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Training


PROCESS REVIEW AND MEASUREMENT

PERFORMANCE MEASURES FOR 

TRAINING

The goal of the PR&MS performance measurements for the self-assessment process is to conduct a comprehensive internal evaluation of how an SOH program meets the requirements of its internal/external customers, to identify deficiencies of customer needs and program requirements, identify future goals and objectives, and measure performance to develop continuous program and process improvements.

EVALUATION CRITERIA

A.  Process Review and Measurement for the Training Process Module


The PR&MS performance measurements for the Training Process Module consists of two elements: the Matrix Match Against Requirements and the Employee Interface/Challenges.  The matrix match portion is primarily a compliance-oriented evaluation that requires the evaluator to review documentation; and is objective in nature.  The Employee Interface/Challenges requires much more contact between the evaluator and the employee; relies heavily on making sound conclu​sions based on the data gathered during field inspections, information collected during employee interviews, and team consensus; and is a more subjective evaluation.  

“The right person gets the right training, at the right time”

The measurements for this module consist of:

A. Matrix Match


Training plan (15%)


Training executed (15%)


Lesson plans (10%)



Training evaluation (10%)

B. Employee Interface/Challenges


Employee awareness (25%)


Employee compliance (25%) 

A successful SOH training program is more than identifying, delivering and documenting training.  True effectiveness is found in the performance application in the workplace.  During a command self-assessment, effectiveness of training should be evaluated, using the guidance for success/failure that follows.  It may also be evaluated during mishap investigation, workplace inspections, etc.

To validate or disprove the aforementioned statements we must utilize the same tools used to answer the three questions that follow.  This will include reviewing pertinent documentation such as mishap logs, clinic logs, JAG reports, mishap investigation reports, command self-assessments of training, and training records; by interviewing employees; and by making field observations during the oversight inspection.

1.  What constitutes a failure? Determine if it is related to training, enforcement, or other factors.

 An employee who gets injured or does not follow required SOH standards, even after having been trained.  (enforcement)

 An employee who gets injured or does not follow required SOH standards due to a lack of training.  (Training)

2.  What examples can be used to determine if the failures are training based?

 An employee that failed a medical surveillance examination, such as an elevated blood lead.

 An employee that can’t answer the evaluator’s questions.

 An employee that is observed not following proper SOH work practices.

 Mishap data that shows an injury trend in a particular shop or within a particular job title.

Interviewing employees that were observed performing a work operation can aid in determining why the worker conducted the process in the manner observed by the evaluator.

3.  What constitutes success?  Can  workers explain both the hazards and appropriate control?

 A reduction in a shop’s mishap incidence, such as a decrease in temporary or permanent threshold hearing shifts, and hearing loss claims.

 Positive medical surveillance data, such as lead workers with no significant levels of blood lead.

 Employees observed wearing all the proper PPE and following all SOH requirements.

 Significant numbers of employees that answer most of the evaluator’s questions correctly.

Note:  For these items, if the failure/success is due to training, utilize the employee observation/ interview results to evaluate the training key process.  If the failure/success is due to other (non-training) factors, utilize the employee observation/interview results to support the evaluation of another appropriate key process.

B.  Matrix match against requirements:  Identify requirements and needs

1.  Does a formal SOH training plan exist? 

	D, I, V
	An SOH training plan documents the type and method of training, explains the reasons for training (explicit and/or implicit), and identifies the target audience, frequency of training, and a process to review training effectiveness.)

	D, I, V
	Compile data sources to determine your target audience:

· Industrial Hygiene surveys

· Military manning documents

· Command mission/function statements

· Command mishap experience
· Command occupation physical qualification statements

· Regulatory training
· Requirements

· Other (e.g., Human resources office (HRO)



	D, I, V
	Annual training plan should be published so command/supervisors can schedule workers  attendance around work schedules.


D-Documentation, I-Interview, Validate (V) (field visit)

2.  Would execution of the plan ensure delivery of all required training? 

	What
	· Once the target audiences are identified, the plan explains the types of training each group is required to attend.  What types of general SOH and job-specific training are required for supervisors, welders, lab technicians, carpenters, supply personnel, etc.?

· Managers and supervisors will receive training specific to their area of responsibility. 

	Who
	· The SOH Training Plan identifies the target audience (i.e. Who needs confined space entry training; hearing conservation training; reproduc​tive health hazards training; supervisor training; management training; etc.?). This information can be placed in a training matrix, similar to Appendices 6A, 6B, and 6C in Chapter 6,of OPNAVINST 5100.23 series, and used for future reference. 

· Plan identifies party or parties responsible for delivery of training.

	Why
	The SOH training plan explains the reason for each training course (i.e. to fulfill Federal, Navy, or command require​ments; based upon exposures to specific stressors; based upon recommendations from safety and health professionals; specific for certain job categories; to reduce injuries in a specific work group or during a specific operation; etc.). 

	How
	The SOH training plan documents the method of training (i.e. videos, classroom lecture, reading material, shop stand-up/down, etc.).  

	When
	· The frequency of training  (i.e. initial prior to assignment, annually, monthly, etc.) is documented and published.  There is a written schedule of training events for the entire year (i.e. dates and times, or if all dates not known they are annotated when and where dates will be announced such as plan of the day, etc.).

· The plan mentions the frequency of personnel are required to have training (e.g. monthly, annually, initially), such as monthly stand-up safety meetings and make sure it is documented and communicated.  The plan may be set up to provide training for a shop at a time, all employees of the same trade group, etc. 

	D, I
	There is a process implemented to review and update the plan periodically for required training.  

	D
	The plan is updated as needed.

	D, I
	"Execution of the plan" takes into account factors such as the dates/time/frequencies classes are offered.  The plan allows for make-up classes for people on TAD, leave and all work shifts.


D – Documentation, I – Interview, V – Validate (field visit)

3.  Would execution of plan ensure delivery of appropriate specific hazard recognition and control training?

	D, V
	Training plan is specific to the shop/code/work process. This may include training for lead, cadmium, asbestos, weight handling equipment, blood-borne pathogens, energy control, etc. 

	D, V
	Training plan covers shop level operations, chemicals, physical hazards, standard operating procedures (SOPs), MSDSs, processes unique to the shop or trade group.  

Note:  Not all training at the shop level has to be shop specific; it can cover such general topics as traffic safety, good housekeeping, employee rights, etc. 

	D, I
	The training plan or program establishes a mechanism to determine what topics and manner of delivery of shop stand-up training. 

	D, I
	The shop supervisor possesses a training schedule of topics for stand-up safety meetings and HAZCOM job/worksite specific is documented.

	D, I
	There is a process in place to ensure hazard specific training is scheduled when a new chemical or process is introduced in the shop.  Supervisors, SOH personnel and training personnel are aware of this process.


D – Documentation, I – Interview, V – Validate (field visit)

4.  Is training resourced and executed in accordance with the plan?  Verify by reviewing timeliness of training, such as orientation, annual, refresher, re-qualifications, etc 
	D, I
	All categories of (managers/supervisors/new employees) are trained to their safety requirements and responsibilities. (This is also reviewed in each compliance program for specific hazard awareness training e.g. lead, asbestos, ergonomics, etc)

	D, I, V
	A knowledgeable individual conducts job-specific training.  (Train the trainer.)  Trainers are subject matter experts.

	D, I
	SOH and training personnel can demonstrate, or produce documentation that verifies training is provided when new supervisors, operations/processes/HM are introduced to the shop.

	D, I
	Deliver training:  Training is completed per schedule (more than a few cancellations or postponements may indicate process breakdowns and require further investigation).  Completion of training is tracked.

	D
	The command or SOH office periodically reviews data to confirm attendance.  If people aren’t showing up and training is offered/scheduled frequently enough to accom​mo​date command needs, then the command or SOH office tries to determine why (i.e. training not scheduled properly, trainees were not informed of schedule, or trainee chose not to attend, was TAD, etc.)

	I
	New/transferred employees receive orientation training for potential hazards associated with their new work environment. 

	D
	Recordkeeping

· Do training rosters/records contain all elements required by 5100.23 series, Chapter 6?

· Are the right people (trades/target audience) attending the right courses?

· Are records maintained for 5 years?

	
	Resources:  Funding/  Is adequate budget available/designated for training needs?  

· Time (Do you need to budget for training hours (labor dollars)?

· Qualified instructor (Do you need to budget to qualify/certify in-house instructor?  Do you need to pay a contractor to teach?)

· Media (Do you need to buy videos, equipment, etc.?)

· Facilities (Do you need to rent classroom space and/or equipment?)


D – Documentation, I – Interview, V – Validate (field visit)

5.  Is course content documented by formal lesson plans and course materials (i.e. outlines, videos, handouts, manuals, etc.) that are approved by SOH/technical personnel?
Note:  Lesson plans should not be in a simple outline form. They should reflect information that is to be passed on to the trainee.  Ask for examples of at least three specific lesson plans and course materials for review. 

Is provided training evaluated in terms of:

a. Appropriateness of course content?

b. Instructor effectiveness?  

c. Behavior of trainees in the workplace?  

Verify that command has a process to evaluate all SOH training.
	D, I
	The SOH training coordinator or designated personnel is performing such evaluations for the majority of training sessions offered.

	D, I
	Designated SOH/technical personnel observe training to evaluate the instructor.  Evaluations are documented, to evaluate course material, instructors, environment and props as being pertinent. 

	D, I 
	Designated personnel observe workers in the workplace to determine if they are applying the needed training information.

	D, I
	There is a feedback loop from workers, supervisors, upper management, labor unions, and others to evaluate effectiveness of training.  Determine if the command or outside trainer provides a course critique to trainees.  

	D, I, V
	Mishap rate for target audience type:  For example, if back injury prevention training is provided to a certain work unit or trade because of their previous injury experience, what is the back injury mishap rate post-training?  Do you track this group of employees over time to validate effectiveness and retention of training?

	D, I, V
	Retention testing:

· Short-term:  Are exams given at the end of a training session?

· Long-term:  Is behavior observed to determine retention of training objectives, or is a re-test (exam) given after a period of time (e.g., pass the refresher quiz and you don’t have to sit through the classroom session again)


D – Documentation, I – Interview, V – Validate (field visit)

6.  Are evaluation results used to improve training? 

	D, I
	Critiques are reviewed by cognizant SOH/technical personnel, and the information is used to improve the training.

	D, I


	Changes in the course materials and lesson plans are documented and traceable to the course evaluation results.

	D, I
	Designated SOH personnel have data available from course reviews, student critiques, etc., that have been used to improve the training process.  This would include changes in lesson plans, new presentation media, etc. 


D – Documentation, I – Interview, V – Validate (field visit)
B.  Employee Interface/Challenges

For targeted processes/occupations, determine if employees are accomplishing their work in a safe manner. This is evaluated by observing employees in their work center and by interviewing them (in work center and in focus groups). Workers should be adhering to all Navy and Federal requirements for the operation they are performing, the PPE they are wearing, or the space they are working. Consider the following when "observing" workers in the workplace:  Proper lifting techniques; correct use of PPE (hearing/eye protection, respirators, chemical gloves, etc.); following posted directions/SOPs, if required (Lead (Pb), 
Cadmium (Cd), asbestos, etc.); confined spaces; use of ventilation and other hazard controls; lockout/tagout, etc.

1.  Are employees aware of job hazards and SOH requirements? 
Do workers know the basics of the command SOH program? What do they do if they get hurt? What are the steps to report an unsafe condition? Who runs HAZCOM; if in medical surveillance, do they know why? 

2.  Are employees complying with regulatory requirements pertinent to their job assignment?  Employees are complying with regulatory requirements pertinent to their job assignment. 

PR&MS SCORING METHODOLOGY

	90-100% - FULLY COMPLIANT. Program reflects best business practices; goes beyond mere regulatory compliance and adopts PR&MS philosophy.  Almost all of the performance indicators were met, with NO significant findings, and the process is effectively implemented.  Evidence of success is based upon measurable results, sustained over time.

	75-89% - PARTIAL COMPLIANCE.  There is good evidence of implementing PR&MS philosophy as evidenced by business practices, and not stopping at a regulatory compliance-based SOH Program.  Almost all of the performance indicators were met, with ONE OR TWO significant findings, but some processes are not effectively implemented.  The program is becoming integrated into the organization’s business planning, processes and metrics; beginning the journey toward excellence.

	51-74% - MINIMAL COMPLIANCE.  Some evidence of implementing PR&MS philosophy using best business practices, but focus of the program is more on regulatory compliance. Minimum standards are basically met, with THREE TO SIX significant findings or process not effectively implemented.  The program could be significantly improved by moving beyond compliance to best business practices.

	0-50% - NON-COMPLIANT.  This program is in trouble.  At this level, sustaining compliance is questionable.  Most of the performance indicators were not met, with SEVEN OR MORE significant findings or process not effectively implemented. 


A.  Matrix Match


1.  Training plan (15%)



_____________ +


2.  Training executed (15%)



_____________ +


3.  Lesson plans (10%)



_____________ +


4.  Training evaluation (10%)



_____________ +

B.  Employee Interface/Challenges


1.  Employee awareness (25%)


= _____________ +


2.  Employee compliance (25%)


= _____________ 


Training Process Score



= _____________ 

Adjust final scoring to reflect red (Unsatisfactory), yellow (Marginal), green (Satisfactory)
SATISFACTORY       75-100%

MARGINAL            51 -74%


UNSATISFACTORY      50% OR BELOW






