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SECTION 502  PLANNING FOR TRAINING

1.  Introduction.  Navy policy requires heads of activities to determine the training needs of individual employees under their jurisdiction at least annually.  After documenting these needs, the activity is then required to develop an Activity Training Plan (ATP) to ensure that all of the activity's training and development needs are clearly defined, realistically planned for, and that the training necessary to satisfy identified needs is accomplished, evaluated and recorded. 

2.  The Planning Process

    a.  Determination of individual training needs is the basis of the planning process and of the activity's training program.  Department of Navy requires that individual and organizational training needs be reviewed and determined at least annually.  Individual training needs, approved for funding, are to be determined in conjunction with applicable performance appraisal system cycles and officially recorded.  Following are some of the factors on which determinations of individual employee needs should be based: 

        (1) Competency or performance deficiencies associated with the execution of official duties in the current position;

        (2) Knowledge, skills, and abilities that are part of individual and formal career progression programs (that lead to specified target positions or occupations);

        (3) New competency requirements in the present position brought about by changes in organizational structure, policy, mission, technology, or equipment;

        (4) Requirements associated with the overall training and development of activity staff members (e.g., team training, organizational development, etc.);

        (5) Retraining requirements of activity employees due to recruitment shortfalls;

        (6) Retraining requirements for employees displaced through reduction‑in‑force, or, employees affected by organization mission or work assignment changes;

        (7) Retraining requirements for employees who become disabled and cannot perform the duties of the current position.  

In succeeding paragraphs a total systematic approach toward planning for training is outlined which incorporates Department of Navy requirements.  

    b.  Training and developing employees are primarily the responsibility of supervisors and managers at all levels of an organization.  Since planning for training is essential to the success of an activity training program, planning for training begins at the first level of supervision and proceeds up through the various organizational segments (e.g., branch plans, division plans, etc.), culminating in an activity‑wide training plan.  Such plans should be developed through a continual review and analysis of individual and organizational training needs, objectives, training programs and courses, costs, and results, in order to keep them in alignment with actual activity problems and current goals.  The development of the ATP should begin early enough to result in an approved ATP prior to the beginning of each new fiscal year.  The total planning process may be viewed as a series of steps in a cycle, the first seven of which are necessary to properly develop an ATP.  Employee Development Officers at HRSC Pacific are responsible for overall coordination and facilitation of the ATP and are available to provide advice and assistance throughout the entire process.  The steps are: 

        (1) Mission Analysis.  Mission analysis begins with first‑level supervisors.  Its purpose is to determine what official duties are needed to support the particular organizational unit's existence.  These official duties should be contained in the position descriptions management has established.  From these position descriptions, supervisors can determine the knowledge, skills and abilities required of individuals assigned to the organizational unit to perform those duties. 

        (2) Consideration of Required Training.  The supervisor must also consider what training is required by law, regulation or higher authority.  This required training, some of which may be found in Section 503 of this instruction, should be included in the ATP.  (As an example, by regulation, 

all probationary supervisors are required to receive needed supervisory training.)

        (3) Supervisory Analysis of Employee Capability.  The supervisor next must assess each employee's ability to perform the officially assigned duties identified in the "mission analysis"  step.  To do this, the supervisor reviews what knowledge, skills, and abilities are required to accomplish each job.  The supervisor then determines the degree to which these requirements are not being met, identifies the reasons as to why they are not being met, and the degree to which  these reasons will involve changes in the knowledge, skills, attitudes or abilities of each individual employee.  At the conclusion of this step, the supervisor knows what training each employee needs to bring job performance up to established performance standards.

        (4) Self‑Analysis of Employee Capability.  Supervisors should encourage employees to make self‑evaluations of their strengths and weaknesses, their major interests and their short and long‑range career goals, and to discuss their needs and desires with their supervisor so that management can consider these needs and desires along with those of the organization in identifying training needs and formulating training plans.  At this time, supervisors will also provide job‑related training and development counseling to individual employees. 

        (5) Documentation of Individual Training Needs.  In this step, the supervisor brings together the actions and decisions made in steps 3 and 4 by documenting them, officially, in writing.  This written record will show what training is necessary to provide the employee with any knowledge, skills, or abilities needed to perform official duties, and will also include any training required by law or regulation.  There are different methods of documenting individual training needs, some of which are listed below.  It should be noted that major claimants and headquarters commands may mandate use of a particular method.  If there is any doubt as to the method to use, the activity's Employee Development Officer at HRSC Pacific should be contacted for advice and assistance. 

            (a) Formal Individual Development Plans (IDP's) are normally required only for probationary supervisors, 

persons in special employment programs (including career program interns, Upward Mobility Program participants, and Veterans Readjustment Act program members), long‑term trainees, persons in cooperative education programs, employees under special training agreements, and Senior Executive Service members.  However, activities need to be aware of requirements regarding use of IDP's which may be stipulated by major claimants or other higher authority.  Exhibit 1 of this section is a sample format that may be used to prepare IDP's.

            (b) A Composite Training Plan (CTP) may be used to document the needs of a small number of employees on one form. Exhibit 2 is an example of a CTP. 

            (c) A matrix form may be used to document the needs of a relatively large number of employees on one form.  If this form is used, the employees must all be in the same type of position.

Other methods such as memoranda, computerized listings, etc., might also be used.  In any case, the activity's Employee Development Officer at HRSC Pacific is available to assist in developing such methods and should be consulted accordingly.

        (6) Formulation of the Activity Training Plan (ATP)

            (a) All Department of Navy activities are required to prepare, execute, and evaluate Activity Training Plans (ATP's).  These plans are to include all authorized activity‑wide training and development needs and requirements. Managers at each organizational level should add major organizational training requirements (e.g., needs associated with intern programs or acquisition of new systems) that are not addressed through the individual needs determination process or are omitted in ATP reviews by subordinate supervisory and management officials.  Similarly, the activity commanding officer (or equivalent) should include activity‑wide training needs not reflected in subordinate‑level reviews.  Activity heads shall ensure that all training needs and requirements are considered in the annual review.  Careful judgment must be exercised to assign priorities to all needs including individual employee needs, overall work force skill requirements, and needs that must be met as a part of formal development programs and special programs.  This review is to culminate in an ATP that may be 

used as a primary basis for input into the overall annual activity operational budget.  When used for this purpose, the ATP must be effectively coordinated with established activity budget cycles.  Historical ("What we did last year") budgeting is not a good idea since the training needs planning and programming process is reviewed by evaluation teams. 

            (b) Exhibit 3 is a suggested format that may be used for the ATP.  All training should be categorized and listed on the form in accordance with the following subject areas:

1.  Executive Management

  5.  Specialty and Technical

2.  Supervisory




  6.  Clerical

3.  Legal, Medical,
Scientific
  7.  Trade

     or Engineering



  8.  Orientation

4.  Administration and Analysis 
9.  Adult Basic Education

Organizational units within the activity should consolidate the needs of their individual employees in the same format as the ATP.  These summaries become the organizational unit's proposed training plan and flow upward through the organizational chain of command.  Successive levels of supervision review, consolidate, and endorse these summarized proposals and formulate departmental training plans.  These proposed departmental training plans are submitted to the activity Training Committee or other similar body.  It is at this level that the formulation of the activity‑wide training plan is usually accomplished through the coordination role of the Training Committee or a similar body with guidance from the Employee Development Officer at HRSC Pacific.  The final draft of the activity‑wide proposed plan is then prepared. 

            (c) Each Navy activity should have its ATP completed prior to the fiscal year covered by the ATP.  Considering the ATP development process and factors which may influence that process such as activity budget calls and special reporting requirements that may have been levied by major claimants, activities should begin developing their ATP's relatively early in the fiscal year. It should be noted that major claimants or headquarters commands may require that a particular format be used for the ATP and special ATP reporting requirements may be levied.  The activity's Employee Development Officer at HRSC Pacific will assist throughout the 

ATP formulation process and is knowledgeable of formats and requirements.

        (7) Review and Approval of the ATP

            (a) Upon completion of the final draft of the ATP, it is forwarded to the activity's Employee Development Officer at HRSC Pacific for a final review and signature.  After this review, the ATP is forwarded to either the head of the activity or a formally designated senior management official for review, approval, and signature.  All approved training cost data shall be submitted to the activity budget office for inclusion in the overall activity operating budget. 

            (b) Distribution of the ATP:

                1.  Each activity department/office head should be provided with a copy of the approved ATP annotated to indicate the training approved for that department/office.  This information should be passed on to departmental operating supervisors so that documented needs can be reviewed and annotated to show those training needs which were approved and thus the training to be received during the ensuing year. 

                2.  An official file copy is maintained by the activity in addition to any copies maintained for overall management and/or administrative purposes; e.g., for the activity Training Coordinator, Training Committee members, etc.  Also, a copy is provided to the activity's Employee Development Officer at HRSC Pacific. 

After approval by the activity head, the Activity Training Plan is ready for implementation.  It provides the blueprint for activity education, training and development during the ensuing fiscal year.  Changes in needs and mission priorities may result in periodic adjustments to the approved program during the fiscal year.  The approved plan not only serves as a guide for implementation, but also as a guide for the continuing review and evaluation of training throughout the year.  It is at this point that the remaining steps of the planning process are performed.  The remaining steps are summarized below.  Additional information may be found in succeeding sections of this instruction.

         (8) Training Program Planning and Development.  This step involves a determination by management as to how best to accomplish planned training and selection of the best training method and resource.  For example, in some cases, on‑the‑job training will be sufficient; in others, attendance at an available formal program or course will suffice; in still others, there may be a need to develop a course, not otherwise available, which would be specifically designed to meet training plan objectives.  The activity's Employee Development Officer at HRSC Pacific will provide advice and assistance in identifying and selecting training sources or in planning and developing "customized" programs. 

         (9) Accomplishment of Training.  As programs and/or courses become available, supervisors and other cognizant operating officials initiate the required training requests, 

authorizations, agreements, and any other necessary forms prior to attendance of the employees at formal courses or programs.  Individuals are then enrolled and undertake the training. 

        (10) Evaluation of Training.  Evaluation of training efforts is often difficult but is necessary. Evaluation methods should be multi‑purpose in nature; that is, they should not only indicate whether objectives have been met, but also identify the source of any training deficiencies.  Methods of evaluation in common use throughout Federal agencies and assistance in their use can be supplied by the activity's Employee Development Officer at HRSC Pacific. 

        (11) Establishment and Maintenance of Records and Reports.  Enrollment, attendance, progress, and completion records are a necessary part of any employee training and development program.  The Navy has an established system of forms, records, and reports, which is used in meeting this requirement.  Guidance on their use and the preparation of these forms for authorizing, recording and reporting of training is described in Section 508 of this instruction.

        (12) Feedback to Management.  The Navy's system of records and reports provides for feedback of training data to management.  However, the activity Training Committee, the activity Training Coordinator, and other management officials may wish to adopt other approaches in providing feedback to management.  If so, the activity's Employee Development 

Officer at HRSC Pacific should be consulted on what information is available and how best to provide it.

EXHIBIT 1
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EXHIBIT 2
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EXHIBIT 3
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[image: image6.png]ACTIVITY TRAINING PLAN

A. FORMAL TRAINING COURSES BY SUBJECT AREA & TITLE OF COURSE: All training
must be categorized using only the nine subject areas below. Once categorized, enter title of
the course or program within the appropriate category.

1 — EXECUTIVE AND MANAGEMENT 5 - SPECIALTY AND TECHNICAL

2 — SUPERVISORY 6 — CLERICAL
3 - LEGAL, MEDICAL, SCIENTIFIC OR 7-TRADE
OR ENGINEERING 8 - ORIENTATION

4 — ADMINISTRATION AND ANALYSIS 9 - ADULT EDUCATION

B. PRIORITY: Enter number 1, 2, or 3 for appropriate priority of training for each course or
program.

1 — Priority One — Essential: Training that must be accomplished during the immediate
training cycle or it will have an adverse mission effect.

2 - Priority Two — Needed: Training required for systematic replacement of skilled
employees through career management or other work force development programs.
Deferment would have an adverse mission effect over an intermediate term.

3 — Priority Three — Useful: Training designed to increase the efficiency and productivity of
employees who perform adequately. Deferment beyond the immediate training cycle
would have little immediate adverse mission effect but would preclude or delay
improving present mission accomplishment.

C. NUMBER OF PERSONNEL BY PAY PLAN AND GRADE: Enter total number of personnel
to be trained for each course or program. List GS or WG levels separately. GS 1-6
corresponds to WG 1-6 and GS 7-12 corresponds to WG 7-1 2, etc.

D. PEOPLE HOURS OF TRAINING: Enter the hours of training for each course or program to
be given in pay status (Duty) and /or nonpay status (Non-Duty). To figure people hours of
training, multiply the number of people attending each course times the number of course hours.

E. TOTAL TRAINING COSTS: Enterin appropriate columns the actual costs associated with
each training course or program.

Tuition/Books: Total tuition, fees, books, and materials or any cther costs directly
Associated with training per person times the number of people attending.

Travel/Per Diem: Tota! per diem and travel costs associated with training per person times
the number of people attending.

Salary: The sum of hourly wages of all individuals in each instance of training,
multiplied by course hours. Include COLA if appropriate.

Training costs should be totaled for each training subject area as listed in A above.
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