



 CASE STUDY No. 1:

THE STRATEGIC TRAINING PLAN��

Instituto Costarricense de Electricidad (ICE)

(Electricity and Telecommunications)



A.	BACKGROUND

	Training requirement studies, which are the basis upon which the Training Department plans its activities, use a variety of techniques designed to identify, on the one hand, existing shortcomings in task implementation and, on the other hand, staff development needs to match the technological and organizational changes occurring within the Institute.

	Against this background, and bearing in mind that the identification of training requirements is an inherent element in the overall responsibility of every management, constant efforts have been made to improve the methodologies that are designed to ensure direct participation by managements in the diagnosis of their staff training problems. These efforts, backed up by the Training Department's specialized analysis, prepare the way for formulating and advancing the measures necessary to satisfy existing requirements.

	This policy of joint analysis and identification with the various sectors of the organization has over time produced a number of techniques, ranging from the simple survey used to draw up lists of courses to techniques involving a greater degree of participation by the Department's analysts, the principal aim being to involve senior management ever more deeply in the planning process.



B.	A NEW APPROACH

	The specific aim of these methodologies has been to strengthen the Department-User relationship, to improve information quality, to ensure that planning is based on genuine needs, and to ensure in particular that training plans are drawn up in accordance with the short, medium and long-term operational and development plans of the sectors.

	In spite of the efforts made, however, the processes of identifying requirements continue to suffer serious shortcomings due, on the one hand, to the difficulties experienced by some senior management staff in attempting to pinpoint staff performance problems related to insufficient training, and, on the other hand, to shortcomings in planning processes at institutional level. These factors have hampered the Training Department in its aim of proposing training plans which would go beyond the short term and which would thus allow for the more effective organization of work, an improved response capacity and optimization in the use of its resources.

	In the light of the foregoing, and bearing in mind the objectives of the recently-initiated process of institutional development, which emphasizes the need to enhance planning procedures at every level, the Training Department considers it both timely and necessary to take a fresh look at its planning process and to adapt it to the present institutional climate, in which the conditions are right for the development of new methodologies conducive to the achievement of its objectives.



C.	PURPOSE

	The purpose of the STP is to define training programmes concordant with the strategic plans of the sectors, with a view to ensuring that training, together with other efforts, constitute an effective means of enabling the Institute to achieve its strategic objectives thanks to the work of a staff that has the necessary training to operate in accordance with the aims of the Process of Industrial Development.

	The STP is also expected to help in:

-	highlighting the Department's contribution to the development of the sectors;

-	further integrating the plans of the Department with those of the sectors;

-	generating a higher level of user integration, involvement and commitment in relation to the training;

-	pinpointing the role of senior management staff and the Department in the training process;

-	constituting the basis for the negotiation of programmes and resources both within and outside the Institute.

D.	TOOLS

	The STP is in line with the stated mission of the Training Department and is a fundamental component of the Strategic Training Operation Model. This model is explained in the following diagram:

Mission of the training department

	The Training Department is the unit in charge of training at ICE. As such, it is responsible for advising users and for formulating training programmes designed to ensure that staff at all levels of the Institute have the knowledge, skills and attitudes necessary to the efficient fulfilment of their duties. To that end, it has to seek to initiate action in line with development plans and with technological and management changes, in a constant endeavour to maintain excellence in our services.



	The plan is drawn up using tools G-1, G-2 and G-3, which make it possible to organize the information in a standardized form. Tool G-1 basically contains the following information:

-	division (or Department), the date and the STRATEGIC OBJECTIVE of that Division;

-	list of projects, plans and programmes, with an indication of priority;

-	for each project, the specific objectives sought, the different project stages, the problems associated with training and their causes.

	Tool G-2 analyses the training problems of the Division and contains the following information:

-	for each problem: priority, solution strategy, the activities (numbered) and objectives of the solution.





	Tool G-3 includes the training activities for the corresponding Division. It basically contains:

-	for each activity, the characteristics of the target population, the number of persons, the period (half-year/year) during which required, the consequences of not providing the training, and remarks.

	The STP is developed on the basis of the objectives and strategies identified by each of the sectors, after which, in a joint Training Department sectoral exercise, the training-related limitations or obstacles which are hampering, or could hamper, the development of the strategies (G-1) are identified. With this information to hand, the Training Department proposes the corresponding solutions (G-2), ultimately establishing the target population, the period during which the training is required and the consequences that would flow from not providing that training (G-3).

E.	THE PROCESS

	This section describes the process used in formulating the Plan. Its initial phase is that of information and sale to users, in which connection the emphasis is laid on the need for a change in methodology and on the benefits that can be obtained. The diagram shows the most important points to which the user's attention should be drawn. The following are the various stages leading up to elaboration of the Plan.

Plan for formulating the Strategic Training Plan (STP)



A)	Tools:

	The three forms, G-1, G-2 and G-3, will be used. They will serve as a guide for compiling the necessary information.



B)	Process B:

	Stage 1: Selling of the Training Model: This is a presentation by the Training Department to each of the Divisions (or Departments). The most important areas of consideration are:

1)	resource limitations;

2)	allocation of priorities;

3)	general circumstances (budgetary constraints, evaluation, control, productivity, privatization, external bodies);

4)	the elaboration of programmes based on the strategies, projects and problems of the sectors;

5)	the need for greater integration between Training Department and Sectors;

6)	the integration of efforts;

7)	consistency with the process of Institutional Development (PAO, Budget, Strategic Planning);

8)	the need for changes on the part of the Training Department and clients:

-	Training Department (from being a receiver of orders and reactive channel for paperwork to being a motivator and proactive adviser);



-	client (from being an indicator of needs to being more involved and committed);

9)	the responsibility of sectoral senior managements (diagnosis, staff development planning, negotiation with Training Department, feedback);

10)	the responsibility of the Training Department (advising senior managements, negotiating, proposing solutions, designing);

11)	adding staff development to the agenda of sectoral meetings called to discuss technical and financial matters and the coordination and implementation of work;

12)	training as investment;

13)	training as cost centre.

	Stage 2: The second stage consists in listening to the strategies of each Division (or Department). The Training Department will also present or make known the information required for drawing up the Plan (forms G-1, G-2 and G-3). The appropriate methodology for that purpose will be established in consultation with the Division.

	Stage 3: Activities: This stage involves the various mechanisms established in the previous stage for obtaining the information corresponding to form G-1. For example, meetings, workshops, consultative activities, and so on. This information will be based on the strategic plan of each Division and on the advice given by the Training Department, as well as on the various training-related problems, plans, projects, and so on.

	Stage 4: Elaboration of G-2: Training solutions will be put forward in the form of strategies, objectives and training activities. This is the task of the Training Department, and will serve as the negotiating basis for G-3.

	Stage 5: Elaboration of G-3: In the manner previously agreed upon with the Division, departments and offices, and with the advice of the Training Department, the information necessary for form G-3 will be compiled.

	Stage 6: Final Management Workshop: On the basis of the information from stages G�1, G-2 and G-3, duly analysed by the Division concerned, a final workshop will be held by Divisions with the aim of validating the various activities and preparing the final document of the Strategic Training Plan.





F.	ROLE OF THE TRAINING DEPARTMENT AND OF THE SECTORS

	In order to ensure that the process has a solid foundation on which to develop and that it becomes a permanent management tool, it is necessary to clarify both the basic premises upon which it is based and the role, in terms of functions and attitudes, to be played by those who will be involved in elaborating the STP, namely the Training Department and Sectoral senior management.

F.1	THE DEPARTMENT

	The STP represents a significant change in the way in which the Training Department operates. Far from requiring the mere filling out of forms, it introduces a broad series of modifications, as described below.





1)	The role of staff members of the Department is being expanded. Instructors and co�ordinators, who traditionally design, deliver and coordinate courses, will now see their responsibilities broadened to include the organization of workshops and meetings and active participation in an advisory capacity in processes where, under their guidance, users are oriented toward specifying their needs and putting forward solutions to problems which can probably be resolved through training, etc.

2)	Also necessary is a proactive approach and the ability to propose creative solutions in such a way as to retain initiative in the process and to ensure adequate monitoring of it by the Department.

3)	Flexibility and a readiness to negotiate with the user are essential qualities which must be evident throughout the process. Thus, in the interests of positive results, staff members must engage in intensive preparatory work prior to each meeting with a user. Likewise, they must subsequently seek to derive optimum benefit from such meetings by, on the one hand, comparing experiences with colleagues with a view to building up a more detailed picture of the client, and, on the other hand, and where appropriate, by making suggestions aimed at modifying the development of the STP where appropriate.

4)	Teamwork should also be developed within the Department. Through adequate coordination, the staff should be drawn together on the specific and negotiated objectives and be given the space in which to express their concerns and expectations. With the rules of play thus firmly established, each staff member knows what is expected from him, within a context of broad communication, both vertical and horizontal.

F.2	THE ROLE OF SECTORAL SENIOR MANAGEMENT

	From our point of view, sectoral senior managements play a major role throughout the process of elaborating the STP. The basic premise on which the STP is based is the preparedness of senior management to play an active part in its various stages, that is:

a)	supplying information;

b)	negotiating solution options;

c)	negotiating the various options and priorities involved in meeting demand;

d)	merging the training plans with plans for developing the units for which they are responsible;

e)	drawing up individual training plans for their staff;

f)	supplying instructors and equipment to the extent possible.�

	The Training Department should therefore continue to motivate the senior managements so as to ensure their sustained participation, with training an integral part of their functions.

G.	FINAL CONSIDERATIONS

	As can be appreciated, the Training Department is engaged in a process of organizational change that implies modifications in the functions, behaviour and attitude of 





the staff, as well as in the policies and the tools applied - in short, in the traditional way of doing things, which may also be expressed as "organizational culture".

	The aim of all this is to achieve closer integration between the Training Department and Users with a view to elaborating training plans derived from the specific objectives and strategies of the various sectors.

	The scope and depth of this process of change are such that it transcends the field of activity of the STP and shows itself to be a significant and greatly beneficial factor in the Training Department's fulfilment of its mission, as well as in the development of the other stages that comprise the Strategic Training Operation Model, such as programme design and development and follow-up.



DO/PMR = OD/PIP = Organization Development/Performance Improvement Programming



COMPARATIVE ANALYSIS OF THE REAL SITUATION�WITH THE CONCEPTS INCLUDED IN "TEAM"�OR IN THE "DO/PMR MODEL"��

TEAM�DO/PMR�CASE STUDY: STP��T = Translate strategy, and make it well known.�Planned effort of change, with a well-defined strategy made known at the different levels.�The case study reveals an effort to change the process of defining training needs and planning activities for meeting them, in such a way as to incorporate the different sectors external to the Training Department, which changes from being a receiver of applications to a process consultant and adviser, the senior managers being made responsible for training their personnel. Strategy well established and disseminated.��E = Enlist commitment of those involved in the change.�Global participation covering the agency as a whole or an important sector of it; creation of a group spirit.�The entire agency participates in a highly specific sector: human resource training and development. The process commits those responsible for the different sectors, at different levels, by involving them first in the definition, then in the training plans and lastly in the actual training process (e.g. design of courses and programmes, evaluation of results, etc.).���

TEAM�DO/PMR�CASE STUDY: STP��A = Activate the performance of those involved in leading the change.�Ensure in a planned and controlled manner that those involved act to implement the plans.�The way of producing the activity plans is clearly defined, as are the roles of the Training Department (process consultants, maintains initiative in the process, ensures control, flexibility in negotiations, etc.) and of the different levels of sectoral management (informing, defining alternative solutions, incorporating the training plans in the work plans of those under them, supplying instructors and equipment, etc.)��M = Monitoring and follow-up, corrective measures.�Programmed and controlled monitoring and follow-up.�Attaches fundamental importance to follow-up since there are final management workshops in the process for validating action, preparing the strategic training plan and evaluating the results.��The group must concentrate on the critical objectives.�Clear definition of the programme objectives and indicators.�Objectives clearly defined: the permanent objective of the Training Department is defined and, consistent with it, the objective of the STP process is properly defined for the entire agency.��Different groups implement the work programmes in a cooperative manner.�Participation of different groups and different levels in the implementation of the plans.�The STP process seeks to achieve greater integration between Training Department and users (remaining units of the organization) so that the training plans are worked out from the objectives and specific strategies of each sector using training services.��Each TEAM group develops its own work programme and methods.�DO/PMR works on planning processes, targets and the solution of problems; it makes up management teams�The STP process with its six well-defined stages permits the formation of the work teams needed to analyse the strategies of each sector, define the training problems and solutions and ensure cooperation in the performance of the activities needed to implement the solutions agreed upon.���

RELATIONSHIP OF THE CASE STUDY TO THE INSTRUMENT DESIGNED FOR IMPLEMENTING THE�DO/PMR WORKSHOP ��

	Annex 2 (Instruments) offers a detailed suggestion as to how DO/PMR workshops should be implemented, with all the necessary guide-forms. The forms themselves reflect a considerable accumulation of experience and their purpose is to serve as a guide in the process of developing the main tasks proposed for considerably improving performance and revitalizing the organization.

	The instrument corresponds to the logical processes of problem analysis and solution and activity planning. It may be readjusted and/or modified in whole or in part in order to make it more relevant and valid to the user.

	As an example of how the instrument should be used on the basis of the information available in the case study, the use of certain of the guide-forms mentioned is illustrated below. It should be remembered that the case study refers to a sector of the organization, not to the organization as a whole.





THEORETICAL EXAMPLE OF THE USE�OF THE GUIDE-FORMS FOR A�DO/PMR WORKSHOP



STAGE 1



OBJECTIVE OF THE ORGANIZATION AND�MEASUREMENT OF PERFORMANCE



Objective of the organization and measurement of performance

(Step 1)

	Basic purpose of the mission.

	Briefly answer the following question with the agreement of the entire group: What really is the agency's business?��	In this case an important sector but not the entire agency is being studied.

	Mission of the Training Department: 

	"The Training Department must be responsible for training within the ICE, for advising users and developing training programmes to ensure that the different levels of ICE personnel have the necessary skills, knowledge and attitudes for efficiently performing their functions; seeks to present initiatives consistent with the development plans and technological and management changes, and to ensure the excellence of its services."���



Principle long-term objectives

(Step 2)

	The main objectives of their organization (or sector of the organization under study) are decided upon and enumerated, always as a result of team work, on the basis of the general outline given in Step 1.��	Various objectives relating to the definition of needs, planning of training programmes, implementation of those programmes, evaluation and follow-up, etc. must be achieved before the Training Department's mission can be implemented.

	The following refers to the objective concerning the strategic planning of the training mentioned in the case study, it being understood that the other objectives were also defined.

1.	The purpose of the Strategic Training Plan (STP) is to define training programmes consistent with the strategic plans of the sectors, in such a way that training becomes an effective means which, in association with other efforts, helps the agency to achieve strategic objectives through having personnel properly trained to operate within the Institutional Development Process.

	The STP is also expected to help achieve the following purposes:

-	to emphasize the Department's contribution to developing the sectors;

-	to achieve greater integration between the Department's plans and those of the sectors;

-	to generate greater user integration and involvement with and commitment to training;

-	to specify the role of management and the Training Department in the training process;

-	to constitute the basis for the negotiation of programmes and resources both within and outside the agency.

2.

3.����Short-term objectives and performance indicators

(Step 3A, listed in any order)�

(Step 3B, listed by priority according to importance)



Short-term objective�Performance indicator�Type�Info. available?�Info. needed?��1.  To define training programmes consistent with the strategic plans of sectors, in such a way that training constitutes an effective means for achieving the agency's objectives.�Degree of management satisfaction (as a percentage) with the contribution of the training programme to achieving objectives.�Numerical�Within the sectors�Survey��2.  To emphasize the contribution which the Training Department makes to developing the sectors.�Extent of management knowledge about the Training Department's contribution to developing sectors.�Numerical�Within the sectors�Survey��3.  To achieve greater integration between the Department's plans and those of the sectors.�Degree of sectoral management satisfaction with integration between training plans and sectoral plans.�Numerical�Within the sectors�Survey��4.  To generate greater user integration and involvement with and commitment to training.�Degree of training management satisfaction with user involvement with and commitment to training.�Numerical�In the Training Department�Survey��5.  To provide a basis for the negotiation of programmes and resources both within and outside the agency.�Percentage of negotiations conducted in each sector, over the total of the agency's sectors.�Numerical�In the Training Department�Statistics on negotiations conducted����Measurements of performance and performance targets

(Steps 4A and 4B)



	On the basis of the objectives in Step 3 and of the performance indicators, it should be possible to measure the present level of performance of the organization or sector and set appropriate targets for the future.

	In other words, it should be possible to identify the difference between present performance and the desired (target) performance.

	Targets are intended to eliminate any disparity and presuppose a challenge which must be superable. They must be based on a realistic evaluation.

	The following tasks must be performed in this step:

1)	establishment of the present level of performance for each objective and performance indicator listed;

2)	achievement of a consensus among the group for deciding in each case the desired or achievable level (performance target) for the next year and the following five years;

3)	measurement of the difference between the present and desired levels to determine the performance gap to be bridged;

4)	lastly, decision upon and recording of any other important objective of a non-repetitive nature, and establishment of the performance indicator and appropriate target in each case.

	If the case under study is approached on the basis of the foregoing instructions, it is hard to decide how the targets should be defined because a new form of working is being introduced, with specific objectives that did not exist before.

	The way of defining training needs was completely different, being based on a survey and a list of available courses. The Training Department was the passive receiver of training applications and the sectors hardly ever participated in the actual process of defining and implementing the training plan.

	However, the idea of Step 4 as set out in the DO/PR instrument is appropriate to this situation and the results may be similar to those in the following table.

��Measurement of performance and performance targets

(Performance levels given by way of examples)



Objective�Performance indicator�Present perf. level�Perform. level by next year�Performance level 5 yrs later��1.  To define training programmes constant with the strategic sectors, in such a way that training constitutes an effective means for achieving the agency's objectives.�Degree of management satisfaction (as a percentage) with the contribution of the training programme to achieving objectives.�40%�60%�95%��2.  To emphasize the contribution which the Training Department makes to the developing sectors.�Extent of management knowledge about the Training Departs' contribution to developing sectors.�50%�75%�95%��3.  To achieve greater integration within the Department's plans and those of the sectors.�Degree of sectoral management satisfaction with integration between training plans and sectoral plans.�30%�60%�85%��4.  To generate greater user integration and involvement with and commitment to training.�Degree of training management satisfaction with user involvement with and commitment to training.�40%�60%�85%��5.  To provide a basis for the negotiation of programmes and resources both within and outside the agency.�Percentage of negotiations conducted with each sector, over the total of the agency's sectors.�25%�60%�100%���

STAGE 2

�IDENTIFICATION AND ANALYSIS OF PERFORMANCE PROBLEMS AND �NEGATIVE AND POSITIVE FORCES



�	In order to raise the level of performance of the organization (or sector under study), certain problems will have to be solved and advantage taken of positive forces.

	Consideration is given to what are perceived as the most important performance problems at present, i.e., those that the organization will have to deal with in the coming years.

	The Group's resources are used to take a census of performance problems (Step 5A). In Step 5B such problems may be sketched in as they are initially identified by the members of the Group. Following a group discussion and once a consensus has been reached, the final corrected list of problems (negative forces) may be added in Step 5C.

	The following is an inexhaustive and often theoretical example of how negative forces are handled and serves to illustrate how the instrument is used for conducting DO/PMR workshops. 



Problem�No.�Final List�Statement of the problem (negative force)�Step 5C��1�Unfamiliarity with the training process by the sectoral management; this means that requests are submitted "for tomorrow" and cannot normally be met, and there is very little cooperation for obtaining proper information in time.��2�Lack of Training-Sectoral integration means that sectoral managers do not realize that they are responsible for training their personnel and that the Training Department is the unit which provides that service to them.��3�Lack of cooperation from the sectors in providing equipment and specialists for use in the training process (preparing and/or administering courses).��4�Lack of credibility and recognition for the work of the instructor, who then becomes demotivated.��5�Lack of team work because each instructor and specialist in the Training Department works somewhat individually; this means that their ideas and opinions often go unheard or that there is no opportunity to explain them and have them taken into consideration.����Classification of problems by categories

(Steps 6A and 6B)



	The problems pointed up in the previous step are analysed and provisionally classified in accordance with the details included in Table 6B below.

	That part of the problem which falls within each category is assigned a percentage value. This provides a good guide for contemplating possible solutions later.�

Problem No. and description��Category 1��Category 2��Category 3��Category 4��Category 5���No.�Desc.�Affects the entire agency�Affects a sub-system�Physical, techno-logical, quanti-tative�Human Tech-nical, rela-tional�Technical manage-ment solution�Cannot be solved with such tech-niques�cause lies within agency�cause lies outside agency�solution lies within agency�solution lies outside agency��1�Unfami-liarity with training process�50%�100% training sub-system�-�100%�100%�-�100%�-�100%�-��2�Lack of Trg-Sect. integration�70%�100% training sub-system�-�100%�100%�-�100%�-�100%�-��3�Lack of coop-eration from sectors�40%�100% training sub-system�50% of problem is of this type�50% of problem is of this type�100%�-�100%�-�100%�-��4�Instructor credibility�40%�100% training sub-system�-�100%�100%�-�100%�-�100%�-��5�Lack of team work�-�100%�-�100%�100%�-�100%�-�100%�-��

Importance of problems and their solubility

(Step 6C)



	The problems identified in Step 5C are evaluated according to their relative importance and impact on the organization's performance and to the possibility of solving them.

	A five-point scale is established for evaluating the impact and solubility of each problem and the appropriate numbers are entered against each one (5 very high, 4 high, 3 moderate, 2 slight, 1 low).

�

Problem No. and description�Impact on the organ-ization�Soluability rating��1.  Unfamiliarity with the training process by the sectoral management; this means that requests are submitted "for tomorrow" and cannot normally be met, and there is very little cooperation for obtaining proper information in time.�5�4��2.  Lack of Training-Sector integration means that sectoral managers do not realize that they are responsible for training their personnel and that the Training Department is the unit which provides that service to them.�4�5��3.  Lack of cooperation from sectors in providing equipment and specialists for use in the training process (preparing and/or administering courses).�3�4��4.  Lack of credibility and recognition for the work of the instructor, who then becomes demotivated.�3�5��5.  Lack of team work because each instructor and specialist in the Training Department works somewhat individually; this means that their ideas and opinions often go unheard or that there is no opportunity to explain them and have them taken into consideration.�4�5��



Identification of positive forces

(Step 7A)



	All positive forces which favour or assist the organization's movement from its present level of performance to a higher level are identified and enumerated. Such forces may be regarded as stimuli or opportunities which must be capitalized on. 

	Other positive forces not present now may be mobilized and introduced into the system. In this case such forces are indicated at the end of the list as "potential" forces.



�

Positive forces��1.  Owing to an intensive programme of management training the agency has a positive attitude towards change and the introduction of different work methods.

2  The agency's senior authorities look kindly upon training programmes and activities, involve themselves in them and support the Training Department.

3.  Strategic planning has been widely discussed in the general management programme, which also defined the different missions to be accomplished by the different sectors; as a result, the management better understands the needs to introduce improvements or changes, as well as to act cooperatively.

4.  The instructors and staff of the Training Department also better understand the need to change passive and receptive approaches to work for more creative and active ones.

5.  The Training Department staff, particularly the instructors preparing teaching materials, know the work by objectives and by projects in detail and both they and their assistants are trained in the techniques of problem analysis, causes, solutions, alternatives and priorities, etc.���Classification of positive forces

(Step 7B)



	Ways of strengthening the positive forces already at work are ascertained together with ways of introducing new positive forces into the system, ones which will accelerate the agency's movement towards the planned performance levels.

	The following form is used to indicate as a percentage the extent to which each positive force could be strengthened (or introduced) by independent management action or solely by action on the part of the senior authorities or other bodies.

�

Positive forces listed in Step 7A�Proportion of force likely to be strengthened by independent management action (%)�Proportion of force likely to be strengthened only in consultation with the senior authorities (%)�Proportion of force likely to be strengthened only by action on the part of other bodies (%)��1.  Owing to an intensive management training programme the agency has a positive attitude towards change and the introduction of different work methods.�



60%�



40%�



-��2.  The agency's senior authorities look kindly on training programmes and activities, involve themselves in them and support the Training Department.�



100%�



-�



-��Positive forces listed in Step 7A�Proportion of force likely to be strengthened by independent management action (%)�Proportion of force likely to be strengthened only in consultation with the senior authorities (%)�Proportion of force likely to be strengthened only by action on the part of other bodies (%)��3.  Strategic planning has been widely discussed in the general management programme, which also defined the different missions to be accomplished by the different sectors; as a result, the management better understands the needs to introduce improvements or changes, as well as to act cooperatively.�



50%�



50%�



-��4.  The instructors and staff of the Training Department also better understand the need to change passive and receptive approaches to work for more creative and active ones.�



20%�



80%�



-��5.  The Training Department staff, particularly the instructors preparing teaching materials, know the work by objectives and by projects in detail and both they and their assistants are trained in the techniques of problem analysis, causes, solutions, alternatives and priorities, etc.�



20%�



80%�



-��

��Evaluation of the intensity of negative�and positive forces

(Step 8A)



	The present level of performance is considered as a function of two sets of forces. The first set includes the problems encountered (Steps 5C and 6C) which hamper or obstruct performance, while the second (Step 7) fosters or assists the agency's movement towards a higher performance level.

	The intensity of the forces is evaluated according to a five-point scale (5 = very high, 4 = high, 3 = medium, 2 = fairly low, 1 = low).

	Evaluations may be set out as follows:



No.�List of negative forces�Eval. of Intens.�No.�List of positive forces�Eval. of Intens.��1�Management unfamiliar with training process.�4�1�Positive attitude within agency for introducing new work methods.�4��2�Lack of Training-Sectoral integration.�5�2�Senior authorities support and are involved in training activities.�4��3�Lack of sectoral cooperation for supplying equipment and specialists.�3�3�Sectors better understand the need to introduce changes and new work methods.�3��4�Lack of credibility and recognition for work of the instructor.�3�4�Training Department better understands the need to change its passive function for a creative and dynamic one.�3��5�Lack of instructor teamwork.�3�5�Training Department trained in techniques of problem analysis, causes, solutions, etc.�4���

Performance analysis diagram

(Step 8B)



	The graphic presentation of the analysis shows that the agency's performance level may be increased by reducing the intensity of negative forces, strengthening or adding positive forces or by a combination of both measures.

	The diagram takes the following form:



Diagram of positive and negative forces

�

STAGE 3

DEVELOPMENT OF STRATEGIES AND PROGRAMMES� OF ACTION FOR IMPROVING PERFORMANCE

	So far the main problems and opportunities regarding performance have been diagnosed in detail. On the basis of that knowledge, the negative and positive forces in the agency's concerted position must now be managed and changed. The intensity of negative forces must be reduced and that of positive forces increased in order to advance towards the performance objectives and targets set.

	Past work using the performance improvement instrument has shown that it is advisable to tackle the forces one by one and pay more attention to those that are more intense and therefore more crucial. A useful opening procedure involves the special methodology used in a group suggestion session for seeking ideas on innovative action for dealing with each force.

	Some of the ideas thus produced will be recognized after analysis as strategies, while many others will constitute action programmes and will logically fall within those strategies.


	A strategy may be recognized as a broader and more general statement or as a policy trend covering a group of action programmes. On the other hand, action programmes must be regarded as tactical manoeuvres of a specific and detailed nature.

	The following is a procedure and useful sequence for developing the creativity session on strategies and action programmes:

1)	Decide which positive or negative force should be tackled first (perhaps one of the most intense).

2)	Arrange for a member of the group to act as secretary, who might start by writing the number and description of the force at the top of a large sheet of paper on an easel.

3)	The Chairman of the session should then call for ideas on action to deal with the force. The group members should be asked to offer their best ideas on strategies and action programmes. There should be no attempt to distinguish between them at this stage (brain�storming).

4)	In accordance with creativity standards, the secretary should rapidly enter any idea put forward by the group members, without too much concern for form and visibly to all. In other words, everyone should have an opportunity to contribute his/her thoughts without the flow of ideas being interrupted or restricted by evaluations or criticisms. That is a crucial point.

5)	Only after the flow of creative ideas has dried up should the next phase of analysis and evaluation begin (Step 10 below).

An example of how ideas for action are recorded is given below.



Negative/positive force�(No. and description)�Ideas for action to deal with�the force��NEGATIVE:���1.  Sectoral managers unfamiliar with the training process.�1.  "Sell" the training model; campaign for marketing the services to each and every Division and Department.��2.  Lack of Training Department-Sectoral integration meaning that the sectoral managers do not realize that they are responsible for training their personnel and that the Training Department is a unit which provides that service to them.�2.  As above, for the purpose of "training" the sectoral managers, inculcating a training philosophy, and planning and negotiating the training plans with them.��3.  Lack of cooperation from the sectors for loaning equipment and specialists for use in the training process (preparing and/or administering courses).�3.  Prior negotiation of training plans with the sectoral managers and establishment of formal cooperation commitments between the sectors and the Training Department.��

�

Negative/positive force�(No. and description)�Ideas for action for dealing with�the force��NEGATIVE:���4.  Lack of credibility and recognition for the work of the instructor, who thus becomes demotivated.�4.1.  During the service "selling" session, create a positive attitude on the part of the sector to the work of the instructors.

4.2.  Create plan and programme definition procedures in which the instructor plays a consultant role which assists the sectoral managers. This will help the managers to recognize the work and abilities of the instructors.��5.  Lack of team work because each Training Department instructor and specialist works somewhat individually, which means that their ideas and opinions often go unheard and there is no opportunity for them to explain them and have them taken into consideration.�5.  Create properly coordinated work systems to foster a group spirit so that experiences and concerns are listened to and acted upon, with properly defined ground rules so that everyone knows what is expected of him.��POSITIVE���1.  Positive attitude within the agency to introducing new work methods�1.  Turn the situation to advantage by creating a new process in which the sectors and the Training Department become intimately involved.��2.  Senior authorities support and are involved in training activities.�2.  The process should make for active participation by the agency's senior authorities.��3.  Sectors have a better understanding of the need to introduce changes and new work methods.�3.  Turn the situation to advantage so that the new process commits the sectors to training.��4.  Training Department personnel better understand the need to change from a passive to a create and dynamic function.�4.  Turn the situation to advantage so that the Training Department personnel accept new functions and responsibilities and are at the same time motivated by their work��5.  Training personnel trained in techniques of problem analysis, causes, solutions, etc.�5.  Ensure that the personnel uses its training in the process by acting as consultants on the process of analysing and defining needs and helping the sectors to find solutions which require training.���

Action programme coordination and responsibility for reporting

(Step 11)



	Once the strategies and action programmes have been identified, the next step is to clarify and establish responsibility for each action programme.

	Although the responsibility for initiating the measures needed and monitoring their implementation may be assigned to several persons, it is still essential that each action programme be assigned to only one person, i.e. the action programme coordinator whose special mission is to unify the measures and produce progress reports. The frequency and accuracy of progress reports should also be decided upon.

	The conclusions reached in this and the previous steps should be noted for all to see and should contain the following points:

-	number and description of the positive or negative force

-	strategy or strategies

-	action programmes

-	responsibility for action (coordinator)

-	progress reports (addressee and frequency).

	There may also be a more permanent register of negative and positive forces, as shown in the forms relating to Steps 11B and 11C. The final product now registered is a complete combination of strategies and action programmes for dealing with the existing negative and positive forces.

	In combination with a series of objectives, performance indicators and targets, a general systematic plan will be drawn up for improving the agency's performance.

	The present case study; confined to a sector of the agency, establishes the detailed STP as an action programme combining all measures relating to positive and negative forces.

	That programme has defined the objectives, action to be taken, those responsible for each action, the instruments to be used and the expected results, and may be summarized in six stages which are repeated each year.

Stage 1:	"Selling" the training model

Stage 2:	Listening to each sector's strategies

Stage 3:	Obtaining information (Instrument G-1)

Stage 4:	Development of solution in terms of strategies, objectives and training activities (Instrument G-2)

Stage 5:	Preparation of activities for each sector, together with characteristics of the target population, the number of persons to be trained, the period, and the consequences of NOT training (Instrument G-3)

Stage 6:	Final management workshops to define the strategic planning plan in conjunction with those involved.



�

STAGE 4



ARRANGEMENTS FOR IMPLEMENTATION



Anticipation of implementation difficulties and�identification of strategists for change

(Step 12)



	What major difficulties are anticipated during the preparations for implementing the proposed performance improvement programme? The difficulties are enumerated below in descending order of importance.

	For achieving better results in overcoming any anticipated difficulties and possible resistance to change, those strategies which appear particularly relevant to the organization and its external environment are identified and noted below for initiating the change. It must be remembered that successful application of a key strategy may overcome the difficulties.



Main difficulties anticipated�(in order of importance)�Relevant implementation strategies�(in order of importance)��1.  That the sectors assign the necessary time within their normal activities for sessions to "sell" the model; to explain their strategies and activities; and for the final management workshop to establish the strategic training plan.�1.1  Get the senior authorities (e.g. Director General or Executive President and/or members of the Board) to participate in the sessions.

1.2  Negotiate dates with the sectors, allowing sufficient notice.��2.  Obtaining the necessary cooperation from the sectoral personnel so that they become involved in the processes of programme design, teaching materials production and the administration of some courses.�2.1  Convince during the process "selling" sessions.

2.2  Gain credibility through the high performance of the Training Department staff as analysts of problems, causes and solutions, and creative facilitators for helping the sectors to define plans.���

Negotiation of the main difficulties�with the senior authorities

(Step 13)



	As a logical continuation of the previous step, briefly identify the main difficulties affecting the implementation of the proposed action programme which have to be submitted to and negotiated with the senior authorities.

	Specify what decisions, policies and other assistance should be obtained from the authorities so that the task of improving the performance of the organization (or sector involved) can go ahead.



Main matters to be negotiated with�the senior authorities�Brief description of assistance required (decisions, policies, etc.)��1.  Since the final product is a complete plan of action for each sector or section of the organization, with details of resources and budgets, it is essential that it be implementable directly by the Training Department without requiring approval from above every time an action is implemented (as at present). In other words, once the plan has been approved it must be fully implemented under the authority and responsibility of the Training Department, including spending, the assignment of fellowships and the use of agreed resources, etc.�1.1  Policy decision marking a radical change in the way the senior authorities at present approve activities (one by one, especially when expenditure and/or travel are involved).

1.2  Overall approval of each programme followed by freedom for the Training Department to implement it and report at the end (project administration).

1.3  Modification of work procedures with the support of the senior authorities in order to reflect the change (including auditing aspects, etc.).��2.  Negotiates the human and material resources which the sectors must loan or supply to the Training Department for carrying out programmes.�2.1  Decision from the top (Director General and/or the Board) to ensure that the work programme of the staff of each sector includes the possibility of spending time at the Training Department.

2.2  Support from sectors already cooperating in that way, so that sectors not yet convinced may see the benefits.��



�

Top-priority action programmes and their timetable

(Step 14)



	Remembering that it may not be feasible to undertake all the action programmes simultaneously and with equal vigour, choose those which have higher priority and deserve more time, effort and resources to implement. In other words, identify the more urgent action programmes.

	Implementation of the action programmes should be subject not only to priorities but also to the order and timetable in which they are to be implemented. For strategic reasons there may be some action programmes which have to be started first or which should be implemented before others. The more urgent action programmes and the order or sequence of their implementation, together with the proposed starting and completion dates (estimated if necessary), are enumerated below.

	Since the only Recommendation in the present case study is that priority be given to drawing up STPs, the list mentioned above need not be made.

*	An action team for implementation and examination (Step 15A)

*	Measurement of the team's efficiency

*	Measurement of the efficiency of team-work

	The last stage for development at the DO/PMR workshop is to appoint the team which is to implement the plan and establish how its efficiency and that of working as a team are to be measured.

	Those are the final arrangements for initiating implementation of the plan; they are not detailed here since they are an in-house matter and not relevant for illustrating the usefulness of the DO/PMR workshop.



The present example is a real case study and has been developed here for illustrative purposes with a number of assumptions for coherently rounding off the example of how the DO/PMR workshop should be applied. The workshop is the first step of course and, as a result of it, a solution is defined; in the example, the solution is the STP process. Thanks are due to the Instituto Costarricense de Electricidad which sent us an article for publication in the Human Resource Development Quarterly (HRDQ), on the basis of which the complete case study was constructed.��
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