxt provided by Eic:

;den&ﬁicationmde

four digits ofyaxrmteieghme number) that you
were asked toO ude diring training. If you did not

maygxmtelegmnmberarﬂcanmtrem-

ber your substitute code; please look to see if you

put it sanewhere in yoar SPCD sraiterials:

If yoa

cannot locate or recall the identification code you

used, please enter 9999.

Régicﬁ/bivis'iax osde

Enter your region ov division code. (They are

listed below.)

Camunity and Econamic Develop- 13

ment Division 14
Energy and Minerals Division . i5
Federal Personnel and Campensation 16
Division .. 17
Figld Operatichs Divigicn (HQ) 18
Financial and General Manage— 19
ment Studies. Division 20
General Government Division 21
Hatan Resoarces Division 22
Intermational Division 23
Logistics and Cawminications ) 24
Division. . 25
Office of the General Counsel . . 26
Procurement and Systems Acquisition 27
Division- _ R 28
Program Anaiysxs Division 29

Atlanta 30 Panama City .
Boston 31 Other (please
C)ucago specify)

. Enter the mumber of months_that have elapsed

since you attended the SPCD course. If you
have not taken the cou.rse, enter the number

"gg. "
Grade Level
Enter y&x; current grade level.

Job Function

Enter your job function code. (They are
listed below.)

Series
Adjudicator. - 950 10
Administrative off:.cer 341. 11
Auditor 510 12
Camput ientist 334 13
pData T: ;ri:ber _356 ) 14
Editor 1082 15
Industry Economist 110 16
Management Ana.lyst . 343 17

L1/
5°10

[ [ 1

11-12

Job Funicticn ;ﬁfﬁ&i series

Managenent Auditor
Mathematical Statistician
Operaticfis Research Analyst
Senior Analyst _

Social Scientist
statistician_

Supervisory Program Analyat
Supervisory Statistician
Other (specxfy)

[

-
d
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DEFINITIONS OF ORGANIZATIONAL SETTINGS

AGdit team meeting

persons of an audit
€ deaI with organi-=
The scope of
such meetings could nge _negotiating
team lgreementl _and plcnnxng to revxewxnx and dxlcullxng audit xnformatxon

collected on a day-~to-day basis.

Individuals occupy

this setting whenever two or Ei;e

tational,

KEEEEi EEéEiEg

team come into face-to-face contact with 1nd1v1duals from- the -agency or
area on which the audxt is _being performed., Illustrations of such meetings
would include entrancé conférences, agency interviews, and exit conférénces.

Personsl performance snd develspieit session

Indxvxduals occupy this aettxng whenever one individual comes info face-

to-face contact with a supervisor and obtains feedback and/or information

regarding his/her. job performance or his/hér personal development within
the agency. Heetxngs déaling with performance _appraisal, coaching, and

counseling, as well as those focusxng on _career_planning would qualify as

meetings which would be appropriate for this category.

staff meéfihg

Individuals occupy this settxng vhenever three Or more 1ndxv;5uals from a

given organizational anit (e.g. regions or divisions) come 1nto face-to-

face contact with onz another to deal with issues; tasks; or problems direct-
1y relevént to_that orgainizational unit. Large annual or quarterly staff
meet ings. 1nvoly1ng practxcatly a1l 1naxvxauals in the unit to more limited
ones such as EEO staff meetings would be.appropriate for this category.

Personal problem solving session

Inaxvxduals occupy thxs settxng whenever one individual comes into face—to-
face contact with another and receives sdvice or information on how .to

better handle personal problems related to such thémes a3 alcohol, drugs,
health, family, étc.

DE?INITIONS OF COHMUWICATION;BEHAV%ORS

Using Body Atteéntion. The use of one's body to convey that one is inter-

ested and concentrating on what is be 3aid; such as lexning slxghtly

toﬁard the individual or establxshxng eye contact.

Being Genuine. Those behaviors which ééB&é; ixncerxty, that the person is
being his or her "real” gelf and that helping is not a special role.

Inviting. Thos: uerbal responsws which request .nother to begin or continue.

Acknowledging. _Grunt_and nod communication responses like ' yes "uh huh"
"0.K.", etc., that tell the individual attention is being paid to whst is
being said. .

ﬁefiéccihg; fééaiﬁg back to another the Eeelings and/or the content of s
message. :

. Sélf-ﬁis:iosigg. Brxefiy sharxng s axmxtar experxence from one's own life

to éncourage further exploratr’on of the problem.

N
i
JT]

Q.
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D!F!NITIDNS OF COMMUNICATION BEHAVIORS (continued)

7.

13.

16.
17:

19.

leng,lmmedxlcz Pointing out_ here and_now" behlyxorl and feelxngl to 11-

lustrate a potnt‘ to explore the nature of a relationship; or to let nnother
know how you 'ré feeling. Example: I'm feeling & bit confusc r1ght now.
or "I don’t know what questions I should be asking you right now"

Probing: Asking open-ended and focused questions which elicit more infor-
mation or request further éxilafifiaa of a parcicular area:
Checking/Clarifying. - Use of ‘the short restatements of what the oEBér ‘has
said (1) to be sure That. the message has been underatood and interpreted
correctly, and (2) to maintain contact.

Problem §E1Ein§; Developing statements which accurately describe some con~
dition that is to be changed.
S o ] S
Action Planning. Coll ation with another to §gyejop lctxon pllna. Action
plans may include tr aining, practice, homework, contracts; etc.

Summarizing. Re-cnppxng or listing the major poxnts and concluaxona co-
vered during your conversation. In a sense, summarizing is un extended

form of checking/clarifying because the summarizer wants _confirmation that all
concerned have the same understanding of what has been said.

Centering/Reinforcement. Helping the other person to recognize his/her
strengths, to focus on him/herself and on the qualities that will enable
that individual to take problem #o0lving actions:

kggrec1aixng. Acknowledging iB&éhé?'i strengths and the value of these

Jﬁaéiﬁé. Any Tesponse that could prompt the other person to cnll hxmlher-
self into further question.. Example: '"Are you sure that's really the __
problem? 1 know your team leader and she doesn’t usually lose her temper

without good reason.

Discounting. Any response that impiiés,fﬁé person is making too mUCh of a
problem. Example: "it's not all that bad. . .

Ego §geakzng: Any response that thfEi Eﬁé,fééhi to you and your experi-_
ences instead of the other person s. Example: "I kiow just vhlt you mean.
That guy makes me angry too. Just last week. !

Being Irrelevant. Any response that ignores the problem usually by changing
the subject. Example:  "Yeah, well, I sure am ina it's Friday. Sounds

like we could all use a weekend right about now.

Being Pollyannxsh Any response that encourages optimism without offering
any grounds for i:. Example: "1It's tough you lost your leg, but at least
you have another. Don't worry. I'm sure it'll all come out for the best.’

,'ough vell-meant; offers tre
person. wleither (a) your assistance in stating the problem in sol

nor (b) any concrete Buggestions of other avenues to pursue. Example:
"I'm 20 aorry That's just terrible. You really don't deserv: such a rough

time."

Being Sympathetic. Any response that; t

Dum ump i g. Any response that either (a) implies that dxscussxngrgheipr051em
or doing anything aboat it fight make things worse; or (b) suggests that
the prob}gmilgﬁglréidy much worse than the person feared. Example: "Man

are you in trouble. Once he loses confidence in you, it's all over.' 6?
"If you go aroiind saying things like that, you'll really be in trouble

%

6.
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Five afziniiitiéﬁii iétkiﬁgi are_ listed below. (Their definitions are listed
on page 2.) Refer to these settings as you complete sections A, B, and C of

the questionnaire.

Section A

Place a (¥) check in the box which represents the number of times that you
have been present in the organizational setting since attending the SPCD
Workshop. If you have never been in a particular setting, check (d) the
box '"none at all” and go to the next setting. If you have ndt attended the

SPCD_course; report the number of times that you have been present in the
organizational setting in the lpst six months.

Section B .

Xefer to the definitions .of communication behaviors and their codes listed
¢n pages 2-3. Enter the codes for up to four beliaviors which you can recall
using with some frequency for each organizational setting.

Section C

Place a (’1) in the box which represents the extent to which you believe your |
interpersonal effectiveness hza changed sinczlicccﬁding the SPCD Workshop... If
you have not attendcd the workshop, place a (¥) check in the box labéled "not
applicable.”

: A B X
Nuaber of meet- |Communication_ |Your interpersonal
ings attended. |bechaviors used |effectiveness.
. . by self. - . .
{Theck one) - ~—4—44744~JA—AgglﬁﬁéékgéﬁéJ~—~—
1f2131s 1{2]3]a]se
_ . - [ '] o
- — —- F- L]
-t « '] . L T - - (35
o & &l 5| Enter.-up to ol o & =
o g .- gl - vl " k] al
« -t & - - - . ol e - < &~ o
ol ¥ of & four codes. NMael B o =
. [+ wy - 13] E B o 3] el
e sl Al & = Elesl o g 2
__ORGANIZATIONAL SETTINGS | =| ~| o = L Hie ol Bl S
S , T 1
S 1) rudit team meeting Lot °:§‘j‘;‘;’
- = I — R R 1”1 )
T L1 oicams
2) Agency meeting t 1 t czg—sz'
_ _ — 1 1 t
- = - - | 11 columns
3) Personal performance TR e
———and developrent session: g 1
e B coturms
4) 5Staff meeting 1 - 43-52
- 1 1 | '
—- - - i i I columns
5) Personal problem sol- T 53-62
— —ving session. — — - 1+ — +— 1 v I —}—
éj -
.L— kKl



PART I1

Instructions

Place 1 (V) cheéck in the box vhich best represents your feelings regarding
each. of the quenfxonn below. _If you have not nctcnded the workshop, plnce
a &) check in the boxes labeléd 'not applicable.’ o

1. To what extent has the SPCD course caused you to be wore avare 6€ how /63/
you behave when you communxcate?

_/ thtle oT none /_'/ Some /_/ Moderate / 7 Substancial

f_'/ Very great . /_/ Not zpplxcab le

2. To what extent has the SPCD course cauued you fo be more aware of how ZGA/

others behave when you communicate?
/"7 Little or nene [/ 7 Some [ 7 Moderate /7 Substantial
[ 7 Very great 7] Not applicable '

v

[~
o
S~

3. To what extent have you found the material taught in the course to be
of benefxt to you when you communxcate?

{ 7 Little or none 7 Some ] / Moderate /__/ Subatantial

J—7 Very great 'IAW/ Not appiicable

Instructions

Conisider that each of the statements in Part III has been made to you at_the
begxnnxng of an interview. .Followinig. each statement are a number of alter-

native responses. Place a Gf) check in the box corresponding to the alter-

native that demonstrates the greatest degree of respeect (i.e., regard, esteem
or courfesy) in the situation. .

1. "I's really getting fed up with these blasted reﬁo;é; It looks like every— 166/
thxng has to be done yesterday. Why in hell can't we get & Iittle more--

notice. That's no way to do a good job. What's so rough is that I can't

count on_most _of my péople to understand exactly what's required and not
spend a 16t of time 3ett1ng information that nobody is really asking for."

government works. Somebody at the tep wants some silly in-
formation that they won't know what to do with after they
get it. Probably they weren't -all that iriterestsd in the
first place. But by the time the request geis down to us,

you'd think the future of the country depended on it!"

«. [~ 7 "I have the same feelxngs But that s Just thg way the

about quality. Quantity! That's what people are inter-
ested in. Give them,somethxng,h;g”and fat and they'll
tell you that you did & great job:"

b. (- "To hell uxth 1:.7 You ve got to learn to quxf worrying

"It's hard to keep interested in doing a good Job vhen you
feel you have to fight the whole aystem to do ic.'

what' l important and what isn't and to do what thé boss
says."

17
d. /=7 "1 3uess the name of the 3ame is to quxt worry1n~ about

-5- -

~

ERIC

Aruitoxt provided by Eic:



PART 111 (continued) . ,

’
3 L
2. "Next month I have to retire. This doesn't make lenle., I may be 62, but 1682/
“I_work a lot harder thsn a lot of these younger people around here.'
(Check one)

"“1've always looked forward to ret;renent myself. I can't
wait to get on that boat of mine." .

've n:xll got vhpt 1: tnkel to do a

your age.’

"Good grief! You shoild feel licky €o still hnve your hsalth
and the chance to do vhat you want for a change."

"How does your wife ‘feel aboat ill this?"

m*m 10 "z

(@) and (b). -

5. "I don t thxnﬁ I ve ever felt 8o humllnted The boll secretary cnlled nnd [ﬁé/

told me _he vanted to see me in the conference room right away. When I got

there;, he says; ‘Where's the Appleton repost?' 1 said; 'What report?’ No-
body told e to.prepars a report. But what reslly hurts is that nobody

believed me." (Check one)
a. 77 "Haybe you were so upaet that it Juat seemed thlt vay. 1

can't bélieve nobody believéd you.'
—

b. /7 "Sounds like the worst part of it is having your boss feel
you can't be trusted."

e. £7 'an you sre in trouble. The way :h;t boss of yours Uorko. .
*  when he begins to lose confidence in you it's all over.'

d. /7 "ssunds Iike iﬁwéigiﬁ"ifiéﬁﬁi problem in dyafunctional com-

B ’ mutiication networks."
e. /7 Fone of Eﬁé above show respect.

4. “The promot;on practlces in GAO”ggglly stink. If you could make it on merit [69/
I sure as the devil would have been on the list todsy."” (Check one)

a. /7 "Blaming your failure on the system isn't going to get you
anyvhere.” :

b. 1~ 7 "I knov hov much you vere countlng on your promotlon, but

e.. /] "I really feel,sé%i& for you; Harry. _You and I both know how

much you ¢ werved to get promoted; It's really a shame."

d. /=] "You fecl you have been handed s raw deal and you're really
disappointed about it:."

c. 12:7 (b) and (e)

5. “I'm relIIy d13npp61nted I didn't. get péimlsslon to attend that epurse on  /70/
lyltema management next week. 1 think I deserve better treatment than that. -
wWhat's the good of breaking your back to do a good Job if no one is going

' to help you improve yourself ao you can get ahead." (Check one)

a. /=7 “I'm really sorry. I feel as bad as you do, but Ghat good
is that?”

b. /7] "It hirts when you miss a chance to improve yourself--espe-
cially when you know you've been working so hard to get

ahead."

"They 11 surely glve you s chlnce later. Your tutn will come
llter. Just wait and see.'

"How miny sthiets ftaﬁ your office received permission to go?”

D\D) fﬂ‘

"I know lots of people who were turned dovm for that coutse,
%o don't feel so bad.” _ ’

-6= £"

o T
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INTERNAL REVENUE SERVICE

LEVEL II EVALUATION .
SUMMARY

On=job evaluation of training at IRS is called "Level II" feedback or external
evaluation. It involves collecting course criterion test scores and

backgr ound ‘ihformétion on the trainees and mailing out questionnaires to
trainees, supervisors, and/or on-the—job coaches severai months after
training. Information is collected on the frequency with which tasks are

‘ ~

‘performed, the adequacy of training in preparing participants to perform
tasks, and how well the tasks are carried out. The subsequent data is - ¢
i

processed, stored; and displayed by means of a computer program; and the
results are used to document and improve the relationship -stween training and

job performznce. . i

s
W



GENERAL DESCRIPTION OF THE EVALUATION METHOD

LéVéi ii féé&%éck ié dééignea for use with technical ttaihihz courses at

IRS. As an examplée, the Revenue Agent, Unit I (RA) training course evaluation
process is referenced in the following review. The basic méfﬁodéiéé§.ié the
same for all courses, yet aspects of it vary depending on specific |
characteristics like the student population, training program design, and the
statistical analysis required.

RA ttéinihg was é priority program for avaluation Béééﬁéé of the large volume
of ttéinées; ranging from 500 to 2,000 per year, and because RAs are '\
considered among the top ﬁféfégéiéﬁéié at IRS. Tﬁé&vﬁﬁét have accounting |
degrees or ﬁEE’equivéiéﬁE to be considered for employment, and éhce employed,
they participate in a four-phase training program. This evaluation was #eared
ta unit one of Ehé training Bfééféﬁ;.iﬁﬁéi61ﬁﬁ eight wééks.éf classroom
instruction and a subsequent seven weeks of on-the-jobf training (0JT)

e

have been instructed. o

S . o d e
A prerequisite step in developing the "e. 1luaticu methodology involves

producing the list of job tasks on whick rhe ceurse is Béééé, the subsequant

course objectives, and the course criterisn test. The relationship hetweei

Bl

the task, its objective(s), and its représen-ative i ast itéq: is imperative in
order to measure how well the objectiv.e uré usiess,o1 @8 gey-isd to how well
the task is performed on the job. After vhia vsi v dp 16 ev.ablished, thé
foliowing steps make up the evaluation procasf.
6o

&
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Statement of evaluation questions - There are two questions always addressed:

. i "“, _ . o _ _ L L Ll o . _
Vo “x_l; ‘Are the students who successfully completed the course able to
' "+ perform the job tasks for whizh they were trained?

‘ 2. Are the tasks selected for training appropriate to job needs?

that is, the cifent: The client may be interested in attitude changes,
regional differences, etc., and questions are developed to reflect these
N

’ @

interests..

Selection-of evaluation instruments — The:evaluator decides which instrumente

are appropriate ConSideting>thé objectives of the evaluation and the -
. N N
characteristics of the course. Tests, quéstionnaires, oBserGétions;
interviews, or surveys may be used. The IRS standard system usqgméiééé
criterion tests, duéstionnéiréé, and alcbmputei data- analysis pféé?é% ?ﬁéiﬁé

the PLATO instructional computer system).. The sources considered for data
collection are Studénté, onfjob coacheé, and/or supervisors.

Selection of sample and preparation of action plan -~ The evaluator ﬁéfiaés how

to operationalize the evaluation process. A sample of classes is taken. In

RA Unit I, for instance, eight intact classes (25 trainees each) were selected

different recruiting times (taking into account the variables deemed

sighificént by the client). <
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In RA Unit I, student test data is routinely entered into a c_'cﬁ'nputér test
program. Test data for the sample was dumped into the Level II computer data
analysis program at the terminaticn of the course. Students and on-the-—job
coaches were notified of the nature of their future imput’at this time.
Anon?mity of trainees' scores and responses was thus assured.. )

A questionnaire measuring job performance was maiiéd out at the end of on-the-
,jqﬁ t%éinihg, to each:trainee and his/her on-the—job coachs; (Nofe: For most
training éourées; it is best to mail the questionnaire to mach trainee |

P

and superwisor three to six months after course completion. However, RA Unit
T is followed by seven weeks of OJT and then another seven week course, RA
Unit 11. -As a'result, the best job performance data for RA 1 is obtained at
* the end of OJT.) . . |

N
f

Design of instruments - The evaluator designs or aaag}% the instruments

selected and pre-tests tem. For instance, RA training employs criterion
referenced tests and, -for, the Leve) II evaluation, a questionnaire mailed

several months after the completion of training. .With criterion.referenced

I . + . o . . . _ o . P o . . - I o o P y
tests, instructors evaluate trainees on how they perform in reference to each
course objective. The questionnaire was used to accumulate background data,

éral responses. (Séé Attécﬁméntvfor quéStibnnaire

task ratings) and g
iﬁstrﬁétibné and cdnﬁént.) The Béckgtoﬂh& data ip the questionnaire aiiowed

i

for multiple~choice responses to items méiniy inquiring into academic and s
.professional Béckgrounds of trainees. - : Y
The task rating scale involved the evaliztion.by the trainees and oﬁ—job;

ihétiuctorbofveaéh task pérforméd on the job after the termination ofi

H
67
]
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courses 'Eééﬁ task ﬁéé rated on three dimenstons: frequency, Efiiﬁiﬁﬁ
performed on the job, the evaludtor could see if training was relevant to what
the trainees actually do at ﬁéfﬁa For example, iﬁ RA Unit Igév%‘ﬁétiéﬁ; the
task requiring trainees to locate and cite revenue rulings and court' cases was
rated as: a) never performed; b) performed for one or two cases, c) performed
for about half of the cases, d) performed for most of thenéaées, or
e) performed for all of the cases.

The second task rating involved the adequacy of traininé éé input for futire
training course bfferings; Using the same task as an example, trainees and
bn—tﬁé—job coaches rated whether: a) the task requires much more ehphésis in
training, b) training less than adequate, increase emphasis, c¢) training
adequate for task, d) training more than adequate; decrease emﬁhasis; or
e) gteatiy reduce or eiiminatg training fog task.

—_—

ng involved how well the task was-performed on the iob after

The last task ratf

training. Again in reference to the task requiring trainees to locate and

" cite revenue rulings
- a) could not perform task, b} substantial"errors in performance, c) few errors
in performance; d) satisfactory performance, or e).superior performance. The

I

analyses of these task- ratings were a large part of Level II feedback.
° . '\ . . .

The -general question saction was reserved for any additional questions not
“Were there any job tasks not trained
% N '

addressed in the task ratings, e.g.;

which should have been?"

: . l | o ' >~




62

collected by their ID numbers from the computer program and a mailing list for
the distriﬁution of tﬁé quéstionnaire was created.
Administration of instruments - The evaluator administers the instruments bv

7

means of a'mailing or by other means appropriate to the circumstances. If

mailed, the instruments are returned in an anclosed self-addressed mailing

envelope.

Avalysis and interpretation of data ~ All responses to the Level II

questionnaire were used as ‘input to the computer data analysis program. The

evaluator examined fﬁe.daia produced for iﬁféiﬁéﬁisﬁ to improve the course.
The background information came into play as a population selector. All
responses ééh be analyzed through éféﬁbihgé\Othhé background d_:a, and
various repo?ﬁé are generated in terme of each category of traineé: college
graduate, aéﬁ—ééiiééé Eféaﬁété, number of years of job experience, GS rating,

region, et~. Reports of individual groups, combination of groups, and the

tor.l populat’sn can irrinde:

1. Means and stan’.r+ deviations of 11 task ratings (frzguency,

ty~’=in7 adaquscy, \ard job performance).
2. FU 4e1 3 and percentages of all task ratingi.
- 3. €oursc : —erion test scores By class.
4. Péf%é?ﬁéiié by ot jective, tha: is, the percentage of ?rainees who
wastered spscific objectives.
5. The relationship of performance c. the criterion tust ro tusk ratings,

R thereby showing how the mastery or non-magtery of an objective relates-

8

e

ERIC

Aruitoxt provided by Eic:
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\
. - _ - ‘.-//, -
. to job performance on that same task. An example follows:

- ~ Task , Task Training Task 7
Objective . : Frequency . Adequacy Performarnce

o L L _ 3 _ B _/

Ob4 Met? N ‘ Mean sD Mean Sh Mean Sb

o Yes 25 2.50 0.82 3.00 0.65 3.00 0.86

001 No 0 ‘ '

002  Yes 20 3.00 0.82 3.65 0.87 © 3.50 0.65

No 4 . 3.10 1.00 3.02 .00 3.00 1.00

/J .
|
In objeci<ve 002, those who passed the training objective also did better in
- /r J
. . . . N o L o _ L oo ___
" performing the task on-the-job. Thi# report can indicate wh%ch objectives are

crucial to be mastered in the traini%g, in order to assure satisfactory job
. i ‘
‘performance. j ' |
6. Tte analysis of the general questions permitting quant ifiable responses
by frequencies; percentages, means, and standard deviations.
7. Correlations of any two items, é%é., the relationship between grade
' : /

level and task performances \

,,,,,,, | | \

In/ the past, the questionnaire responses f%dﬁ trainees ‘and from supervisors or
T 1 .

0JT coaches have highly correlated. If a d1f ference does appear, the

S S Y L
trainees' answers on Fask frequency and training adquacy are given more

weight; as they have the most direct knowledgé ahcut that 1s occurring and the

retationship of trainlng to the performance of|job tasks. The Supérvisors'
Sl ' |

”ivenfmoré’wéight, as they can

answers on the quality| of task performance are

| /

, (J \ f

7
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~

\\ |

make a more\;x?erienced judgmént on how well the tasks are being done.

Preparation of the final report — For Level II efforts; an evaluation report

is prepared, inciudihg a summary, background information; a description of thé
study; results and conclusions; and recommendations: Results are primarily
used for course revision. 1In addition, the evaluator éan.ﬁsé tﬁe data to
compare different instructional methodologles (e:g:; traditional classroom vis
a vis c'oﬁxputé'r based training approaches), by looxing st the Level II resilts
questionnaires, the organization can also fra:k prosress of entry-level
professionals to determine what types of indi:iiuals stay witic tha

organization and the levels of performauce they achieve.

74



‘ ANALYSIS OF EVALUATION METHOD

Conciit iOhS for use

- List of tasks.

- Course ijéttiVéé stated in behavioral terms and related to the job tasks.

i

Standard questionnaires and inventories.
- Computer program (IRS uses a program desijpned for the PLATO system;

however, other computer programs can perform similar operations).

- Organizational climate which supports (expects) thorough evaluation
efforts.
Resources required

Staff time is required to acquire data through the questionnaire, to input it
into the computer program; and to interpret it. The design of the
questionnaire; the interpretation of the data, and the final report are
probably the most Eiﬁé-&6n5uﬁingl6hééés and should be performed by soreoiié
famiitar with t.e program and with the analysis of non-complicated statistical
data. Step-by-step ﬁuidélinés'fdt developing, conducting, and reporting the

evaluation are being prepared during 1983 for IRS program managers.

The input phase iivolves typing parameters of the épééific course being
evaluated into the computer data analysis system (numbér of objectives, number
6f,t£aiheesi etc.) and likewise the parameters of the questionnaire (number of
background questions, number of alternatives for each, number of tasks,

etc.). The complété& computer score gheets (used for questionnaire responses)

are then run through an optical scanner.

-x_l‘
ol
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months after course completion usually take about thirty-five to forty-five

minutes per questionnaire.

Nature of information ﬁroducéd

he information providnd by the datz analysis reveals how the course affected
job performanc: Lol vhéthétAthé tasks t;;ined were heede@ for the job. The
course develc~:~ ov trainers can use the information to revise the
ihstruétionai oSﬂéttiVéé and the design 6f the course. The Eéé;éﬁ the

The course objectives are der. ~' frem the job fééké; and test items on the
"fi{nal exam measure achievemeant of tre cbicctivas. The final .report of the

information can also be used on the job by supervisors amd coaches to asgist

émployeeés with cheir fulther development:

The population selectcr asjzact of this methédology is important. For example,
in a total group iépéft; a task r v show a low performance réting; hcwéver,

as eXperience; grade level,; or location may indicate that a particular group
is having problems in performance rather than the entire population of

trainees. This will help 1ﬁ§ividualize training for spécific populations.

Advantagess

- Tﬁe'panépiy of information which can bérrétfiéVéd from background data
input (éuéﬁ as regional and éducatidnaiadifféténtéé); from séif—

'percepfioﬁévof job performance, sﬁpétViﬁbr'é pércéptions; and their

comparisons; from the félétidhshib between tes. performance -and task

ratings within various pop'lations, etc. |

7a

ﬁ,\



67

= (Quantifiablé rather than anecdotal data.
= The different ways the data can be analyzed using the PLATO program.

= The easé with which decisions can be made.

Cost=effectivenéss of mail=out questionnairés and proven reliability of
data.

ihaiVi&uéi bérformancé, makinz tﬁé évéiuation iess tﬁreaténing to tréinééé
Ana unions.

Limitations

- 6our§é must be based on jos taéks and must Haée criterion testg;

- ?otﬁer traiﬁees must have the Opﬁortunity to perform the tasks on the jéb”
within » Sew months after trainihg;

-  Requires q'iestZonnaire responge time from the traihees and the
supervisors, which can he long 1f zte tasks ;Eé numerocus.

- Amount of data generated requires computer processing; particularly if the

sample is large.

Reference.

Marjorie Kupper

Program Manager for Evaluation

. Methods, Media; and Séfiiiééé Branch
Training and Development Division
Internal Revenue Service

2221 Jefferson Davis Highway
Crystal City, VA 22202

(Phone: (703) 557-2456)
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Evaluation of Revenue Agent Unit I Classroom Training
--Directions for Trainees—-
Your Revenue Agent Unit I class has been selected as part of a special

evaluation study to be conducted by the national office. The study is
designed to measure the effectiveness of the training and to find ways to

improve the training. It will not be used to measure the indjvidual
trainee in any way. Several classes from several regions are involved in

the study, and all results will be expressed &5 group averages and
correlations. ’

L

The specific purposes of this type of evaluation are 1) to determine if

trainees .can perform the job after completing the classroom training, and
2) to see if the right tasks were trained for the job. To accomplish
these objectZves ; ve must obtain data regarding the trainee during '
classroom training and at the completion of OJT. We have already

received your classroom data; the enclosad questionnaire will provide us
with all information needed at the end of OJT.

Please fill out the enclosed questionnaire using the optical scanning

Score Sheets for your responses. There are 2 sections to the

questionnaire. The first section requires one score sheet; thc second
section.requires 2 score sheets. - '

Each section has its own directions. Please read them carefully. The

first sectionm asks questions regarding your background. The second
gection presents the tasks you learned in classroom training, and asks
you to rate them according to the frequency you now perform them, how
well you feel you were trained for them, and how'well you initially
performed them in OJT. This section also presents tasks you performed in
0JT in association with your cases, and asks you to rate how well you
performed thom. K

Please be candid with your responses. This questionnaire can only be
effective in improving the course if we receive honest answers. Your

social security number is required on the score sheets so we can track

your classroom data to this OJT questionnaire. Alter the computer

matches the 2 sets of data, all individual numbers and reports will be

inaccessible:. Our purpose; as stated earlier, is to measure training

‘It is equally important tc .he study that_we get. 100%-response from all

trainees.  Please return-all 3 5core sheets and the last page of the

third section (requiring & written response) in the envelope prqvided.by

. _ . Your on-tf)e-jqb instructor is being asked to fill out &a

similar questionnaire for each trainee so we will have 2 sources of
‘information. '
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SECTION A. BACKGROUND DATA

Fill in the blanks in the following manmer:

Name: Evaluation of RA I Training

Course: Background Data Date

Test Code: Training Site
i?art 1 write your identification numi)er (sociai security .
(upper ‘number) in the first section of the score sheet. Write

lefr .~ the number in the manner shown by the’ example on the
" corner) . score sheeu.
g
INSTRUCTIONS:

" The questionu in this section are multiple choice. Record all your

answers on the score sheet. Give only one response for each question.

If more than one response seems appropriate, pick the one that best

describes you* aniswer, e: g. the area where jour major amount of work

experience is; etc. As you answer, check to make sure that the ‘question
numbers correspond to the numbers on the score sheet. PLEASE ANSWER
EVERY QUESTION. ~

h\‘I



4.

“b: No

7

Are youf'co@piéting this questionnaire as:

a, trainee
b. Onrthe—job instructor

I

ﬁowwwas your training conducted?:

a. Prototype class. seif instructicn with
‘computer—based training followed by
’traditional classroom presentacions.

ﬁo yoﬁfhavefs_ﬁ:yeaiecoiiggé,&égjée?
i

a. .Yes

How long has it been since yoﬁ réceived the 4-year college

degree?

a. Noc applitable-
b. less thau 6 months
c. between ¢ wonths and 1 year

d. between ! and 3 years

e. More than 3 years

a. Not applicable

b. Business administration (including accounting)
c. Liberal Arts

d. Sciences -

. Pre-law.

e. Other

How many credit._ hours of Puté; accounting do;you _have?
("Pure" accounting would include introductory, ntermediate,
advanced, cost, auditing, etc. It would not include finance,

71

accounting for managers, businessr law. ,_tax x law, Or any course

that does not focuseonJaccounting procedures )

I
IS

"less than 12 hours

a
b. 12 - 17 hours

. 18 - 24 hours

c
.d. over 24 hours

Where did you gét the majority of:yourwaecéhnting;ptediis?

a. four-year college
b. junior college

t. business school
d: other



10.

1.

‘a o

13.

1

How many credit-hours of tax law do you havs:

a. None | : .
b. 1 - 3 hours
c. 4 - 6 hours
d. mére\than 6 hours

[

bogybﬁ hold a profé551onai licence??

- |
~a. No_ | -

Ro: % X

b. C.P.Al
c. member of the bar
d. other -

Identify previous work experience im accounting.

-

a. None ;

b. government (federal, state or 1oca1)

c. public accounting =

d. private industry - -

e. other

How many years of;grev1ous work expeérience in acccuntlnggdc _you

have?

a. Nome = - ) 2 ]
b. less than 1 year | | _—

c. 1-3 years - _ o
d. 4=6 years - ',,/>/f/////
e. 7 or more years SO :

Sy o~

Ident iguthe mcuzure_ofgfourfp;ev ious work experience in_ IRS.

— '

a: No previous IRS experIence~

b. Tax Auditor {(completed TA I and TA II courses)
c. Tax Auditor (completed TA I1II course)

d. Taxpayer Service Representative or Spec1allst
e. Revenue Officer
e. Accountlng Aid
e. Co-op student

e. Other

Pow was your Job interv:ew conducted?

'
o

a. telephone iﬁtefﬁieﬁ outside your own district
b. telephone interview within your own district
c. office iﬁterﬁiew’butSide your own district
d. office interview within your own district




14.

“'d. Agree

I had an accuraté view'of what the profession
would require of me when I was hired.

a. Strongly disagree
b. Disagree. A
c. Uncertain

e.. Strongly agree

) N

i
\ -

i
’_ J

3y

7.
S )
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(Excerpte)

| SR

SECTION B:- TASK RAILNGS

Fiil in the blanks in the following manner:
Name: Evaluation of RA I Tfaiﬁiﬁé
Course: Task Ratings Date
Test Code: Task Training Site

‘Part 1 e .

(Page 1 upper Write your ‘identification number (social security
left corner) number) in part 1 on the first score sheet. -

o © Write the number in the manner shown by the example

Part_3 on the score sheet. Do the same on the second score

(Page 2, Upper sheet in part 3.

left corner)

INSTRUCTIONS

fhe tééicé iiéteci on ti’ne f'oii'owiﬁg pages are tiie ones ti’nét

Rate the tasks tow according to your experience in on-the-

job training.’ Rate each task according to three. different

tharacteristics.

FREQUENCY - How often did you perform the task?
ADEQUACY OF TRAIN.NG - How well did the classroom
. training alone prepare you for the task?
ggg,i"“qRMANCE - How well did you 1nit1ally perform : &

r-1<_ ’é") 2

\

Record your ratlngs on the score sheet with only

response for each characteristic under a task. As you

record your ratings; check to make sure the numbers

beside each task correspond to the numbers on the score

.sheet. The Questionnaire and.thc score sheet correspond to each
other by number as shown below"wlth number 1.

N

QUESTIONNAIRE : ; SCORESHEET

Task Freguency Adequacy Performance . | ___ls

7

e
’
!

B 4, ' -5, 6.

.
.

4 et | Pt
D, e O D00 N IOY U N (W

[=

.

—
o
.
[
—
-
N
.
fun
~N
.




RECORD ALL ANuheRg 4

COMPUTER SCox & !

bt
b Mewt Porierd
b, Peclorned for | or 2 canes
¢, Perlormed lor abont 4 of case
A, Perforsed for woat of canei
. Terformd for al} canes

L e sty

- intralning

b Tralatng Less_thin idequaia;
_ dwcresse ephaaty
¢ Tralnlng sdequste for task
d. Trefnleg wii thas alequaiy
dectose ephials
Greatly reduce or al{ninate
tralning for conk.

5
kY
[
i
£
-3
3
E

TASK PERTORNANCE

& Could not parfors task

S, Sobatantial-errors {n performance
¢ Tew srtors_{n peclotmance
Sartafactory pertormance

Seperdor performance

(d0 not ansver 11 task tay
never been perfomed)

e e e ————

TA.‘U' - o R

A, Locate and clte Code ﬁhd Regulation sect fons,

B. locate and cite Revende Ralings and coart cases.

— |

(. Determine < taxpaver's correct tax labllity
Gsifi tlie £as ables or tax rate schedulr
dhichever 1« applicable,

™

o
<ot
[zl

ol
™

b, Compute the prepayment credlts for Earned
{ncome and/-{ Zieess FICA.

£. Determine tMe < rrect deductton for personnl
exempe {niis;

th, a b ¢ d

F. Deteralne the correct filing status for
indfvidual income tax returns,

16,

17. a b ¢ d

)

f, ldentify ftems of gross Income, and recognize
certaln statutory exclusfons from gross ncome,
such as glfts, faheritance, prizes, scholarships
or feliowshiips, 1Hfé ngitance proceeds and
(nterest on State and munictpal ohligations,

9.

étj; a b ¢ d

1.

I fetermlne diether An expeiise 1+ deduet thle
{n the conduct of A trade or busless, and
distingaish beturin capital expenditures
and operating expenses,

22,

~

2 3 .2 b ¢ d

2,

o
o
[ T
(=T
o

1 Determine the deductibility of travel and
transpartat fon expense,

25.

21,

J Déié}iinq the deducilbiiity if éﬁféi[ninmhnt
and histness glft Zxpenses, including
entectalament faclllty expenditures

\

B L LT 4

JU—— :

O

29, 4 b ¢

30.

3
SL .




I o F. Rever Perforeed 6 Task tequires much phaet n Putd anh anefies bait
RECORD ALL ANSWERS ON G fitane for Lot 1 e ity | b st
& larlorue R TITEE TR YR e b Bubstentlal-arrore dn performance
i : ¢ Perlars.d for about y of cconn B Tralalog leso than adequatey ¢ Tevariotn In pttormaes
COMFUTER SCORESHEET 4, Parfore 4 “ar sont of taee o Ao embualy 4 tathofuctory port
v, Pettorzad for £l Givéd ¢, Tralning adequate for tock . Slor ooy
‘ ' 4. Tialning "ore than adequate) + Soperlor petformance
: L et cobaila T
t Grestly reduce or eldstaste {30 not amever_11 taik hid
- ) trafning fot task never b;m petforned)
| ThSKs
n_r Compute the investment credit carryback 94, s b d e 95, a b ¢ d° 96, o b d e )
% and recapture.
‘ . - - '
oo, Compute the taxable portion of an manulty 97, 2 b ¢ 4 e 9%, 2 b = d 09 4 boc o d e
. Deterstiie the excluatons from tacone.
allovable under Code (neals and lodping,
ot _tental allovance furnished to , o , o o
minister, {nsurance prenium pald by 100 a b ¢ d ¢ L N 107, & b ¢ d e
- enplogar, denth berefit, damages; vorknan's : D
conpensat{cn, beneldta [rom accldent
and heaitl i~aurance, dlsabllity {ncome},
11, Deteralne 4f a loss ts deductible, and o _ ) ) _ _
conpute the al lovable canualty loss 103, & b ¢ 4 @ 104, a1 ¢ ¢ 105, & b ¢ d e
deduct on, - ‘
L o o o . N
15, Deteralne the daducttbllity of expenses o , , , - ,
{f confiect{on wlth buslness ude of 8 106, &+ b ¢ ¢ e 107, & & ¢ ¢ 108 & 5 ¢ ¢
home and rental of vacation homes.
W, Dléct §ileh betused & bisthesa aid &
non- 7 ner b_ﬂ_d_d_??t_,__i!l_‘\d deternine . o o
the ot fousdle a8 a bad debt 109, &b c ¢ e 110, & b ¢ ¢ UL a b ¢ ot
dedur * .ing the specific charge-
off ar,. retve methods.
LL. Compute minimum { - and the alternative 112, b d e 113, a b ¢ 4 114, 2 b ¢ d e
plnioum tax,
iol, Copoute maximun tax 115, a b ¢ ¢ e 116, &« b ¢ 4 117. 5 6 ¢ d @
WN. Metetntne whether an tndluldual qual(les -
for Income sveraglng and compute ta uatng HB: 4 b ¢ 4 e B9y e B0 Ly g
achedule G . '
00, Ry the fules foe adltton to B by L | | - 3
© p_clytl penaltles vhich nay be 121, = b e d e 122, a b o d 123, # b e de O
- EMC and the amount of interest due, f , q,
1 - ' J Cu



77

GENLRAL QUESTIONS

Quescions 124 through 129 REPRESENT TASKS PERFORMED FOR ASSIGNED €ASES IN
ON-THE-JOB TRAINING. RATE EACP TASK ACCORDING TO YOUR OPINION OF YOUR
GENERAL LEVEL OF PERFORMANCE USING THE FOLLOWING SCALE:

a. could not perfor' task
b. sukstantial errors in performance
c. few errors 1n performance
d. fulJy satisfactory performance
e. superior performance
124 Complete and assemble all case file forms correctly.
¢
125. Conduct 1n1t1a1 interv1ew 1n a profe551onal and courteous ??9???1,

conveying and obtaining all necessary information and explanations.

126, Develop case with approved pre-examinastion plan; a logical sequence of
audit steps, and sigrificant issues identified and researched.

ii%. Complete workpapers clearly and concisely, sher.znz facts adequately
’ developed and documented, .4 conclusions witl authority cited.

L&
-

128:. Prepare Rep..i Form 4549 properly with correct entries and :umputations
and all necessary attachments.

126. Conduct c1051ng conference in a professional and courteous manner,

exp1a1n1ng ail findings Vﬂnd proposed adjustments, 1nform1ng taxpaver of

his rights, and considering the taxpayer's point of view.

130. How did the classroom training as a whole prepare you for the
job? S
a. not at’all
b. very little
t. adequately, -
d. very well &,
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131. Are there tasks in the revenue agent job that should, have been trained
in the classroom, but weren't?

a. yes
b. no

Please useé the rest of this page to explain what tasks, if any, you feel
are not tréinéd but should be.

[ ced

THANK YOU FOR COMPLETING THE QUESTIONLAIRE. PLEASE.
PUT ALL THE COMPUTER SCORE SHEETS AND THIS PAGE INTO
THE ENVELOPE PROVIDED, AND MAIL‘IMMEDIATELY.,

&
-
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Evaluation of Revenue Agent Unit I Classroom Training

—Directions for 0JT Coaches—

The trainees you are caaching in OJT are part of a Revenue Agent Unit I
clasz selected for a special evaluation study conduéted by the national

office. The study is designed to measure the effectiveness of the

training and to find vays to improve the training. It will noc be used

to measure the individual trainee in any way. Several classes from
‘several regions are involved in the study, and all results will be

sexpressed as group averages and correlatious.

The specific purposes of this type of evaluation are 1) to determine if

trainees can perform the job after completing the classroom training; and

2) to see if the right tasks vere trained for the job:. To accomplish
these objectives, we wust obtain dati regarding the trainee during
classroom training and at the completion of CJi: We have already
received classroom data; the enclosad questionnaire will provide us
vith all information nceded ot the =nd of OJT. :

Please fill out the anclosed questiomnnaire using the Optical Scanning

‘Score Sheets for your gesponses: Fill out a separate questionnaire for
each trainee. There are 2 sections to the questiommaire. The first

section requires one Bcore sheet; the second section requires 2 score
sheets. ' ' : ‘

Esch section has its own directions. Please read them carefully. The

first section asks questions regarding zesessment of the traince. . The
sccond section -presenir *’ izke learned in clagsroom training, and asks

you to rate the ercroraing ihe Frequency. thay are performed, how well
you fsel the trs. = was trained for chem, &nd how well you feel the

trainee initizlly performed them in OJT. This section also presents

tasks the trainee performed in OJT in sasscciation with his/ber cases, and

asks you to rate how well the trainee perfcrmed them.

Piease be candid with your responses. This questionnaire can only be

effective in improving the course if we reczive honest answers. The
trainee's social security number ig required on the score shrets so we
can track classroom data to this OJT questionnaire. A&fter the computer
satches the 2 oets of data, all individual numbers and reports will be
inaccessible. Our purpese, ag stated earlier, is to measure training

effectiveness, not the individual trainse.

It is equally important to the study that we get 1002 response from all
coaches. Plesse return all © score sheets and the last page of the
third section (requiring & written response) in the envelope provided by
. 2. .. Do this for aach trainee you evaluate. The trainee 1s
Being asked to £111 out a similar questionnaire for b~ “f/herself so wve

will have 2 sources of information. Thank you for y¢ me in - g
completing this study.

s,



'SECTION A. BACKGROUND DATA

Fiil in the blanks in the following manner:

‘Name: - Evaluation of BA I Training
€ourse: Background Data Date

Test Code: Training Site

Part 1 Write the trainee's idenzification number (soccial

(upper nimber) in the first section o6f the score sheet.
left the number ir the manner shown by the e&xsmple on
. corner) " score sheet. .

1.  Are you completing this questionnaire es:

. trainee

b. on-the-job-instruccor

security
Write

the

NOW GO TOC QULSTION 15 OM ZOUR SCORE SHEET AND ANSWER THE POLLOWING:

15. Rate the trainee Based on his/her on-the-job performance

#. Unacceptable
-b. performance does not meet in every rsspect

the fully acceptable level described for «.
c. fully acceptable
d. achieves and in some respects exceeds the

fully acceptable level described for c.

E: exceeds lcceptable standards.

16. ldentify the trainee's score in Revenue Agent Unj-. I

Classroom t.aiuing (percent of objectives mastered)

a: less tha. 702 = %
b. 70 - 80Z ‘
c. 8l -90%

d. greater than 902

i?; Please give the :raining recommendationtprovidedghy
the classroom instructor (form 5412) for the trainee.

a. Degree of supervision - maximum
b. Degree of supervision - Everage
¢c. Degree of supervision -~ mipimum

L(;-. .

f
~ s



SECTION B: TASK RATINGS

Fiii in the blanks in the foliiwiie =i

Bvaluation of LA I iisic
Task Ratings
Training Site

Rane:
Course: _
Test Code:

Part 1

(Page 1 upper

i

|

(Excerpts)

Write traimee's ifenrification number (social

left cormer) security number) iz part 1 on the first score sheer.
S Write the number in the wmanner shown by the example
Part-3 on the score sheet: Do the same on the second score

(Page 2, : pper
left corner)

sheet in part 3.

INSTRUCTIONS

The tasks listed on the following pages are the ones that

were 1

sed to design Revenue Agent Unit I classroom Training:

Rate the tasks cccording to the trainmee's performance in on-

the- job training. Rate ecach task according to three

FREQUENCY -

How often did the trainee perform the task?

ADEQUACY OF TRAINING - How well did the classroom

“training alone prepare the trainee for the task?

JOB PEREORMANCE - How well did the trainee initially
perform thx task? :

7

Record your ratings on the score sheet vith only wne

response for each characteristic under a task. AS you

record your ratings; check to ms¥e sure the numbers _

under each task correspond to the numbers on the score

rheet. The questionraire and the scoresheet correspond to eaci
other by number as shown below with number 1. S

OvEZSTIONNAIRE SCORESYEET

7. " 8. 9. 9. -
— = - = 10.
: Vo . | 11
D. *10.4 11. 12, 12.
g )
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Questions. 124 through 129 REPRESENT TASKS PERFORMED FOR\ASSI\

ON-THE-JOB TRAINING.
LEVEL OF THE TRAINEE USING THE FOLLOWING SCALE:

+>~—

_-_.'...,/ vy
[y o

RATE EACH TASK ACCORDING TO THE. GENERAL PEREungt“;

~ . e -

could fiot perform task : : i

‘b. oubstantisl errors in performoace P
c. few errors in performance °© ! SN
d. fully satisfactory performance .

e. Bsuperior periormance ;\.\

i
— e e - 7

" 124.

125,

BT

.“,4{

A

127.

_ Prepare Beport Formv4549 properly with correc:.
" and all necessary attachments. ° . ’ ..

Complece and aspemble all case file forms covréctly. 7

. BT 7
Coaduct initial interview in a professionai A0y COUTTEOus mamner, -,
conveying and obtaining all necesaary rnformatinn ‘and’ explanations..

- : S ' oy
e g / - . -

. e
Deielop case vith approved pre-examination plan, & logical sequence of

audit steps, and ~significant issues identified and reié&r&hea - ;

—

eveioped and dncum°nted and conoiusions with authority cited.

s
i

Complete vorkpapers clearly and conciseiy. showing facts adequately, ’ /

2
RS

+atriés and computations

/ .

Conduct closing conference in a profeSSional end courteous nnnner.

explaining all findings agd proposed adjustﬁents.,informing taxpayer of

his rights, and c0\cidering ‘the taxpayer§n poiﬁi of view. 7 .

“ . © a
~

Ho. did the classroom training as a Eﬁéié siipere the trainee for the

Job? s T

P - &,
v . - S
c.

d.

not at all
very little
adequately
very well

Ty




131. Are there tasks in the revenue agent job that should, have been trained
in the classroom, but weren't?

- 2. yes .
t. no

Pleuse use the rest of this page to explain what tasks, if any, you feel
ere not trained but should be. ' o

- :
i 2
i : .
|
o - . .
| ) ] -
T " THANK YOU FOR COMPLETING THE QUESTIONNAIRE. PLEASE

PUT ALL THE COMPUTER SCORE SHEETS /ND THIS PAGE INTC
TFE znv#Lors PROVIDED, AND MAIL .IMMFDIATELY.
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‘A -
EV.LUATIU. 1. THODS AT TRE ENMPLOYMENT STANDARDS ADMINISTRATION
OF THE DEPARTMENT OF LABOR
The Brawch of Training and Developmént at the Employment Standards °
Administrat ion (ESA) 16 conceried with assessing both thé participants'use of
i o i R o o k" B ) ) 7_. - . . ‘

newly acquited skills (individual performance), and the impact of using new

i . . _ , . S L .
skills on organizational per’~rmance. The two déscriptions which follow

] N o . s _ L oo .
represent each of these foc. . and are typnical of evaluvavions carried out at
— \L: . . ’ [ . _ . _ ., - . L
ESA. the first method presented addresses evaluation of technical personnel-
Such as investipators and claims eramifi@ss, and the second looks at office
. . o ) ) ) TN ) L S i :
mariagers. The methodological approaches arg adapted witnin ESA for each
'evai'uation p'erfoméd, toApro:iUce th'e s_'pe'ci,ﬂgic infpmétiqfn ne'a':iéri'.-*
The evaluation described in Part I was 'd'ésrigned: i)'y ESA st:7€ member ﬁar{{éret
Hemslev. The evaluation described in Part II was implemented by Gloria
Pearlstein, B B
. NG
- N 9;

g
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EMPLOYMENT STANDARDS ADMINISTRATION

PART 1.

Evaluation of the training of agents such as investigators and claims

examiners involved needs analysis of trainees' skills, a task analysis,
development of course objectfves based on the skill levels and job task
‘requirements, an infcéufée éﬁéiéﬁfibﬁ;véﬁ& a supervisory on-job performance
evaluation four to six months after the completion .of the course. For the in=
course evaluation, comparisons of skill-level achievement were made among
groups of trainees with different levels of éxﬁerieﬁee prior to training. For
the follow—up evaluation, comparisons were made between group needs beforé the

-

provided a summary of the results, a data dispiay, and a Synopéié of the

hethoddlogy.

c-
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GENERAL DESCRIPTION OF THE EVALUATION METHOD

Gourses for investigators and claims examiners are evaluated in térms of their
‘impact on the job béffofménce"af individuals. The Empisi-ent Standards
Administration (ESA) offers several courses for these persorfiel; the one
‘Teferenced in this review is the Desk Audit Skills Course (DASC). Other
courses are evaluated in a similar manner Qith some variations.

Fqual Opportunity Specialists (E0S) conduct desk audits of affirmative action
plans of those priVété iﬁduétriéé which are contractors to the Federal
government. (Two éxémpiés of contractors are utility companies arvd paper

companies.) When the contract exceeds a certain dollar amount or the numbher
of emplovees used in the contract exceeds a given number, then the contractor

<

must abide by thé requirements of Executive Order No. 11246. 1In dolng so, a
contractor submits an Equal Employment Opportunity (EEJ) Report, which may be
selected for review‘for.Varidus reasons. When selected, the contractor is
requested tO.SuBmit an Affirmative Acfibﬁ Plan; hﬁfiﬁﬁ ; desk audit, an FOS
reviews this plan to identify areas where the contractor may not be ihé
compliance with the Eiééﬁéi;é Order: The desk audit may be followed by an on-
site review; in which the problems indicated in the desk audit are

investigated.

Clearly ROSs who conduct desk audits must be well-heeled in knowlédwe of
Government fééﬁiéﬁiaﬁé‘ﬁéftéiﬁihé to Affirmative Action. ‘fd qualify for the‘
DASC they must already have had an introductory course in contract compliance
;aﬁd;wOrked on the job in a trainee position for thrée to twelve months in the
supply and §é§;iééAé;éa; Those in this area work directly or indirectly with
the conditions private industry must meet Whénrthéy;éuppiy goods or services
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to tﬁe Covérnmént.
The Desk Audit Skills Course was developed in response to a newly consolidated
workforce drawn from eleven different Federal agencies: The new group needed

fo be able to Follow a uniform set of procedures in conducting thelr reviews
and investigations: A needs analysis produced a number of prorosals for
training, of which the Desk Audit Skills COﬁféé was the most BaSié. The -
course itself is nine.days long and extends .over a‘ﬁétidi of two weeks. ‘Over
a ten-month period, about 40 offerings of the couése were provided, wifh 15-20

participants per class.

The evaiﬁation of,tﬁis course involved thé following process.

Tdentification of 565 COmpéténcieé - The skills hecesééry to conduct a desk

audit were 1isted in detail. This analysis was conducted Eﬁrough interviewing
a §méii Sémpie of incumbenfs, using a structured format. N

>

detailed questions about their skills using highly structured interviews. The

purpose was to determine if the individuals aiready possessed the skilis

required to perform the job. The interviews were conducted by phone or by
questionnaire. Some questions required a yes/no response, and others required

explanations. Three examples are presented below:

- Can you identifv technical deficiencies in a Work Force
Analysis? (yes/ao) )

- ™3 R .

- Can ‘you identify when a contractor's goals are realistic? (yes/no)

9-
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0

- What 1g the difference between systemic discrimination ané

affected classes? (detailed response)

Employees were assured confidentiality and asked to bé a8 candid as possible
in describing their skil11s. If enough people a1f€§§£}knew how to do specific
things, those tasks were eliminated as areas for eventual translation into
courss objectives. (See Attéchmént 1 for survey introductién and additional

sambigsguestions and récor&ing format.)

Task analysis = Expert practitioners were sclected for an intensive two-week

gsession of in—depth task analvsis. These individuals were céﬁéi&%?éﬂ by their
peers and Supeérvisors as high performers in their jobs: The tasks analyzed
were those derived from steps one and two - skills needed for competent
bérfdrméhtébéhd which were lacking in the population under consideration.
Individuals were asked for detailed explanations of how the job is carried
‘out, in terms, for instance, of what is particularly 1hbottan£ among all the
tasks, and which tasks are more difficult than others:

Statement of objectives - Course objectives were formulated using the
¥/ ‘ N

information prévidéd.hG the task analysis. Then a second survéy was conducted
with a sample of Equal Employment Specialists ‘representing the eleven
different amencies, to identifv who bééSéééea which skills and how frequently
they practiced the skills: Thus the course was designed to provide skills
which were needed to perform the work, and which were not possessed by the

prospective participants: Based on Tesults from the representative sample,
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Aruitoxt provided by Eic:

=

90

In-course evaluation — Tvo types of évﬁihétidn téckhiqﬁes were used within

ERIC

each Desk Audit Course. One was a "pre-test” and “post=test,” which were
they were about their ability to perform specific tasks required to complete a
desk audit (seé Attachment 2). The second type of evaluation technique was

.

the use of An “Asseéssment Casé” - a fictional Affirmative Action Plan

o S ST - i 4 - B . R . L
simulating a typical situation the FOS encounters on regular desk audits. The

4+

exercise took most of a day to complete and was the most direct measure of the

performance level achieved hy each EOS at the end of :the courses

While the course was designed for EOSs with three to. twelve months of ;
experience in conducting desk audits, most classes had some participants with

o

no experience and others with several years of experience. Thus the evaluator
analyzed the results of the two types of in-course exercises not only for the
classes as a whole, but also by category of experience. The primary QHéStion
to be answere@ was, Did the three - twelve month group achieve the level of
performance sought? Two Eéfsiléfy dﬁéstio;s weré;khid fhé course éﬁéﬁié thogp

Wiéﬁ tittle or no experience to conduct a desk audit satisfactorily? and Was
the course of any benefit to those with more than a véér.bf exnepiehCe? By
éﬁéi?éiﬁélfﬁé data for each sub—group; tﬁé_éVéiuétdr was able to draw
conclusions about ééﬁrsé ef%éctiveﬁééé and participant population. The
Eéédifg confirmed that more e;ﬁeriéﬁcéd ENSs should not take the couféé; and
that ﬁéﬁi&—ﬁiééd E0Ss should gain some experience hefore bging trained.

Follow-up evaluation - Al;hbugh the original course_structuré called for two

trainers per session, resource constraints resulted in some of the coutrses
L 23 ’
o A

being taught by only one instructor. Because the follow-up evaluation was
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originally designed, however, to assess two-trainer sessions, the sample of
participants selected for inclusion in this evaluation was chosen only from

those sessions. The sample was further narrowed by selecting two-trainer
. o

.

sessions that were timely relative to the évaluation effort, and selecting
students in tﬁdée sessions Vﬁbimét the ctité;;bh of three to twelve months
experience (some classes contained more experienced individuals).

The final sample consisted of twelve participants from two classes. While a
ten percent sample size would have been preferable (and appropriate, given the
large number of employees taking the course), the evéiuafofs-chosé to work
with individuals for whom the course was originally intended, and with &aa;iég
.6f thé originéi deéign;

A gurvey questionnaire for supervisory evaluation of trainees was based o
thirteen aspects of EOS work during a desk audit. .Tﬁééé work areas ware
_reflected in the objectives and taught in the course: -There was indication in
'tﬁebheeds anaiysis that most trainees did not have these requisite S?ilis,
which support their inciusion in the supervisory évaluéfibh qhéStionnéi;é.

Thete were five numerical ratings of each task. An example follows:

.

Item: FENS determines current employment patterns of protected group members.

o

t 2 3 4 5 50
Unacceptable Marginal Adequate Good Thorouah *  Have Not
) ‘ : - Observed
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Aruitoxt provided by Eic:

participant popuiatiqnh

92

Supervisors of the former trainees in the sample completed the questionnaires

four to six months after the t2rmination of the course:. This time period was
chosen because of the 1ife cycle of reviews and investigations (60 days) and

the need to obtain enough samples of work for accurate judgments to be mades

The evaluator let the supervisors know ahead of time that the survey would be

‘mailed to thems 'Wifhréiéaﬁiiéfiéﬁa] support for such surveys, the

£
]

questionnaire return rate was high.

It should be noted that a pilot survey was conducted to test the

questionnaire, the piiot group was included in the final results.

Respnnses were collected and the average supervisor response to each item was
calculated. Evaluation conclusions were drawn By compérihg group needs before

the courSe to group averages frqm supervisory ratings after the course. Croup

needs analysis of prospective participants, and hecause the sample .used for
the evaluation met the course design criterion of three to twelve months'
experience on the job before course attendance.

For both the in-course evaluation and the follow—up, a final report was

produced. describing the purpose, process, data analyses, ‘and results and.

recommendations. The evaluation results were provided to management and were

iged to verify adequacy of course design and content and appropriateness -of
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ANALYSIS OF EVALUATION METHOD

Conditions for -use

- Top ﬁéniééﬁénf support for conducting evaluation éfforts, including o
L)

= Ability of training function to work with client, to develop an
un&éfstandiné of tné nature of the jon_énd the level of performance
expected, and to gain cooperation for the evaluation. “Ability" #ncludes
both skill and credibility. .

- Ftoht;end analyses, to develop information on skills needed to do the job,

~

,skills actually possessed by potential participants, -and detailed
déécriptibné of skills for which training ts-appropriate; needed as basis

for course design and evaluation design.

Resourcés required 2.

The méin resource needed is the trainer's expertise In developing needs

re5u1§ing.information; Also needed is some ability in designinz the
evaluat ion process, including cuestionnaire development and sample

selection; ‘Experts outside the trainipg offige can he used as advisors to the
evaluator. The foltow-up questionnaire fléﬁs'frdm the pré-course effofts.

Other resources involve the time of those supportinq the course planning
(e. £ey the practitioners particinating in the task analysis), and those

f11ling out the follow-up questionnaire (the supérviSorS);'

1™



L. 9%

The selection of a sample BBBulétion.ihétéa& of all frainEes_takiﬁé the course
cuts down considerably on the data collection and analysis.’ :

,',,

Nature of information produced

Averages of raw data were taken from ratings of the in-course and follow-up
questionnaires. Averapge scores from the simulation exercise at the end of the ..

course ohjectives are ‘hased on a task ana]vsis of the job, if results from any
of the assessment devices point to iess"than acceptable performance, the
evaluator can examine the relevant portions of the course to detérmine what

changes should be made.

Advantages

- Course content Bééédlon a needs analvsis which indicates the train’eési
étiéhgr%s and weaknesses, and a task analysis which ties course pbjééfi§é§
to job'taské.

- thfidénéiéiity assured, WhicﬁAéﬁéﬁﬁfageé'hbnést ré§pon§es;

~ The use of a sample population which consideranly decreases the iﬁéﬁﬁt of
_resources reguited;

~ Ability to pinpoint éﬁé specific portions of the ccurse wﬁiéﬁ may need

changing, based on evaluation findings. ' .-

Limitations 7
s

- In thig case, resource and administrative constraints, which produced a

gmall sample size for the follow-up, and which 1limited éeneraiization'of

conclusions. ' C .
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-

- The time needed for the course.design and development (six months in this °

case); and the time pericd_heeded between the end of the course and the

S

followsup (Four to six months).” Without administrative delays .and with'a
simpler aia;;ée&a;, a shorter time period could: beséxpacted. "
S this Eééé; the tink was noé maaé between énﬂ—of—gbu;sé learning and post—
course performance improvement on an individusl hasis; this comparison

could be made within the design as described ahove, : -

Reference - ]
Brendan Branley; Chief

Employment Standards Administration
Room §3013C ,

Department of Labor

200 Const1tution Avenue,; NW
Waghington, DC 20210

(Phone: (202) 523-7036)
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o ~ SURVEY INTRODUCTION . .

I am i from the ESA training éffiéé; I'm working with O?dC?Rto
develop a desk audit skills course that will be primarily for EOS' who had
lese than a year of field experience in conducting supply and service reviews
ﬁgforé consolidation. | \

Right now, we're interviewing EOS' who are likely to be in the course to
find out exactly what areas ;hé”tréiniﬁg should cover: By doing these
interviews, we'll be able to piﬁbéiﬁf the skills and knowledge that FOS'

" themselves say they need\and we can custom—tailor the course to meet your
. - \ - )

needs: The survey gives- you a unique chance to tell us éxactly what areas you -

AY

-neéd to know more about in order to conduct'a quality éesk}@udit.

Y
The survey will work this way: . ‘ s

I'11 read a series of questions about specific parts of a desk audit.

. Some will ask whether: you can do a specific task and some will be bpéh—énaed
. v c . ) N . o
questiong that require more than a "yes"” or "no"-answer. The survey will take

“ 13

aBoqE éﬁ;ﬁédéi
Please he as candid as you can in answering the qqéétions; If you can't
do something, please don't hesitate to say so, since the oﬁiy‘ﬁay we'll khoﬁ
. that you need certain items in ghis course is if you say so. By the same
Eéﬁéﬁ;;ié you can do 36mefhih2;_ﬁiéééé éay that. 1If enéﬁgh peqpié:éiiééé§
know how to do sbéc;Eie things; we won't waste course time on that item.- And

taking the course, your answers are véry important:
] . . . .
( I want to assure you that all survey results will be kept confidential.

+WE'1l gse the results only to_dévéiop the course.

' T 1uy

_ Are you ready? | )




SURVEY INTRODUCTION — PAGE 2
&
First, let me get some background data: AREA OFFICE __

98

(1) Where did you work before the consolidatton?

N
L a
\
_ __ N,

~ (2) Pid you have any experience in conducting supply and Service
before the consolidation?
YES.

NO

(35 If so, how mu¢h experience did you hévé?

reviews

3

(4) 1f not, what type of work did you do before the consoltdation?
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(éXcerpt)

TRAINEE SKILLS AUDIT QUESTIONNAIRE

e — — = -

to be required to have a

written AAP?

YES

99

NO

Do you know-how to verify

that a contractor is subject

to 11246 requirements?

If a company will not teill

you whether or nct it meets

the criteria for 11246

coverage, do you know what

action to take?

(2) Do you gemerally look at

case fileSof previous

reviews?

(b) If so, what significant
data would you examine

in the previous file?

'If you don't receive all the

data requested in an AAP
package, do you know what to
do? - '

No guestion about Teasonable effort

since we already know it's a need -

'Can you determine whether a

contractor's Work Force Analysis .
meets the criteria for
"responsiveness"?
1u,
~—
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ATTACUMFNT 2 -

SKILLS AUDIT OUFSTIONNATRE

(IN-COURSE)
Q
1iv
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(Excerpt)

108 .
Today's dategggrrmf, _

Experiénce in
S&S Reviews —

Skill Audit Questionnaire

?iéisé use the scale below to indicate how éoﬁfraéﬁf you are

. . B

2|.e - 3'.6 } llo , slu
o ' Less Moderately Very Complétely
Confident €cnfident Confident Confident Confident

<
[ .

1. Detérmine if a contractor s AAP submission meets the
criteria of "reasonable effort" to comply with the
regulations for submltting a written Aff;rmatlve
Action Plan.

2. : Determ;ne if a Workforce Analysis is acceptable and

if it is not, identify what deficiencies are present.

3. Determine if a contractor 5 11stxng of job groups
are acceptable. -

4. betermine if a contractor's availability estimate is
acceptabie. :

5. __ Determine if a contractor's goals and timptables are
acceptable.

6. _ Determine if a contractor has made acceptable
progress toward meeting fhé past year s goals.

7. _ Determine if a contractor has made acceptable .
progress toward meeting the current year's goals.

8.  Determine if the contractor has made an acceptable

. — statement of "good faith effort” in instances where

goals have not been met.

11:

-
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EMPLOYMENT STANDARDS ADMINISTRATION

PART II
EVALUATION OF FEDERAL EMPLOYEES' COMPENSATION

DISTRICT OFFICF MANAGERS WORKSHOP
SUMMARY

The evaluation addressed a course for district office managers on how to use a
new Management Information System to analyze obc:EéEiéﬁéi probiems énd to track
the effectiveness of improvement efforts. bﬁfiﬁéﬂ the course, the managers
chose their own real problems to tackle when they féfﬁfﬁé& to their jobs, and
developed a plan of action. The evaluation involved the training office's
'i:raﬂ’ckin;'; m'o'n’thi,.v reports and interviewing managers at quarterly intervais, to

- ascertain the extent of action plan implementation.

P |
foes
o
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GENERAL DESCRIPTION OF THE EVALUATION METHOD

Federal Employees' Compensation SigtriCu Office (FECDO) Ménégéré ware fr;iﬁea
to use the Management Information System (MIS) as a maﬁégémént'tddi; The MIS
consisted of monthly summary aété_tepotfs reflecting tﬂé amoant and rate of .
sroduct ion, unit outputs, éﬁd other VorkinW'meaBurES for each district

>ffice. Assistant Deputy Commissionetrs, Chiefs of Claims, Supervisory Claims
ixaminers, and/or System Managers from fou;teen district offices attended the
sorkshop, which was three and a half days long. The purposes of the-workshop

vere i:hreefoid: ‘. - ) L ‘ \\

1. Managers learn how to examine MIS reports as indicators of operational
problem areas. : ' \

. I T O S
2. They ident’ify their own problem area® in district office performance:

‘he reason for developing the worlshops in the first place stemmed from the
rganization’s introduction of a new MIS; and the resulting resistarce by some

roductivity measures which were "mechanical” in nature and which could be

sed primarily in a negative way. The organization's objectiVe for the new
ystem was to maintain an accurate data base, by improving thé g-iality of the

¢

o measure managerfal performance.
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As a means of overcoming the reactions of managers to the new MiS; the
emphasis - of the course was on showing managers the Eé?éf? to them“by keeping .
gobd déié ~-to show them how ﬁﬁé»§§§fé6;66613 be 5,v516551é tool as Ehéi

a

successes to top managément. . P ' ~. .

‘The c0urse was designed to be a one~time offering (given enough times to cover

all the district managers involved). The purpose of the evaluation was to
ensure that ﬁéﬁégéié 1&5566& how to adapt fhe MIS to their cwn needs and that

their own operation.

The following steps comprised the evaluation process. The HISoreports, which

were already in Biééé, Wéfe also used for evaluation purposes. -

Explanation of process and implementation of training - Workshop coordinators

explained that the trainees would develop performance goals for their units

and that thg Branch of Ttaiﬂing and DéVéldpméht (BTD) would monitor

achievement of these goals as a way of guaging worikshop effectiveness. The
Nétibnéi Offiéé did not étipuiété which goaié to deveiop; nor would it monitor
tﬁeir édﬁiévémént.

3

The train;ng staff provided instruction in using.the MIS as a diagnostic
and monitoring tool. ﬁdrkiﬁg in teams, the managers .chose to examine a
gituation in their Lnité where problems were occurring but where the causes
were uncléar. An examplée was: Being able not only to determine why

compensation cases were not heing processed within a certain time, but also to

11 -




105

~ [N

discern which classes of cases were being processed at slower rates than
others; and éﬁag being able to address the specific problem. The managers
learned to Eaébégfhé'Bfganizatiéh‘é'ﬁénégémént Infornation s;gtém'auch that it
would produce the data needed to analyze 8uch situations. They could then use
Eh MIS to continually monitor their organizatfon's performance and determine
the effects of efforts madé to tmprove these problem areas. ’

S , o ) e : o R

Each district office pickéd»bhe to three hizh priority problems which they
wanted to address, and set productivity improvement goals. Others in the
class éritidhéd Ehé piéné.» The tréininﬁ function retainéd copies of thgse

pians for the foiiow—up procééé.'

Collection and display of data - The training office followed up with the

managers to check on the progress of implementing theif plans through use of
the reports generated by the Mié;_ The evaluator obtained product:vity figures

discuss progress and problems. The follow—up continued over a nine-month

period.

115
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The following éte'éiahﬁiéé.bf specific goals developed by the managers during

the worﬁshop an& the chéngés.in pérforméncé ievéié over time.

District Office Performance Level. Performance Level '

Goal . at Time of Workshop After Workshop .
: (mihimﬁm,bf 6 months

afterwards)

PHITADELPHIA

Reducé inventory of cases o :

under development to 8,000 9,400 4,713

SEATTLE | S

Improve petrcentage of _ .

trairatic cases adjudicated S -

in 45 days o 46.37 88.37%

DENVER

Inérease percentage of ‘

non—-traumatic cases

adjudicated in 150 days o o : o

to 75% : 52;?% - 78.7%

As can be seen in these examples, managers made progress as intended in
achieving productivity iﬁﬁiéﬁéﬁéﬁfé;> The evaluation was in the form of
assessing the extent to which managers carried out their plans of action.

o

Report of results - The final report of course effectiveness was in the form

of & memorandim to management, with attachments displaying the type of data
1lustrated above. . The memo explained the purpose of the workshops and the
bfacégs*§f evaluation. Conclusions were drawn about generalizable features of
the ‘training, such as the effectiveness of using goal=setting a5 an integral -’

o N : T i i

part of the trafnigg program in order to link skills training with'program
\\\ ) .

Eéédiéé; \\\

“
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ANALYSIS OF EVALUATION METHOD

Conditions for use .

- A Management Information System with computer-generated reports, and with
t?eccapabﬁ}ityof being adaﬁté& to ﬁto&uce non-r out ine daié; : .

- Organizational suﬁpdrc for collaboration between line managers and
the training function to implément the new MIS, without. top management's
need for giving diréction and oversight while the learning process occurs
and follow-up data is collected. ‘

- Influerice and control by the trainer over a learning process which .
spans pre-course ﬁiénning (to ensure that teams of employees attend
the training), in-course goal-setting (related to actual job needs),
and post—course follow-up (on a fairly regular and long=term basis).

= The participation in trainiﬁé of a ﬁ;ﬁéééﬁéht group with thé.déctsion—

" making authority. to estahlish and implement goals.

Résources required

During the training 1tself, managers began épﬁlyihé their new knowledge of how

——tha MIS eould e used—in-theirunits-—by selecting actual situations to
address, by setting performance goals, ahd'by.piéhninﬁ the iﬁpiEmenEaiiéﬁ of

their goals: Because the training was so diréctly linked to job performance,
with ‘the groundwork laid in the course for transferring learning to the job;
the evéiuaéibn process itself fequired few resources. The training functign

réviéW§d regpigriy—ééﬁéféféa production reports for changes in areas in which

- -

managers wanted to make improvements. In addition, the quarterly interviews
with district office heads, carried out by telephone, required no more fhan
haif an hour eacﬁ. )

1i;
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s

Nature of information produced .

The basic evaluation information produced through the follow-up was the extent

to which managers accompiished the plans they developed during the training
, B S . >

o~

R O, e el & . _ . ______ _________T o ___ ________*%
program. The evaluators could thereby assess achievement of the training's

s
-,

objective of enabling managers to use the existing data base to improve their
operations. . : - -
Advantages

= The evaluation was based on plans which the district office managers

.formultated during training and which were. directly related to their own
situation.

~ The objectives in the plans were in concrete terms and thus accomplishments

were easy to track. v ‘ | ' i
- The evaluation could be based on the MIS reports and thus did not
require additional record=keeping. | ; /
~ The fact that district office performance was ot monitored after training
by top management; but rather by thé'tréiging‘officé, made the process less

threatening to ménégéré.'

Limd tat ions

= The pians contained various types of goals, and thus compafisons of course
of factiveness hai to beé made in térms of individual goal achievement not
group results. AQ& summing across the eiaés would be Timited to numbers
Bf p@rticipénté écﬁiéving or exceeding.these heterogeneous goals.

X




Reference ’

Brendan ﬁrzniey; Chief

Branch of Tralning and Development
Employient Standards Administration,
Room S3013C

Department of Labor

200 Constitution Avenue, NW
lﬁéBﬁihgtbﬁ, DC 262i6

(Phone: (202) 523-7036)
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DEPARTMENT OF THE NAVY
NAVAL ﬁESéARCﬁ LABORATORY
’ N
EVAtﬁAftdﬁ OF PORTUGUESE LANGUAGE COURSE
(FOR TECHNICAL AND SCIENTIFIC STAFF)

Sctentists and technicéians at the Naval Research Laboratory took a basic

Portuguese léﬁghééé‘cbﬁfsé.before embarking on éﬁ assignment with thé&r ‘
Bfé?ilian.Navy cdunter;arts. The fdllow;ﬁb evaluation ihvblVed;Btihgihgf
together the group after they completed their next assignment to a;acassf:he
. : ) L

value of the course to their work. The semi-structured group lﬁtérviewf ' ;
process yielded specific examples of mdiviauai E‘ai\'fil group changes on the job
after the tra;lning and éuggéétic;né f:or\- further tréini'ng.

. : j

- ) il
J
12 .



GENERAL DESCRIPTION OF THE EVALUATION METHOD - e

3

‘Scientists, technicians, and suppoft pers‘onnel in a Systems Research and

Technology group at the Naval Reéearch iaboratcry (NRL) are working on long-

m

term research projects with the Brazilian Naval Research Lab: During two
. previous deployments of the Amerieans to Brazil both aboard a research vessel
and on land, it hecame apparent that a language barrier was interfering with’
effective and safe project work; the 1imitations of hand signals and broken
German and English were eviﬁént. One of the. pro1ect Ieaders informed the

training,officer_that he and his men were experiencing these problems- The
decision was thué made to design a Potfuéuese.iénﬁuiée course to-meet the
general as well as spécific'ftechnicai 15&&@5&&) needs of NRL's project‘staff;
The course development and evaluation process involved these steps‘ bre-‘
course survey and course development; course implementation and post-course
gurvey; pre—deployment briefing; an&.post:aeployment Aéhriéfingr The emphasis

in the description below is on'the poét;deploymenf;debriefing.

fact only about 20% had any foreign language background. The individual
chosen to provide the course was a linguistics professor specializing in
Portuguese at a local university. As a native Brazilian, the instructor was

cognizant of the 1linguistic and cultural problems that arise‘between Americans

and Brazilians;

12:

ge
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that the course met the special technitcal and scientific neeis of the project
group. A course was designed to focus on vocabulary building, conversational

group's specialty (oceanography).

Course implementation and post-course survey - The language training consisted

" of twenty sessions given over a tén week period. The participants met twice a
week for two hours during duty hours. The classroom training was augmented
with home study in the form of audio cassettes. A post:tréihing survey was
used to obtain participant feedback on'the course achievements, difficulties,
and restrictions, and to solicit suggested changes for-pqséibié future
Portuguééé tréining.

Pre—deployment briefing — Following the actual language training the group

members were briefed by State Department officials on the current political
and socioeconomic events in Brazil. The session was recommended by NRL's®

tréinér to éuppiement the ianguage poftion of the training;

?bét;&épiqyméht session —,Aéétﬁe main oﬁjectiVe of the course was to imprOVe

- B . -

théVQTOQp'é pétforménée while on deployment in Rrazil, the final course

evaluation could not be& held until the group returned from the Brazilian

S~ .

déployment, five and one—half months after the completion of the course: 'The

fndividuals spent varying amounts of time (from two to six weeks) in Brazil. = .
Ac hefore, time was spent aboard a research vessel as well as on land.

L ; ‘ Vv

. H‘
(\\\
'e
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' The post-evaluation was held at NRL during duty hours. The debriefing took
about oné hour dnd was held by the NRL training specialist who co-developed
the coursé. The inétruttot was not pféééﬁfléf this interview. However, when
carrying out this type of evaluation the instructor's presence is optional;
the evaluator needs to decide if the inmstructor's presence would help or
hinder the ihfotmation—gatﬂefiﬁé process. Fifty ﬁerééntgbf the class
completing the course were present, as well as two individvals who due to job

[

commitménts were uriable to attend the Portuguese language training. These two
{ndividials attended on their own because they felt thé? had some significant
contributions to give at the debriefing: In fact they acted as an informal

ccntroi group.

The session was structured only to the extent that the' évaluator Had developed

.~ Was this trip any different than previous trips?
- Yas comfunication with your Brazilian counterparts easier or
more difficult than on previous trips? Why 1is that so?

M

~ Has the language training been of any value? If so, how?

— Would you take a second; more advanced course in Portuguese?

- What changes W6ﬁld‘you;iiié to see in the format of the

Portuguese language training?

.-

(adl
[ag!
1Nl
|
I
[

- Would the individuals who didn't attend training a

- N

training course in the future?
% How can training be of further assistance to your group in
this specific area?

.
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The discussion was allowed to flow from these questions. In Some cases, the
group addressed the questions before being asked, anticipating areas of
concaérn such as course impact and needed changes. The brainstorming effect
fbététéélby the open discussion enahled one comment or §ﬁg§estidn to lead to
- others and‘iikéiy ptoducéd more information than would have been produced

through individuéi.intervieWS;

Analysis of follow-up feedback — Participants' comments were noted by the

evaluator during the debriefing and summarized into the following four

categories:

1. Suggestions regarding original Portuguese language Eiéiﬁiﬁé;

2. Suggééfiéﬁéiféééiaiﬁé future Portuguese training:

‘3. Comparison of experiences hetween project staffers who had
taken the 1éﬁ§ﬁé§e-tfainiﬁg and those who had not.

4; Behavioral change which occurred as a direct result of the
training. Examples include the following: Americans and
Brazilians were ‘able to work more closely during the last
cruise; éé\Ebth EToups braétiéed their language with each

* other (the Brazilians had taken English language training
between cruises): thus language barriers were eased. |
Results included not oniy greater ease and efficiency in
carrying out project work, but also greater camaraderie
ard rapport. One further éXémpié (pétﬁépé the moéﬁ.impof-
tant) was the increased group safety due to foreign
language abiiity{ltéducing the potential risk of acci-

fdents at sea with éxpiosivéé and heavy equipment.

e}

10 -
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Conclusions and results - The following changes were made as a result of the
informatton gathered in the evaluation process:

1. A second basic Portuguese language training course wduici be
conducted in a six week format for project members not able
to take the original training and for new project staff.

2. A new intermediate Portuguese language training course
would follow the basic course; the course would run eight
weeks and would enhance the éﬁiiity to Cbnvéréé, as well as
serve as a refresher for staff before they departed for
their next deployment.

3. Thé two new courses would contain certain content changes

based on the evaluation results.

SO 125




ANALYSIS OF EVALUATION METHOD

~ Ability of evaluator to re-group course participants; this ability depends

on the commitment of the participants and their managers to the course

and its improvement; as well as the geographical dispersion of the parti-
cipants: (If necessary, the evaluator can assemble a portion of the’
class and individually interview the remainder:)

course offering, to gain support of the participants for the follow-up.
. .

Resources required

The primary resource required is the time of the evaluator to conduct the
follow=up interview and analyze the qualitative data, and the time of the
p-rticipants to attend the follow-up interview. Another important resource is
an QQéiEatér with faéilitatdf ékilis to ensure the deveiopment'of a dialogue

tﬁat will pro&uce usaﬁie information.

. n y

Nature of information produced

Die to the loose structiure of the group interview, the infotrmation is
qualitative and hétérogenéous. Pérceptions of -thé individuals about impact of
‘the training on job performance can bé obtained during the discussion, as well

as any consensus that. the group may be able to reach. Comments can also be

solicited on the course process and content. o -
Advantages

- Group process stimulates individuals to rémember épecific eXampies of

behavioral change. -lé?{;,5
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tionnaires) and indicates that follow—up training may be needed, a
. follow-up interview in the form of a group discussion will allow
specific needs not covered by the traditional evaluation process to

surface and be discussed. This can esséntially turn into a second
- If the group includes individuals who have not participated in the
training process, but who had to function 8ide by &ide with those
who were trained, the evaluator has a built-in comparison group;}
discussions of the relative value of the training can occur between

tixe two groups.

Limitations

= Enough time must be set aside for conducting interviews as well és’ the

- May not be able to bring together a sufficient number of trainees to
develop a meaningful grbﬁp discussion and useful feééBaék.

- The Semi—sttuctﬁted nature of the group .aiééﬁésiéﬁ miy produce dialogue
which is not directly focused on the issues at hand; on the other hand,
1f the process is too étﬁ;étﬁie}l, the 'a’tin'osprh'ei'.é may bécome too reéi:ric-.
tive to Allow the free flow of information, idess, and feedback: The

evaluator;- or whoever is conducting ;the group interview, néadé.tq strike

Reference -
it n. sran T
Naval Research Laboratory (Code 1842)

4555 Overlook Avenue; SW ' 19+
Washington; DC 20375

o (Phone: (202) 757:é§5é) \
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U.S. OFFICE OF PERSONNEL MANAGEMENT

Lot

THE PARTICIPANT ACTION PLAN APPROACH

A GENERIC FOLLOW-UP EVALUATION METHOD

SUMMARY
£x

The Participant Action Plan Approach (PAPA), a generic evaluation method
developed by the ﬁ;S; Office of Personnel Management, is used to determine téé
extent of behavioral change which has occurred as a result of participants’
attending a training éburéé.A At the end of training, participants fill out an
actioh plan - a.list of changes they want to implement when they return to
their jobs. The evaluator follows up with the participants several months
iatéf,'thtougn.intérviéw5:or questionnaires, to obtain specific examples qf
change, as well as other data such as’factofs interferring with attemptod

change and the impact on the organization of new efforts made by

paftiéipanté., In addition to an outline of the method ;: the description below

includes épécific agency applications which demonstrate some of the variations

of the PAPA technique.
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GENERAL DESCRIPTION OF THE EVALUATION METHOD

extent of individual behavioral change on the job due to participation in a
training course or other type of Formal learning experience: It is a flexible
technique which can be adapted to a variety of courses; organizational
situations, information needs; and available resources: The method was

measure tﬁf-’oh’gh such means as testing, observation, or collecting productivity
data. It was also éééigﬁéd such that it could be implementéd after a course

had been developed.and put in place.

PAPA 1is based on the concept of participants' developing action plans -
statements of what they will do differently when they return to their jobs.
The plans are to be based on the training program completed. The tréihing
_evaluator then uses the plans to follow up with the participants several
months after course cémpietion to obtain ihfofﬁéticn on wﬁét behavioral
changes the partjcipants have actually made. While the n$ti0h of action
planning is not new or unique, PAPA takes that process ome step- further and

uses 1t a5 a vehicle for evaluation of training. | .

The bacic approach coﬁsists- of fif;e steps: Planning; in-course activities;
follow—urp activifiési analysis and conciu;ions§ and final report. These steps
'a'ré described below and include s”c;m'e- variations on the theme. An approach r;o
collecting behavioral change infbrmﬁtion without the use of action plans 1r
also noted. ._ Finaliy, brief examples are provided of the use of PAPA in

dif ferent agency settings. - 1;)' .
: ! . : h-/{_)’




120 .

The Basic Participant Action Plan Approach

Development of a plan for PAPA — In this first step; the evaluator determines

the specific actions to take to implement PAPA, given the organization's
information needs and the resources available. The decisions are made in
concert with the "client,” the person(s) for whom the evaluation information
1s beilng provided (which in omé cases may be the Lndividual doing the
evaluation). The questibhs to be answered Ey PAPA are ﬁétérmihéd, qﬁéétioﬁ§;
‘such as: What happened on the job as a result of training? Are changes tﬂac
occurred the ones ihtended'ﬁy tho;e pthiding the courééé What mé?yhéVé
incerfered with sarticipantsi trying to use on the job what they learned in
“the training? The specific design features for uéing PAPA are éeiegted:at
this time, such as whether to Follow up with participants by interview or by
questionnaire.

Conduct of in-course activities - This step consists of two stages. At the

action plan and are asked to consider throughout the course what they might

want to do differently on their jobs as a result of the training: Then at the
end of the training; Béffiéiﬁéﬁfé are asked to Erifé,én actior plan - a list

. a

‘of new activities, related to their learning experience, which they plan to
try when they return to their johs. The participants a}e‘encouraggd to .
éiﬁ?ééé_fﬁéi? act ion items in specific behavioral terms. A portion of an
action Biéﬁ might have scch statements as these:

[

[y
G
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I plan to:
1. Talk more openly with my employees when
things go wrong.

2. Involve my émployees more in making

decisions about our shop operations.

Forms can be provided at the beginiing of the eourse which participants can
use tﬁronghoﬁt;the training to record ideas,for changes. on the job and as
gitdelines for writing action plans (see Attachment 1): An action plan form
is used at the end of training for participants to record action items;
written guidance can be provided to the group to aid th=m in developing iténé
(seé Attachient 2). Options for the in—course step of PAPA incldde: Betting
aside time each da?\for participants to record 1&&553 and“having pairs of
participanté discuss their plamns with each other as a way of énsuring the
plans aré'réaiistic‘and clear.,. o
Tﬁé evaluator keeps one copy of the participants' plans, to use during the.
follow—up.
Follow-up with participants - At a planned time after the tré{lnivni{ (usually

one to six months later), participantn are contacted either through interviews

»or questionnairES; They are asked questions about implementation of action
items, other new behaviors attempted as a result of attending training, the
effects that their new or changed behaviors have had on their. work
environment, and what if any problems have\oecurred in transferring what they
iéarned to the job. |

13:
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Y | \

ffxintér3iens are used they can be done in person, by phone, or through'a

% o - ':_

combination of the %wo.\ If the interview approach is used, a good policy to
T & . -

follow 1s to send.aJ;eminder letter to participants asking them to think about

» -the implementation ]7 :

""" their action plans and indtcating ha they will be
_contacted shortli (sEe Attachment 3)* Even for telephone foliow—ups, an
appointment should b made with the. participants for the interviews. A se%i-
structured interview_format can be used (see Attachment 4);\with a copy of

¢ lthe

i

action plan in front pf the interviewer (and preferably thé \-pértiéipa'nt as
weii)i The key to thF useé of PAPA as an evaluation tool is %o obtain speciéic

information about behavioral change. Probing, asking for specific examples,l

\
“and having the participants;COmbaré bérformancé_pré- and postrtraininz, are
. N . i .

techniques to elicit information useful in assessing course effectiveness.

The two methods of interviewing each have their advantages. In-person
’ e . [ :
interviews, for instance, enable the interviewer to react to non-verbal cues,

e oA
1

|

. to establish rabport, and to see Eamples of work products reiated'to

behavioral changes: Telephone interviews enable the intervieweL to reach

geographically aispérsé& Baifiéisaﬁéa and aé& in some éaééé putapartictpants

more at ease 1if they are describing 1ess than.successful resnltJ of attempted
LN ; .

on-job changes. : : ) l

5 )i

N

i

e e T
e T -

e

3 .,‘ "
\‘ : 1

I S
\ f time is not available

to conduct irterviews. “‘Orr-the - other—kand —the oroblems of\ﬁsiné '
. \ Ly \'

questionnaires apply here as in other situations - return rate can be lcw amd
responses are likely to he at aifferent 1eveis oﬁ detai1 and compTeteness.

Given. the criticality to PAPA of specific examples ‘\of behavioral change and \

{
the effectivenesg of methods such_as:probing to obtain such examples, o ' \
- ‘ . ) ) 1_‘ ) ) I'\

]
N %
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interviews tend to provide better quality data. Examples of iastruments for

the queStionnairé épbroéch are found in Attachment 5.

Other variations in the fullow-up step, besides the basic method of collecting
data, include these:

D

~ Contact a sample of participants rather than.ar entire class.

This 48 particularly appropriate when interviews are
used and the participant pépulaticn is large: 1If déééfiéﬁhgifes;
are used, the whole class should be contacted unless the group

is of considerable size. -

- Following up with supervisors; subordinates, éh&/or'béérs of the
participants. This effort can provide- corrbboration of participant
information, add examples of.change, provide a basis for pbééiﬁié
future organizational consultation by the trainer 1f éine;épéﬁciés
appear éEaﬁg the various respondents; and increase overall the
richness of the data. The 6£gaﬁ12atioh'9 ciimé?é, however, may

make such contacts appear thréaténing to the péfticipé;ts and
may inhibit what participants develop for tﬁeir‘aétibn plans.
Furthermore, the time for such éédigionai contacts may not be
563&i551e; Finally, evidencé has éﬁbwn‘thét, with proper .
interview techniques, participant self-reports of change
match the reports of'bthéré WOrking ﬁith'the‘parficipants.

- Reassembling the i:l'aésvf:'o fiii out the q.uesj:id’ﬂ;éires. This
approach can.ensure a high response ?até ;f{mdst membefé of the
class are abhle to meet. It also prcviées an Opbortnﬁity for

a group interview to discuss the use of new skills and knowledges
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on the job. Particularly if the participants' jobs and work .
settings are relatively homogencous,; a discussion may trigger

more examples of change and ideas for program improvement
than would be generated by each person responding separately.
- Involving the participant's supervisor before the training. Ideally

supervisors discuss beforehand the tralning program an employee 18 to
attend, to clarify ‘expectations about what can be learned éé& used
on thé job: Particularly if the learning objectives are clearly
- béfféthanéé:Séséa - related aiféétly to the wofi - Bfé:éoﬁise
éubefﬁisét/ehﬁléyéé discussions will set the stage for ieéfﬁiﬁg
and for the development of an action plan {mmediately relevant to
the job and 1ikély to bé supported by management.
s féiibriﬁQFSOth.ih4ciéés action planning and Follow=up questions to
course objectives, mod;iés; subject éréés,QOr'QOmé other structure
which would enable participants to focus systematically on éach i
course segmént or goal, and wbﬁidﬂénéﬁié the evaluator in turn to
collect and analyzé information along pré—déterminéé'éﬁé easily
usahle lines. . L ( )
| , B L
Aﬁéiygig of findings and development of conclusions - The fourth step of PAPA

inivolves. Borting, categorizing, and displaying the data collected in order to
ghow the extent and type of change:. The information can be displayed in the...
form of descriptions of behavioral change; it can he summgfiged numeriéaiiy -L

]
4

(e.g., how many of the class participants changed in certain ways); or it can” :'
B . 5 ) '
be réportéd using a combination' of parrative and numbers. ) ’ .

JORN <

The foiiowing éré the kinds of data that can be anaiyiedf

S 13;




= The dction items themselves: Do items fiatch course intentions?

= New nenaviors displayed on the job. . How mich were they related to

interded changes? How closely were changed behaviors related to ‘\
course objectives? How many people attempted what kinds of change?

- Oiutcomes of behavioral change. What results occurred when partici—
pants attempted change? How did chanped behavior impact the organi=
zation? ' ,

- Judgment of‘ootédhes.“Wae the result of the behaviorai change and

outcome positive? negative? mixed? "1f outcomes of change were not

positive, the nature of the tréining program needs to be

re-examineds © | -
- Problems and concerns. What barriers or difficulties did partici-

pants encounter when attempting change? boeé the éoﬁrée nééd to be

modified? Should the training staff take other actions, such as follow-
on support or consultation with participants or others?
— plarined behaviors. If pérticioanté cite a number of intentions of .

change in the future: additional follow-ups may be réQuired;

~

- Non-behavioral changes. Attitudinal and’ knowledge cnénges can he

P

separated from behavioral changes in the data analysis, and each

. . type of "change can be compared to course intentions.
— Course comments. Participants can be asked ahout their reactions to

the course; from the perspective of having been back on the job for

a peridod of time.

Development of report = The data coliected énalyseé méde, énd-conéiﬁéione‘

draWn can be presented in a report in whatever format and level of detail- is

Rl

appropriate to address the client's interests and . needs. The results of a

135
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PAPA evaluation can he used for such purposes as:

- Revising the training. -

»

Attracting appropriate participants to the course.

Investigating possible suppi :ments to the training, such as technical

agsistance on the job, additional training, or job alds.

>
RN

Just 1fying continuation of the training.

= Comparing effectiveness of different training programs or Formatss

Providing line managers with information they need to make decisions
about sénding employeés to a training course.

Following Up Without Action Planning

‘A major variation on the PAPA process described above is to follow up with

participants without having them fill out action plans during the course.
Instead of starting the interview or questionnairé with action plan items, the

follow-up can begin with a general question about aﬁytying participants may be

doing differently on their jobs as a result of training., Specific questions

and probes can follow, as with the sf?ndérﬂ approach. If the coursé contént

.ca@ be segmented by objective, module, suhﬁect ma?éer; etc., specific

q;éstions can be added about any changes which m§§ ha§§‘occutred'in.eéch
éﬁééifié areas As with PAPA, concrete éxamﬁiesfﬁf Begzvi?rai change are
critical to data quality. ;

During OPM's testing of PAPA, the method was used in the following courses: A’
management communications course (using transactional analysis) for civilians
in a military settinp; a personnel management course for supervisors at a

‘1 :q: i
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large agency; angiﬁterégehcy pbﬁifibﬁ.ﬁéhégéméht course for personnelists and
supervisors; a ccurse on training evaluation previousiy offered by OPM; a
team-building course for managers in two divisions at a military-base; a
university-provided course for local police managers. The ?AP@ applications
summarized below were done iﬁdéﬁéﬁdéﬁfi; by the agencies cited and demonstrate

various uses of the method.

Department of Energy - The "Participant Prepared Action Plan" was iﬁééiﬁé?éfé&

o

into DOE's Management Development Seminar. This five—day course taught by
contractors is atterded by mid-level managers:. The course covers a range of

basic management techniques, particularly emphasizing decision-making,

o

brobiem—solving, team—buildiug, and interpersonal--communications. _ __ - -Wﬂ_m,i,MHw,”

K}

A standard action plan process was used to evaluate the seminar. -Care was
taken at the beginning of the class to explain the action planning and follow=
up procedures. Participants were given guidance materials and forms early in

the ééééioni with éxémpiéé of éction items drawn from the NOE éétting;

A member of DOE's training staff conducted fcllow-up interviews. Results
confirmed that the seminar was essentially on target, Lut that it could be
improved in a couple of ways, namely, that certain areas should receive more
available during :he course for application and practice of certain skills.
‘These suggestions were provided to the contractor, with changes to be made in

future offérings;ﬁ__”.’” S S

“he contractor was supportive of the action plan process, as the process

b4
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tended to-create more. incentives for the participants to concentrate on how
the course information could transfer to their jobs. As has been shown in
. other action plan efforts, participants responded positively to the not fon

that the training of fice was interested in how the participants were

.trensferring what they learned to their jobs. Participants seemed to
would be contacting them for a discussion of action plan ihpiéméntatiaﬁ; Thes
the action planning procedure served as a vehicle for motivating participants

to change, as well as a means of assessing change.

For information on DOE'S use of aéﬁiéﬁ planning, contact:
Stephen Rosan

Employée Development and Training Division

Office of Personnel, Room 4E040

U.S. bépértméht of Enérgy

Forrestal Building

Washington, NC 20585 o
(Phone: (202) 252-8498) : 'n.\ 0

o

Test-and Evaluation Command, Department of Army - The Test and Evaluation

Command (TECOM), part of DARCOM, Dép;rtﬁéht of the Army, has incorporated the
requirement for'an action planning process based on PAPA into a regalation on
‘evaluating ‘civilian training éfféctivénésé. The régﬁlatioﬁ was develc ed as a
-means-of relating training to job performance and mission accomplishment, and
covers TECOM headquarters and its installations (including, fbﬁ?éiaﬁﬁlé; |

Aberdeen Proving Ground and White Sands Misgsile Range). Refore being isédé&r
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the process .3 tested at a headquarters division, in order to ensure that the

system was practical and provided useful information.

Under the regulation, installation civilian personnel offices send out a form
(Supervisory Objectives and Employee Action Plan) to supervisors of employees

scheduled to attend certain training: The form requests that supervisors

describe their obiectives in nominating the employees for the course and what

is expected of the employees as.a result of their attending the training. The

_ supervisors. are to complete that first part of the form at least one week

before the class begins and are to provide the form to the nomi-=2es;
discussion between supervisor and employee is encouraged. Within five days of
course completion the employees are to complete the second part of the form,
which inciludes an action plan sheet along with guidance on writing action

plan to the civilian bersoﬁnéi office of the installation, with emplovee and

supervisor each retaining a copy of ‘the pién.

“Three to four months following complétion of training, the personnel office
sends a second Form (Evaluation of Supervisory Objectives and Employee Action

Piéh5 to the subervisdré. " The employee fills out the first part of that form,

ans&éting-the foliowing QUéStioné:

1. Déscriﬁé how you triedrtb implement your action items (what you 313,
how you did it, who or what was involved).

2. ﬁdw'ié what you are doing now different from what you were doing
before you attended this course? |

3. What/ do you percéive as the benefits to TECOM, your organization,

134
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of to your job performance? (Examples: dollar séQihgé; reduced
time, improved méiﬁé&é; increased productivity, better finishe&
product; etc.)

‘4, 1f you were unable to carry out any of the action items, why?

(Has the right opportunity not presented itself? Have things
changed in the organization so that certain items are no longer
relevant? Are there other reasons?)

The supervisor uses the second part of the form to answer these questions:

l: To what extent were your objectives met? (Check one: Fully;
partially; none): If you checked “ﬁ&ﬁé;" please explain why.

2. What is :te employee doing differently as a result of the train-
ing? Give specific examples.

3. What do you perceive as the benefits of the training to TECOM or ,
‘to your organization? (Eiémﬁlési dollar sévings, reduced time,
improQéé methods, increased productivity, better finished
product; etc.) :

4. Would you 1ecommend this course to others? (If so, Wﬁo or what

types of employees?)

'The follow-up forms are returned to the installation's péfsonﬁéi office for
analysis. Based on a composite evaluation of individual course analyses, the
installation can asséés the overall results of training comnpleted in relation
to job/mission improvement. Feedback can be provided to managers and |
supervisors on the results. Individual personnel offices may chéose~to obtain

additional pr expanded information throﬁgh such means as interviewing |

supervisors of participants.

14y
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@

those of 40 hours or more, regardless of cost, and those cos:ing SSOO‘or more

for & combination of tuition/fee, travel, and per diem. FExceptions to thesé :
) . - .
requirements are courses which are part of a planned, ﬁrogréssiVe_eareer,
development program (e:g:; intern, executive development, upward’mobility
programs).. These programs all include indiyidual development plans and

"

continual monitoring of employee progresss

the end of the first year of operation. One general conclusion is that the
system has caused supervisors to think carefully about the link between the "
training being considered and 1ts contribition to the employee s job

performance. Some installations were able to show training—related dollar

P

savings, even though mich of the training in TBECOM consist of highly

technical, state-of~the-art courses for scientists and engineers.

For information on TECOM'S usé of action planning, contact:
Department of the Army

Headquarters, ﬁ.él Army Test and ﬁyaluatiod Command
'Aberdeen Proving Ground, MD 21005

ATIN: DRSTE-PT-C

(Peggy Harmon)

(ﬁhone: (36l) 278-4170)
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ANALYSIS OF THE EVALUATION METHOD

- Willingness of ccurse director to have action plan process ‘built into

COU!‘BES

- Organizational support for follow-up contact with participants after
course completfon: :

- Instructions and forms for in-course action planning and for following

‘up (interview formats or questionniares).

= Participant "buy=in" to action plan process; and cooperation during

follow-up data collection.

’
» N\

Resources required

conductin£ the action plan exercise during the couise - about an hour
(aifhnugh this could be done Biythé instructor); preparing for and carrying
out the follow~up (interviews may take 30 - 60 minutes each) and analyzing
and writing up results (can be double o: triple the time that it took to do
the interviews if that option is used). Clefical'staff can be used to prepare

questionnaires for mailing and tracking their return, The participants, aside

from spending time to do the action plan, are required to devote the 30

minutes or so to . - interview or questionnaire process. = As PAPA is a generic

b

evaluation method, the standard forms, instructions, interview guides, etc.,’

can be adapted to any particular situation qith minimal resource investment,;

iwo kinds of eXpertiSe.are tequired to apply PAPA: If the recommended follow-

up approach is chosen, interviewing skills are needed. Training can be

provided to those who conduct the interviews; also time can be saved by using

| S 14z
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more than one interviéﬁer, as long as all inEéﬁiiéﬁers have the same ;/'

'of information which is to be *ollected. Basic analytical ability is needed
to sort and synthesize the data and draw logical conclusions, but no

statistical analysis is' required.

Nature of inﬁormation produced

PAPA yields qualitative data primarily on behavioral change brought about by
training. The changes may have been those intended by ‘the instructional\
process or. they may have been incidental to the course's objectives (sueh as
informat ion obtained from others in the class and useful in-the participant's
own setting). Depending on the follow;ﬁp questions asked, information may
also be obtained on participant reactions to the course; on what they felt
they learned, éﬁa'aﬁ thélorganizationalvresults of any hehavioral chanées.;
Aduan:aié; 7 )
~ Can be used to assess a Variety of courses, particularl§ those difficult
to measure through objective téchniqués; |
- Can be used by itself, or in concert with other evaluation approaches.
- bééiéﬁ cof the process, and nature of questions asked in follow-up; can
be changed to meet particolar Infornation needs and organizational
eircuustances, while retaining the basic approach.

- Does not require extensive evaluation or measurement expertise:

me nt plans can become the action plans, follow-ups can be made after
each assignment or course); career counseling efforts (again, an indi-
vidual development plan can be the vehicle for follow-up by the
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counselor).
~ Course being evaluated need not have behavioral objectives, nor are pre-~

course measures necessary to assess change; PAPA can still be used if

-~ The action plan can serve as a vehicle for supervisor/participant

discussions about using what was learned on the job:’

Limd Eations | S )
- Relies on self-reports, and on skilled interviewers to obtain specific

information neeaded.
~ Time required for interviewing and analysis; possihility of limited

+

quantity and quality.of data if questionnaires used:

- While PAPA can provide a "red flag” for areas needing ihpid&éménf;?t

additional data should be gathered if consideration is being made to

discontinue course.

- Is not the best approach to use when more &iiééf;ﬁééﬁg are availabie
to assess hehavioral change. |

Réference
Ruth Salinger ° " . , At
Etéiﬁing Resources Management NDivision
Office of Training
U.S. Office of Personnel Hanagement

- Box 7230

Washington, DC 20044

" (Phone: (202) 653-6173)

-
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ATTACHMENT 1

GUIDELINES FOR WRITING ACTION ITEMS

L%



EAS FOR ACTIQN ITEMS L

e

urse

#3 | would like to try out when | return to work, based on what | learned in this course

14,

o

ote You can use the couggeﬁquectives what you learn in class. the course handouts conver- '
:tlons with others, etc., to come up with ideas

EKC

wll Toxt Provided by ERIC

o
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Gl IDELINES FOR WRITING ACTIQN ITEMS

I What an Action Item Looks Like ’ my umt and come to an 4greement on

. The most important_ characterlstlc of an ; : whether or not | can proceed.

item is it is written so that .
action that it Is written a Il. Implementing the Action ltem

you—or someone else—will know when it °~ A -
occurs: One way to help achieve this is to A. As you proceed to develop action item
be sure to think of yourself.ir your. actual

--use specific_action verbs. The following is ' AP PrN

a list of such verbs: * fob setting, lmplementmg the activity you
) g have described. . :

7z . : . q ] L] e .
———Mental Skill Physical \Skill ~_Attitude
State Demonstrate - Execute ‘ Choose .
Name.. . Discriminate ' Operate . Volunteer
Describe Classifty Repair Allow .
Relate " Generate (a solution) Adjust Recommend :
Tell Apply (a rule) Manipulate : Defend .
Write Solve Handle - . Endorse -
Express Derive Manufacture Cooperate
Recount " Prove . Calibrate ) Accept

: i Analyze : Remove " 4  Decideto: -

’ Evaluate Replace - A Agree -

B As you are workmg on the action Items B. Ijﬁygqfhgyeﬁaﬁnrldie,ggffﬂbgg yﬁofufvgulfge
ask yourself: Is the behavior described abie to begin implementing the action
observable? Will it be obvious to me or items, you can make a note of it. Three
others when II happens? categorles can be chosen: (1) ““as arises"”

) - . {you don't kKnow when thé opportunity to

c. Examples of action items: try this item will occur); (2) “‘within 2

" As a result of being in this course | plan : months"; and (3) “after 2 months."

2. Handle every piece of paper only once.

'4. Talk with my employees directly about

to: C. You may find that you cannot try out you
""""" ideas exactly as you envisioned them, or
"""" . that lt Is dlfflcul* to be specnfic That s

. 1°b As a result; my superwsor will—  o.K.—it is still impq

know: the contents of the courge; how | ' mten.', as a tentative plan, knowing you.
can apply what ! tearned to the job; and may have to modify it once you are back
whether or not others in:the organiza- > on the.job. Try to develop at least two or

tion should attend. “three action items—one may not work, so
it's handyv to have others.

in order to improve the management of

my own time. Begin as soon as | am

back on the job.

3. Apply the principles of performance

analysis to the probiem of incomplete

and tardy case reviews in my division; )

request assistance from the training : )
office; as needed. As a result; | will :
know whether training is requured : . 1
andl/or some other solution is

appropriate to reduce the problem

Begin within a month upon returning.

- a problem which arises, rather than
avoiding a confrontation; discuss the
situation in order to reach mutual

understanding.

5. Within two weeks after | return,”

negotiate with ny supervisors to |mple 1

ment a system in

N
-

Flbvldl State Universtty ID-IDN pags 12

ERIC

Aruitoxt provided by Eic:
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ACTIQN PLAN

COURSE TTLE - - NAME

 DATES

ACTI.ON ITEMS _within _ after. as

| plan to: . - - —1 _2months- | —2months | arises -

<t
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QUESTIONS ABOUT YOUR ACTION ITEMS

,,,,, \ .

A Prol/mlnary Nature of Plan : : -
Weie you specific in writing the action item? |
" What will you need.to do when you return to
- work In order to find out which actions are
possible?

B. Resources

Who would be carrying olt the propose
action, or helping with it (formally or
lnformally)?

Are the skills for. carrying It out available?

How much time would this take?

Are there speclal materials or equipment
* required?

What is involved_in obtaining them?

Will you be using a tool or system or aid
from this course?

How much adaptation is requnred"
_required? _

Who will do it?

C. lmplementatlon

Do you have the authority to implement the
action?

if not, who does?

How do you think you can go about getting
_approval? -

What do'you think the degree of support Is
fur your idea?

wil! you neéed to sell people on it?

Who?

D. Effcets
Whom will this action affect ?
How wilt it affect them?
Wil anyone be the worse for the results?
Anyone improved?

What will be affected?

E. Environment .
What in the organuatlonal envnronment maght
_Interfere with your doing this?
What in_the organization would support your
, efforts?
\
\\

15,

ERIC

Aruitoxt provided by Eic:
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ATTACHMENT 3
FOLLOW=UP LETTER (INTERVIEW)
\ .
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SAMPLE FOLLOW-UP LETTER

Dear .,

Several months ago you attended the course (___name of course ). At

the end of the program; you developed some action items—ideas for new
behaviors—you might try out once you returned to your job At that time I

Now is the time!. Either | or another member of our staff will be calllng you

in a week or so to make an appointment to talk {by telephone) about your

action plan. As a result of our discussions with all the course participants,

we will be able to tell the course director how the course has: affected the
way participants now do their jobs. As you know, our report will cover the
Class as a whole, and no names will be used.

R -

During our conversatnerr we will ask you how you fared with the action items

you wrote down, about anythmg else you've tried since returning to your job,

' and about any prob!ems you might have encountered Thrs mfermatron will

P |
Cu
l")\
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ATTACHMENT &4

INTERVIEW- FORMAT

>

15,
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INTERVIEW GU!DE AND DATA LOG

Directions 7

This attachment contains suggested questlons to be askea during the in-
terview: Probes for getting very specific information follow the initial
questions: Use them as appropriate. Space is provided below the ques-
tions for recording the participants’ answers.

Course _______ Today'’s Date
Does participant have action plan? Interviewer
Name

Guide for the Interviewer . \
Thisis (____your name ) from (___name of your office ). \
We talked (____say when ) and arranged to discuss your action plan. |
Is this still a good time? S o '\
Do you have your action plan from the ( name of course ) course
“in front of you? (IF “NOQO"’) Can you get it now? (IF “NO") We can work
from my copy:

-What I'd like to do is go through the |tems you wrote down at the end efr
that course, and ask you some questions about them. Then you can brmg
up anything we mlght have missed, including any behaviors resultmg

from training which were not on your action plan

(Make sure answers are spec;flc eneugh so that you €an envision the
behavior bemg described.)

Let’s start with the action item whichsays, - - —. . _ .

[y
(d'zi
by
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Have you been able to do this yet? -

1. (IF “YES,” THEN USE THESE STANDARD PROBES, AS
APPROPRIATE. IF “NO”—GO TO # 2

Could you tell me more about that? What was the result? -
Could you give me an example of that? What was the resuit?
How would you characterize the result? Was it positive? _
Negative? Did it have both positive and negative aspects?

How did you carry that out? Who was involved? Have they been to the course? What
was the result? 0.

f Have you done that more than once? Any diﬂerence each time? -
o .How is that different from before?

e Were.there any problems in carrying that out" What _were they°
e Will you continue to do this? Foresee any problems?

-———._—_——-—.———______-_-——________——_——_——_—.—____——_—_—__

WHAT (with examples):

RESULT:

OW CHARACTERIZED (positive, negative, mixed, unknown):

BEFORE:

PROBLEMS:

150




146

INTERVIEW GUIDE AND DATA I:GG

2. (IF “NO,” THEN.USE THESE PHOBES AS APPROPRIATE.)

* Why do you think that was the case?

e Any other reason you can think of?

e if the (problem) had not occurred; do you think you could have done that?
* Are you still interested in doing this?

o |f so, how do you think you can make it happen? Foresee any problem?

—_———_—__——__—_—_——_———-————_—_—_———_————.—-——_—_———

Record answers below:
WHY NOT:

OTHER REASONS:

STILL INTERESTED:

CAN YOU MAKE IT HAPPEN:

(If appropriate, use previously developed questions to relate behaviors to
learning objectives.)
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INTERVIEW GUIDE AND DATA LOG |

3. e K., we've been talking about . ‘ f S

probes listed under #1.)

(Repeat questions #1-3 for each action item.)

4. We've talked about your-specific action items. Is there anything else
that you are doing differently on your job since attendmg the course that you
thlnk is due, directly or indirectly, to'your bemg in that course? (if “YES "

use standard probes listed under #1.)
Anything else?

more useful to you on your job'7
‘Anything else?

6. (Optlonal) What do you thmk about writing an action plan at the end of
the course'7 Did it help you apply what you'd Iearned"

7. (Optional) What do you think about this follow-up?

i 1
2
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SAMPLE FOLLOW-UP COVER LETTER

Dear

Several months ago you attended (name of course) At'the end of the pro-

gram you deveioped some actlon ltems——udeas for new behavuors—you
be getting in touch with you to find out how you were doing in implementing
your plan.

Now is the tlme' Enclosed are a euestlonnaure and a preaddressed envelope
For our follow-up evaluation of this course,; we would like you to answer

some questlons about your actlon |tems and the usefulness of the course to

have misplaced your action plan, call me at (your phone numb_) and I will
send you a copy. :

As you were told in class, you can be sure that your prlvaéy will be protected
in any use made of this questionnaire. Our report will cover the class as a
whole, and no names will be used.

After completmg the questionnaire; you may want to let |t slt day or two

and then reread it before sending it-directly to (address) in i e p'eaddressed

envelope. We will call you to remind you about returning it i.: u= if we have
not heard from you, by (date). Thank you for your oooperatrc

Sincerely yours,

Enclosures
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QUESTIONNAIRE

Directions For Filling Out the Questionnaire

The questionnaire contains three sets of questions: X, Y, and Z.

Set X shouid be used for action items which you have tried to carry out,
regardless of how successful you were in your efforts. ' -

Set Y should be used for action items which you have not yet tned to carry
cut.

Note: For any action item, use only one set of questions, either X or Y, not

both.
Set Z should be anawered regardless of what happened with the action
items.

Procedure
1. Look at your action plan and, taklr each actren item in turn, decnde

~ whether it is a Set X or Set Y item.
2. Copy each action item in the blank at the top of the appropriate set of
questions, either X or Y.

3. Write your, answers directly below the questrons If you run out of space,
use the other side. Any -unused parts of the que stionnaire can be thrown

away.

4 SetZ centams questrons that are self-explanatory. As before, please
record your answers below the quesiions:

5. After you have completed your questronnalre please plage itin the
enclosed envelope and mail it back as soon as possible:

Thank you.

. s,
C‘\

<




SET X

Name . _ Date__. L

| am discussing the action item which says:

a. Desczribe how you tried to |mplement this item, including, as appreprlate,
the following information:

¢ What you did or said

e How you did it : S
& Who was involved . A<
s How often you tried it : - ?

Please be specific enough so that the reader can visualize what happened.

s
b. Describe V\(hat happened when you tried to implement this item.
s What happened as a result? \,\

e How do you feel about what happened?
(Was it positive, negative, partly positive and partly negatlve or don't you

know yet?) , : X
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SET X

were damg before you attendec’ the course? -

d. Did you have any problems in trying out this action item? If so, what or
who got in the way of doing it? i |

¢ Was there anything else you neéd.u o know in order to carry out thls
action item?

e. Do you think you will continue to try-out this action?

R



o

153 |

SET Y |
Date o o

Name — -

| am discussing the action ‘item which says: ____

a. Descnbe why yeu were not able to carry out this item yet. For example:

. Has the right opportunity not presented |tse|f’?

s Have things in the organization changed such: that.it is no Ionger rele-

vant?
e Do you need other Information or skills to try |t'7 (What are they?)

b. Can the action item still be done? If ‘so, what is needed to make |t
.happen?
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SET Y
c. Are you still interested? If “NO’; why not?
(,;)j
\
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"Name . Date | )
. Is there anythmg else that you are domg dlfferently on your jqb that you

think is due, directly or .nd»rectly, to your having-taken the course" (If so,
please answer any of the questions in Set X which apply ) ' -

b

j
b. Is there any way you think the ce/urse should be modified to make it more

useful to you on your job'7 Please list any 5uggest|ons for improving the
course (course content structu.e length, etc.) you mlght have.

/

' N /

|
|
| /
C. (Optuonal) Do you feel that de&felopmg an actloﬁ\plan as part of the course
was a helpful exercise? Explain why or why not. ®

‘\'
\

\‘\

d. (Optional) D|d ycsu find this fb'll'ow-'u"\ questionnaire a helpful exercise?
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(Excerpts) '

IMPACT OF TRAINING IN ESA
1978 - 1980

To assess the impact of training on the fulfillment of ESA's mission it is

necessary to look; first at what contributions the various training initiatives

‘have made to achiev1ng ESA's short-and - long- -term objectives. Having catalogued

or listed such contributi 1s; we must then examine the training itself, to see

- §f 1t was done efficientiv By examining both these areas, we will be able to

evaluate the cost-effectiveness of ESA'S training efforts.

The first task in such an approach is to iaenti?y ESA's basic objectives, Wh11e

it is possible to conceptualize the organization's ultimate purposes in a number

of ways, for the ni:ipose of this report we will consider three:
1. Achieving effective operations (production):
<. Providing public service.
3. Developing er?éafive-aaaagéae5£.

Given that most or nearly ali ultim:zte benefits to the organization will reduce

themselves to one of these "} -2 *‘tegories we must then attempt to examine how.

train.ng has contributed to them. since tk:se are broad categories; it _is useful

to subdivide them into more spec’<i: 2lements that may be easier to define and

identify. Foliowing is our attem;’. to muke that division. Note that this is not

an attempt to be comprehensive However, the particular items enumerated are.

areas central to ESA's goa]s in which training might conceivably make a direct
contribution.

Achieving Effective Operutions | |

1. Achieving Program Goals. - Each program and sub-program sets a number of
quantitative goals by which perfonnance and production are at least .
partially measured.

(i.e. production goals are set) must aiso meet standards of accuracy and
completeness in order. to be effectivz.

Providing Public Service

3. Quality of Service - Factors important to serving the public include
pro.iding accurate and intelligent information to individuals and groups
when required; as well as making and 1mp1ement1ng accurate and timely
decisions affecting the public.

4. Rapid Service - Not infrequentlyg the_value pf_a service is heavily
dependent on the timeliness of its delivery. Reducing the time lapse
between the passage of new legislation, or acquisftion of staff and tﬁeir
becoming productive is a significant staff contribution. -

11""

—y
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Developing Effective Management
5. Efficiency of Operation - Efficiency here refers to accomplishing a job

~ more rapidly, more simply, with low errors, and with high quality.

6. Fiscal Responsibility - Because of the critically high importance of
responsible monsy management in government, adherence to required accounting
procedures, and accuracy of records are crucial.

7. Increased Management Capability - Due to increased demands on managers for

the mastery of a broad range of management tools, including the use of MIS,
demonstrated improvement 1in this capacity is a direct contribution.

Cost=Efficiency in Training

+w(F)urther information is needed to determine the efficiency

and economy of ESA's training efforts. This analysis should include an
assessment of both the cost benefits of ESA's gcentralized training function

and the cost efficiency with which each course is designed and delivered.

The fact that ESA's training function is centralized provides the primary
opportunitiy foir cost-efficiency in the entire training effort. Savings

result fren several factors:

== 1reining resources located ir the centralized unit can be quickly
moved from program te program as orgarizational priorities shift. For example,
resources can he quaickly diverted to areas where there is new legislation, a
consolidation; or & major change in erganizational procedures. :

- o _ 4 . T _ _ _
_ —- Because t possesses a flexible cadre of highly trained learning

specialists, ESA is rarely dependent on. the .use of outside contractors for
training. When such contractors are used, they 8lways supplement skills_
nat already exist on the staff rather than providing skills not aviileble

internally. This means that central staff can monitor the quality of work

p..iormed by contractors as well as 1imit its use:

== The fact that the training staff becomes familiar with subject

matter and skills within various ESA programs means that they can often
apply successful methods and techniques developed in one program to another

program in ESA. This avoids waste and duplication and provides a cross-
fertilization of working ideas. ‘ _ o

. To analyze cost-efficiency in specific courses, we need to examine current-.

research and practice in the training:-and development field. Such knowleds .
indicates that certain chara: 2ristics are more-likely thar nthers to insure

efficiency and economy: These are briefly listed below:

153



Focus on Specific Job Skills

== Courses should focus on specific, identified job skills that
trainees need to know in order to do their Jobs: This approach, which
“eliminates unessential material, keeps courses as hrief and tightly focused -
on performance areas as possible. : :
Written Resource Materials

== Course should include written resource materials that trainees can
take back to their offices and use as ongoing job aids.

(/

Decentralized Delivery

.- Courses should be delivered in decentralized locations so as to
reduce travel and per diem costs, which are the -highest single costs for
delivering training.

Self Instruction

== Self-instruction, in which trainees work through programmed learning
materials, is a very economical training method, particularly when the
learning involves z transfer of knowledge rather than skills. ESA courses
utilize. self-instructional materials whenever feasible. -
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‘help strzigthen management's con

INTRODUCTION.

To many in the field of training, evaluation seems. too complicated; too risky; or too
costly to consider; or it warrants only limited commitment - just enough to satisfy

minimal needs to appraise program success or satisfy accour ubility requirements.
However, the gains to be achieved through cost-effective, reliable; and objective
evaluation of training are substantial. It is the purpose of this report to highlight these
benefits and to demonstrate that they are within the reach of every training organization
within NASA. : :

We will attempt .o do this by offering a typology and terminolgy for understanding,

analyzing, . and developing evaluation strategies based upon a review of the

state-of-the-art of training evaluation: The topics to be covered include identification
and definition of the objectives of evaluation, a summary of the rnajor concerns and
factors to be considered in evaluation, a review of techniques and instruments to match

with objectives and™issues..:.

A strictly pragmatic approach is used. Our purpose is to present a point of view and a
way for the "average" training office to use evaluation in order to benefit the employee,
the organization, and the prospects of the training community. While our intent is to
identify and desc: ~= key points and factors involved in-training evaluation, we do not
attempt to proscribe a specific measurement technique or approach. We believe the
needs and circumstances of each particular situation will largely determine the choices of

evaluation objectives, techniques, and approaches that are appropriate. _ B

BENEFITS OF EVALUATION

fhe potential benefits of training evaluation are extensive. Evaluation can be the

initiator of improvement in several key areas; i.€. the training course or program itself,
the situation of the training office, -the credibility of the training manager; and the

opportunities of employees who utilize the service (Zenger and Hargis). These benefits
are discussed more fully below. -
Improvement of the Training Office Situation. Accountability poses a problem for any

organization, including the training office. Coilecting and presenting pertinent evidence

of the need for ‘training is a constant requirements Management support often_is based

solely on impression and temporary favor which is highly susceptible to change. Effective
and effectively used evaluation provides a constant source of data to account for the .

resources applied by training offices. Clearly; a danger is apparent in those instances
whera results are deficient eig. training is poorly received, fearning objectives are not
achieved. But evaluaticn data utilized properly to redesign and reprogram will produce
beneficial results. . » :

Benefit to the Training Manager: Training managers can utilize evaluation in two
important ways. First, they can use evaluative responses to make changes in instructional

techniques, program management, and course design. And second, they can improve their
credibility with management througi the use of assessment data. Evaluation data can

7t's  confidence in th2 training specialist as management
réalizes that the training professional shares their concern for performance improvement.

RIC

Aruitoxt provided by Eic:
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Benefits to the Client. The prime commitment of training is to the client, i.e. the
trainee and the trainec's management sponsor. Ultimately, the goal of evaluation and
programmatic improvement based on evaluation is the enhancement of employee and

organizatiomal performance. As improved training results in better job performance or -

enhanced career opportun:ties, both the employee and the organization move ahead.

"""" raining Course and Program Improvement. Evaluati’o’n provides fee’dback needed to
1mprove both instructional content and methodologyﬁ While it is possible to design and

conduct trammg based on a combination of content familiarity, instructional expertise

and training sophistication, there are difficulties with this approach. Intuitive judgment,

even based on considerable experience and insight, cannot always prov;de the consistent,

objective assessment required to appraise the large number and wide variety of training

initatives offered by the contemporary training office: The danger in using subjective

evaluation of courses and programs is in the resultant tendency to leap to misleading

assumptions. These assumptions serve to’shorten the program deveiopment process as

shown below (Goodell, p. 263):

N,éeds, } - 1 Objectivés| | Training ; g Noncmg parnc1pant
Identified Defined [ACourse — résponse during .
‘Designed | fcourse |

Assumption that the monitoring |
of signals is a substitute for
a post-course evaluation

But the "shortened process," relying solely on the impressions, ‘opinions, and views

" collected while monitoring comiments and other signals, negates the ability to effectively

redefine objectives and methods. Including evaluation in the program development

process gives a more relxable Easis for revision and redesign of the training:

Q

Needs  Objectives| | Training ' g qugtorlng of
Identified [">] Defined [ Course feedback during
. Designed | - course
’ (or re-
designed)
Revision of ). _ | Post-course Evaluations |
| Objectives [¢ (formal & informal)j¥

EVALUATION é'BjE'E:'fivE's‘ :

Our typology of evaluation objectives or data targets includes four basic types: reaction,
achlevement, parformance/application, and organizational results. These are describe
in more detail below. (Kirpatrick, p. 1; Zenger and Hargis, pp. 11-12; USCSC, "A Proces'
for the Evaluation of Trammg", p. 10)

-

;l‘“f_v .
T
MR

2=
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' Reaction

The objective of this type of evaluation is to assess participar ts’ reiciions to zng vesi.arks
based upon the training experience. Reaction evaluation e, sbtaining dat: oa trairees'
feelin , -1 about inst 1y Cantenty;
methods, media,.and program organization. The most commor techriszexn enii’: red to
gauge reaction are questionnaires, cral review sessions, and. individual s wiows. Key

feelings and opinions about a program, yields infcina- 1 apout instrict

anecdotes and testimonials may be _collected: It is important to_ poin: .:.° that
measurements of trainees' reactions do not include the assessment of achieveinent of
learning objectives.; -

1 . )

Achievement
The objective of achievement evaluation is to determine trainee skill or kiowledge gains
which reflect the accomplishment of instructional _objectives.  Achievement
measurements gauge the degree to which concepts, principles; facts, skills, and/or
attitides are acquired by participants :-om the training. Achievement measurement
devices typically include direct observation; written or performance tests, and

self-assessment processes: These devices are intended to measure end-of-course learning

achievement and do not predict the degree of transferability of newly learned abilities to

on-the-job situations.

i

Performance/Application .~

The objective here is to determine changes in indjvidual performance on the job which are
a result of training. Performance and application measurements entail examination of

changes in individual emplcyee job behavior or practices attributable to training.

Interviews, observation, performance tests, questionnaires, self-assessment processes;
and performance appraizals are commorly employed 'to determine performance changes
due to a learning/training.experience. The identification of specific work place activities-
and functions which training is expected to influence is an essential element-in this type
of evaluation. o s : /
Organizational Resuits ' :’ - :

The objective of this kind of evaluation is to determine the impact of training on an

organization or the work enviionment. Examination and measurement of this impact
usually involve analysis of 'such changes as costs, absenteeism, turnover rates, and
organizational productivity: Such changes are commonly ascertained by the use of
interviews; analysis -of organizationzl documents, quéstionnaires, and surveys. From a

training evaluation perspective it would be ideal to evaluate.programs directly in terms of
the organizational resuts. Hc'vever, this is often difficult because of the problem of
segregating variables to determine how much organizational improvement is’due to
training as opposed to other factors. ‘However, inferences can be made about the effect
of training on organizational improvement-which substaritiate the effectiveness of training.

MAJOR EVALUATION CONCERNS ’

Having identified the objectives of evaluation, let us now look at the factors that must be

considered in detérmining whether and how to proceed with an. evaluation. These factors

include RIGOR, RELEVANCE, ECONOMY, and STAFF CAPACITY. :
S
. ;3'; N . - . ‘
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level of confidence in the evaluation results (Zenger and Hargis; p.12).

Rigor refers to the reliability, validity, and accuracy of measurement techniques. It is

the amount of control exerted by an evaluation design and the subsequent accuracy that
can be-attributed to the evaluasion results. The more. rigorous the design, the greater the

Relevance means the degree to which the evaluation couples with achievemhent goals

and/or organizational goals. It does not refer to the linkage between course content and
goals; but to :he degree ‘1o ‘which the evaluation results reflect the achievement of
specified objectives. !

Economy refers to the trade-cff between the costs and benefits of evaluating, A range of

~techniques exists that offers insight into the success or failure of ;training. ‘Often a less

expensive approach will provide one ot more of the benefits described in an earlier

section. Other techniques..require a substantial expenditure of capital or human

rasources to acccomplish a rigorous and rejevant -evaluation. Two available options are 1)
to offer limited and thoroughly evaluated training opportunities or 2) to offer a panopiy of
training that addresses management's ‘needs, as they arise, without significant
evaluation. The search for the "middle ground" is one of the major questions confronting

training managers (Zenger and Hargis, pp.12-13). .

Staff capacity is related to the issue of ecoromy. The availability of staff to conduct and .

analyze evaluation results is a key concern.. Obviously, the more sophisticated the

measurement, the more skill and knowledge is required. Evaluation can range In

" complexity from the ease of a single trainer soliciting a trainee's views in an informal -

conversation to the complexity of a large scale analysis of ‘organizational impacts

requiring a staff consisting of a training specialist, a statistician, and a- computer

programmier to determine key variables and correlations. However, ‘evaluation expertise
is available; either through the development of the training staff evaluator or by contract

‘consuitation: (Parker, pp. 19-1 through: 19-23: Parker provides an excell~nt overview of .

the methodological requirements ior the various evaluation techniques.)

The Relationship of Concerns to Objectives

-

In practice, the concerds described affect the various evaluation objectives (i.e. reaction,

. achievement, performance/application, and organziational results) in distinctly different

ways. The following section is & brief summary of how the issues of rigor; relevance,

economy, and staff capacity impact the four different evaluation objectives (Zenger and
Hargis, pp. 12-13). ‘ o -
Reattion _ , ‘ ..

interviews of individual trainees or groups. Reactive responses usually lack rigor since

Reaction queries are usually quite ecoromical, tending to rely on brief questionnaires and
participants generally report likes or dislikes, anecdotes or incidents that are not always
directly related to the content or ‘substance of the training. Relevance of reartive

. responses to training objectives is relatively high when training is conducted primarily to,

-convey needed-skills. However, reactive information may be inadequate to determine the

relationship of evaluation results to organizational need. Clearly, the fundamentals of

conducting and analyzing reactive. responses_are the easiest to master_ and; therefore,

pose no severe problem to the training staff. The major problem is the highly subjective

nature of reactions.

> i - 3 v » N
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Achievement - , ' TN - L
e } 2 . . B o
The measurement of learning achievement or knowledge gains tends to be rmore rigorous
and relevant than participant reactions, given that such instruments as written tests,
structured observation, and participant. yelf-assessrients demonstrate directly the level
- of mastery attained. These. kinds 'of tests are relatively inexpensive and often may be

easily developed by training office staff ‘\Wbrkihg'szjirtbﬁ_rspﬁijiegtigg(pierts as necessary. In
addition, they are appropriate for many areas of training and are ‘an.economical way of
-achieving the benefits of evaluation. In particular, they are useful in determining the

_adequacy of the instructor .and the course design. Also;” when achievement/ levels are

’—Fugh,ihiéiil:élﬁilﬁéiqfiﬂée and the training manager can receive @e%ff?b?}?, ﬁaﬁ;{sﬁment
recognition: In addition, -evaluation of achiévement when accompaned by feedback to

trainees reinforces lzarning results: For the training office which takes time to develop
the instruments; achievement testing has high poténtial payoff at relatively low cost.

¢

Performance/Application
Megasures of performance change and application to the job riay provide a goad mix of
rigor, relevance, and economy: . Such measures are rigorous in relation to their degree of
. sophistication and are relevant both to achievement objectives<and to organizational
needs. Although more sophisticated (and expensive) devices may be used, simple
instruments such as questionnaires can be constructed and administered at relatively low
cost. A potential problem arises from the necessity cf constructing instruments - which -
are able to evaluate on-the-job changes. Job or task.analyses are necessary in order to’

insure adequate evaluation. In these cases, personnel and evaluation experts will often be
added to the training téam, thus adding to the cost.

Organizational Results o

i

~ »

Measurement of organizatic- il results, i.e. organizational performance or productivity

changes as a result of training, is obviously relévant by our 'definition. In order to collect
the data requir !, a highly rigorous design may be developed at some expense. Evaluation
cesign and-th' = sretation of results may reqlire the assisfance of an evaluation, or
organizational . -fopment expert: The level of insight into the mission and activity of
the organization must surpdss that which is required for an evaluation of a performance
.change of an iridividual trainee: The difficulties mentioned tend to make this evaluation

effort a relatively expensive process requiring a high level of management support.

EVALUATION T¢SHNIQUES B ,
g ' .

Having decided which evaluation objectives suit need and circumstance and the ability to
pursue them, we may.now look at some of the techniques or instruments availablé to

- dccomplish each objective. If is realized that the selection of instruments must be

related to' an overall evaluation désign. These are included to assist traiping staffs to

begin designing or developing their own evaluations or to work more effectively with

consultants and ?Ubjec't experts. For the most part; these techniques for training

evaluation’ fall into five major groupings:' TESTS, OBSERVATIONS, INTERROGATIVE

instruments, PARTICIPATORY techniques; anu ORGANIZATIONAL analyses. TESTS

include "written examinations and ‘simulations. OBSERVATIONS iriclude all visibly
R B . '
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noticeable aspects of tralmpg results. INTERROGATIVE: iristruments include such -
devices as questionnaires, individual ‘interviews, and group interviews. . PARTICIPATORY
instruments include all self-assessment and participant contract devices. And
ORGANIZATIONAL analyses include all measurements of. an organization's vital
documents and statistics. ; : .

A defxmtzon and descrxptxbn«ef each individual technique follows. ThlS section roncludes

with a chart summarizing the relationship of specific ‘echniques to evaluatxon objectlves
(Chart D.

Written Test This instrument consists of a series df wrxtten 1tems (questxons, problems,

exercises) dge
The object of the wrxtten test is to gauge the possession level of knowledges 1mparted to

effective measure of ACHIEVEMENT. ) » SRR

Use Requzrements. time, scorxng procedures, and hlgh correlation with training content. -

Advantages:y rel,atwely low,,,admlmstratlon cost, easily and quickly scored,-egsrly

-

) which measure specific knowledge gains against specified criteria or ‘norms. .

administered, and a wide sampling possible. = , <

Dlsadvantages. 3 possxble low degree of relation to jOb performance, hlghly prescrxpt
and potential cultural bias.

Performance Test . The performance test is an instrument which requires trainee
demonstration of learmng (ACHIEVEMENT) or 'p'ei:fo'r'mén'ce _ change
(PERFORMAMNTE/APPLICATION) under: simulated or actual conditions. - The chief

characteristics of data derived from performance :testing include quantxfxabxhty and’

observability. Assuming sound design; this instrument offers great insight into knowledge

.gain and actual application of learnings.
i

Use Requrements: time, materials, equipment, and qualified raters.

Advantages:  reliability and relevance. | - ' " i

_bi'sa'dvamage”s; Ligh developmental costsy time-consuming, potential difficulty in

constructing a simulation "'which mxrrors actual condxtgonq. and possxbiy threatening to
part1C1pénts. - . .
‘ . W .

Observations

Non-verbal indication This technique iﬁVOiveS observation of gestures a'n"d faCiéj
expressions among training -participants; as such, it represents a potentially effectwe

vehicle to determine REACTION. The information gathered tends toward affective, °

uncategonzed and :nferential physxcal indications of reaction to training.

.

Use Requirements: sensnt1v1ty to physical.communication and evaluative awareness. :
Advantages: low cost and immediate feedback.
Disadvantages: subject to misinterpretation, low reliability.

. s j »-/4.., D P < Z
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Obsesvation As 3 .o unic technique, observation constitutes organized surveillance of
traiit g par.icipants. Evaluative observation may be condiicted either on an incidental or
strucizrod : it O=pending on the specific infermation target, observation may provide
a sonrce of wLATTION, ACHIEVEMENT, and PERFORMANCE/APPLICATION data. If

A

v
YA

vocal r. . singgindications are sought, reactive data are provided: If these indications
subst i1l . irning gain or comprehension, ‘then acnievement is measureds And if these
indicatiris are directly related to a change in behavior or practice; or are viewed

actually on-the-job, then perforimance and application data are supplied.

If obsérvation is conducted on an incidental basis by a human observer, the data tends to
be perception-based and randam; if conducted by electronic.means (e.g. videotape), the
data becomes all-inciusive and can be analyzed in totality or may. be subsequently broken
down. Structured surveillance requires specific observation (i.e. the observer is looking
tor indications previously identified).
Us: Requirements: skilled observers and/or equipment; observational criteria,
cAvperation of training px: ::cipants (and their supervisors if observation takes place in
the work sett'ng)- =

AdJvantages: human observation is usually low cost, electronic observation provides a
-ermanent record, if the observation method is concealed or relatively unobtrusive then

the nrocess is non-threatening.

Disadvantages: unconcealed observation, either by human or electronic means, can be

threatening; recording equipment can be expensive; concealed observation raises privacy
issues. ~

I .terrogative Instruments
lnterview An interview is a structured conversation in which an.interviewer asks

questions to obtain information from and impressions about the _training participant or

those associated with participant. The interview may seek REACTION data through
solicitation of opinions, judgments, or feelings about the training; attempt to gauge

PER FORMANCE/APPLICATION levels through questions regarcing bénavior change ot

learning application; and/or seek to ascertain ORGANIZATIONAL RESULTS through -

questions designed to identify change in the target organization due "o teaining.

Use Requirements: time; trained interviewers, training participant, and/or organizational
cooperation. :

Advantages: flexibility, in-depth penetration, opportunity for clarification, and relative

low costs of materials:
Disadvantages: tirne-consuming, personal contact is potentially threatening, and
responses are potentially highly reactive and subjective.

. ©ral Session This instrument;-a group interview, is a structured period during which

responses to specific training matters are elicited either formally or informally from a
trainee group. Givén the complexity of dezling with more than one participant; these
sessions usually attempt to solicit only reactive data (i.e. opinions, judgments, feelings).
The responses are typically subjective, affective, and anecdotal.

.

1,
S
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Use Requirements: trainee cooperatior anu interest, im#, and a skilled leader.

Advantages: immediacy, directriess, low ccst. \
Disadvantages: leader or single member may influénce other group memberss:

\

o - SN
Questionnaire The questionnaire is a set of written items .sed to elicit data from

respondents on specific aspects of training and/or work. Ques.ionnaire formats incjude

open-ended (the respondent is totally free to construct an individual responss); the
fixed-alternative (the respondent must select from among, specified choices); or a

composite of the two types. Open ended queries; are ‘general and narrative in form;

fixed-alternative types lead to more organized ; specific, and ’qﬂ{antifiabl'e,data. Like the
interview technique, the questionnaire may be designed \to solicit REACTION,
PERFORMANCE/APPLICATION,; and ORGANIZATIONAL RESULTS data.

, T . ' o \ o

Use 'Requirements: skilled interpreters, time, participarit. cooperation, and/or

management cooperation (particularly when attempting to gauge organizational impacts).

- X : . e . . y o e
Advantages: relati' :ly low cost; respondent sets pace, honest responses increasec if
anonymity is guar..iieed. If the open-ended format i$ selected then! respcnse choices are
unlimited; if fixe -alternative; then quick processing and standardization are possible:

\ : .
Disadvantarzs: If open-znded, the responses are difficult to process and subject to
misinterpretation; if fixed-alterriative, the responses are limited.. '

Partic. .tory Techniques

. \ :
o P e SN '7-| N [ e L R T T T IR
Participant contact This technique involves an agreement between Training participants

and the training staff (or among the training participani: thé'm'seive%) stating specific

. training-related knowledges, skills, and/or artitudes, and a schedule or _program outlining

Q

implementation. Learning application goals and/or performance modification objectives

are specific and job-based, which provide a vajuable indication of PERFORMANCE and
APPLICATION. . _ \
' ' \,

Use Requirements: participant commitment: : :\

o e B S BT '
Advantages: participant directed and paced, potential enhancement of | rnotivation and
on-thé-job reinforcement. i

/ |
‘ -

P N / . N - - D R Y T e . N _y
Disadvantages: potential resentment of training staif moritoring and i follow-up, and
potential organizational constraints to implementation. '.

Self-assessment Self-assessment procedures are thosé designed to enable the training

participant to judge her/his own application of learnings and/or performance change

on-the-job within a prescribed or agreed-upon time. Self-assessment may &lso be used in
the classroom setting to gauge the participant's xnowledge gain or accomplishment of
learning objectives. This technique, therefore, may be used to obtain data relating to

both ACHIEVEMENT and PERFORMANCE/APPLICATION.

Use Requirements: ccoperative pa - ipants.

RIC
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Advantages: useful to training particizants, rion-threatening.

Disadvantages: requires self-analytical individuals; zata is normaily unavailable to
training offices and is totally subjectives

Organiz..tional Analyses

Organizational documments This technique refers to &= analysis of an organization's
written records (e.g. riemoranda, its reports; program its, production schedules and

reports, performance appraisals) whicii measure organizauonal change due to training:
The objects of such analyses are documentary indications of PERFORMANCE change or
learning APPLICATION on. an individual basis or on a, work “unit basis

(ORGANIZATIONAL RESULTS). ©on ,

_ - 7 o D T o
Use Requirements: availability of and--access to dociuments, time, management:
cooperation, and translatzbility of documents. . .

Disadvantages: possible subjectivity of preparer or trarslatci; need fcr conversion to

usable form since content of documents is not training specific.

The following chart {Chart I) summarizes the relationship between cv3'uzi.on objectives

and techniques, showing which techniques are used to evaluate which object.w.-

15
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CHART I

EVALUATION TEChN'QUES USED TO MEASURE
EVALUATION CBUECTIVES

¥

EVALG, TTON OBJECTIVES

TECHNIQUES REACTION FCRIEVEMENT — PERFORMANCE/ ORGAR TZATTONAL
‘ | : APPLICATION RESULTS
TESTS - . — —
| Written Tests - R X o
Performance Tests - : X X o
BBSERVATIONS — —

Non-verbal Indication 44444;4447 , B : e

Observation X — - X X .

INTEPRGGAT%VE LVSTRUMENTS

Interview. X o R X

‘Oral Session X . T 7

Questionnaire X T - X X
PARTICIPATORY TECHNIQUES ] )

Participant Contract - T G ‘ X

Self-Assessment . o _ . _X

ORGANIZATIONAL ANALYSES . , B
Grganization2l uocuments . . X . X
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(Appendix A) 1

* Evaluation Design Considérations

Four basic scientific evaluation designs representing a highly sophisticated approach
are drawn from: Zenger, J: H:; and Kenneth Harg:s; "Assessing Training Resuits:

It's Time to Take:the Plunge!" Training and Development Journal, January, 1982.

a. The pre-test/post-test, control group design: This design has three fundamental

requirements:

o Use the same measurement before and after training;

o Measure both a trained and a control group; o

o Randomly assign people to the trained anda control groups.

If these requirements are not fultilled, then rival explanations may be offered

subsequently to account for any obser- :d changes.

b. The post-test only, control group design. In this design neither the contro! or
trained gro -
measui < requirzd in the previous desigh helps guarantee that the control oiid

roup need to be measured before the training: The pre-tra.i. :3

trained proups are comparably composed: If equivalence between gro s is

reasonably assured, their comparisons can be made reliably on post-training

¢. Repeated testing of the same groups This design involves testing the same -

group numerous times during both training and non-training periods. When the
tests are adrninistered frequently during both periods the evaluator can say,

with increasing assurance;, that extraneous factors are not responsible for
changes.

d. The pre- and post-tests of trained groups design. This design relies on the same
prin..ple as th« previous method: Involved are a number of pre- and post-tests

of th: group performed at different times in the same general setting:

"Comparing_all these procedures, it is the pre-test/post-test, control group design

that provides the most unambiguous evidence of training effectiveness." (Zenger
and Hargis, pg- i%)
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TABLE 1

FACTORS TO CONSIDER IN THE DESIGN OF TRAINING EVALUATIGN

Who took the course?
We @ the objectives met? Did the course work?

Was the course methodo]ogy anc design appropr1ate5

"What factors intev“ered with the consistency of course

presentation or w1th intended learning?

. 0 0 0

NFORMATION

Instructors and administrators of training
0 Job performance evaluations (e: g. supervisors,
o colleagues, subordinates)

\OVIDERS o0 Independent observers (e.g. contractor)

. External experts

Training staff

o The. part1c1pants in training, and the control group

(@)

O o

Interview: ' 0 QUESthhnaire
Non-verbal Ind1cat1on 0 Self-Assessment
Observation

Oral Fession
Organizational Documents
Participant Cortract

Performance Test

STRUMENTS

0‘010\010\0\0\

Before tic é¢ining beg1ns

Niiring training. ,
:mmediately following training
Long after training

Once

Per1od1ca11y

Anytime

MING

. o o:o‘o‘o‘o:o;

0 Proper samp11ng or measurement of entire trainee
~ population )
- o Expert face or content va11d1ty ,
IFIDENCE 0 Corre]at1on with related standards or measures of
) Researcn designs to control unwanted variables
o Reliability/validity measurements of test instiuments




GRNERAL, TXFORATION

Wo took the course?

 Names; titles, offices

classlficatlcn, year
in vmatlm, prior
tramxng, ae, race
SeX,

?articrpml:s
s traimm 0

S1gn-1n s’neet»

Before or after

Data need be
obtained mly

oe mrless
dgrephic charge
is a factor in the
evatuation

Measure of
population.

fire the cbjectives
8t

Did Hhe v
wik?

- Recall of irfonmtim
Recomnition of informa-

tion.

s Participants

Post-test

chearvers; contzol Pre- and Post

grop, fob
perfomance
evaluatiars,

Performance test,
weitten tests;
questicnnaire,
interview,

. chservation,

hfter training
Before and after,
it be
periodically or |

Proper sanpling;
research destan;

expert assesament;
carrelation with
related performance
standards,
reliability/validity
of test.

W the conrse

methodology and

dmgn appro~
[riate?

Parg, effort to lean,

qmuty of presenta

VS, prachoe/mercxses,

placement of exercises;

depth of {nfamation;

- Participnts;
ton  instructor o

!

level (e:q. elementary
advanced) ; utility of ref-
erence materals or job
aids; utiiity of courss;
quality of discussion,

Questiomaire;
interviews, cxai
session; obees-
vation,

proper sapling.

Wt factocs inter-

fered with the omsis-

tﬂ'(.Y of course
presentation or

with inteivied leaming p

Qulity of facilities,

qulity of rodr
e ity
nstr ., erisis
in th oftice or

cheariess,
~ instructors, -

agery, inaciirate of

d\a!qmq .::UbJeC* atter.

Particigants,

" interview, ‘

observation,

g ot
imedlately

ST~V
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APPENDIX B

1
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Achievement—The degree to which x S‘""?*' 1 andlor {catninz objectives
are accomplished. (See Learning.)

Apphcatlon—-The implementation or use of :. Jeait g upon return to the

Workpiace. (See Behavior and Performam o

Behavior—An assessment of individual performance on the job: {See Data.)

Client—The person(s) or organxzatzon(s) fo. which an evatuation is
conduct-d. .

program but who are similar in all relevant respects to those who do participate.
Control groups are used as a basis for comparison. ' v/

Correlation=—A statis tical process which shows the degree to whxch twoor
more events or objects are related to each other. In evaluations of traxnxng program
effectiveness, correlarions may be calculated to determxne the 7elatxonshxps among

-factors effectmﬂ training results. /
. /
s
Criterion, Crlterxa—Measu s of traxmrg effectiveness Wthh reflect 4he -
goals and objectives o1 the training program. They provide a déscription or image of

what should happen; thereby iacmtatxng comparisons between what should have

happened and what did happenz™ 7

/

traxnxng, four categorxes of data may be obtaxned' Reactxon, Achievement,
Perfbrrnante/Appiicatxon, and Organizational Resuits.

7

Desxgn—A strategy which the evaluator uses t? collect data. The desxgn
+ usually specifies who will'be measurad (expermental group; control group), and when
they will be measured (pretest, posttest). The purpose -of the design is to guaid

against the possibility that somethlng other than the treatment causes the observed
effects of the training program.

/
Evaluation—A Jeliberate process which provxdes SDec1f1C reliable information
about a selected topic, problem, or quesf.a') for purposes of determxnxng value
and/or making decisions.

’
/

Experlmental Desxgn——A data ,ollectxon strategy whxch attempts to control as

rigor by using eqntrol groups and random selection and aSngnment of 1nd1v1duals to
groups.

Experxrnental Group——r\ group c%f subjects who receive the experimental
trgatment in a design: / ,

“
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Forced Choice—=A special kind of multiple-choice item which forces the
respondent to choose the more descriptive of two or more equally attractive or

unattractive statements. This type of item is more often used in personality and

attitudinal measures when social desirability of the possible responses may interfere
with the selection of the alternative chosen:
Formative Evaluz rion—The process of judging an instructional package or ,
process or it: ¢omponents during the developmental period for the purpose of
providing persons directly involved with the formation of tFe entity with feed-back

as to possible improvements. (See Evaluation.)

Historigl Data—Data collected by the organization as part of its normal , ,
day-to-day functioning. It «can:include numerical indices Such as absenteeism,
turnover or production rates, and organizational documents such as agency
memoranda, audit reports, program budgets, employee rating forms; supervisof
appraisals; and written plans. . : -

Hypothesis—A statement proposing a plausible relationship between two or
more variables. ' )

Learning—The principles, facts, skills; and attitudes-that participants gain .
from training. (See Achievement.) . i :

Matching—A pairing of subjects on the basis of background information
factors such as age, level of education, or organizational status, followed by random

assignment of one member of the pair to the experimental group and the other to the
control group: This process, used when totally random selection and assignment are

impossible, helps prevent the personal characteristics of the subjects from’
contaminating the evaluation results. .

Open-ended—-A question allowing respondents to answer freely in their own -
words rather. than restricting their answe:s to a few stated alternatives as in a

multiple-choice duestion. Although they are more difficult to analyze than

multiple-choice qu:stions; open-ended questions allow for a wider variety of responses.

Organizational Results—The impact o :raining on.the organizaion or job
,environment.

PAPA (Participant Action Plan Approach).-An OFu-davelopad approach intended
to facilitate and analyze the iezrning usage of trainees on-the-job. The approach
includes five steps: planring. in-course act:ivities, follow-up activities; analysis, and
report. AN 7
Performance—The group of behaviors and/or appiications constituting an

individual's; group's, or organization's work actions. {See Behavior and Application.) —.

Posttest, Postcourse, or Positraining-Measurement—A measurement taken after
the training-program has ended: The resulting information can be used to determine
whether or nct rrainees nave achieved training objectives. If compared to a pretest

the posttest provides a measyre of chartge probably attributable to training.
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est; Precourse; or Pretraining Measurement—A measurement taken before S
the training program begins or during its early stages. The resulting information may

be used to provide instructional designers with a pictire of/ the skills and abilities of

the average entering trainee or may be used to give the instructor an idea of how
much the group already knows relative to the learning objectives. A pretest also

provides a baseline for comparison against a posttest. :

Procedurés—Instruments; devices used to obtdin data for evaluation.

Random Assignment or Selection—The seiection of cases or subjects in such

a way that all have an equal probabiiity -of being included; and the - :ction of one
subject has no influence on the selection of any other subjects.

Rating—The process of judging someone or something according to
predetermined criteria. (See Scale.) ) :

Reaction—An indication of how well the +*:""ees liked a particular program;
inciuding materials, instructors, fa ., methodology, content; etz. (See Data.)

Reliability—The degree to which a devi . . -strument (procedure) N
measures a given characteristic con. " .ly.

Rigor—A term used to describe the ainount of control exerted by a design

and the consequent precision that can be attributed to the find'ngs. The more
rigorous the desigr, the greater is the level of confidence that one can have. in the
findings of an evaluation. ‘ : T

N

Sample—A subset of the population, usually selected to be representative of

the whole group being studied.

. Scale—A graduated continuum which allows a rater to assign numerical values
ranging from low to high to a given trait or characteristic. Scales generally have
between three and nine categories which may or rmay not have accompanying
descriptive adjectives or numbers. : ’ -

Significant, Statistically Significant—A statistically significant event is
one that has a fow likelihood of happening by chance. Significance does not mean
importance; it mérely means that a differencé, such a3 the diiferénce between the
scores of two groups on a postest, was due to some difference between the two
groups rather than due to chance. ” : >

Subjects—Individuals selected to participate in any facet of = design.

> Summative Evalua.icn’~The process of judging a completed instructional ,
package or process for -the purpose of providing the end user with information as to
its demonstrated effectiveness in a given situation: Based on this information, the
user may decide to purchase the entity (if a potential user), or retain it (if a current
user). (See  aluation.) -

Treatment—=The training program or a variation in the training program given
to an experimental group in a.design. '

1
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\ Test—A series of

777777 questions, exercises, o,'r(o’ther;me?jé@f rneasuringthe e
‘ "knowiedye, skills, abilities, or aj titudes of an individual or grcup against selected
\\ criteria or norms. '

| 2.

Validity—The degree to which a device or instrumen. _ ° .edure} measures
.\ what it was intended to measure- '
Lo L . . . , -
Variablec=Sorething that is capable of changing in value over time. One .
Voo e . . . - T e F R I N P . 4 N T
: purpose of a design is to contro} for (limit the vyariability of) irrelevant variables sc
\thét the effect of relevant variables may be observed. ‘
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(Chaptér on Methodology of Training Fraluation summarizes general
designs for evaluating maragement troining and provides practical
_guidélinéé) . , S

e B e
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Campbell, D.T: & Stanley, J.C. Experimental and quasi-experimental

designs for research. Chicago: Rand McNally, 1963.

(Frédﬁéhtij:@éé@ reference for basic research designs in social

sclience settings; certain designs lend themselves well to training
evaluation efforts) ¢

Chabotar; K.J: & Lad; L.J. Evaluation guldelines for raining
programs. Lansing, MI: Michigan Dept. of Civil Service (Dr. Donald

J. Willis, Project Director), 1974. Developed for Midwest

. Intergovernmental Training Committee, Intergovernmental Personnel
" " Program, U.S. Civil Service Commission. -

(Illustration of the evaluation problems confronted by training
offices and guidelines for solving theii; the book familiarizes the
reader with criteria that should be met in order to achieve an

effective evaluation and with evaluation designs and sample forms)

Clement, R.W. Evaluating the effectiveness of management training:

Progress duriag ‘the 1970's and prospects for the 1980's. Human
Resource Management, Winter 1981, 8-13.

- (Reviews types of studies done to assess effectiveness of management

training and genéral study outcomes)

Coffman, L. Successful training program evaluation: Training and -
Development .Journal, 1980, 34(10), “84-87. ]

(Brief description of an evaluation process using “key clients” -

usually the supervisors of trainees — to cotlect data on training's
--impact .on-job-performance- and tb3Shéfé3fihaiﬁgs"in*a“gTGUpWSEttipg) - e

Cornwell JiB:- Justify your training efforts with on-the-job
performance. Training/HRD, 1980, 17(8), 34=36.

(Provides post-training survey instruments to -be sent to participants
and their supervisors; designed to determine extent of performance:

change and the reasons for the amount of change; also suggestionsg for

more general follow-up questions if survey instrument is not feasible)
’ Deming, B.S. A system for évaidating g;éihiﬁg programs. Personnei,

Nov/Dec. 1979, 33-41; : i

(Ten §tép§,to;determiniﬁ§ which Erainiqg programs are worth

evaluating) o o
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Deming, B.S. Evajuating training §fagfamg:,5 guide for training the

Eféiﬁéf.t Englewood Cliffs, NJ: Prentice-Hall, & Wash., DC: American
Society for Training and Development, 1982.

(Discussion of the skills needed by an evaluator of training programs,
as well as a discussion of evaluation techniques to be used at
different points in the training process and for different purposes
of evaluation) ’

Elkins, A. Some views on management training. Persomnel Journal,
June 1977, 305-306, 311:

(Summary of evaluation of a basic management development pr.3ram and
théiiééueSQSQiggdiby the outcomes, such as theiggoﬁ in confidence in

ability; pre- to post—course; and the role of attitude about the
‘course in changing behavior)

Elsbree, A.R. & Howe; C. ‘An evaluation éfrfEéihing;iﬁ;tﬁree acts.. .
Training and Development Journal, 1977, 33(7,;8,9). (Three issues.)

e

(An example of the process for planning and 1ﬁ§1ementing a ‘training
evaluation) . .

Fast, D. A new éﬁﬁrdacﬁ to quantifying training program

effectiveness: Training and Development Journal, 1974, §9K§); 8-14.

(A method for end=of-course evaluation, based on participant selection -
(at the beginning of training) of personnally relevant course
objectives) ' :

Frankiin; Jr.; W.H. Why training fails. Administrative Management,
July 1931; 42=43, 72-74 ’

(Reviews reasons for traiaing efforts not being sutcessful and’
suggests methods for overcoming problems)

Georgenson, D.L. The problem of transfer calls fcr partnership.
Training and Development Journal, 1982; 36(10), 75-78.

(hiscussion of the problem of transferring the knowledge and skills

loarned in the classroom to the job, and suggestions for doing this in

an effective manner by obtaining management support)

Gilbert, T.F. Training: The 5100 billion opportunity. graining and
Development Jourmal; 1976, 30(11), 3-8. SO

(General aiscuséiﬁﬁ;Bfiéﬁbidﬁfiété;w§gs,to describe costs of training;
the need to consider the trdining department as—a——performance )
department,” and means to improve the quality of training programs)

[ . _
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Gilbert, T.F. Measiring the potential for performance improvement.

Training/HRD, 1978, 15(12); 25-28: - ¢ - (
(Summary ‘'of the corncepts 9f7§6§§6§jﬁéff6fﬁénéé,,behé?ibr V8. i.,
accomplishment, and potential for improving performance; éxcerpted

from Gilbert's book, Human Competence) ) . o -
Gilbert, T.F: A questidn of performance. Part I: The PROBE model.
Training and Development Journal, 1982, 36(9), 21-30.. -Pagt ¥I: ‘
Applylag the PROBE model. Training and Developitient Journal, 1982 '
36(10), 85-89. - — . ¥ )

("Profiling behavior” - PROBE - consists of a set of questions to ask-
about work éﬁVirqﬁﬁéntS»infbtdérffo determine barriers to exemplary -
performance; the articles describe this performance analysis approach
and provide an example of its use) ’ : -

Goldstein; I.L. Training: Program development and evaluation:
‘jonterey; CA: Brool </Cole Publishing Company, 1974: I

] S S e -
(This book describes a systematic approach to deésigning, developing;
implementing, and evaluating training programs, as well.as discussing
learning theory and instructional approaches)

Goldstein, I.L. The pucsuit of vaiidity in the evaluation of training °
programs. Human Factors, 1979, 20(2); 131-144. ~ : ‘ A
(Discussion of questioms such as, "Did training make a_difference in .
this situation?” and "Do results in this situation dpply to, other
- trainees or other organizatioms?™). .. ... . i DL DI L. .-
- Hamblin, A.C. Evaluation and control of training. Londori:
McGraw-Hill Book Company (UK) Limited, 1974.
(Discussion of alternative eévaluation methods, including descriptions
5f strategies, objectives; and techniques; examples cover the range
fr~in cost-benefit approaches fo reaction measures) :
. e .
Heydinger, Jr., R.B. Planning an innovation: An inverntory of decision
variables. Improving Human Performance Quarterly, 1979, 8(2),
123-133. } ' ' ,
(A checklist of characteristics useful for planning a program
evaluation study, such as time frame, reférence points, methodology,
* and feedback) ) ‘ R
. . ]
7
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Kéaréléy, é. Costs, benefits, and productivity in training systems.
Reading, MA: Addison—Wesley, f§82

(A down-to—earth explanation of four models - two related to training
costs; one to short- ~term benefits of training; and ofe to training and
productivity) -

kirkpatrick b L. . Evaluation of training., inwﬁ‘f}réraig {Ed.);,fi
Training and development handbook (2nd ed.). New York : McGraw-Hill,
1976, . ‘

(Four types of training evaluation data - reaction, learning,
behavior, and resilts -~ are disciissed) :

&

Korb, L.D: How to measure the results of 5upervisor; training.
Eersonnel, March 1956, 378-390.

(Guidance on various levels of supervisory training evaluation -

effects on participants while in training and after training, and
effects 4n the organization) - : .

-

Intergovernmental,Pe;sonnel Program, U.S. Civil Service Commiséion.

(A training manual which includes examples of methods for doing
organizational job; and manpower 'analyses; and identifying training
needs) < : ,

. | .

‘Meier, TK. & Pulichené, J.P. Evaluating the effectiveness of
assertiveness training. Training and Development Journal, 1980,
34(2), 66—68. '

(Describes a method for determining exbent to which employees exhibit

"assertive” behavio*, as juuged by the employees supervisors;
Judgments made from the beginning of training through a period after
-training completion) i

~

ﬁézqff, B. How to get accurate self reports of training outcomes.
Training and Development Journal— 1981 35(9), 56-61.

(A method for increasing the accuracy of participants' judgments of
their knowledge and skill levels before training compared to after
training) ] .
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Minick, R.D. & Medlin, S.M. Anticipatory evaluations in HRD _ _

programming: Training and Development Journal, 19837 37(5), 89=94.

(Describes in general different types of evaluations to ve done during

diiferent phases of the training cycle, particularly the collection of

in‘ormation while planning HRD programs)

Morrisey,; G.L. & Wellstead, W.R. Supervisory. training can be }
measured. Training and. Development Journal, 1980, 34(8), 118-122.
(Originally published June "1971.) : .

(Use of objective=setting at the end of training, and progress reports
after training; as a means of evaluation and participant commitment)

Mosél, J.N. Why training programs fail to carry over. Personnel,
Nov./Dec. 1957 17- 25f )

(How to ensure that what participants learn is transferred to the job)

Parker, T.C: Statisticai methods for measuring training Tresults. 1In

R:L: Craig (Ed ), Traininglandldeyeiopment handbook (2nd ed:): New .
York: McGraw-Hill, 1976,

(Measurements methods and their application to effects of training on

personal characteristics; individual and organizational performance,

and return-on—-investment)

Peterson, R.0. (Ed.) ASTD Research Series No. 3: Determining the
payoff of management training., Madison, WI: American Society for
~-Training and- Development,--1979.. . ' :

(Papers From the first annual invitational résearch seminar, covering
topics such as genaral guidelines for evaluating the outcomes of
mandgement training and an approach to determining the value of such

.

ﬁhillips, j’j;r Handbook_oﬁgtrainingfevaluationlandlmeaauEement
methods. MHouston, TX: Gulf Publishing Company, 1983,

(Covers a wide rdnge of training evalu tion areas, including designing

ait evaluation effort, selecting instruments and. sahple participants,

collecting and analyzing- data determining program costs, measuring
return-on-investment)

<
e .

Putnam, A.O. Pragmatic evaluation. Training and Development Journal,

1980, 34?10) 36-40. ' - : <

'(Ceneral discassion of problems with evaluations which are
truth—seeking,f 1ists  eight questions to guide evaluator through

‘nruomatrdie” assessment afforts) : 14Q¢



Rumnler; G.A. You need performance, not just training: Training,
1977, 14(10), 50-53: - —

(Summary of the causes of poor performance and the role of training in
managing pérformaﬁce*imprbvement)

Salinger, R.D. & Deming; B: Practical strategies for evaluating °

training. Training and Development Journal, 1982; 36(8); 20-29.

. (Description of evaluation strategies which answer Such guestions as

the approprlateness of the training and the transferability of the
training to the job) ' . ‘ :
Smith, M.E. An illustration of evaluating post-training job:
performance. Improving Human Performance Quarterly, 1979, 8(3),
181-201. (a) : .

(A study of a new course for telephone installers, compared to an old
one; a variety of measures were used to compdre recent graduates of

the two courses as well as performance of experienced installers; also

an analysis of the ‘evaiuation measures themselves) i
. ' ' v

Smith, M:E. Exchanging ideas on evaluation: 15. New England

Telephone's training management operational review plan: NSPT
Journal, 1979, 18(6); 44-47. ()" : -

(Description of New England Telephone's quality control process for
its training function, including a matrix of 34 variables measured _
(e.g.; timeliness of training, efficiency of development) and the 20

general types of exercises used to measure variables)

T T . : g _
Smith, M.E. Evaluating training opcrations and programs. Training
and Development Journal, 1980; 34(10); 70-78. ‘ :

(Reviews Brethower/Rummler evaluation riodel and combines with AT&T
generic list of major training organizetion activities; discusses.

problems in doing evaluatiom and econditions supportive to evaldgtionj

Smith, M:E. Field research designs.  NSPI Joutnal, 1982, 21(2);
27-29. " § : AR

(Reviews "quasi-experimental” designs which can be used to conduct

évaluatlon studies; gives references to efforts in which designs were
used) :

IRE
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Snyder, R.A., Raben, C.S., & Farr, J.L: A ﬁddel for the systemattc
evaluation of human resource. deve]opment programs. Academy of )
Map- nt Review, 1980, 5(3); 431-444.

summative evaluation for assessing program effectiveness -and
efficiency)

Spitzer, D.R. But will they use training on the job? Training/HRD,
1982, 19¢9); 48, 105. 5

(Btiéf désctiptidné of tﬁélVé techniques’ which will help transfer
‘learned classroom skills to the job; éxamples are personal action

. planning, group action planning, the buddy system, and follow-up
sessions)

a

,,,,,,,,,,

Thiagalajan, f; TheqPresident's Pages Transiticna1 evaluation ~
Correcting and confirming planned change. NSPIL Journal, 1979, 4l8(3)

1-3.

(& general approach for comparing the costs and benefits of old and
new systems,"e.g., different methods of Lraining, with alternatives,
depending on what kind of data 1is available) :

Thomas, E. ﬁ. Training needs identification: A turning POint o
< Journal, 1982, Azl(a), 6-8. NSPT

(A performance—based process which can be used to evaluate the
adequacy of the- organization 's training prograi and to anticipate
training needs, an example of a question is: What type of new
‘employees, i.e., with what skills, are being recruited and wiil be

recruited in the future and f=r what positions”)

Training Research Forum members. Thé emperor's clothes. Training and

Development Journal 1979, 35(6), 50-60. (Originally published July
1970.) ' . .

(Describes three basic abilities underlying management behavior in any
_setting and stresses the need to involve, top management in the design
and implementation of a management development program)

Warren, M.W. Delivéring training in a decentralized organization. -
Training/HRD, 1978, 15(12), 39-41.

— ] (Consequencas of training to participants, and their supervisors and

managers, how supervisors can.ensure that performance changes occur as

a result of training) . ' . : T e T

2y
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 Warren, M.W. Training for results: A systéms approac to the
developme _homan resources ‘in industry (2nd ed.). Reading, MA:
Addison—Wesley, 1979. ’

(& bouk about the systems approach to training which looks at training~

as a technology (an apptted science of human performance) and designed

with a specific mission in mind; some concepts discussed are: training

as a system, estimating costs; evaluating *raining actions,*and

developing management training)

<

-

Wise, R.E:. & Zern, H:R: Identifying and improving management skills
at Hartford National Bank. Training/HRD' 1982— 19(11), 56—~58.

(Description of the procedures used at a bank o trair genior managers

in. basic interpersonal skills through a behavi »r mode ing program; the

process included a needs assessment and an eva uation using a

pre—/post test and control group design)

Zemke, R;: Management training and development: Measuring the impact.
Training; 1977, 14€10), 62 -64. (a)

(Brief comments by HRD managers and others on issues to consider
in evaluating management training)

‘Zemke,; R. Task analysis: Figuring outrwhat people me:d to jearn..
Training, 1977, 14(12), 16-20. (b) i :
(Briefly reviews task analyses techniques, famliiarizes reader with

terminology and processes of, for exzample, critical-incident
technique, flow-charting, focus groups)

Zemke, R. & Kramlinger, T. Figuring ;Eings out: A trainéris giuide to
needs and task analysis. Reading, MA: Addison-Wesley; 198

”(Extens1ve coverage of various techniques and procedures for studying

organizations,.performtng task analyses, and determining training
needs) .

Y

b

Zemke, R:, StandgeziL., & Jones, P. (Eds ) bésigning,ana deliﬂeiiﬁg

cost-effective training - and measuring the results. °Minneapolis,

MN: Lakewood Publications, 1981. . .
2

(Colléctibn of articles on wlde range of training topics, from thc
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Zenger; J.H.,& Hargis, K. Assessing training results: It's time to
take the plurge! Training and Devélopment Journal, 1982 36(1),,
11-16. : : ,

(Discussion of why training should be evaluated and some guidelines( 4
and general methods for doing it; includes examples of designs to
measure on-job behavior changeé of Supervisors)

June 1983
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U.S. Office of Personnel Management

Eentrailﬁfficeland,Regional,Ttaining_cnntacts

»

Regions:

Regional Training Officer, Workforce Effectiveness and
Development Divi51on :

New England Region

U.S. Office of Personnel Management N

John W. McCormack Post Office AN

& Courthouse Building N
‘Boston, MA 02109 : N\

Chief Workforce Effectiveness and Development Division
Eastern Region 7

u. S.,Office of Personnel Management

Jacob K. Javits Federal Building "

26 Federal Plaza

New York ‘NY 10278

Director,VWorkforce Assistance Division
Mid-Atlantic Region
.U.S. Office of Personnel Management

William J. Green, Jr., Federal Buiiding

600 Arch Street " 7
Philadelphia, PA 19106 : " s

Chief, Workforce Effectiveness and Development Divisior
Southeas* Region s

U.5. Office of Personnel Management R

Richard B. Russell’Federal Building
757Spring7$treet,ﬁsw

Atlanta; GA 30303

Chief Workforce Effectiveness and Development Division
Great Lakes Region

U.S. Office of Personnel Management

John C., Kluczynski Federal Building

29th _Floor_ ) - i

230 South Dearborn Street a

Chicago; IL 60604

Chief Workforce Effectiveness and Development Division
SOUrhwest Region

U.S. Office of Personnel Management _

1100 Commerce Street ~ o
Dallas, TX 75242 o : . N
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Chief Workforce Effectiveness and Development Division

300 01d Post_foice Building : .
815 Olive Street ‘
St. Louis,; MO 63101

Rocky Mountain Region s
U.S, Office of Personnel Management

Building 20.

Denver Federal Center , ;

Denver, CO 80225

Chief Workforce Development Division
Western Region . - -~ 7
U.S. Office of Personnel Management

120 Howard Street, 2nd Floor
San Francisco, CA 94105

Chief, Workforce Effectiveness and Development Division
Northwesr Region

U.S. Gffice of Personnel Management

Federal Building, 26th Floor

915 Second Aveiiue

Seattle, WA 98174

* Central office:

Ruth Salingbr

Training Resources Management bivision
Office of Training - Workforce Effectiveness
__and Development )

U.S. Office of Personnel Management

Box 7230

Washington, DC 20044

ngetta Flanders, Ph.D.

Office of Executive and Management Development
U.S. Office of Personnel Management

Room 7H30

1900 E Street, NW.
Washington, DC 20415
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