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LESSON 9

HUMAN RESOURCE DEVELOPMENT 

OVERVIEW_______________________________________________________ 

Introduction
It is Department of Defense policy to provide all training necessary to assure maximum efficiency of civilian employees in the performance of their official duties, and to encourage employees in their efforts to improve themselves.  The training of employees is regarded as vital to the successful accomplishment of the Army mission.  It is necessary and desirable that employee self-development efforts be supplemented and extended by Government-sponsored programs for the development of skills, knowledge, and abilities which will enhance the performance of official duties and to develop an effective work force for existing and future needs.  Opportunities to participate in training & the administration of all training and development programs will be done without regard for race, creed, color, national origin, sex, age, or physical handicap. 
_____________________________________________________________________________

Purpose

This lesson plan addresses the Department of Defense commitment to train its civilian employees and explains the human resource development process in the Department of Army.

_____________________________________________________________________________
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Objectives

After completing this lesson you should be able to – 

· Recognize the process used in Army to acquire training for civilian employees

· Identify some of the various methods available to train employees

_____________________________________________________________________________

In this Lesson

This lesson contains the following maps:

Map Title
See Page 

Program Overview
        9-2

Supervisory Responsibilities
 9-2/4

On-the-Job Training 
9-5

Individual Self-Development 
9-5

Common Terms
9-6/7

Practical Exercise  #9
9-8/9

_____________________________________________________________________________

Program Overview

Training can develop basic skills, improve existing skills and help employees keep pace with the shifting demands of the job caused by changes in mission, rules, technology and organizations.  If an employee does not know what to do or how to perform a job properly, training can be very effective.  If the goal is to develop new skills, improve existing skills or modify skills to adjust to job changes, then training is probably the answer.  Unfortunately there are some goals that training cannot accomplish.  Employees who are not interested in learning a job or improving their performance or who lack the ability or the basic skills or education necessary to master a particular function are poor candidates for training.

______________________________________________________________________________

Supervisory Responsibilities 

An important part of every manager’s job is developing the human resources at his or her 

disposal to ensure that current and future needs can be met.  Federal managers have several 

important responsibilities in this area:

· Determining Training Needs

The development and implementation of a systematic, planned survey of short and long-range training needs should be completed prior to the beginning of each fiscal year.   As necessary, additional surveys should be made to identify new or declining training needs as dictated by changing missions and current problems.  The annual survey of training needs should include requirements for on-the-job (OJT) training, correspondence courses, formal classroom instruction, long-term education, self-development and developmental assignments.  In determining training needs, supervisors should conduct a thorough analysis of their organizations.  The normal place to start is to take a close look at the jobs in the organization.  Supervisors should review the position descriptions to identify the major duties and responsibilities of the jobs in the unit. Once the major duties and responsibilities have been identified it is usually a pretty easy process to recognize the skills, knowledge and abilities (KSAs) that are needed to successfully perform these duties.  The final step in this process is to assess the employees in the unit.  The supervisor needs to decide where each worker stands relative to the required KSAs and in comparison to the supervisor’s expectations.  In other words the supervisor is measuring the gap between the requirements of the jobs and the capabilities of the people who perform the work.

Supervisory Responsibilities (continued):
· Developing Training Plans 

Once the supervisor has decided what is job is, how it works, and how well it is done at each grade level, the next step is to tailor a plan for the development of each worker - whether a new trainee, intermediate or full performance level.  A good individual development plan (IDP) includes: 

· A list of the specific tasks and expectations of performance required of the person at their current level

· How the skills needed to carry them out will be acquired or improved; for example through on-the-job training, classroom instruction, or self-study 

· When the training will start and who will be responsible for conducting and evaluating it

· What performance level must be obtained at the end of each training experience

· Where the person can go for additional help if needed

· Allocating Resources  

Training resources are always limited.  When evaluating training needs against limited resources there are a number of factors that need to be considered: 

· What would be the effect of failing to meet the training need both in the short and in the long run? 

· What benefit would come to the overall organization from the training? 

· Would training one employee have a spin-off effect on other workers? 

· Must the training be done to meet mission requirements? 

· Does the need for the training affect the development of productivity of an employee? 

· How common or widespread is the need? 

· Where in the organization does it show up? 

· How many people are affected? 

· Is the training required? 

· Has top management set priorities? 

· Are there military or installation policies that will affect the decision? 

· How soon is the training needed? 

· Is there a time frame within which the training must occur to have value? 

· What is the effect of the cost of the training on overall resources? 

· Are there times when the training would adversely affect operations (i.e. during busy seasons)? 

Supervisory Responsibilities (continued):
· Acquiring and Approving Training 

Based upon the training needs assessment, managers identify individual, organizational and activity training requirements and document the resources needed to support the training.  The Human Resource Development advisors in the servicing Civilian Personnel Advisory Center (CPAC) and the Installation Training Committee analyze the consolidated installation training requirements that were derived from what managers input during the training needs survey process.  The CPAC then provides the consolidated requirements to the regional Civilian Personnel Operations Center (CPOC), where further analysis occurs and recommendations are developed for the Regional Training Plans.  The CPOC performs the critical function of identifying training that can be delivered most economically and efficiently on a regional basis, to include tentative determinations on appropriate training mode and courses, costs, appropriate time frames and possible locations of training courses.  The product of this process is a Regional Training Plan which is staffed with installation Commanders/CPACs.  Concurrence and commitment for specific regional courses and approval of installation training plans is then accomplished by the installation Commander.  Installation Commanders then transfer the resources necessary to support the regional training that will be managed by the CPOC and finalize installation training plans.  Managers are now ready to implement their individual and organizational portions of the installation training plan.  

· Evaluation of Completed Training 
The evaluation of training is an integral part of the total process of planning, organizing and conducting training and development activities.  It is a process whereby supervisors and managers analyze whether the training provided to the employee meets the training needs identified at the start of the cycle.  For the most part, evaluation of the results of training is a matter of observing and evaluating the individual’s job performance before and after the training.  

_________________________________________________________
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Most of the training initiatives outlined above, deal with formal classroom training.

Another integral part of the training process is On-the-Job Training or OJT.

            On-the-Job training can be one of the best training methods available because it is planned, organized, and conducted at the employee’s work site.  OJT is generally the most common method used to broaden employee skills and increase productivity.  It is particularly appropriate for developing proficiency skills unique to an employee’s job, especially jobs that are relatively easy to learn and require locally-owned equipment and facilities.  To have a successful OJT program, supervisors need to assign a mentor to each employee involved in OJT.  It is the responsibility of the mentor to plan training carefully and conduct it effectively. 

_____________________________________________________________________________

Individual Self-Development  
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Employees have the ultimate responsibility for their professional growth and self-development.  Supervisors should encourage employee’s participation in the continuing education activities at schools and with professional associations.   Self-development efforts are initiated and funded by the employees and are normally completed during non-duty hours.  In some cases however, accommodations may be made if an employee wishes to attend an education, training or development activity on duty time, especially if it has the potential of increasing the employee’s contributions to the mission.  For example, the employee’s hours of duty, work schedule or lunch period may be changed temporarily to allow for self-development activities.

_____________________________________________________________________________

_____________________________________________________________________________

Common Terms:
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· Army Civilian Training, Education, and Development System (ACTEDS) - A system that ensures planned development of civilian members of the force through a blending of progressive and sequential work assignments, formal training, and self- development for individuals as they progress from entry level to key positions.  ACTEDS plans are developed for specific occupational groups through a process which uses job analysis techniques to identify required competencies (knowledge, skills and abilities) at the five major stages of career advancement (intern, specialist, supervisor, manager, and executive).

· ACTION OFFICER DEVELOPMENT COURSE - A correspondence course requiring both student and supervisor participation. Must be completed by all interns prior to graduation and by all individuals promoted/appointed to journeyman level positions within six months after appointment/promotion to such a position.
· AMSC – The Army Management Staff College, located at Ft. Belvior, VA. 

· ATRRS (Army Training Requirements & Resource System)  -  A comprehensive computer program that manages individual training for civilian and military personnel.  ATRRS is used to obtain training quotas (spaces) to attend classes at Army  Formal Training Schools (reference DA pamphlet 351-4).

· IDP -   IDP is the acronym for Individual Development Plan.  It is developed during the appraisal process and summarizes the training planned for the employee for the following year.

· INTERN LEADERSHIP DEVELOPMENT COURSE (ILDC) - A five-day course taught at regional sites by the Civilian Leadership Training Division of the Center for Army Leadership.  Must be completed by all centrally funded (ACTEDS) interns and local interns prior to graduation and promotion to journeyman level positions. 

· LEADERSHIP, EDUCATION AND DEVELOPMENT (LEAD) - The second phase of required training for new supervisors.  Is taught at or near the individual’s installation by certified graduates of a Train-The-Trainer course conducted by the Civilian Leadership Training Division of the Center for Army Leadership. The LEAD course must be completed by new supervisors within six months after appointment to the supervisory position.

· MANAGER DEVELOPMENT COURSE (MDC) – A correspondence course which must be completed by all newly appointed managers (at any grade) within six months of their appointment to a managerial position.  For purposes of this training requirement, the term “manager” means supervisors of supervisors and managers of programs, resources and/or policy. 

· ORGANIZATIONAL LEADERSHIP FOR EXECUTIVES (OLE) - a two week experiential learning course presented by the Civilian Leadership Training Division of the Center for Army Leadership in Kansas City, MO as well as regionally.  This course constitutes the second phase of new manager training and should be preceded by completion of the Manager Development Course, which is mandatory. 

· PERSONNEL MANAGEMENT for EXECUTIVES (PME) – PME is a nine-day resident non-traditional course of instruction presented at two regional sites (Ft. Belvoir, VA and the Kansas City, MO area).  These conferences are open to all managers/supervisors at the GS-13 and above grade levels.  PME makes extensive use of case studies, work groups/workshops, and informal assessments.  Prerequisite: Applicants should have completed Organizational Leadership for Executives (OLE).

· PERSONNEL MANAGEMENT for EXECUTIVES II (PME II) - is a five-day resident course presented at Fort Belvoir, Virginia and in the Kansas City, Missouri area.  PME II explores the various dimensions of leadership and human resource management that are primary concerns of Army and DOD executives. Attendance at PME I is a prerequisite. 

· SUPERVISOR DEVELOPMENT COURSE (SDC) – A correspondence course, that must be completed by all newly appointed civilian supervisors within six months after assignment to their first supervisory position. Military personnel who supervise civilian employees are also required to complete this course within six months but no later than 12 months after their assignment to a position where they are required to supervise civilians. 

· SUSTAINING BASE LEADERSHIP & MANAGEMENT PROGRAM (SBLM) – A

12-week resident or 1-year non-resident program filled by HQDA Selection Boards through an Army wide competitive process.  The program is taught by the Army Management Staff College located at Ft Belvoir, VA.  The curriculum is designed to prepare individuals with high potential for advancement to leadership positions in the Army’s sustaining base. The AMSC is the sustaining base equivalent to the Command and General Staff College. 

· TRAINING AGREEMENT – A written agreement signed by the supervisor and the employee which outlines the conditions of training and spells out the actual training (on-the-job, in-house, and formal classroom) required for successful performance in the position. 

· UPWARD MOBILITY – A program intended principally for employees who are in dead-end positions and who have the skills, knowledge’s, abilities, or potential to perform higher level work. 

__________________________________________________________________

_____________________________________________________________

PRACTICAL EXERCISE #9 –HUMAN RESOURCE DEVELOPMENT 

PE – 9A

Review the supervisory responsibilities listed below and then place them in the  sequential order that they are supposed to be accomplished:

Supervisory Responsibilities

  



 Sequential Order
(A)  Allocating Resources
             (1st) __________




(B)  Developing Training Plans
             (2nd) __________






(C)  Determining Training Needs


             (3rd) __________




(D) Evaluating Completed Training 
              (4th) __________                

             




(E)  Acquiring and Approving Training 


              (5th) __________

PE – 9B

Review the statements listed below and then indicate whether the statement is true or false by placing a “T” or an “F” in the answer box on the right.

Statements

  



  True or False 

CPACs are required to develop Regional Training Plans







Additional training surveys should be conducted throughout the year to reassess requirements.







Individual Development Plans (IDPs) are needed for trainee and intermediate workers only.  







Training is an excellent way to reward employees for exceptional performance. 







OJT can be one of the most effective training methods available. 







The Supervisory Development course is a 12-week resident course







Employees have the ultimate responsibility for their professional growth and self-development 
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