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problem analysis



�1.  Purpose of Phase 1

��Is there a problem worth solving?�	If a problem has been reported and a need for training has been expressed, it should not be taken for granted that there is a problem worth solving, or that training be the appropriate solution.

���	Before starting training development and training, you must determine:



-  exactly what the problems are;



-  what the causes of the problems are;



-  what could be possible solutions to these problems.

��Analyze the problems�The purpose of this phase is to analyze the reported problem(s) and provide sufficient information to allow management to make sound decisions about the solution(s).���

2.  Why Analyze?

��Estimates of training requirements are often either exaggerated or do not match the real needs�	In this era of rapidly expanding telecommunication services, the principle "training" problem is often considered to be a lack of trained staff to handle either current or future tasks.  The most obvious solution is to recruit and train more employees.  Frequently, however, the estimated numbers of employees are guess work made on rather shaky grounds.  These estimates are often made by supervisors who may tend to exaggerate the actual need (for many reasons) and do not consider alternate solutions.  Furthermore, the "content" of the training is often determined rather by traditions or by the personal views of individual instructors, rather than by proper analysis of the skills actually needed to perform a job.

���	A closer look at the problem may also reveal that poor performance is due to a number of other causes besides lack of skills or knowledge.  Hidden or unanticipated problems may be uncovered which sometimes cannot be solved by training alone.

���	Even in apparently clear cut cases, a further analysis which is described in the following pages may pay off tremendously.

���	Phase 1 is the most critical of all the phases of the training development project.  However, the fact that guidelines for Problem Analysis are included in the TDG does not mean that the course developers are necessarily responsible for its execution.  ���

3.  Performance Improvement -- A Shared Responsibility

��Training is usually only part of the solution to a problem�	The best solution to a stated problem may turn out to be a change in the organization or distribution of the work or other changes in the working conditions.  Frequently, it is found that the best solution is really a mixture of solutions ("solution mix") consisting partly of such modifications in the working conditions and partly of training.

��If training development is necessary, then team work will be required�	Usually, since those responsible for training are not in charge of the implementation of "non training" solutions, it is important that the Problem Analysis be carried out with the full support and active cooperation of all staff concerned.

���4.  The Systems Approach

���	A good place to start in Problem Analysis is to consider the organization as a system.  It was mentioned in the introductory phase  that the TDG applies the "systems approach" to training development, so what does this mean exactly?

��System = inputs, processes, outputs, goals and feedback�Definition:  a system is a set of interrelated elements working to achieve a common goal.  A system has the following universals:  inputs, outputs, processes that transform the inputs to outputs and (usually) a feedback mechanism.���

	A microwave link is an example of a lower-level system:  some of the elements of this system are transmitters, antennae, receivers and multiplex equipment.  These elements, in turn, may be called sub-systems which are made up of elements such as mechanical and electronic components.  Each of these sub-systems has a specific goal which must be adapted to the overall goal of the total system, i.e., to transmit and receive messages according to specified quality criteria.

��A telecommunication organization is a system�	A telecommunication organization may also be regarded in terms of a generic system model:  the elements of such systems are people, premises, equipment, etc.  These elements could also be grouped into sub-systems (departments, divisions, etc.) which work towards the common goal:  to provide adequate products or services to its customers.

��Systems can be broken down to sub-systems, and each one broken down yet further, etc.�	Most systems can be looked at as sub-systems to a larger system.  To be effective, each system must produce an output which corresponds to something needed in the larger system of which it is a part.  It must adapt to the needs of the "super-system".  Therefore, we talk about adaptive systems.

��Systems including people are "performance systems"�	When we deal with human resources, we are mainly interested in performance systems.  These are systems in which people are one of the elements.

��

�4.1  Simple Model of a System:

��In the simple model of a system, there is no feedback loop�	In a simple model of a system without feedback, there is a "black box" into which something is fed (the inputs), and something else comes out (the outputs) after having been processed as shown in figure 1.2.

���

	�

���	A person using a gun to hit a target, but without information about where the bullet ends up, is an example of such a simple system.  The elements of that system are the person and his gun.  The goal is obviously to hit the target.  The inputs are the bullet, some information about the location of the target obtained through the eye, and some muscular power used to aim the gun and pull the trigger.  The output is the bullet which leaves the gun in a direction and which at the moment depends on the processing of the inputs.  The process, finally, is the combined action of aiming the gun, pulling the trigger, and the explosion of the gunpowder in the bullet.  There is, of course, no guarantee that this system will achieve its goal, i.e., that the person will actually hit the target.

���	It is as if you were to conduct a course with well defined objectives without measuring to what degree these have been achieved.  Had the person been able to find out where the bullet ends up, i.e. get some feedback, he could have corrected his aim and would have been more likely to hit the target in his next shot.

���4.2  The Feedback System Model

��Corrective action can be taken when you have a feedback system�	Many systems have some mechanism to control that the desired output is actually obtained.  This is done by "measuring" the output and feeding back any possible discrepancies to the system.  Then the system can take corrective action by changing its inputs, processes, or even structure.  Such systems are called feedback systems.���	For example, in the case of an airconditioning "system", the feedback mechanism consists of a thermostat, cables and electronic devices which are designed to output differentials and sums of voltages, given two inputs.  The thermostat allows you to set the desired temperature (your target or goal), measures the actual temperature and outputs an electric voltage proportional to the difference between desired and actual temperature.  This signal is fed back and added to the input voltage which controls the efficiency of the airconditioner.

��

�

�In summary, for every feedback system, the following 4 universal elements can be identified:



inputs:  the "raw material" and information, consumable material, maintenance and modification of the permanent "elements" of the system, etc., which are needed to feed and maintain the process and produce the desired outputs;



process:  the process ensures that the inputs are transformed into the desired outputs;



outputs:  the outputs should be adapted to meet the goal of the system;



feedback:  feedback is a mechanism to control that the desired outputs are obtained.  Note that feedback may modify the inputs as well as the process.

���

	A feedback system is usually represented schematically by the model shown in Fig. 1.3.

��

�	����

	This model provides a useful basis for discussions of the performance of a system and can be used to indicate major areas of deficiencies.  Examples of these deficiencies are:

���-  Inputs:  insufficient money, raw materials, paper, etc.;



-  Process:  badly designed working procedures and methods; inadequate equipment or incompetent people; inadequate organizational structure and internal information; inadequate reward systems, lack of motivation; poor working environment or human relations;



-  Outputs:  quality of products or services produced are different from specifications (e.g. not up to, or exceeding, the quality standards);

���-  Feedback:  inaccurate "measuring instruments" or methods; information about the output is not fed back to the system (lack of communication); wrong information about the output is fed back to the system (distorted communication); the information about the output is not available at the time it is needed; lack of ���

�standards or targets, which makes it impossible to give meaningful information about the outputs.

��The cause-effect relationship in performance systems is complex; but at the same time may help identify causes to problems�	The cause-effect relationship in performance systems is often very complicated.  For example, inadequate feedback may be the cause of inadequacies in the input or the process.  At the same time, inadequacies in the inputs (e.g. incompetence) or process (e.g. poor internal information systems) may be the cause of the lack of feedback.

���	In such cases, all the causes may have to be tackled simultaneously in order to eliminate the deficiencies.  However, in any case, one must identify the deficiencies and describe these before they can be eliminated.  The feedback system model is a tool which helps you to do this and to communicate the result of your analysis to others.

���	The following is a schematic model of a performance system within a telecommunications organization:

��
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�5.  Symptoms -- Performance Problems -- Causes

��Symptoms, performance problems and causes are interrelated�	The relationship between symptoms, causes and problems is not a simple one.  What is one person's problem is frequently the cause of someone else's headache, which in turn may be seen as a symptom by a third person.

���Symptoms are differences between desired and actual performance.���

	In the TDG, the word symptom is used for directly observable and preferably measurable facts or events.  Some examples of symptoms are show in Fig. 1.5.  Note that it is necessary to determine the desired standard of performance before a symptom can be described usefully.

���	The dashed arrows in this figure indicate that a symptom can have more than one cause, and that also a cause can produce more than one symptom.��

Performance problems = a set of interrelated symptoms�	An existing problem is usually recognized by its symptoms and, therefore, in this context the word problem or performance problem will refer to a set of interrelated symptoms.



����



Figure 1.5 -- Examples of Symptoms of Performance Problems



���

Causes = what produces the symptoms and problems�	A cause is an explanation of the symptoms -- usually a deficiency that produces a problem.  Causes can be described on different levels of detail and are also frequently interdependent as shown in Figure 1.6.

���	Figure 1.6 shows how causes can be classified into deficiencies in the training process (upper, shadowed half) and other deficiencies.  Obviously these other deficiencies (lower half) may affect the training process indirectly.  This distinction has been made in order to clarify whether it is the training function or other departments, or both, which are primarily responsible for implementing a proposed solution.  Also, rather than looking for deficiencies to be rectified only by "training", the whole process may sometimes require to be considered, beginning with recruitment.

��

��





Figure 1.6 -- Some major Causes of Performance Problems

������	The job of the course development team is to find out where such non-training deficiencies could limit the success of a training programme, and to report these deficiencies to the Director of the Training Centre. 

���	It is not the role of the team to become management consultants and detail non-training solutions unless they are expressly asked to.  However, all such non-training deficiencies should be clearly identified and reported, with sufficient supporting information, to permit a management discussion on whether further investigation is warranted or not.



���6.  Anticipated Problems

��Anticipated problems are those you think might appear in the future�	Anticipated problems are those which are expected to appear in the future, unless appropriate action is taken in time.  For example, emerging technologies, proposed international agreements, expected budgetary restrictions or a planned re-organization are typical expected or planned events which may cause anticipated problems.

���	It is obviously difficult to analyze the effects of anticipated problems.  However, certain helpful studies can be made:

���-  a forecast of the requirements (manpower demand, resources, etc.;



-  an inventory and forecast of resources available to meet the requirements;���

-  a plan for how to eliminate the difference between required and available resources.

���7.  What to do in Phase 1

���	Phase 1 enables the answering of a number of well thought out questions, all designed to assist the Training Manager to arrive at the most appropriate solutions.  The Problem Analysis process is shown graphically in Figure 1.7

���The questions to be addressed by this analysis are:



-  what are the performance problems?



-  which of these is/are the most important?



-  what are the most appropriate training solutions to the most important problem(s)?���

-  how much will they cost?



-  which solutions will be most cost-effective?

���

7.1  Describing Symptoms of Performance Problems
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Fig. 1.7�	The first task is to describe the symptoms of performance problems.  One purpose of this is to provide a basis for estimating the importance of a problem (see Paragraph 7.2).  In addition, this description of observable symptoms allows management to define realistic objectives for the project.  Note that these objectives should, whenever possible, be measurable.  However, it is important to avoid the assumption that training alone will have a measurable impact on operational performance.

���7.2  Estimating the Importance (Value) of Problems

���	The importance of a problem can be expressed in terms of the harmful effects resulting from the problem.

���	Some factors to consider are, for example:



-  the magnitude of the problem;



-  the duration of the problem;



-  how widespread and frequent the problem.

���	The main purpose of estimating the importance at this early stage is to determine if further analysis of a problem is worthwhile, or which problem is the most worthwhile to solve.

��Estimate the importance to make sure that further analysis is worthwhile�	The importance of a problem is best assessed by those who are affected (managers, employees, trainees, etc.).  Without a common "yardstick" for measuring the importance, it may be difficult to reach agreement among all involved about priorities.  Such a yardstick is provided by a standard list of factors to consider.

���

The factors to consider when determining the priority of a problem�	Some factors that could be used are:



-  personnel-affecting factors (risks of personal injury, job satisfaction, etc.)



-  service-affecting factors (equipment out of service, delays in reporting, etc.)

���-  effectiveness and efficiency of existing training;



-  direct cost effects (damage, productivity);



-  revenue effects, etc.

���	How to determine the Value of solutions?  By definition, Value (V) of a "solution" is equal to the gains, in a broad sense, of the performance improvement obtained by the solution.  In other words, how much of the problem deficiency could be saved if the problem were solved or reduced.  It would be unrealistic to expect to solve all problems 100%, but one could hope to reduce a given problem by 50% or 90%, etc.

���	At this stage it is usually impossible to estimate the total Value (V) of a solution accurately.  It is nevertheless essential to identify some indicators which allow you to estimate a minimum value in order to justify the cost of the proposed solution.

���	The staff members concerned are then asked to rate or judge each factor in terms of how seriously each problem affects it.  This rating can be used when determining the priority of solving the different problems.  A simple chart setting out the effect on each problem of each of the factors can be discussed by senior management who will then reach a conclusion on which is the priority problem.  

���7.3  Analysis of Problems and Causes

��Opinions of problems and causes are often influenced by feelings of those involved rather than based on a systematic analysis�	Once the most important problems have been identified and described broadly, the next step is to analyze the problems and causes.  The perception of the causes of a problem varies from individual to individual.  Naturally, the perception of those directly concerned with the problem should be considered first, even though the assistance of an objective outside observer may be required.

���	It is recommended at this stage of the analysis to involve individuals who are concerned with the problem at various levels in the organization.  This could be done, for example, by creating one or more reference or advisory groups.  Discussions initiated during Phase 1 are the beginning of a continuous dialogue with the  ���

�operational staff concerned throughout the process.  This dialogue will ensure that their problems are identified and will encourage them to cooperate in solving the problems.  This close contact with operations will also help later to get feedback on the results of training and ensure that training becomes an integrated part of the organization.

���	The tasks of these groups (or individuals) would be, through structured working sessions, to:



-  define the problem, i.e. describe its symptoms;



-  identify the cause(s) of the problem(s);



-  determine its interdependency and relative importance;



-  set realistic standards for improvement;



-  suggest solutions and determine priorities.

��The course developer's role is to guide the group in the analysis and to check conclusions objectively�	The role of the analyst (in this case the course developer) is to act as a facilitator and to show the group members how to carry out the above tasks, provide guidance, suggest possible causes and solutions and ensure that the proposals are realistic.  The facilitator may also organize discussion sessions with group members, record opinions expressed and present the conclusions of the group discussions clearly and succinctly.  The information should then be compiled in a convenient format to bring out:

��Identify basic causes to avoid wasting time on secondary effects�-  which of the causes are considered more important than others;



-  which of the causes appear more fundamental than others;



-  which department of the organization is primarily responsible for the implementation of the various proposed solutions.

���	In these sessions, the group should be guided to analyze the organization (departments, services, etc.) as a system.

���7.4  In-Depth Analysis of Basic Causes and Generating      Solutions

���	Once priority areas and responsibilities have been defined, each should be examined in more detail in order to identify the fundamental causes from which practical solutions can be proposed.  One way of doing this is to ask a series of questions such as those suggested in Figure 1.8.

���
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Figure 1.8 -- Possible Causes of Poor Performance



��Investigate all possible causes systematically�	As can be seen from the proposed solutions in the right-hand column of Fig. 1.8, new causes of interdependencies may be identified in this process.  In this case, further questions may have to be asked to make sure that a truly fundamental or basic cause has been found.  In practice, the answers are not always a clear yes or no, and the final proposal will sometimes consist of a mixture of solutions.  Questions like those suggested in Fig. 1.8 do not automatically provide the final answer, but they make sure that every possibility is systematically considered and investigated.

���	Of course, the detailed design of the solution will require much more work than the analysis carried out so far, but this will take place later.  In this phase, we are primarily interested in proposing solutions.  Therefore, we need to know:

��In Phase 1, you determine what to do and roughly estimate what it takes to do it�-  whether or not something should be done;



-  the approximate costs and benefits of alternative proposals;



-  in what order of priority things should be done.

���

�7.5  Estimating the Cost (C) of Solutions

��Cost = the amount required to solve or reduce the problem�	The Cost (C) is the amount required to solve or reduce a performance problem whilst the Value (V) was described as the value to the organization of maintaining the problem.  Obviously, calculations will be made in hopes that the Cost (C) will be less than the Value (V) -- making it "worthwhile" to solve.  

���	The Cost of a solution can usually be estimated more accurately than its Value, but it will still only be a rough estimate at this stage.  It is most important to include the same factors in all cases when carrying out the estimates in order to ensure a relative consistency in the comparisons.  Cost estimates for non-training solutions will have to be provided by those responsible for their implementation.  

��First, decide whether the training required will be "old/traditional" training or by "validated training"�	For the training part of the "solution mix", it is important to estimate the cost of the development and delivery aspects of training.  The ratio between these two elements will influence the cost of training considerably.  But first, to begin this cost analysis, it is necessary to decide whether the training will be a "traditional" course or one developed using the TDG standards (i.e. validated training).  Therefore, the first step is to choose the form, or mode, of delivery.

��"Traditional" training is subject-oriented and often instructor-dependent�	By "old/traditional" training, we mean the type of training which many of us underwent, i.e., subject-oriented training (heavy on the lectures).  This form of training is based primarily on the instructor giving the course:  it is he/she who will determine what parts of the subject matter will be taught; when each topic will be covered; will select the teaching methods to be used and when; will decide how tests will be scored; prepares a course outline and schedule; gathers reference sources and develops audiovisual aids; prepares daily lesson plans, lecture notes, exercises and handouts.  This form of training is very instructor-dependent; and in certain circumstances can be a good type of training if the instructor is truly a "subject-matter expert" (SME) and a good teacher.

��Validated training is job-oriented and material-dependent in order to ensure the attainment of course objectives�	If after a cost analysis it is considered worthwhile, the ITU recommends that the systematic approach to training development be applied to the production of training materials:  i.e., validated training.  The difference is that this type of training is material-dependent and job-oriented:  after careful analysis of the job and the trainee population, training materials (handouts, exercises, tests, lesson plans, etc.) are prepared in order to ensure that the trainees will attain the objectives of the course, irrespective of who teaches it.  

���

Generalizing, the more time spent on design, the less time required for delivery�	Generalizing, the more time spent on analyzing and careful preparation of training materials (development), the shorter will be the delivery of that training.  What is particularly interesting to management is that the more one can reduce the training time, the  ���cheaper will be the cost of training to the organization.  Examples of this are demonstrated in Annex 1.

��Determine the mode of delivery which suits your situation:�	As was mentioned earlier, the first step is to choose the   mode of delivery.  For costing purposes, the decision will be among 4 major types of modes:

��1.  Group Training -- Instructor Dependent�1.  Group Training - Instructor Dependent:  The instructor will be the main source of information and will decide what to include and how to carry out the training on the basis of training objectives only.

��2.  Group Training -- Validated Materials�2.  Group Training -- Using Validated Material:  The instructor is provided with validated training material (produced by course developers) which is supposed to be used according to detailed instructions provided in the Module Plan.

��3.  Individualized Training -- Instructor Dependent�3.  Individualized Training -- Instructor Dependent:  The instructor works as a tutor to each individual trainee on a 1:1 ratio prescribing readings and activities according to the need of each individual.

��4.  Individualized Training -- Validated Materials�4.  Individualized Training -- Using Validated Training Material:  The trainee is given self-instructional validated training material (produced by course developers).  The instructor is responsible for planning of trainees' activities and for controlling their progress (administration of pre-prepared training material according to detailed instructions provided in an Instructor Guide).

��Use Form 11 to determine the mode of delivery�	The choice of "delivery mode" depends on many factors.  Form 11, which is shown at the end of this phase, is a job aid designed to help you choose the delivery mode.  It ensures that the most important decision factors are taken into account, and provides a summary justification for the choice in a convenient format.

���	Factors which determine whether or not it is desirable or not to develop validated training material ( modes 2 and 4 above) are, for example:

��Factors to consider for developing validated training material�

-  number and level of competence of existing instructors (both as regard training methodology and subject-matter knowledge);



-  the turnover of instructors;



-  the need for a reliable level of competence of trainees at the end of formal training;.

���

�

-  the number of trainees who will use the training materials (is it cost-effective?);

���-  the stability of the subject-matter content (does the material need to be updated frequently?);

���-  available resources (time, money, course designers, production support staff and equipment).

���	Factors which determine whether or not it is desirable to individualize training are, for example:

��Factors to consider for preparing individualized training material�-  interpersonal skill requirements of job tasks (if they are required, individualized training may NOT be appropriate);



-  importance of developing a team spirit (if important, then individualized training may NOT be appropriate);



-  job differentiation requirements (are all trainees supposed to achieve all the objectives?);

���-  the need for uniform level of competence at the end of training;



-  degree of variations in trainees' acquired capabilities and learning modes;



-  trainees' and instructors' attitudes towards individualized and group training;

���-  trainees' predominant learning mode and aptitudes for self studies;



-  number of trainees who can be released simultaneously from their jobs (in-service training only);

���-  available resources (time, money, instructors, course developers, training equipment, facilities, etc.)



-  existing training schemes (could an individualized course be accommodated in the programme?).

���
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Figure 1.9 -- Decision Flowchart for Identifying Suitable Mode

of Delivery and Development 

��Constraints may influence the final mode of delivery�	Using Form 11, a decision concerning the mode is taken.  It may be that at times we are constrained to choose a mode that was not "first choice" because of local circumstances and resources.

��Determine the running cost of training per trainee/hour�	When calculating the delivery costs, we consider:



-  trainees' salaries and social costs (pension, medical insurance, etc.) during the training period;



-  cost of trainees' allowances (and possible accommodation) during training;



-  instructors' salaries and social costs during the training period;



-  cost of reproduction of training materials;



-  depreciation cost of building and equipment for implementation and reproduction;



-  administrative overhead.



-  length of the course

�����Costing the development of training courses�	In order to calculate the development costs of training materials, the following should be considered:



-  cost of course developers and subject-matter experts (salaries and social costs);



-  travel costs;



-  administrative overhead costs;



-  depreciation costs of equipment for production;



-  cost of production and reproduction of the master copy of the training material, including copies for developmental testing to be carried out in Phase 10;



-  length of course and rough estimate of design hours per classroom hour.������	To calculate the developmental cost, it is necessary to estimate the number of man/hours required.  This will depend on the duration of the course to be developed.  The number of man/hours required to develop 1 hour of training varies considerably.  Estimations appropriate for a rough costing in 

Phase 1:

��

Rough ratio estimates in man/hours development time to classroom time�-  100:1 (100 development hours per classroom hour) for Individualized Training -- Validated Materials.  If one were considering Technology-Based Training (TBT, which may include CBT/Computer-Based Training and telematic facilities for distance learning), which falls into this category, the ratio would average at least 200:1;



-  50:1 for Group Training -- Validated Material;



-  5-10:1 for Group Training -- Instructor Dependent.

��Development hours include more than just the course developers' time�	It is important to emphasize here that the hours of development include more than just the course developers' time.  These hours also include:  subject-matter expertise during the analysis, secretarial support, reproduction, time spent on organizing and attending meetings, etc.

��Ratio should improve as length of course increases�	When developing an Individualized/Validated course, it is expected that the original 100:1 ratio would decrease with the increasing length of the course as the designers acquire greater familiarity with the job for which training is being prepared, specialized vocabulary, sources of information, etc.  

���	The more the instructors are allowed to improvise, the shorter is the initial course development -- and probably longer will be the delivery.  As a rule, a reduction of 30-50% of the duration of a traditional course may be achieved through systematic ���training development, but naturally this depends on the quality of the traditional course and other factors.

��Manpower is usually the highest part of development costs�	It is important to remember that the cost of manpower is usually the highest part of  development costs.  However, as we are only speaking of a small team of developers and SME's during the course development time, this cost is usually far less than the costs of delivery -- and therefore our constant interest is to reduce training delivery time.  In summary, to calculate the development cost, one begins with an estimate of the course duration; multiplied by the 100 or 50 or 10:1 depending on the mode; multiplied by the course developers' salaries and benefits; plus an estimate of administrative and overhead costs.  

��Trainees are usually the most costly part of delivery costs�	Trainees are usually the most costly part of the delivery costs.  Salary allowances and travel costs for trainees multiplied by the duration of the course, plus depreciation costs of premises and equipment, overhead costs per trainee/hour all combine to provide a rough estimate of the delivery costs.

���	As mentioned previously, it is hoped that by increasing the development hours and at the same time  improving the validity of the training courses, it is possible to reduce the delivery hours and costs.  Simple calculations (Annex 1) can demonstrate the enormous savings to be had by reducing the duration of a course by 1 week, for example, multiplied by the number of potential trainees over the probable 5-year life of the course.

 ���7.6  Comparison of Worth (W) of Solutions

��W = V/C�	The definition of Worth (W) is the ratio between its Value (V) and its Cost (C). 

 ��W must be greater than 1�	Obviously, the Worth should be greater than 1 for any planned solution.  The Worth is a relative measurement (always comparing the same factors) which allows you to compare the pay-off of different solutions without necessarily knowing the full value.  The net benefit B = V - C is another measure of the cost-benefit of a solution which should also be considered.

���	Taking into account the W and B of alternative solutions as well as possible constraints, the best solution or combination of solutions should be recommended for management's consideration.

���	Form 2 is a worksheet which can be used to summarize the Value - Cost - Worth information of your Problem Analysis.  An example of this worksheet can be found at the end of this phase.

���

�8.  Project Plan and Job Study Plan

��Prepare an overall plan for the design project�	If the recommended solution includes training development, a tentative project plan should be included in the report of this phase of Problem Analysis to allow management to check its feasibility and to allocate the required resources.  The entire "life" of the design project ���should be handled as a project:  management of its resources, meeting deadlines, accountability, evaluation, etc.



	There are many computer software packages to assist in Project Planning; but if one is not available, Form 61 can be used for this purpose.

���9.  Evaluation Plan

���	A plan for evaluation of the design project should also be prepared.  This plan should indicate what should be evaluated and why; and should be established before the beginning of the project implementation and not after the course has been developed.  

��Monitor pre-selected indicators from the beginning, and throughout the project�	Factors which may be affected by the project should be identified and analyzed.  For each of these factors, indicators should be identified.  A plan for monitoring these must also be prepared.  Only if an inventory is made and the indicators are measured from the beginning, can the full impact of the project be properly evaluated.

���	Form 62 may be a useful worksheet for the Evaluation Plan.

���10.  Summary of Problem Analysis

���-  Identify and describe the problem(s):  record the symptoms of deficiencies;

���-  Estimate the importance (Value) on the basis of how much the problems harm the organization and decide whether or not further analysis is worthwhile;

���-  If further analysis is worthwhile, look for the fundamental causes in order to determine the appropriate solution(s);

���-  Consider the organization as a system (a set of interrelated and partly interdependent elements trying to achieve a common objective).  Check:

���-  that all the required elements of the system exist and work together in a coordinated way (organizational structure);

���

�-  that goals and standards of the various subsystems are under-stood clearly and defined adequately;

���-  that desired performance is rewarded or at least not punished;

���-  that communication systems between the various groups or individuals are adequate;

���-  that the working environment is adequate and the required resources (people, money, time, material, facilities) are available.

���-  On the basis of this analysis, set realistic short- and long-term objectives and propose the actions (solutions) through which these objectives might be achieved;

���-  For the training part of the solution,:



-  identify the training mode (Form 11);



-  calculate the delivery and development costs;

���-  Estimate the Cost (C) of each solution and calculate its Worth (W);

���-  Identify required and available resources in each case .  (Review existing training.)

���-  Estimate likelihood of achieving the objectives and assign priorities;

���-  Recommend the best solution.



[Form 2 is a worksheet which can be used to summarize the above information.]

���-  Plan the project;

���-  Plan the evaluation;

���-  Compile and summarize the information collected and the conclusions in a Problem Analysis Report.



���	As was mentioned at the beginning of this phase, it may well be that Problem Analysis is carried out by a group in the organization other than HRM/HRD.  The TDG introduces this phase in the training development standards to underline the importance of this analysis -- irrespective of who carries it out.  

���

�	Whether a group such as Organization and Methods or HRM/HRD carries out Problem Analysis, it is important that it be performed:  an organization has to be positive that the investment in training development is worthwhile before initiating a design project.  The organization must also be certain that the design project answers a priority, that the investment in resources (time, money, staff, etc.) is being used in the most efficient and effective manner possible.  The information needed to make this decision should be presented by whomever carries out the analysis in a Problem Analysis Report.

��



�PROBLEM ANALYSIS WORK SHEET



1�2�3�4�5�6�7�8�9�10�����Reference�Value for�Proposed solutions�����������to detailed�description�solving�the problem�Changes in�"system" (a)�Changes in�Trg. process (b)�Ref.to�detailed��Adj.�value��Cost��Worth������Summary of problem symtoms�and causes
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��description�of�solution���Va = r. V

(ref. to�detailed�calc.)�C

(ref. to�detailed�calc.)�W = �\EQ \f(Va,C)�

���Summary of constraints,�probability of success, etc.�(indicate where detailed

information can be found)�����
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�Form 11  ITU/TDG 1993



DECISION TABLES -- MODE OF DELIVERY



Cross the appropriate columns and add up the total

�(individual)�(group)���Questions�Agree�Disagree�Don't Know��1.  The objectives rarely include "social skills"(human             relations), which require the interaction of individuals.�����2.  Training is task-oriented rather than growth oriented.�����3.  Different individuals in the target population (e.g. 	different categories) are to perform partly different 	tasks.�����4.  The target population is heterogeneous (differences in 	previously acquired skills, aptitudes of learning style).�����5.  Trainees are sophisticated self-learners.�����TOTAL:������If more  crosses in this column, consider Indiv.-Trg�If more crosses in this column, consider Group-Trg���

Questions�Agree�Disagree�Don't Know��1.  The content of the topic is stable (expected to be valid 	with minor modifications 5 years or more).�����2.  The number of individuals to train is important.�����3.  It is important that trainees achieve the same standard 	(reliability of output).�����4.  Qualified instructors are scarce and/or the turnover is 	high.�����5.  The same training is to be implemented in various 	locations.�����TOTAL:������If more crosses in this column, consider preparing validated trg material�If more crosses in this column, dev. of validated trg material may not be justified���
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