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The defined purpose or goal of a succesiful training effor t  i s  not oriented 
a t  producing a "well-educated" work force. Rather, the proper role of training ' 
is t o  ass i s t  i n  providing a competent work'-force by satisfying job-specific 
needs. There is no just i f icat ion for expenditures on t r a i n i n g  programs t h a t  do 
no t  increase the efficiency and/or effectiveness of the workforce. 
words, t r a i n i n g  should not be an end i n  i t s e l f ,  b u t  a service that  enables indi- 
vidual employees t o  make greater contributions i n  t he i r  various missions. 
T r a i n i n g  must be directed a t  specific individual and organizational needs. Such 
training needs analysis is a function recognized as an integral p a r t  of any 
we1 1-designed training program by training theoris ts  and academicians (Moore, 
1978). 
effectively,  one must first determine the location, scope, and magnitude of the 
t r a i n i n g  need. l h i s  i s  the basic purpose of training needs assessment ( T N A ) .  
In sp i te  of t h i s ,  t r a i n i n g  needs analysis is seldom the carefully developed and 
systematic investigation that the professionals i n  the employee development 
f i e ld  propose. 

In  other 

I ts  logic is simple. To u t i l i ze  training dollars and resources most 

lhere  are many ways for  a manager t o  become convinced that an adequate G' t r a i n i n g  needs assessment is routinely being conducted i n  his organization when, 

Secondly, i t  is not  a t  
i n  fac t ,  i t  i s  not. F i r s t ,  the existence of some training needs is obvious and 
can be accepted on the basis of common sense and reason. 
a l l  d i f f i cu l t  for  someone t o  get opinions about needed training. Everyone con- 
tacted in an organization will give some kind of response to  inquiries about 
t r a i n i n g  and development. Expressions of "needs" by managers, supervisors, and 
employees, gathered i n  this way tend t o  ref lect  the broad at t i tude t h a t  " t ra in-  
i n g  i s  good," w i t h  l i t t l e  regard for i t s  relationship to  definit ive needs o f  the 
organization ( D U E L ,  1970). You may get, for  example, "1 had lunch yesterday 
w i t h  John Spike. He t e l l s  me his u n i t  is g i v i n g  a l l  supervisors a course i n  
public speaking. I t h i n k  al l  of our supervisors could use t h a t  too." I t  could 
just as well be sens i t iv i ty  training, creat ivi ty  t r a i n i n g ,  speed-reading or any 
other fads which seem t o  continuously sweep across the training scene. What 
must be recognized is the difference between training needs and training wants.  
I t  is the wants, not needs which are generally f i r s t  expressed by supervlsors 
and employees. Finally, the basic process for identifying training needs 
appears quite simple: Determine w h a t  is required or expected i n  the job. De- 
termine the degree t o  which t h i s  requirement or expectation i s  being met. I f  i t  
is n o t  being met, f i n d  the reasons. Then, t o  the extent that  these reasons i n -  
volve deficiencies i n  knowledges, skills or a b i l i t i e s  in the workforce, a need 
has been identified which t r a i n i n g  can probably help meet (USCSC, 1961). 
simplicity of t h i s  process is exceedingly deceptive because so many complex 
determinations, many o f  which are necessarily subjective, must be made. 
quate training needs assessment must  reduce this  subjectivity to  the extent 
possible by t a k i n g  a formal approach. 
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That w h i c h  follows is based on the ef for t s  of a task force t o  conduct the 
type t o  training needs assessments suggested as necessary by the preceeding 
comments for the program audit function of the U.S. General Accounting Office. 

Model And Methods 

The overall model adopted to  guide the work of the task force is  shown i n  
Figure 1. While the scope of the i r  assignment is encompassed, for the most 
par t ,  in Phase I of this model (determining t r a i n i n g  needs), the Task Force f e l t  
i t  important t o  operate w i t h i n  the more complete framework of a training design 
system. This, i t  was f e l t ,  would encourage the development of data hav ing  
maximum u t i l i t y  for  effective training design in the future. 

The model provides for  a dual-path approach t o  training needs assessment. 
One prong of this parallel analysis focuses on the job (task analysis) and 
addresses the nature of the task being performed and the knowledge, sk i l l  and 
ab i l i t y  requirements for performance of t h a t  function. The second thrust o f  the 
model i s  aimed a t  the workforce ( p o p u l a t i o n  analysis) and addresses the current 
s t a t e  of capabi l i t ies  and competencies possessed therein. I t  is the discrepancy 
between these two analyses which ident i f ies  training needs. That is, the "gap" 
between the knowledge, s k i l l s  and a b i l i t i e s  required to  perform a job/task and 
the knowledges, skil ls  and a b i l i t i e s  existing i n  the available workforce'is what  
defines a training need. 

This a l l  important step of anchoring needs assessment t o  the discrepancy 
between competencies required for successful performance of assigned tasks and 
competencies possessed by the workforce relat ive t o  the tasks to  be performed i s  
a l l  too often neglected i n  the typical training needs analysis. When this i s  
the case, time and money may be expended on t r a i n i n g  programs that  deliver or 
improve competencies not required by the job, or on training indiv idua ls  i n  
ski  11 s a1 ready possessed. I 

To summarize, then, defining training needs is appropriately approached 
from a task/competency analysis perspective. That is ,  there are two important 
pieces o f  information which must be gathered: the required level of competency 
for  successful t a s k  performance and 
workforce. 
defines the problem. 

By obtaining these two pieces of data, a discrepancy is set  up which 
Determining training needs, therefore, begins w i t h  an 

assessment o f  what tasks must be-performed t o  complete the job.- Second, i t  
requires a specification o f  the knowledges, s k i l l s  and/or a b i l i t i e s  (competen- 
c ies )  required if the job is t o  be effectively performed. 
determining the degree t o  w h i c h  employees actually possess these competencies. 
Four th ,  i t  requires a determiniation o f  the discrepancy between expectations and 
actual performance. F i f t h ,  i t  requires decisions concerning which competencies 
associated w i t h  bel ow-standard performance can be improved by t r a i n i n g .  S ix th ,  
i t  requires establishing d a t a  for sett ing pr ior i t ies  and targets.  
requires displaying this data i n  a useable format. 

Third,  i t  involves 

Seven, i t  
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=OETERM INE TRAINING MEEDS (ANALYSIS}- 

Popuiation Analysis - Questionnaires - interviews - Group conference . Performance tests . Direct observation - Work samples - lnferenca 
1 

I Task Analysis 1 
. Pedormanca 

requirements - Task statements - Skills assessment - Training needs I 
BEST DO( V 

-DESIGN TRAINING SYSTEM 

Instructional 0 esig n - Formulate instructionai object im - Dotormine criterion measures I 
Content Selection and Organization - Analyze objectives - Identify content - Determine instructional methods I - Select media 

-DEVELOP TRAI~ING SYSTEM- 

: Organization and Deveiopmsnt of 
learning experiences - Writs lesson plans - Producs and organize matariais 

. - Prepare insttructionai activities - Prepare feedback insrnrrnents I - Validate tantent 

PHASE # I  

'MENT AVAILABLE 

PHASE #11 

+.....: . . 
PHbSE #f i l  

rlM PLENIENT TRAINING SYSTEM & MAINTAINII . 
i.... 

PHASE #IV' 
- Cmduct instmetion - Evaluate - Revue to ensure continuing effectiveness 

Figure.  1 
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Figure 2 ,  diagrams this basic approach t o  TNA. The above TNA rationale and 
model were represented in the present assessment of t r a i n i n g  needs for t he  GAO 
audit function by: 

A. 
B. 
C. 
D. 
E. 
F. 

steps 1 and 2 - Task/Competency Analysis 
step 3 - T r a i n i n g  Needs Survey 
step 4 - Developmental Computation of the Need Index 
step 5 - Establishment of a Training Value 
step 6 - Assessment of Ongoing Training 
step 7 - Development of a Decision Grid 

Procedure 

Task/Competency Analysis. lhe first type of da ta  required for  a needs 
asssessment is  a wecification of what actually must be done on the j o b  i f  the 
j o b  is t o  be effectively performed. 
knowledges, s k i l l s  and ab i l i t i e s  for  any j o b ,  one must f i r s t  know, i n  f a i r ly  
specific terms, what the j o b  is .  

If one isto determine the requisite 

lhe  job analysis procedures employed by the GAO task force were a form of 
operations analysis referred to  as task/competency analysis. Operations analy- 
sis i s  dtstinguished from other forms of job analysis by i t s  purpose of deter- 
min ing  what an employee needs t o  be taught in order t o  perform the job a t  the  
desired level (McGehee and Thayer, 1961). Task/Competency analysis is the pro- 
cess of breaking a j o b  down i n t o  i t s  component tasks for  the purpose of describ- 
i n g  the knowledge, skill and/or ab i l i ty  component of competency. Job Tasks can 
be identified i n  terms of: 

What is done - (The specific action which takes place) 
EX: Observes and maintains 

To whom or what i s  i t  done - 
E-X: functioning of card punching macIf#gT DOCUMENT A\dAI'hFLBLE 

For w h a t  purpose - 
E X :  t o  detect misfeeds, jamming and off punches and take corrective 

steps t o  resore machine t o  proper f u n c t i o n  

Using what tools  and/or resources - 
EX: wrench, screwdriver, special alignment tool,  form 729 (for 

reporting action taken) and operator's manual . 
Taken together, the above comprise one task statement for  the j o b  of 

I' keypunc h mac h i  ne mechanic 'I. 

In order t o  identify and validate the basic tasks performed in the GAO 
audit function, several exercises were conducted. First, the task force met 
w i t h  several active audit teams. lhe audit team was briefed as t o  the purpose 
of the project and the goals of the session. After a general briefing and a 
question and answer period, each audit team was asked t o  indicate w i t h i n  the 
framework of a given j o b  dimension what they d i d ;  wha t  actions they performed; 
what  steps they took t o  accomplish t h a t  job function. 
30 minutes t o  "brainstorm" this question. 
team was instructed on the procedures and content requirements f o r  w r i t i n g  task 
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Each team was given 20 t o  
After the "brainstorming session" the 
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statements. Then, each item produced 
the group and converted t o  a complete 

d u r i n g  brainstorming was taken i n  turn by 
task  statement. 

Seven fu l l  sessions of approximately 6 hours each were required t o  complete 
the task analysis. 
following j o b  dimensions: 

In a l l ,  99 a u d i t  function tasks were identified in the 

1. 
2. 
3. 
4. 
5. 
6. 
7. 
8. 
9. 

10. . 

Job Planning 
Data Gathering and Documentation 
Data Assembly and Organization 
Data Analysis 
Written Communication 
Oral Comunication 
Administrative Duties 
Establishing & Maintaining Effective Working Relationships 
Equal Employment Opportunities 
Supervision 

In order t o  verify the accuracy and completeness of the task statements 

A cross-matching of these two sets of a u d i t  
the above procedure was independently duplicated i n  another GAO Regional Office 
where 71 tasks were identified. 
tasks determined t h a t ,  while wording and structure d i d  vary, few unique tasks 
appeared on either l i s t .  Consequently, the task force consolidated the two 
lists. The result was a l i s t  of  105 task statements. 
example). 

(See Exhibit A for 

Validation o f  the consolidated l i s t  of a u d i t  tasks was accomplished using 
an abbreviated version of the original task identification procedures. Aud i t  
teams from 5 headquarters divisions were asked t o  "brainstorm" the audit func- 
tion as before. In this instance, however, after the brainstorming session, the 
task statements already identified were fed back t o  the group. 
determined whether each "brainstormed" i tern was included in or otherwise covered 
by the existing task l i s t .  This exercise was followed by a general discussion 
of the adequacy and accuracy of the task l i s t .  This procedure, while leading t o  
revisions of the wording and refinement of several task statements, contributed 
just 4 new tasks. 

knowleges, ski l ls  and abi l i t ies  (KSA's) required t o  perform each of the audit 
function tasks identified. 
subject matter experts (SME) i n  the areas of program and evaluation audit, and 
employee t r a i n i n g  and development. The SME's  reviewed the task statements and 
determined the competencies required t o  perform each i n  KSA terms. 
identified 227 different competency requirements f o r  the a u d i t  function. 

I t  was then 

BEST DOCUMENT AWLABLE 
The next step in the Task/Competency Analysis was t o  determine the 

To do this,  the lask Force assembled a group of 

This process 

Training Needs Survey. The next phase of the TNA was t o  determine the 
extent t o  which performance problems related t o  these tasks existed i n  our 
current workforce. To systematically obta in  data identifying task-related 
performance problems, the Task Force devel oped and administered the "Traini ng 
Needs Survey" (INS). 
sample of GAO aud i to r s ,  team leaders, and assistant regional managers and 
division directors. 

The TNS was a questionnaire administered t o  a s t ra t i f i fed 

(See Exhibit B for sample). 
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' l h e  1NS simply presented the  109 a u d i t  tasks and, f o r  each, asked the  degree t o  
which t h e  respondent was " invo lved"  i n  t h a t  task. 
was as fo l lows:  

The scale o f  involvement used 

Level A - no involvement i n  the  task 

Level B - must be aware o f  o r  understand the  task 
not d i r e c t l y  invo lved 

Level C - perform task w i t h  c lose o r  d i r e c t  superv is ion 

Level D - perform task w i t h  general o r  minimal superv is ion 

Level E - teach o r  supervise others i n  the  task 

Each respondent was then asked t o  go back through the  l i s t  o f  tasks and se lec t  
t h e  20 t o  25 tasks they f e l t  they  (or those they supervised) were performing t h e  
"best" and the  a d d i t i o n a l l y  t h e  20 t o  25 tasks they saw themselves (o r  t h e i r  
subordi nates) as doing "1 east we1 1 'I. 

Grade 7-14 aud i to rs  were i ns t ruc ted  t o  complete the  form on themselves. 
The supervisors were asked t o  se lec t  "we l l "  and "poor ly  performed" tasks based 
on the  general performance o f  employees they supervised. ARM/AD's were t o  
i n d i c a t e  t h e i r  perceptions o f  task performance l e v e l s  f o r  t h e i r  r e g i o n / o f f i c e  i n  
general. 
re turned (91% response ra te ) .  

I n  a l l ,  270 questionnaires were d i s t r i b u t e d  and 247 responses were 

l h e  frequency w i t h  which audt io rs  and supervisors selected each task as 
being performed "wel l "  and being performed "poorly' '  was compiled, as wel l  as, 
t h e  frequency d i s t r i b u t i o n  o f  task involvement leve ls .  Discussion o f  t h i s  data 
w i l l  be deferred u n t i l  l a t e r  i n  t h i s  repo r t  as t h e  Tra in ing  Needs Survey was an 
i n t e r i m  step t o  comp l i l a t i on  o f  more meaningful data d e t a i l e d  below. 

The f o u r t h  major step o f  
t h e  t r a i n i n g  needs assessment was p r i m a r i l y  one o f  developing a procedure f o r  
i n t e g r a t i n g  the  data already co l lected.  A t  t h i s  po in t ,  t h e  Task Force had iden- 
t i f i e d  t h e  basic tasks t o  be performed t o  complete a successful audi t ,  t he  know- 
ledges, s k i l l s  and a b i l i t i e s  necessary t o  perform those tasks, and t h e  repor ted 
performance l e v e l  o f  our cur ren t  workforce on each task. 

Development and Computation o f  t h e  Need Index. 

The goal o f  t h e  lask  Force was t o  compile data i n  such a way t h a t  i t  would 
be understandable and useful t o  a l l  invo lved i n  making decisions about the  
agency's t r a i n i n g  programs. 
niques f o r  summarizing a l l  needs assessment data i n t o  a single, quant i f ied ,  
e a s i l y  i n t e r p r e t e d  measure o f  need f o r  t r a i n i n g  (or  o ther  a t t e n t i o n )  on s p e c i f i c  
aud i t  tasks r e s u l t i n g  from a performance discrepancy. Q u a n t i f i c a t i o n  was f e l t  
important so t h a t  needs could be p r i o r i t i z e d  o r  ranked according t o  t h e i r  
sever i ty .  l h i s  turned out t o  be no small order. 

F i r s t ,  it was obvious t h a t  a complete p i c t u r e  o f  t he  gap between task  
performance and task standards could not be given wi thout  in fo rmat ion  regarding 
t h e  impact o f  performance cond i t ions  associated w i t h  a p a r t i c u l a r  task on t h e  
successful completion o f  an audit.  

% - 7 -  

To do tha t ,  t h e  task fo rce  began exp lo r ing  tech- 

What was missing was some measure o f  t he  

p 



re1 ative "cr i t ica l i ty"  of the different audit tasks. Obv 
more important ,  or have a higher impact on the quality of 

ously, some tasks are 
an audit t h a n  others. 

A group of 21 subject matter experts were asked to  independently review the 
"Most l i s t  of 109 audit tasks and select  (not  r a n k )  the 20 t o  25 most c r i t i ca l .  

c r i t i c a l "  was defined as those tasks which, when done well, contribute most to 
the success of an a u d i t ,  or conversely, i f  - not  done well could mean the fa i lure  
of the audit. 
tabulated and taken as the "cr i t ica l  value (CV)" of that  task. 

The logic used i n  t h a t  process is  described below. 

The frequency w i t h  which a task was selected by the SME group was 

Now, the t a s k  force was ready for the formulation of a "Need 1ndexIl.l 

First, assuming that  the task/competency analysis approach, the 
"abil ity-gap" theorem, and our data were sound, training (and other performance 
improvement) needs can be defined by the degree t o  which performance of a parti- 
cular task is c r i t i ca l  t o  overall success of the job in some combination w i t h  
the level of proficiency w i t h  which the task  is currently being peformed. 
Looking at  the TNA raw data the important parameters were thus: 

A. The c r i t i ca l  value of the task  (CV)  

B. The proportion of the workforce performing the task  a t  a 
sub-standard level - . 

C. The number of employees with performance problems 

The more c r i t i ca l  the task (A) and/or, the higher proportion of employees 
reporting "least-we1 1 I' task performance ( B ) ,  and/or the greater the number of 
employees requiring he1 p ( C ) ;  the higher the t r a i n i n g  need. The computational 
formula for  the Need Index was designed t o  ref lect  those general conditions. 

After numerous i terat ions,  the following formula for  computation of a Need 
Index was derived: 

Need Index = 1 

Where: CV = c r i t i ca l  value of the task  

L = number of respondents placing that  task  i n  the 
"least-we1 1" performance category 

N = total  number of respondents reacting t o  t h a t  t ask  

lhe subscripts t o  L distinguish the response of supervisor(s) from t h e i r  
employees (e). These two response groups were given equal wei g h t  by mu1 t i  ply1 ng 
the l a t t e r  by .5 t o  a d j u s t  for the larger employee sample vis-a-vis 
supervisors. 

lThe  term "Need Index" was used rather than "'Training Need Index" recognizing 
many performance improvement needs are best hand1 ed by techniques other t h a n  
training. 
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To t e s t  t h i s  Need Index formula, a l l  permutations o f  t he  h igh  vs. low 
cond i t i on  o f  t he  th ree  need index parameters were l o g i c a l l y  ranked by the  task  
f o r c e  members. Then, a need index represent ing each cond i t ion  was constructed 
us ing dummy data. 
formula. As can be seen below agreement was 100%. 

A comparison o f  t he  l o g i c a l  and computed ranks va l ida ted  t h e  

Logica l  Computational 
CV L/N L N.I. RANK - --- - CV L/N L - -- RANK - 

1. 
2. 
3. 
4. 
5. 
6. 
7. 
8. 

Greastest Tra in ing  Need H 
H 
L 
H 
L 
H 
L 

Least T ra in ing  1 Need L 

H H 
L H 
H H 
H L 
L H 
L L 
H L 
L L 

15 .84 40 
15 .27 40 
4 -84 40 

15 .84 10 
4 -27 40 

15 .27 10 
4 .84 10 
4 -27 10 

50.4 
16.2 
13.4 
12.6 
4.3 
4.1 
3.4 
1.1 

The formula was then appl ied t o  the  actual data and a Need Index was 
computed f o r  each task  (See Exh ib i t  C) .  The average Need Index f o r  t h e  109 
tasks was 11.84 w i t h  a range o f  90.04 - 0.04 and a standard dev ia t ion  o f  14.95. 
It must be noted t h a t  t h e  Need Index, wh i le  a f a i r l y  r e l i a b l e  i n d i c a t i o n  o f  
t r a i n i n g  (or o ther )  need, i s  s t r i c t l y  an ord ina l  measure. 

When addressing the  issue o f  KSA 
d e l  ivery, p r o f i c i e n c y  i n  some competencies has a greater  po ten t i a l  impact on 
task  performance than others. Futhermore, some KSA's l ess  r e a d i l y  amenable t o  
t r a i n i n g  are b e t t e r  addressed through the  se lec t i on  process. One technique 
which provides in fo rmat ion  h e l p f u l  f o r  reso lv ing  both these issues was developed 
by  Ernest S. Pr imof f  o f  t he  U.S. C i v i l  Serv ice Commission's Personnel Research 
and Development Center.2 P r imo f f ' s  " job element r a t i n g  procedures" provide 
information i n  e a s i l i y  communicated, numeric form re levant  t o  t h e  a b i l i t y  of a 
wide v a r i e t y  o f  i nd i v idua l  competencies t o  con t r i bu te  t o  super ior  performance i n  
a task or  job.  

9 

Es tab l i sh ing  KSA Tra in ing  Value. 

The TNA Task Force subjected the  227 K S A ' s  i d e n t i f i e d  i n  i t s  
task/competency analys is  t o  j o b  element analys is  procedures. Twenty-one SME's 
completed the  Job Element Blank f o r  the  227 KSA's producing the  f o l l o w i n g  data 
f o r  each: 

To ta l  Value ( T V )  - The purpose o f  t h i s  c a l c u l a t i o n  i s  t o  i d e n t i f y  
K S A ' s  which d i s t i n g u i s h  super ior  workers. 
considered major task / job  elements c o n s t i t u t i n g  a broad range o f  
competencies. 

Items w i t h  a high T V  are 

Qrd ina l  data i s  def ined by an operat ion which permits the  rank order ing o f  
t h e  u n i t s  o f  a group; t h a t  i s ,  not on ly  are conclusions o f  e q u a l i t y  o r  
d i f f e r e n c e  possible, but  also, statements o f  t he  k ind  "greater  than" o r  " less 
than". However, statements about the  e q u a l i t y  o f  d i f f e rence  between members o r  
t h e  number o f  t imes one member i s  greater  o r  less  than another are - not 
possible. 

Technical Study 75-1 published by t h e  U.S. C i v i l  Service Commission Bureau o f  
Pol i c y  and Standards, 1975. 

- 9 -  

*A complete desc r ip t i on  o f  t he  "Job Element Approach" can be found i n  



' a -  - - The i tem index, l i k e  the  t o t a l  
competencies which d i s t i n g u i s h  super ior  workers. 
i d e n t i f i e d  by a h igh  I T  are not  as broad. Thus, 
descr ibe w i t h  prec is ion.  

value i d e n t i f i e s  
The competencies 

they are eas ie r  t o  

T ra in ing  Value (TR) - The t r a i n i n g  value o f  an element i nd i ca tes  
the  extent  t o  which i t  r e l a t e s  t o  super ior  work but  i s  not 
p r a c t i c a l  t o  expect t o  f i n d  t h a t  KSA among those being employed. 

The value and r e l a t i o n s h i p  among t h e  l V ,  IT and TR are usefu l  f o r  
determin ing those competencies which con t r i bu te  greatest  t o  job/ task success, 
and, among them, which are best  addressed by se lec t i on  and which by t ra in ing .  

Assessment o f  Ongoing Tra in ing.  O f  i n t e r e s t  t o  the  process o f  assessing 
organ iza t iona l  t r a i n i n g  needs i s  t he  extent t o  which e x i s t i n g  t r a i n i n g  programs 
are s a t i s f y i n g  i d e n t i f i e d  needs. An assessment o f  ongoing or  e x i s t i n g  t r a i n i n g  
programs i s  necessary and useful f o r  a t  l e a s t  t h ree  reasons. 
most obvious, i s  t o  i d e n t i f y  areas o f  need which cur ren t  t r a i n i n g  programs do 
not  address. Where these areas r e f l e c t  a h igh  Need Index, t h e  development o f  
new t r a i n i n g  coverage must be se r ious l y  considered. Secondly, when redesigning 
o r  ad jus t ing  t r a i n i n g  programs t o  respond t o  a t r a i n i n g  need assessment, t h e r e  
i s  a constant danger o f  removing o r  i n  some way tampering w i t h  e x i s t i n g  t r a i n i n g  
e f f o r t s  which are h i g h l y  e f f e c t i v e .  Some areas w i l l  not emerge as t r a i n i n g  
needs i n  an assessment simply because cur ren t  t r a i n i n g  i s  doing an adequate j ob  
o f  s t a t i s f y i n g  those needs. It, therefore,  cannot be assumed t h a t  i f  a s p e c i f i c  
task o r  competency i s  not  associated w i t h  a h igh  need i n d i c a t o r  t h a t  cur ren t  
t r a i n i n g  i n  that area can be reduced or  el iminated. It i s  important t o  deter- 
mine j u s t  what e f f e c t  cur ren t  t r a i n i n g  i s  having. A t h i r d  reason t o  gather 
in fo rmat ion  about e x i s t i n g  t r a i n i n g  program i s  t o  i d e n t i f y  KSA-specific sources 
o f  t r a i n i n g  when attempting t o  s a t i s f y  i n d i v i d u a l  t r a i n i n g  needs. 

Each member of t he  employee developement s t a f f  responsible f o r  o r  most 
know1 edgable about an a u d i t i n g  re1 ated t r a i n i n g  course was given the  complete 
l i s t  o f  tasks and t h e i r  associated competencies. 
l i s t  and note when a p a r t i c u l a r  task o r  competency was addressed i n  one o f  t h e i r  
courses. This process was fo l lowed by a one-on-one session w i t h  a member o f  t h e  
Task Force. During t h i s  session each e n t r y  made was discussed and, t o  the  
extent  possible, several po in ts  were establ ished. They were: 

The f i r s t ,  and 

. 

They were asked t o  review t h e  

1. -if, i n  fac t ,  t he  p a r t i c u l a r  task o r  competency was being 
addressed i n  t h a t  course. 

2. as s p e c i f i c  as possible, where i n  the  course it was being 
addressed; t h a t  i s ,  t he  day, t he  module, o r  t he  segment o f  
t h e  course designed t o  del i v e r  re1 ated KSA's. 

3. t h e  t a r g e t  group f o r  t h a t  i ns t ruc t i on .  

4. t h e  l e v e l  o f  l ea rn ing  which t h e  i n s t r u c t i o n  was designed t o  
de l i ve r .  

.were 
With regard t o  the  l a s t  of these, th ree  l e v e l s  of l ea rn ing  and i n s t r u c t i o n  
defined. Course content could have been designated f o r  de l i ve r ing :  
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a. F a m i l i a r i t y  - Par t i c i pan ts  a t  t h i s  l eve l  are made aware 
o f  t he  ex is tence o f  in fo rmat ion  and/or procedures, and are 
able t o  r e c a l l  por t ions  o f  t h i s  in fo rmat ion  o r  where t o  
f i n d  resources f o r  i t s  use when needed. 

b. Understanding - Par t i c i pan ts  a t  t h i s  l eve l  ob ta in  a 
thorough knowledge o f  t h e  subject  mat ter  and are able t o  
exp la in  and in teg ra te  the  in fo rmat ion  w i t h  other concepts. 

c. App l i ca t i on  - Par t i c i pan ts  have mastered concepts and 
s k i l l s  a t  t h i s  l e v e l  and are able t o  apply o r  perform them i n  
everyday work 

The r e s u l t i n g  ma t r i x  o f  course content, l e v e l  o f  i n s t r u c t i o n ,  t a r g e t  group 
and task/competency data was fed i n t o  t h e  Decision Gr id  as described immediately 
be l  ow. 

Development o f  t h e  Decis ion Grid. Typ ica l l y ,  t h e  nature and design o f  t h e  
format used f o r  presenting t r a i n i n g  need assessment data has a s t rong in f l uence  
over how the  data i s  used. The f i n a l  step i n  the  needs assessment model used 
f o r  t h i s  p r o j e c t  was the  process of organiz ing needs assessment data i n t o  a 
manageable format f o r  decision-making. The Task Force chose a graphic format 
f o r  cons t ruc t ing  a comprehensive p i c t u r e  o f  t he  agency's needs. 
based needs s o l i d l y  i n  the  data co l lec ted ,  and al lows f o r  the  min imizat ion o f  
s u b j e c t i v i t y ,  ease o f  i n te rp re ta t i on ,  and maximum data f l e x i b i l i t y  and 
usefu l  ness 

This format 

The general approach guid ing the format o f  t he  "Decision-Grid" i s  a g r i d  match 
between t h e  competencies which are needed and those which are being provided 
p r i o r i t i z e d  by t h e  s e v e r i t y  o f  t h e  need. The Decision-Grid presents the  
fo l l ow ing  data f o r  each task. 

- 

--The Need Index score which represents the  l eve l  o f  t r a i n i n g  
need f o r  t h e  task. 

--The KSA's associated w i t h  performance o f  t h a t  task. 

-- lhe t r a i n i n g  value o f  each KSA which i nd i ca tes  t h a t  degree 
t o  which a p a r t i c u l a r  competency w i l l  enhance task performance. 

- -Tra in ing courses (modules) c u r r e n t l y  being o f fe red  which conta in  
content d i rec ted  a t  d e l i v e r y  o f  each KSA and/or task. 

- - lhe l e v e l  o f  i n s t r u c t i o n  a t  which t h e  task/competency t r a i n i n g  
i s  c u r r e n t l y  being del ivered.  

directed. 
--The grade-levels a t  which KSA s p e c i f i c  t r a i n i n g  i s  being 

--The grade-level a t  which f u l l  -performance o f  a p a r t i c u l a r  
task i s  genera l l y  expected. 
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. .  

--The l e v e l  o f  i n s t r u c t i o n  determined as most appropr ia te 
f o r  e f f e c t i v e  KSA de l i ve ry ;  i .e., i s  a f a m i l i a r i t y ,  
understanding, o r  app l i ca t i on  l e v e l  o f  KSA a c q u i s i t i o n  
necessary f o r  e f f e c t i v e  performance o f  a p a r t i c u l a r  task. 

--Viable opt ions f o r  e f f e c t i v e  d e l i v e r y  systems. 

The grid-match approach t o  decision-making use o f  t h e  TNA data i s  b a s i c a l l y  
a system o f  comparing what i s  c u r r e n t l y  being o f fe red  w i t h  what i s  requi red t o  
d e l i v e r  t h e  competencies necessary t o  perform basic aud i t  f unc t i on  tasks. The 
o b j e c t i v e  o f  t h i s  comparison i s  t o  determine t h e  degree t o  which what e x i s t s  
w i t h  regard t o  t r a i n i n g ,  matches what i s  requi red o r  recommended w i t h  regard t o  
performance; t h e  u l t ima te  purpose o f  which i s  t o  b r i n g  the  two i n  l i n e .  

It has been suggested t h a t  t h e  TNA Decis ion Gr id  can be used t o  guide 
f u t u r e  dec is ions concerning the  design and d i r e c t i o n  o f  GAO t r a i n i n g  programs. 
It i s  important, then, t h a t  t h e  usefulness o f  t h i s  instrument be f u l l y  explored 
and understood. 
d isp layed has been fabr ica ted  f o r  i l l u s t r a t i v e  purposes. 

F igure 3 presents a sample page o f  t he  Decision Grid. The data 
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When using the Decision Grid the first consideration should be the Need 

In i t i a l ly ,  the tasks showing the 
Index found i n  column 1. 
severity of needs among the various tasks. 
highest Need Indexes should be attended t o  f i r s t .  

As reported, the Need Index ref lects  the relat ive 

lhere are several reasons why a task may be associated w i t h  a high Need 
Index (Col. 1, Figure 4). 
training program may f a i l ,  or only par t ia l ly  succeed, i n  delivering a complete 
set of the knowledges, s k i l l s ,  and/or ab i l i t i t es  required to  perform the t a s k  
(identified i n  column 2)  effectively. Second, if  the training is properly 
designed t o  deliver the required KSA's, i t  may - not have been targeted t o  the 
appropriate employee group a t  the proper p o i n t  i n  the i r  career, or the training 
may not  have been designed a t  the needed level of instruction. Third,  i f  the 
KSA training is available and i t s  content and targets appropriate, i t  may be 
t h a t  the training is not being delivered effectively or simply has not received 
suff ic ient  s taff  coverage. 

First, the current employee selection process and/or 

Once i t  has been determined which task or tasks are to  be addressed, the 
remainder of the  Decision Grid is  designed t o  ass i s t  i n  narrowing the above 
poss ib i l i t i es  and providing data he1 pful for  directing need reduction efforts.  
In this way, the Grid helps t o  f i n d  the gaps where training is needed and not 
available so i t  can be made so; t o  pinpoint current offerings which are misdi- 
rected so they may be adjusted; and t o  bring into focus areas where coverage 
seems sufficient and appropriate so t h a t  closer analysis can be conducted i f  
necessary. 

Column 5 through 7 ,  of the Decision grid describe current training course 
Column 5 shows the conditions fo r  each KSA associated w i t h  a particular task.  

course or courses designed t o  address a specific task-related KSA (identified i n  
column 3 ) ;  attempts were made to  narrow course content t o  the module, day, or 
other portion of the course where t h a t  KSA is specifically addressed. Column 6 
defines the target group t o  whom that  t r a i n i n g  i s  directed by grade level. 
Column 7 indicates the training level of the course content (i.e., Familiarity, 
Understanding or Application). 

Column 4 shows the training value attached t o  each KSA. In general, any 
task-re1 ated t r a i n i n g  effor t  should emphasize KSA's w i t h  higher t r a i n i n g  values, 
as they hold the greatest potential for improving task  performance and are the 
leas t  l ikely t o  be delivered through an alternate source, i.e. selection or 
placement 

Use o f  the Decision Grid i n  this process should proceed as follows: 

1. Determine the tasks t o  be addressed based on the Need Index . . - _ ~ .  - ._ 

and resources available. In figure 4 ,  for  example, task 4 
should receive a higher priority t h a n  task 5. 

2. Determine the most effective methodology fo r  satisfying a KSA 
requirement not currently being addressed such a s  KSA 84 under 
task 4. The "Delivery Opt ions"  columns 1 2  through 15 are 
designed t o  help t h i s  decision. 
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3. Design, deliver, or otherwise locate and make available training 
t o  sa t i s fy  K S A ' s  not currently covered. 
than training is deemed the most effective delivery option, 
e f for t s  should be directed to  ensure the selection process 
incorporates coverage. 
value, high t r a i n i n g  coverage, and h i g h  selectabi l i ty;  such as 
KSA 42 i n  task 5 which also has a low NI, i t  may be advisable to  
t o  reduce the training effor t  and rely more heavily on selection. 
This will free up those training resources for more c r i t i ca l  needs.) 

Where selection rather 

(NOlE - Where KSA 's  have a low training 

.- 

and make adjustments where necessary and appropriate. 
through 11 indicate the recommended level of training for  each KSA 
based on the judgement of SME's. By comparing the recommended 
level of training w i t h  t h a t  actually reflected i n  the course 
content (col umn 7 ) ,  adjustments are frequently indicated; such as 
i n  Figure 4, task  4, KSA 27 where familiari ty training is being 
delivered and an application level of instruction would appear 
t o  be required. 

Col umn 9 

5. -Determine if  current training courses are being properly targeted and 
make adjustments where necessary. To be most effective,  t r a i n i n g  
must be targeted so that  i t . i s  delivered prior to  the point in 
an employees' career when he or she i s  expected to  fu l ly  u t i l i z e  
the addressed KSA's for successful completion of task assignments. 
If training is too  early,'knowledges and s k i l l s  attained decay from 
disuse. 
production is l ikely to  have already occured. 
modal grade for ful l  performance of each task based on the task 

should posses a l l  c r i t i ca l  K S A ' s  associated w i t h  that  t a sk  by the time 
fu l l  performance is expected. 
t o  accomplish t h i s  (column 6 )  adjustments should be made. 
set  of circumstances is illustrated i n  Figure 4, Task 4, KSA 17. 

If t r a i n i n g  is too - l a t e ,  damage i n  the form o f  lost  
Column 8 indicates the 

- involvement d a t a  from the.  Tra in ing  Needs Survey. Ideally, an employee 

If  current t r a i n i n g  is  not targeted 
lhis 

6. Conduct a closer examination of t r a i n i n g  programs where KSA 
training coverage appears adequate i n  terms of content, t r a i n i n g  
level and targeted group b u t  the Need Index i s  inexplicably h i g h .  
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An Addi t iona l  Comment 

Tra in ing  and the  work o f  t h e  Task Force f o r  T ra in ing  Needs Assessment 
should no t  be viewed i n  i s o l a t i o n .  
develop an e f f e c t i v e  Human Resource Management System f o r  GAO. 
t h i s  model are i n  various stages o f  development and design a t  GAO. 
r ecen t l y  these components have been r e l a t i v e l y  d i s j o i n t e d  w i t h  no veh ic le  t o  t i e  
th ings  together. 
t h e  aud i t  f unc t i on  i n  more s p e c i f i c  terms than ever before, TNA has provided 
t h a t  common l i n k .  1NA data t i e s  t r a i n i n g  and development d i r e c t l y  i n t o  the  
performance appraisal,  se lect ion,  counseling, and assignment components o f  t h e  
Human Resources Management System. F igure 4 i l l u s t r a t e s  how these l i n k s  are 
establ ished. 

It i s  a pa r t  o f  the  much l a r g e r  e f f o r t  t o  
Components o f  

U n t i l  

By i d e n t i f y i n g  the  tasks and competencies requi red t o  perform 

Performance appraisal estab l  ishes performance standards based on tasks t o  
be performed. lhese tasks are i d e n t i f i e d  through TNA. Performance appraisal 
leads t o  an i d e n t i f i c a t i o n  o f  i nd i v idua l  employee performance problems based on 
t h e  knowledge, s k i l l s  and a b i l i t i e s  requ i red  f o r  task performance. 
o f  t he  p a r a l l e l  PA and TNA processes are t o  i d e n t i f y ,  on the  one hand, the  
t r a i n i n g  needs o f  t h e  i nd i v idua l  and, on the  other, t h e  sources which d e l i v e r  
t h e  needed t ra in ing .  
(ICP) out1 i n i n g  t h e  s p e c i f i c  t r a i n i n g  courses and developmental assignments 
recommended t o  c lose the  " a b i l i t y  gap" f o r  t h a t  i nd i v idua l .  The summation o f  
a l l  ICP's redef ines organizat ional  t r a i n i n g  needs and establ ishes a feedback 
1 oop t o  the  se lec t i on  and employee development subsystems f o r  human resources 
management. 

The outcomes 

These two processes culminate i n  an I n d i v i d u a l  Career Plan 

TNA LINKS 

Pcrfonaace 
Apprairal 

t 

r 

Recruitment h 
Seleccian 
€riteria 

I I I 

-.- -. . . _  
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EXHIBIT A 

1. JOB P Y . A " I N G  

NEED I N D E X  

39 .2  - 1. I d e n t i f y  p o t e n t i a l  a reas  of review to assure  coverage i n  major 
i s s u e  a reas  using a v a i l a b l e  GAO information and agency records. 

1 - Knowlddge of major i s s u e  areas 

4 - howledge  of GAO c o n s t r a i n t s  

5 - A b i l i t y  to p r o j e c t  o r  e x t r a p o l a t e  p o t e n t i a l  outcome or 
impact based on l i m i t e d  knowledge o r  information 

6 - Knowledge of what 's  going on i n  the rest of GAO 

8 - Knowledge of GAO p r i o r i t i e s ,  both formal and informal 

39.1 - 2, P r o j e c t  p o t e n t i a l  impact and f ind ings  of the  a u d i t  t o  assess 
v i a b i l i t y  and its l i k e l i h o o d  of p o t e n t i a l  acceptance using 
d iscuss ion  from GAO management, l e g i s l a t i v e  hear ings  and 
correspondence, and pending b i l l s ,  brainstorming, and previous ly  
c o l l e c t e d  information. t 

5 - A b i l i t y  t o . p r o j e c t  o r  e x t r a p o l a t e  p o t e n t i a l  outcome o r  
impact based on l imi ted  knowledge o r  information 

7 - Knowledge of how change takes place 

9 - A b i l i t y  t o  i d e n t i f y  the " g e n e r a l i z a b i l i t y "  of t h e  
problem area (geographic coverage, cross-agency, etc. 

63 - A b i l i t y  to  read and i n t e r p r e t  l e g i s l a t i v e  material 

64 - Knowledge of basic techniques of brainstorming 

15.1 - 3. I d e n t i f y  a u d i t  scope and o b j e c t i v e  in  order  t o  spec i fy  p a r t i c u l a r  
a reas  of inqui ry  and provide d i r e c t i o n  t o  accomplish the a u d i t  
o b j e c t i v e  using i n i t i a l  reques t  ( l e t t e r ,  Congressional reques ts ,  
Form 100) and i n f o m a t i o n  from reques t ing  personnel  (Congres- 
s i o n a l  s t a f f ,  a u d i t  program AD, etc. 

5 - A b i l i t y  t o  p r o j e c t  o r  e x t r a p o l a t e  p o t e n t i a l  outcome o r  
impact based on l i m i t e d  knowledge o r  informatiog.  

9 - A b i l i t y  t o  i d e n t i f y  the " g e n e r a l i z a b i l i t y "  of the 
problem area (geographic coverage, cross-agency, 
etc. 

25 - A b i l i t y  t o  apply CAM t o  s p e c i f i c  job s i t u a t i o n  

28 - A b i l i t y  to formulate  clear o b j e c t i v e s  



r 

EXHIBIT A 

5 .  WRITTEN COMMUNICATION 

42.5 - 1. I d e n t i f y  the  audience,  purpose, and use of w r i t t e n  material i n  
- order  t o  select the  proper format ,  app ropr i a t e  s t y l e  and tone f o r  

present ing  wr i t t en  material. 

89 - Knowledge of GAO procedures and s tandards  f o r  w r i t t e n  
formats  (Report Manual) 

90 - Knowledge of d i f f e r e n t  w r i t i n g  formats  

137 - A b i l i t y  t o  assess audience needs and l e v e l  

2.0 - 2. Take no te s  accu ra t e ly  from in te rv iews  and w r i t t e n  material i n  
o rde r  t o  summarize, o u t l i n e ,  o r  h igh l igh t  p e r t i n e n t  information.  

66 - A b i l i t y  t o  apply s tandard techniques f o r  observing 
and recording human behavior 

71 - A b i l i t y  t o  summarize d a t a  

100 - Abi l i t y  t o  a b s t r a c t  the  essence of an in te rv iew 

14.9 - 3. Assemble and o u t l i n e  t h e  information i n  o rde r  t o  provide a 
l o g i c a l  s t r u c t u r e  f o r  p re sen ta t ion  of the  material. 

80 - A b i l i t y  t o  organize da t a  i n  l o g i c a l  format or 
sequence 

88 - A b i l i t y  t o  cons t ruc t  a l o g i c a l  o u t l i n e  

96 - Abi l i t y  t o  accura te ly  estimate amount of t i m e  needed 
t o  produce w r i t t e n  material 

98 - Knowledge of flow c h a r t i n g  

16.5 - 4. Consol idate  and i n t e g r a t e  w r i t t e n  work of o t h e r s  i n  order  t o  
produce cohesive,  well w r i t t e n  r e p o r t s ,  summaries, or d i g e s t s .  

74 - A b i l i t y  t o  summarize da t a  

78 - Abi l i t y  t o  f ind  r e l a t i o n s h i p s  among d a t a  sets and 
recognize incons i s t enc ie s  

80 - Abi l i t y  t o  organize da t a  i n  l o g i c a l  format or  sequence 

95 - A b i l i t y  t o  produce wr i t t en  material i n  a t imely 
manner 

97 - A b i l i t y  t o  i n t e g r a t e  and condense data from seve ra l  
w r i t  t e n  sources  
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project pPtentlal inpact ard findings d the audlt to aesess 
viabi l i ty  and prcbabl'lity d aPEecting a &awe and its 
llkalihocd d potential accephna using discrlsslcn EranCAO 
management, legiehtive hearinge and correspondence, and pending 
bllls,  bdns tordng,  aid previcusly collected Informaticn. 

Identl€y audlt sccpe and cbjective In cwkr to  specify prticular 
areas d inquiry arrl prmide directicn to accarplish the audit. 
objeclive using ini t ia l  q u e s t  (letter, ccmjressicnal ceqwsta, 
Ponn 100) aid infonruticn fran requesting peesawel (Cmgres- 
d a w 2  Staf f ,  a u d i t  prqram AD, etc.). 

coordirwte work efPorts, bath external (d~, CW, CDD, etc.) and 
internal, to identity prior positions and issues to avoid 
cmfllcts and duplicaticn. 

IdentiEy, evaluate, and select alternative audit appcad\es, In 
order to devise  a plan which w i l l  meet the audit objectives. 

Detennine o e r  to ZR& resarcesl needed ~ ; b  a c c d p l i a  tha auEt  
objective. --- 

I 

nt ,  extent, an] lumtia, d work to be c€onned in 

. . .  ) I .  

EXHIBIT B 

NOTE: THESE: ARE A FEIW PAGES FROM THE 'TRAINING NEEDS SURVEY. TI~E TOTAL 
PACKAGq CONTAINED 18 PAGES PRESENTING ALL 109 TASKS IN THE SAME FORMAT. 

c 
i 

x .  

_--I._.- 

- ._..- 
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EXHIBIT C 

LEGEND 
C V S R I T I C A L  VALUE 

NEED INDEX COMPUTIOH* 

cv 
1 9 
2 10 
3 12 
4 3 
5 7 
6 - 3  
7 19 
8 3 
9 3 
10 0 
11 15 
12 7 
13 2 
14 3 
15 2 
16 3 
17 0 
18 3 
19 10 
20 0 

- TASK - 1s LE 

38 25 
41 20 
24 12 
34 15 
32 13 
34 12 
73 33 
31 17 
36 12 
25 14 
36 14 
47 21 
9 12 
22 10 
16 8 
20 11 
40 20 
9 3 
24 25 
49 17 

Xz17.846 

- - 

- 

LE=NO. EMP. SAYING PERF, POCR 
LS=NO. SUPV SAYING PERF. POOR 
NE=kO. E3P. RESPONDING T O  ITEM 
'NS=hO. SLPV RESPOhDIKG TO ITEM 3 

NLZTOTAL N SAYIhG PERF. POOR (LE-LS) 

Job Planning 

N L  NEED INDEX - NS - NE - 
69 
69 
71 
56 
78 
58 
88 
39 
43 
31 
73 
69 
53 
47 
65 
52 
57 
59 
69 
60 

S.D. =21 

40 
35 
39 
28 
42 
29 
46 
30 
22 
34 
44 
35 
36 
31 
40 
32 
32 
37 
44 
29 

216 

63 
61 
36 
49 
45 
46 
106 

48 
39 
50 
68 
21 
32 

- 24 
31 
60 
12 
49 
66 

48 

37.208 
39.101 
15.077 
11.200 
12,869 

9 .ZOO 
90.011 
12.606 
13.241 
2.046 
31.801 
34.832 
2.117 
4.932 
1.589 
4.490 
3.967 
.541 

25,405 
4.643 

*NEED INDEX=l+CV (.5LE+LS) NL 
(.5NEcNS) 



EXHIBIT D 

HUMAN RESOURCES MANAGEMENT SYSTEMS 
I 

SPECIFICATlONB 

INTERNAL 
SUPPLY SYSTEM 

b SERVffiES 

EXTERNAL 

DETERMINANTS OF DEMAND SUPPLY SYSTEM 




