Spring 2006 Customer IT Training Needs
 Interview with Management
Interviewer notes
Prior to the interview, contact the individuals you wish to interview, explain the purpose of the interview and find out if they are willing to participate, best times/methods for communicating, etc. (e.g. if you would like to use a tape recorder, ask if that is comfortable for them). Tell them approximately how long the interview will take and send them a copy of the questions for their review.

Name:

Position Title:

Date:

1. What are the major concerns facing you and your staff now and expected in the near future which could impact the quality of your services?

2. Describe any situations in which you have concerns related to the skill level of your employees in performing particular job functions.

3. What gaps do you see between how tasks are being performed now and what you would like (i.e. actual performance vs. job requirements)?

4. Have you previously given training to deal with these gaps?  If so, what were the results of that training?

5. Which gaps are the most frequent and/or most important to deal with now and what are the most important skills and/or knowledge to be covered in training programs related to these gaps?

6. Are there new areas you would like to see introduced to your staff?  If yes, what are they?

7. What do you expect employees to get from the training they attend?  

8. If you could name the one type of training you’d like to see trained what would you choose?

9. What kind of training do you think would benefit you?  Be as specific as possible.
10. Is there a critical need which training can address?
11. Are there any other comments you would like to add?
12. Management Commitment – Will the training effort be fully supported?
Spring 2006 Customer IT Training Needs
 Interview with Management
Please answer all the following questions to the best of your ability.

Department ________________________________________________
Primary job function _________________________________________

How many employees are in your department?___________

Computers type:
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Employee level of competencies for each of the following is:

4 = Advanced

3 = Mastery

2 = Beginning

1 = Not used

Basic computer operation:
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File management:
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Time management and organization:
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Word processing:
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Network and Internet use:
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Graphics and digital image use:
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Record keeping and assessment use:
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Spreadsheet use:
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Database use:
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Presentation use:
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Applications:

Frequency

4 = at least once a day

3 = at least once a week

2 = at least once a month

1 = very rarely or never

Please rate each of the following. If you are unsure you can leave it blank.

How often do they use:

1. Word Processing 

Software Used: _________________________________________________________
Frequency:
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2. Spreadsheet:

Software Used _________________________________________________________
Frequency:
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3. Database:

Software Used _________________________________________________________
Frequency:
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4. Presentations:

Software Used _________________________________________________________
Frequency:
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5. Graphics:

Software Used _________________________________________________________
Frequency:
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Attitudes:
4 = Strongly agree

3 = Agree

2 = Disagree

1 = Strongly disagree

They are comfortable learning about and using technology.
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I would like to integrate more technology into their work.
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As a manager (director, supervisor) you encourage the use of technology.
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Preferred months for training
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Preferred locations for training sessions:
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Time:
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Session length:
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Type of learning preferred:
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Reference Materials:
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Notification Method:
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Requested topics:

Microsoft Word

Specific Topics:
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Microsoft Excel 

Specific Topics:
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Microsoft Access

Specific Topics:

[image: image115.wmf]


Microsoft PowerPoint

Specific Topics:
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Microsoft Project

Specific Topics:
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Microsoft OneNote

Specific Topics:
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Microsoft Front Page

Specific Topics:
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Web Page Design:

Specific Topics:
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Windows basic:

Specific Topics:
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Windows administration:

Specific Topics:

[image: image122.wmf]


Highlander Pipeline: 

Specific Topics:
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NJIT Computing Environments:

Specific Topics:
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Unix/Linux:

Specific Topics:
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Other:
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EMPLOYEE TRAINING & DEVELOPMENT

It is not uncommon to discover skeptical attitudes among managers regarding the value of workplace training programs.   Such skepticism is often justified by the failure of such training efforts to achieve the desired results.  The essential question is: Where is the “bang for the buck?” begging a cost/benefit analysis of such programs.  So, how can managers design more effective training programs to insure results which justify the investment?

Steps in Effective Training Program Development

The planning steps described below illustrate a linear process, similar to the action research model.  In practice, however, the process is much more dynamic, and adjustments are on-going in an effort to refine improvements at each phase of this process.  Nevertheless, each step in the process is essential in enhancing the potency and efficacy of this type of organizational intervention.
Initial Need Assessment
Managers need to resist the temptation to simply adopt an attractive training program which appears to meet some present need.  In the business world, consultants are marketing such programs with high promises of return.  Managers anxious to find some additional cure for performance problems may be persuaded by such promises.  But, buyer beware!  Such programs may miss the target, i.e., they may not satisfy the training needs which exist.  The first step is to consider if there are needs which training can address and which are sufficiently critical to justify the investment.  The following analysis is helpful:

1. Assessing the GAP between desired performance and HR capability, i.e., where is the organization (and teams & individuals) falling short of the mark?

2. Determining if training can bridge the GAP, i.e., is the GAP due to a lack of skill/ability vs. motivation vs. some extraneous organizational factor?

3. If so, will the expected return from the training effort justify the costs?

4. If so, what training program content and design will most likely strengthen performance?

5. Strategically, how does this effort fit into the Organization Development plan itself?  Can the change desired from the training program be fully supported?

These questions need to be carefully considered BEFORE implementing any training effort; otherwise, the risk of failure is high.

Management Commitment

Top management commitment is essential to the success of training efforts.  Typically, such support is generated as a result of the initial needs assessment, and the cost/benefit analysis that supports the investment.  To be effective, however, such commitment needs to be highly visible.  It is often effective to involve top managers in announcing the program and its desired impact.  Further, it can also be effective to have top managers present at various stages of the training effort, to reinforce their commitment to both participants and the training effort.
Program Design

The design to a training program flows from the need assessment, i.e., form follows function.  In sum, the type of need dictates the type of design.  The various components of design are:

1. Learning Objective – What has to change as a result of the training?

2. Content – What knowledge, skills, competencies, capabilities, or behavior change must be transmitted through the training effort?

3. Methods – What methods can best facilitate learning of the content?

a. Behavior Modeling

b. Sensitivity Training

c. Case Study

d. Role Playing

e. Computer Interactive Training

f. Simulation

g. Audiovisual and Distance Learning Techniques

h. Action Learning

i. On-the-Job Training

j. Lecture and Testing

4. Forum – What forum best incorporates the content and method(s)?

a. In-House Development Centers

b. OD Interventions

c. Outside Seminar/Workshops

d. University Programs

e. Individualized 

5. Schedule – How should the program be best scheduled to enhance results and contain costs?

6. Participants – Who should first participate in the program, given the defined need(s)?

7. Resources – What resources are needed to enhance the above?  Such resources are not limited to training aids and facilities, but also include recognition and/or incentives for learning, time off support, etc.

Program Implementation

A healthy perspective is to view any effort to implement a training program as a potential disruption to management and organizational processes and culture.  Change can be threatening and if negative perceptions are not fully addressed, they could subsequently undermine the training effort.  The following steps should be considered in implementing the program:

1. Intent or Purpose of the Training – all employees effected by the training effort need to be informed of its intent AND their feedback invited to further assure that the training effort is properly focused and designed.  It is not uncommon to discover things, not identified in the initial needs assessment, which may impact the efficacy of the training effort.  To secure support from employees, it is essential that they not simply be informed, but “engaged” so commitment to the program is built.

2. Planning & Scheduling – the program calendar and location need to be clearly communicated to participants well in advance to avoid potential conflicts and absences.  The issue of absences needs to be addressed.

3. Supportive Resources – clearly identify the resources needed in advance to support the training effort, including any temporary labor needs.

4. Transfer of Learning – as learning occurs, it is critical that mechanisms are in place to facilitate its transfer to the work environment.  Such mechanisms include independent observation of transfer, survey feedback, and briefing with participants in which they discuss success and failures in applying the learning.  

Program Evaluation

It is important to develop a sound measurement strategy for several reasons: (1) to demonstrate the “return on investment”; (2) to motivate participants to apply the learning; and (3) to motivate employees impacted by the change to support it.  Several types of evaluation methods are often employed in combination:

1. Immediate Post-Training Reaction from Participants – while there is often a favorability bias evident in a such reactions, it is important nevertheless to secure such reactions to obtain immediate feedback helpful in program adjustments

2. Delayed Port-Training Reactions from Participants and affected Employees – again, feedback is important and soliciting at 6 and 12 months could reveal new insights about the training effort and its success or failure.

3. Learning – testing the participants to determine what they learned, using written tests and other interactive tools such as Assessment Centers and computer simulations.

4. Behavior – ultimately, the goal of training is to change behavior, e.g., knowledge-based training presumably leads to better decision making, interpersonal skill-based training leads to better employee interactions.  Such behavior change can be observed and recorded.  Simply asking the participant if their behavior has changed is insufficient and often unreliable.

5. Results – what hard data demonstrates results?  Increased sales, fewer costumer complaints, fewer employee grievances, lower turnover, more efficient resource utilization, lower costs, less liability exposure are some examples of measures of results.  The key is that the impact of the training be specifically measured, and to facilitate such, the impact of other extraneous factors needs to be statistically adjusted.

The mix of these evaluation methods will depend on the type of training and how the information will be subsequently used. 

Need Re-assessment and Program Redesign
Training programs are “inventions” to achieve a specific purpose.  Such inventions are imperfect devices to facilitate learning and change.  Once a training program has been conducted, it is essential to use evaluation data to strengthen all aspects of future training efforts – commitment, needs assessment, design, implementation, and evaluation.  Promoting a work culture in which such “organizational learning” is valued and embraced is critical; otherwise, training efforts will be less effective in achieving desired results and advocates will face skepticism from top management.
Interviewing Staff 

Interviewer notes:

Prior to the interview, contact the individuals you wish to interview, explain the purpose of the interview and find out if they are willing to participate, best times/methods for communicating, etc. (e.g. if you would like to use a tape recorder, ask if that is comfortable for them). Tell them approximately how long the interview would take.

Name:

Position Title:

Library:

Date:

1. Describe a specific situation on the job in which you felt you could have done something better, answered or explained something better or in general improved your performance by having training.

2. While you were involved in the situation, did anything in particular block you or get in your way? __ yes __no  If yes, what was it and how did it get in your way?

3. During the situation, did you have any questions in your head, things you wanted to learn about or found confusing?  If yes, what were the questions?

4. Did you ever get an answer to each of the questions?

a. If yes, how did you get an answer and how did the answer help you?

b. If no, what do you see as having prevented you from getting an answer and how did you hope the answer would help you?

5. How would you expect training to help you in future, similar, experiences?

6. How would you picture or describe the type of training that would help you?

Please use the following 5-point scale for Questions 1 and 2. Check the number on the right to give your answer.
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