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I o -

EXECUTIVE SUMMARY

Research Requirement:

There is a.need to better understand what constitutes good on-the-job-training
(OJT) and how.to train OJT providers in those skills. Few theories and models have been
published, and there are virtually no train-the-trainer programs for OJT providers that are
based on the cognitive as well as the behavioral elements of the OJT provider's job.

In the Army, most of the skill development for junior soldiers comes from OJT.
This is the training that occurs outside the classroom, in the field, or in other training
situations involving real equipment and personnel. There are thousands of OJT providers
in today's Army, but they end up serving that role by virtue of their position, rank, and
leadership potential, not their skill as OJT providers. And, they are given little
coursework or guidance about how to train others.

Future personnel cuts in Training and Doctrine Command (TRADOC) will have
the effect of increasing the number of critical skills which will be trained through OJT.
The Army Research Institute anticipated this change by funding Klein Associates to
conduct research to understand the skills and knowledge required by OJT providers, and
to develop a prototype training program to demonstrate how to upgrade OJT providers'
skills.

Additionally, OJT as a training vehicle has a major impact in the private sector. It
is estimated that 60% of training in business and industry happens through OJT. Yet little
training or guidarnce is available to the average OJT provider in how to train others,
leading to haphazard and often ineffective training of fellow workers. Consequences make
their way to the bottom line through factors like high turnover and depressed sales.

Both the Army and the private sector lack adequate OJT delivery systems. The
need for OJT research and training development in these two environments links well with
the dual-use requirement of this project: that products and design concepts developed
through this Phase II SBIR project be useable in both military and private sectors.




Procedure:

Our procedures were aimed at supporting (1) an intensive investigation about OJT
and (2) the development of a prototype training program for OJT providers in the Army.
We collected large amounts of information about the behavioral and cognitive elements of
the OJT providers' job from experienced trainers in the Army and in varied commercial
work settings. Most of these data were collected through in-depth interviews; some
accrued from abbreviated interviews, and some from participants of our training
workshops for OJT providers. We also observed all phases of training in an armor
battalion. Another information source was a review and synthesis of the literature about
OJT and related topics.

Our data analysis methods were largely qualitative. Their aim was to identify key
elements, or functions, of the OJT provider's job and to understand the relationships
among these functions so that we could produce a cognitive model of OJT. We also
evaluated OJT providers on a variety of measures including their awareness and reported
performance of these OJT functions to determine if (a) these functions can be used to
reliably code interview data; (b) there are domain differences in OJT providers' levels of
awareness and reported performance of these functions. Finally, we identified specific
training practices that OJT providers reported using.

Our procedure for developing the prototype training program included the design
and execution of pilot programs for OJT providers in a commercial setting and the
transfer and redesign of relevant program elements into the prototype program for the
Army. Prototype program design also included substantial input from members of the
intended user group. User-centered evaluation was conducted on both the pilot and the

prototype programs.

Findings:

Findings from the literature review were reported in Zsambok, Crandall, and
Militello (1994); we found no comprehensive cognitive model of OJT that is empirically
based or that is generally accepted by practitioners or researchers. Nor did any models
depict the value added by OJT providers passing on their expertise about how to do the
job. This is odd, since the OJT format and setting are poised precisely for taking
advantage of this job-related knowledge and skill transfer.

We developed a cognitive model of OJT based in large part on qualitative analyses
of our interview data. The model posits a superordinate function of learning management
and six subordinate functions of the OJT provider: setting/clarifying goals; providing
instruction; assessing trainee proficiency and diagnosing barriers to progress; sharing
expertise; setting a climate conducive to learning; promoting ownership of the learning
process and performance in the trainee. Coders were able to reliably rate interview data
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about OJT providers' awareness and reported performance levels on these functions. We
found evidence in three varied work settings for the relevance of these functions to the
OJT providers' role. Additional descriptive analyses revealed interesting differences
across domains in OJT providers' mean reported ability levels on these functions.
Differences were also found in the particular OJT practices that were used in these varied
domains.

Findings from our pilot and prototype training workshops are: (1) this format can
be used to expand and upgrade experienced OJT providers' knowledge and skills; (2) the
model of OJT is useful for designing the content of OJT training; (3) participants find the
model's framework useful for understanding their role and for generating useable training
plans; (4) participants report continued use of concepts and skills several months after the
training.

Our general conclusion both from the literature and from our own research is that
in order to improve abilities of OJT providers, training must be based on the cognitive as
well as the behavioral elements of the OJT provider's job. Focusing only on the
behavioral elements often leads to an overly proceduralized checklist approach which can
result in brittle performance of OJT providers and to generating counter-productive results
with their trainees. In addition, OJT providers need to understand the cognitive elements
of their task. We also concluded that training given to OJT providers should mirror the
practices they are being taught to use with their trainees. Examples include using an
interactive mode and incorporating OJT cases from participants' experience base.

Utilization of Findings:

These findings are applicable to both military and civilian organizations that
depend upon OJT to train their workforce, or that need to add an OJT component to their
training structure. Our prototype training program can be used to expand and upgrade the
training ability of OJT providers who are acting in that role, but who are not functioning
at full potential. Coupled with follow-on skill practice, this is expected to result in more
effective and more efficient training. In addition, our interview method and data coding
tool can be used by researchers to evaluate the reported performance of OJT providers in
a given domain.

In the Army, we recommend that to conserve training resources, OJT training
should be incorporated into other training events, and that it should occur in the unit.
Using armor as an example, this means Non-Comissioned Officers should teach tank
commanders how to improve their OJT skills. Our prototype workshop demonstrates how
this training can begin. Platoon Sergeants and Master Gunners could acquire these "train-
the-trainer” skills at the Armor Center in the Master Gunner's course or one of the
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Advanced NCO courses. These recommendations will require command support to make
them a reality.

We have already demonstrated the usefulness of this research in the commercial
sector. Even before the completion of the Phase II contract, we began several commercial
applications of the OJT workshop approach. The cost effectiveness, and training value, of
OJT training is expected to have a direct and significant impact in a variety of domains.
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SECTION 1: INTRODUCTION
Background

If you tell me I will forget
If you show me I will remember
If you involve me I will understand
....ancient Chinese proverb

Such is the promise of on-the-job training (OJT). Both the setting—in the task
environment, not in a classroom—and the format—hands-on, real-time guidance, not indirect
instruction—afford ideal circumstances for achieving task proficiency and the understanding
that lies behind it. Yet the driver for success, the OJT provider, has been virtually forgotten
by the thousands of civilian and military organizations that depend on OJT to train their
workforce.

By and large, it is assumed in organizations that if someone knows how to perform a
job or task, this person can teach it to someone else. Both common sense and research tell us
this is not true. There is a difference in the skill set that is related to performing a job and the
skill set that is related to training someone else how to do it and understand it. Yet, rarely are
OJT providers given support in how to teach or train someone else. In more advanced
organizations, OJT providers may have a manual or checklist of tasks to be taught, but in very
few settings are they given even minimal training or practice in how to do the training. They
are not offered help in skills such as: how to diagnose the reason why a trainee just isn't
getting it, how to use a variety of training techniques, how to set reasonable learning goals,
how to notice and change a poor learning climate, how to promote a sense of ownership in the
trainee, how to pass on one’s own expertise, or how to be a manager of someone else's

learning.

The Army bases most of its training on formal task analysis, and has extensive
documentation of these analyses in their training manuals. But, many of the Army's OJT
providers do not know how to train, and this remains a serious problem for the Army. One
reason for this problem is that OJT providers attain that role by virtue of position, rank, and
leadership potential, not by demonstrated teaching or training ability. For example, Tank
Commanders (TCs) are expected to train their crew in the other crew stations—stations for
which they themselves have achieved proficiency in order to become a TC. Promotion to TC
has everything to do with proficiency on the three other tank crew stations and leadership
potential, and little to do with teaching ability. A second reason for this problem is that TCs
have not attained high enough position or rank to qualify for advanced courses that attempt to
teach certain aspects of the training function.
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Further, in some cases, TCs aren't even proficient at the jobs they are expected to
ensure that others learn. For example, Tank Platoon Leaders serve not only as leaders of the
platoon but also as TCs of their own crew. But, as commissioned officers, Platoon Leaders
don't progress through all the duty stations in the tank. Therefore, they don't possess the
technical skills which others have developed with years of practice. Frequently, they must rely
on the gunner in their crew to provide the technical expertise and training. This means the
Platoon Leader must know how to recognize whether good OJT is being offered and how to
improve it if necessary. Yet, they do not receive training in how to detect or correct poor OJT
practices.

The problem, then, is with the point person—the OJT provider. Although the setting
and format of OJT afford an excellent training and learning opportunity, and although OJT is
ubiquitous within the Army, the point person—the OJT provider—frequently lacks even
minimal training in the teaching function. This problem can be expected to have an
increasingly large impact in the Army as cuts in Training Doctrine and Command (TRADOC)
require that more and more skills be learned on the job. But, even without these cuts,
improving the way OJT is provided would result in more effective expenditure of limited
training resources. Through this project, we have found ways to begin tackling this problem.

Goals and Objectives for this Phase II Project
There were four major outcomes, or goals for this Phase II project:

e develop training for OJT providers in Armor units

® produce a cognitive model of OJT

® produce dual-use OJT training design concepts and products

e initiate positioning that will lead to follow-on OJT training applications

The ultimate goal was to produce a training program that would help targeted OJT
providers in the Armor community improve their OJT skills, and be suitable as a prototype for
further development in other branches of the Army or other military services. Another goal
was to develop a cognitive model of OJT, in contrast to a procedure-based or task-based model
of OJT. The third goal was to meet the dual-use requirement of Phase II SBIR projects by
producing design concepts and products that would be applicable within both the military and
the civilian sectors. Our final goal was to take steps to increase our probability of securing
follow-on (Phase III) work in the private sector.

The outcomes we targeted can be summarized clearly without need for much
explanation or elaboration. But, the methods, or objectives, require more discussion, to which
we now turn. Our objectives were to:
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e review the literature on OJT

® learn how OJT is performed in varied domains

e learn about differences between individual and collective OJT

e learn whether effective OJT skills can be taught and, if so, how.

From the first objective, we had hoped to develop a cognitive model of OJT. Instead,
because the literature contains so little information about how real OJT providers operate, our
review (Zsambok, Crandall, & Militello, 1994) ended up serving two other functions. One
function is as a contribution to the literature. Our review draws together diverse strands of
research related to OJT and offers a more comprehensive perspective about OJT than is
available elsewhere. Aspects of this review that are relevant to this final report are
summarized below. The second function of the review process was to serve as an information
source for the research team who were collecting data about OJT providers. For example, the
review primed us to search for indicators of adult learning principles in the repertoires of the
OJT providers we interviewed and observed.

The remaining three objectives are interrelated and serve all of the project’s goals. We
wanted to learn about OJT in the Army so that these data could inform our model, provide
information about individual and collective OJT, and guide us in developing a training
program for targeted OJT providers. We selected Armor, specifically M1A1 tank crews, as a
domain representative of OJT in the Army. We obtained support and cooperation of two
armor battalions in the Ohio National Guard.

We also wanted to learn about OJT in other domains. We chose three domains in the
private sector which involve a range of task complexity and include individual and collective
tasks. We expected data from these three "tracks” to broaden our knowledge of good OJT
practices, which we could then pass on to the military through our training program. We also
expected data from these tracks to inform our model, and to meet the dual-use requirement of
this project. Finally, we chose domains in which a partnership could develop which might lead
to follow-on work. As we collected information in these tracks, we were focussed on these
questions: What does a good OJT provider look like in this domain? What do actual OJT
providers do? Are there opportunities for improvement in the way OJT is delivered in this
domain? And, in the military track and one of the commercial tracks, we asked: Can you train
the skills needed to provide effective OJT, and, if so, how?

Scope of Effort for this Phase II Project

The intended scope of effort of this project is important to specify, since it helps to
sharpen an understanding of what to expect in this report.

First, although this report describes a cognitive model of OJT that we developed from
interviews with actual OJT providers, it was not the intent of this project to sponsor rigorous

3
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empirical model validation. Rather, our intent was to derive a model that describes what good
OJT appears to involve across a variety of domains and types of tasks, and to determine if the
model serves as a useful frame for both designers of OJT training and for OJT providers who
learn how to apply the model in the training they deliver. Empirical validation of the model is
a target for future research.

Second, as stated above, one of our goals was to gather data about the training of
collective tasks in OJT settings. By "collective,” we mean tasks that involve interdependency
among multiple individuals. Collective skills such as coordination of subtasks by tank crew
members or hospital team members during an emergency procedure are clearly important.
Yet, logistics barriers in our testbeds did not allow us to gather much information about how
this type of training occurs during OJT sessions, and the project could not be extended to
address that difficulty. We did get glimpses of how collective training occurs in two domains.
These few insights and the specific difficulties in gathering these data are reported in
subsequent sections about the Army and the Neonatal Intensive Care Unit. These findings do
not allow us to draw strong conclusions about OJT for collective tasks.

Third, we adopted a liberal definition of OJT in this project, since imposing a strict
definition would have eliminated our ability to conduct research in a combat arms unit. The
Army is interested in understanding how training occurs in its units. Strictly speaking, OJT
can occur only when soldiers are learning to do their job while on the job—when they are in
live, non-simulated situations. Such a strict definition would have precluded our studying how
training occurs in combat arms units. The OJT we investigated in the Army involved training
in armor units that was provided during field exercises or during simulations by personnel who
see themselves as providers of OJT.

In contrast to the type of training we studied in the Army, the OJT we investigated in
the civilian sector involved "pure OJT" —training given while on the job. This is the type of
training consistent with definitions of OJT found in the literature. OJT is generally defined as
training given by someone who is skilled in a job or task to a trainee while the trainee is
working on the job. The process by which OJT is delivered can include some off-line practice
or testing, but the majority of the training occurs while the worker is on the job.

To summarize the third boundary condition, in this document we report on OJT as it
was defined in the context of the domain of study.

Purpose and Organization of this Report
The purpose of this final technical report is to document our activities in this project, to
describe its products, and to explain how they can be used in follow-on work. This report is

organized into seven sections, including the Introduction. In the next section, we discuss our
reasons for developing a new OJT model, we describe our cognitive model of OJT and we
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summarize its development. In the three subsequent sections we describe our data collection
activities and findings in two of the civilian tracks-the Retail Company Track-the Ohio
National Guard Track, and the Health Care Track. A description of how we designed the
interview protocol, and how we developed the data coding process is fully documented in the
Retail Company Track and is not repeated in descriptions of the following two tracks. The
sixth section contains a description of our training program for OJT providers in the Armor
community. It also includes a brief description of our work in the third civilian track-a local
utility company-which laid the groundwork for training design for the Army. In the final
section, we synthesize findings from the tracks by way of comparing and contrasting across
the tracks. Then, returning to the goals and objectives of this project, we summarize our
advancements in addressing them. Finally, we look to the future by summarizing ways in
which the Army might use our products and research findings.
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SECTION 2: A COGNITIVE MODEL OF OJT
A New Model of OJT

Based on our literature review of OJT and related lines of research, we came to the
conclusion that a new model of OJT was required (Zsambok, Crandall, & Militello, 1994).
Some of the OJT models we encountered were very procedural, omitting important cognitive
components we had identified in a pilot study. A prototypical procedural model of OJT from
the literature includes these steps: Plan your demonstration, gather necessary materials,
practice your demonstration, execute the demonstration, allow trainee to try, correct trainee,
allow for trainee practice, repeat last four steps until proficiency is achieved. Models like this
do not address the cognitive aspects of providing OJT, such as diagnosing barriers to trainee
learning, flexibly tuning an instructional technique to meet a trainee's needs, or managing the
learning process from a "big picture" perspective.

Other models contain cognitive aspects of tutoring, as in the cognitive apprenticeship
literature (Brown & Campione, 1986; Brown & Palinscar, 1982; Collins, Brown, & Newman,
1989; Farmer, Buckmaster, & LeGrand, 1992; Hamilton, 1989; Hamilton & Hamilton, 1992;
and Palinscar & Brown, 1984). But these models have been derived from studies of tutoring
involving mostly declarative knowledge transfer and the teaching of reading comprehension
skills. In OJT, the target of learning is usually declarative knowledge plus procedural
knowledge and skill proficiency on job-related tasks. Ultimately, we discovered that the
cognitive apprenticeship literature is very compatible with the model we developed, but its
models are not precisely suited to depict OJT provider functions.

Classroom training models did not seem to be likely candidates since they were
developed for a very different format and setting. There are many distinctions that can be
made between the format and setting of the classroom versus OJT, but it lies beyond the scope
of this project to provide a comprehensive comparison. However, a few examples will clarify
our reasoning about the need to develop an OJT model, rather than adapting classroom
models.

First, transfer of training becomes a significant element in classroom models, since the
lesson content is less directly applicable to its ultimate functional use than is lesson content in
OJT. Second, motivating the learner becomes more important in the classroom, since often it
is not readily apparent why information must be mastered or why a procedure must done a
particular way. In contrast, if learning on the job, consequences of poor procedure or lack of
knowledge are usually apparent, providing motivation to learn. Third, classroom models
assume that learners have attained mastery of relevant prerequisites to the material being
taught. In reality, students may lack this mastery, but it lies outside the purview of the
classroom instructor to bring students up to speed, so classroom models do not reflect
elements related to this requirement. In OJT, if the learner lacks relevant skills and abilities,
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the OJT provider is usually expected to fill the gap since the learner must be trained to do the
job at hand. The function of setting and clarifying goals, based on assessment of the learner,
takes on a whole new meaning in OJT compared to the classroom. As a final example,
classroom models address the situation of teaching many trainees at the same time, while OJT
is expected to be delivered one-on-one or one-on-few. Further, OJT is often delivered by a
person who is either the trainee's supervisor or future co-worker. Thus, models of OJT need
to reflect the larger impact of interpersonal elements of training than what classroom models

must address.
A Description of the Model

Figure 2.1 depicts the cognitive model of OJT that we developed through research
conducted in this project. This model was developed through an iterative process. The
particular representation depicted here emerged towards the end of the project. It resulted
from extensive discussions among the research team about the meaning to be made of a variety

of information sources.
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Figure 2.1 A Cognitive Model of OJT.
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Our sources of information include the findings, ideas, and preliminary model of OJT
from our Phase I study of tutoring in two domains, and our Phase II sources. Phase II sources
included our qualitative analyses of in-depth interviews with OJT providers in three varied
domains, our abbreviated interviews with OJT providers in a fourth domain, observations of
OIT providers from three different job settings who participated in three different oIT
training programs, observations of OJT providers in the field, and insights we gained from
conducting a review of the literature. We describe these information sources in more detail in
the discussion concerning the development of the model.

This model depicts the functions that represent what we found good OJT providers do
when they engage in training others to perform a job or task. The super-ordinate function is
learning management. This function concerns the extent to which the OJT provider is pro-
active in managing someone else's learning process, as opposed to mindlessly following a set
of procedures. This managing requires maintaining a "Big Picture” by standing outside of the
training process and reflecting on how activities fit together and impact the trainee. As such,
Learning Management is a function that is more than the "sum" of the other six functions of
an OJT provider.

Following are brief definitions of the other six functions in the model. More complete
descriptions follow in subsequent sections, and these functions "come to life" in Sections
3 to 5 where we describe what actual OJT providers do.

Assessment—conducting initial and ongoing evaluation of the trainee's performance
level and diagnosing barriers to expected progress so that instructional method and content can
be fitted to the current and future training goals.

Instruction—tailoring one's teaching and coaching practices to meet individual needs
(based on the assessment) and training goals. This involves flexibility in adjusting or switching
training techniques that aren't working, and it assumes a repertoire of available training
techniques from which to choose.

Expertise—teaching more than what is available in a training manual or that is involved
in basic procedures by passing on experienced-based know-how and judgments, such as
detecting anomalies, recognizing opportunities, anticipating and preventing problems,
compensating for errors.

Goals—setting and clarifying realistic learning and performance goals that are based on
assessment of progress and organizational timelines and requirements. Making explicit to the
trainee the overall training goals and the plan for attaining them, and regularly making clear
the link between current training activities and overall goals.

Climate—creating, maintaining, and adjusting a climate that is conducive to learning. A
conducive learning environment is open, supportive, and non-threatening, and it invites honest
disclosure from both trainer and trainee.
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Ownership—promoting a sense of ownership in the trainee by offering opportunities
for the trainee to take responsibility for his or her learning and skill attainment. This can
include mutual goalsetting, and a collaborative approach to assessment and tailoring of
instructional techniques.

The relationships among the seven functions that are depicted in this model are based
on qualitative analysis of our data. Across four varied domains and six researchers who
interviewed and/or observed OJT providers, these relationships tell the story of what we
found: The functions of assessment, instruction, and goal setting are tightly interrelated.
Injecting expertise into the content of what is being taught is related to the function of
instruction. These four functions form the core of the content-saturated functions of OJT. That
is, they relate most directly to the specific content of the job that is being taught.

The functions of promoting ownership and climate setting are less content-saturated
than the other four, although they do involve job-related content. But, these two functions
relate more directly to the atmosphere, or tone that accompanies the process of providing OJT.
Finally, the function of learning management is a super-ordinate function. That is, an OJT
provider's general ability level on each of the other six functions is necessary but not sufficient
to describe learning management ability. This is the big-picture function, and one that requires
a proactive approach to helping someone learn.

Characteristics of the Model

There are four characteristics that describe what this model is, and what it is not.
Below is a discussion of these characteristics:

a descriptive model
a cognitive model
a holistic model

a useable model

A Descriptive Model

We have developed a descriptive model of OJT. It is descriptive in that its elements
(i.e., OJT provider functions) represent what we found actual OJT providers know about,
think about, and attempt to do when training someone on the job. (Of course, OJT providers
differ in their general knowledge and abilities related to each of the functions.) Further, its
elements are consistent with adult learning and teaching principles found in the literature. For
example, setting a climate conducive to learning and promoting ownership are two of six
frequently cited adult learning principles (Knowles, 1987). Likewise, the inclusion of a
function for sharing expertise, while absent from other OJT models, is consistent with our
own research on expertise.
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A Cognitive Model

One of the goals of this project was to develop a cognitive model of OJT, as opposed to
a task model of OJT. The distinction is analogous to the one made in the task analysis
literature between Cognitive Task Analysis and Behavioral Task Analysis. Traditionally, jobs
have been studied using Behavioral Task Analysis in which the job is decomposed into
observable, specific behaviors. The behaviors can then be listed as a set of procedures.
Presumably, one could complete the task by simply following this list. Cognitive Task
Analysis goes one step further, emphasizing the cognitive elements of the task—the elements
that require thought, reflection, judgment, etc. while performing the tasks.

In many cases, the complete task cannot be fully specified by, or reduced to a list of
behaviors or procedures (Howell, 1993; Means, 1993; Means & Gott, 1988; Means & Roth,
1988; Redding, 1990; and Roth, Woods, & Popple, 1992). These are the aspects of task
performance that require some degree of judgment or expertise on the part of the human.
Cognitive Task Analysis attempts to document these cognitive aspects that relate to task
behaviors so that the cognitive aspects can be considered explicitly when designing an '
application.

Similarly, our cognitive model of OJT depicts functions associated with not just the
behaviors required to be a good OJT provider, but also the cognitive elements that are
necessary to train others (Means, 1993; Means & Gott, 1988; Means & Roth, 1988; and
Redding, 1990). Our literature review and in-depth interviews with 33 experienced OJT
providers in three different work domains and abbreviated interviews with seven OJT
providers in a fourth domain were the sources of information about these elements. It is clear
from our interviews that good OJT providers are not simply following a list of procedures.
They are thinking about what they are doing and managing the learning process.

For example, as depicted in Figure 2.1, one element in our model is instruction. This
element, or function, subsumes behaviors such as demonstrating a procedure, telling why
something should be done a certain way, or giving hints as the trainee tries to learn something
new. Listing these behaviors is not enough, however, to give a complete picture of good
instruction. The definition of the model's function of instruction goes beyond simply naming
or describing these procedures, and includes the requirement of flexibility—knowing how and
when to use different instructional techniques. So, for example, if an OJT provider were to
use the hint-giving strategy indiscriminately, the learner might interpret this as badgering or
lack of confidence, or the learner may begin to rely on the hints too much and not engage in
independent thinking or problem solving. The OJT provider must choose an appropriate
instructional technique for a specific learner in a specific situation. The OJT provider must
also monitor his/her own delivery of the technique as well as the learner's reaction to the
technique. It is these cognitive elements that fill out the picture of good OJT.
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A Holistic Model

Although our model depicts seven functions of the OJT provider, the purpose of
representing these as individual functions is not to impose an artificial decomposition on what
we actually believe to be an integrated process (i.e., the process of providing OJT). Rather, it
is an attempt to make accessible for study and discussion the array of cognitions (e.g.,
reflections, plans, judgments) and purposeful behaviors (e.g., telling, showing, using humor,
being patient) that compose OJT providers' knowledge and skills as they engage in training
someone.

Once having distinguished these functions, the temptation is to list particular behaviors,
or OJT practices, that serve a particular function. But what we found when we interviewed
OJT providers, which was corroborated in our literature review about tutoring and coaching,
is that any one OJT practice can and often does serve multiple purposes. For example, asking
open-ended questions can serve all of the functions of the model; we will demonstrate by
discussing its effects on five of them.

Open-ended questions such as: "If we had an equipment casualty, how would you
ensure that the main gun gets bore-sighted?" or "Why do you think it is important to follow
these steps in the procedure?” can be used to assess the learners' level of knowledge and
clarity about the topic. What gets discovered will influence the way the OJT provider sets or
clarifies the training goals. For example, a gunner might have passed tests about how to do a
bore-sighting, because he has the procedures down cold, but he may not be able to apply them
in a difficult situation.

The practice of asking open-ended questions can also serve an instructional function in
that it invites trainees to think about and construct their own understanding, which results in
more elaborated and more useable knowledge than what results from answering closed
questions with right/wrong answers. Additionally, this practice can be used deliberately to
influence the learning climate by demonstrating an open, supportive stance towards trainees—
one in which they realize they won't be embarrassed and where their developing understanding
will be valued and augmented. This practice can also be used to promote a sense of ownership
in trainees regarding the training process and their attempts to reach proficiency. By being
asked to put things in their own words, trainees are invited to own what they are learning, and
they are therefore more motivated to learn.

Of course, the reverse can occur: Asking open-ended questions before a trainee has
enough knowledge or experience to be able to formulate a reasonable answer, or asking them
in a threatening way, or phrasing questions too vaguely for the trainee to know what you're
really after, will lead to negative impacts within the OJT functions.
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So, as an OJT provider who's learning how to be a better trainer, what's important is
not that he or she dutifully asks a number of open-ended questions (because it's on a list of
trainer "to-dos"), but rather that he or she's motivated to engage in the full range of functions
that constitute good OJT. This means he or she's watching for the effects of any one OJT
practice on all the functions. That he or she begins to see how attempts to assess or instruct
affect the learning climate and the trainee's sense of ownership; how attempts to impact
climate or ownership also relate to assessment and instruction; how goal-setting is affected by
assessment and vice verse, etc. In short, how actions taken in service of any one function
affect the others and the total training process.

A Useable Model

Another characteristic of this model is that we intentionally created a user-friendly
representation of our findings. We wanted the model to be useable as a framework for helping
OIT providers improve their knowledge and skills as trainers. Our goal was to produce an
intuitively appealing model that captures the critical functions of providing OJT. As we wrote
in our literature review (Zsambok, Crandall, & Militello, 1994), "Our judgment is that there
is an 'art' of OJT provision. The art lies in the OJT provider's mastery of a flexible approach
to interacting with and instructing the trainee. The trick is to offer a structure for OJT
providers to follow that allows the art, instead of obliterating it" (p. 52).

Therefore, the level at which we depicted OJT functions is not so high that it fails to
clarify beyond the obvious (where "everything is everything"), nor is it so low that it becomes
a list of "to-dos" that produces "brittle performance” in OJT providers (Wehrenberg, 1987) or
that is too cumbersome for them to remember and use.

Development of The Model

Now that the model has been described, we will summarize the emergent process from
which it was derived. A detailed description of the model’s development lies beyond the scope
of this report, but we will describe the information sources we used and we will briefly
explain how these information sources were incorporated into our model development process.

We developed this model through an iterative process. In our Phase I pilot study, we
began to see evidence of cognitive elements involved in providing OJT (Crandall, Kyne,
Militello, & Klein, 1991). This study was based on preliminary research with OJT providers
in two domains and on a brief literature review. These OJT providers were either music tutors
or nurse-preceptors in a hospital's telemetry unit. This study highlighted the critical
interrelation between the functions of assessment and instruction during OJT which primed us
to include questions about both the cognitive and the behavioral aspects of these functions in
our continued research with OJT providers. For example, we probed our interviewees not
only about specific instructional techniques they used in particular instances, but also about
how and why they chose them. Often, this led to descriptions of assessment techniques and
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disclosures about their awareness of the importance of assessment in tailoring instruction and
adjusting goals.

A second information source was a more thorough review of literatures on OJT,
tutoring, coaching, cognitive apprenticeships, mentoring, adult learning, and the like, which
we conducted in the Phase II effort (Zsambok, Crandall, & Militello, 1994). This review led
us to the conclusion that the quality of the interaction between trainer and trainee would be
important to maintaining an effective learning climate, and that this function is not made
explicit in extant models of OJT. Likewise, the adult learning literature includes the
prescription of promoting a sense of ownership by the trainee in the learning and training
process, but this function also is not explicit in extant OJT models. Additionally, consistent
with all the literature we reviewed is the importance of the learner's knowledge of ultimate
goals of the training, and of the need for the trainer (or the trainer/trainee dyad) to generate
both long-range and short-range goals that are consistent with trainee progress.

A third source of information came from pilot interviews, which were conducted in
tandem with our literature review. We conducted pilot interviews in three domains for the
purpose of discovering what OJT providers actually think about and do. This information
supported our views about the necessity of including in a description of the cognitive elements
of OJT these five functions: assessment, instruction, goal setting, climate setting, and
promoting ownership.

A fourth source of information about OJT came from our early pilot training programs
with OJT providers in a utility company. A variety of workshop activities provided support for
the view that these five functions are required in order to capture the nature of what these OJT
providers do and think about when training others. Furthermore, this workshop provided an
opportunity for us to explore the role of the OJT provider in passing along his or her own
domain expertise. Our background in the study of expertise led us to suspect that sharing
expertise—teaching trainees shortcuts or tricks-of-the-trade that are borne from experience and
not from procedure manuals—would play an important role in OJT. Findings from the
workshop convinced us that sharing expertise should be added as a sixth function.

We added the function of learning management to our model of OJT as a result of
synthesizing our findings from the Phase II literature review with pilot interview data and
information from participants at our pilot workshops. It became obvious to us that it is
possible to distinguish between the least mindful OJT providers and the most mindful ones. On
the low end are trainers who merely follow a manual that tells them when to teach which sub-
task or trainers who repeatedly demonstrate how to do tasks and expect the trainee to
eventually "get it." On the high end are those who actively figure out what to do to help
someone learn—who manage someone else's learning process. And, we believed this
management function was more than the "sum" of knowledge and performance on the other
six functions. We began to see from our interviews and from participants of our pilot
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workshops that learning management requires a "big picture” view—standing outside the
training process, sensing how activities fit together and impact the trainee, reflecting on
progress across the six functions, generating or adjusting overall plans accordingly, and
creating or scizing learning opportunities whenever possible.

We generated preliminary definitions for the OJT provider's functions, which were
meant to guide us in designing an interview plan that would allow us to fully explore cognitive
elements of the OJT providers' job. These definitions were refined as the project progressed,
but their basic meaning remained unchanged throughout the data collection and data coding
period. These definitions were listed at the beginning of this section.

Data gathering occurred at different times for each of the tracks. Our process was to
meet early in the data gathering effort of each track and determine whether we were getting at
the cognitive elements of our interviewees' OJT jobs with the in-depth interview methodology
we had designed. We also challenged ourselves to look for evidence of additional OJT
provider functions. What we found through these discussions was that OJT providers appeared
to be engaging in similar practices across tracks, but that they emphasized certain functions
more in one track then another. We also discovered that OJT providers were better equipped
to act as trainers in certain domains compared to others. What we did not find in these
discussions was evidence of practices related to other OJT functions.

We again questioned the face validity of these functions as we designed our data coding
process. The basic issue was whether we felt we could account for what we had heard and
seen by coding OJT providers on their reported ability level for each function. From what we
had learned during the interviews, we felt it was important to distinguish between an oJIT
provider’s awareness of a function versus his or her reported skills in performing it. We
designed a pilot coding scheme and independently coded a few interviews to see if agreement
levels across coders warranted further data analysis of this kind. Initial agreement levels were
high, so we continued with this process. As we will report in subsequent sections about each
track, statistical tests of reliability revealed high correspondence across coders.

The cognitive model that is presented in this report, then, is a descriptive model. It
attempts to portray the holistic nature of the OJT providers’ job. The model is based on what
we learned in this project. Rigorous empirical validation lies beyond the scope of this project
and remains an interesting project for future research. The strength of the model is that it has
proven very useful in:

e designing interviews that get at the core of the cognitive elements of OJT providers'
jobs

® designing reliable coding processes for interview data

e providing a framework for OJT providers to understand their role and functions
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® designing skill-building activities that help OJT providers improve their training

performance
® designing methods to prepare OJT providers to train others in their OJT delivery.

We also think the model makes a contribution to the literature on OJT. As discussed in

our literature review (Zsambok, et al., 1994), we were unable to find a cognitive model that
specifies a full range of OJT provider functions, as this one does.
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SECTION 3: OJT IN A FRANCHISE RETAIL ENVIRONMENT
Goals
The goals for our investigation of OJT in a franchise retail environment were:

1. To understand how OJT is conducted by experienced people in a non-military
~ domain so that:

a. comparisons to OJT in the Army could be made,

b. development of prototype OJT training programs for the Army could take
advantage of OJT practices identified elsewhere, and

c. our model of OJT could be tested for generalizability in a non-military domain.

2. To satisfy the dual-use requirement of the SBIR program by positioning ourselves
in a large market (the retail franchise market) with high potential for commercial
applications of the OJT products developed through this project.

Snapshot of OJT in this Setting
The Tasks

OJT in this environment is delivered mostly while newly hired workers are actually
doing their jobs. Some orientation (e.g., viewing videotapes) and practice (e.g., role playing)
occurs off-line, as will be described below. But, in this domain, OJT meets the standard
definition provided in the literature; namely training while on the job.

We studied how OJT is delivered to new employees below the owner or manager level
in a small-store retail environment in the photographic industry, hereafter, the "retail
company. " The tasks these employees are trained to perform are typically considered to fall
into either two or three categories. Printing from developed film is one of the categories.
Counter skills and customer service is another category. This includes a host of tasks such as
taking orders, film processing, promotional and ancillary merchandise sales, using the cash
register, and general customer service. Some OJT providers also include quality checking
skills (determining if each order of prints meets quality standards) in this category; others treat
it as a separate category, or "position” in their store team, and train for it accordingly.

! This company wishes to remain anonymous. We gratefully acknowledge their
willingness to participate in this research project by donating their time for lengthy interviews,
by offering logistics and administrative support, and by participating in meetings to discuss the
outcome of the research.

16




Klein Associates Inc. OJT in a Franchise Retail Environment

The complexity and dynamism of tasks to be trained varies from simple (e.g.,
following procedures for order taking and film developing) to moderately complex and
dynamic (e.g., making color-balancing decisions during printing or quality checking; using
judgment about how far to go to satisfy a difficult customer). Among the skills associated with
the more complex tasks are perceptual skills required to detect and correct subtle hue, density
and brightness inconsistencies both within a print (e.g., flesh tones on a snowy background)
and across prints in the same order (e.g., amount of cyan they need to add when printing
indoor versus outdoor and day versus night shots so that individual prints are true to color, yet
"coolness” versus "warmth" of the overall order appears consistent).

Other moderately complex and dynamic skills are interpersonal. Virtually every OJT
provider reported that it is extremely difficult for most people to learn how to sell products
when customers do not explicitly ask for them. Initially, salespeople feel they are pestering
customers when they suggest special products and services. It takes months to teach new staff
how to genuinely offer this information in a helpful, confident manner. Elements of this skill
include direct eye contact; confident, smooth and fast delivery of key points; "reading”
customer body language; judging when to stop talking and when to continue. Likewise,
handling customer complaints by figuring out ways to solve their problem rather than
defending standard procedure or policy is another moderately complex interpersonal skill that
OJT providers in this domain must train.

The OJT Providers

In this domain, the OJT provider is nearly always the supervisor of the trainee, and
generally serves in a managerial role in the retail store. In company-owned stores, OJT is
provided primarily by store managers; sometimes a part of the OJT is provided by a district
manager. In franchisee-owned stores, OJT is provided either by the owner, a store manager,
or the combination of both. Occasionally, a regional manager provides a portion of the OJT in
franchisee-owned stores. Our generalizations about OJT in this domain are based on interviews
with all of these types of OJT providers.

The Training
Timin

Basic training for customer service and counter skills is generally expected to take from
30 to 40 hours. Quality checking typically is taught in the first week of training also, along
with customer service and counter skills. If so, this lengthens the total training time to at least
40 hours. Some new employees are expected to learn only these two skill sets (i.e., customer
service/counter and quality checking); others are hired to be only printers; still others will be
expected to learn all positions. Learning basic printing at acceptable levels of quality, speed,
and paper waste (for "re-dos") takes several weeks. But learning to print quickly and
accurately during high-volume times takes months of experience. In general, OJT providers
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consider initial training to be "done" when trainees can be left in the store in the manager's
absence, with the normal number of other employees, and be expected to function relatively
independently in their position. By "relatively independently,” they mean a variety of things.
In general, this includes having confidence that the new employees can be trusted not to make
certain irreversible mistakes (e.g., developing film in the wrong chemicals), and that they can
deal with customers comfortably and appropriately. It also means they have a low error rate
on normal procedures, and that they don't need to ask for assistance so often that other
employees can't get their jobs done in the expected time.

We should add to our above generalizations about the timing of training that virtually
all OJT providers were reluctant to state how long training takes until they consider someone
"done." They see training as an on-going activity: "There are always new situations to learn
from;" "You can always increase your sales levels with customers and I try to help them with
that all the time;" "I can always use general store management help, so I'm always teaching
someone a part of my job." Because we needed to bound our research efforts, we concentrated
on understanding the way basic training is offered at the beginning of a new employee's
hiring.

Materials

Materials for trainees are available from the corporation in the form of videos,
employee manuals, job aids, and proficiency tests. A manual for the OJT provider is also
available. It describes how to introduce these materials to trainees, estimates the amount of
time it should take to teach basic skills, offers suggestions on how to teach the skills, and
describes how and when to administer the tests. OJT providers vary widely in their use of
these materials. Some use only the videos, others make use of a few of the materials, while a

few OJT providers use all of these materials.

The company developed the trainee materials as basic building-blocks for OJT; they
expect OJT providers to augment them with a great deal of personalized, interactive, hands-on
activity. The OJT provider manual offers general guidelines about how to accomplish the
training and a few step-by-step examples; it is not expected to actually train the OJT providers
in broad OJT functions and skills. The corporation is aware that offering training to OJT
providers is the next step they must take in order to improve the quality of OJT delivery
throughout their system. ’

Speed/quality Trade-off

In this domain, it is important to get new hires up to speed as quickly as possible. In
some stores, new hires count against productive labor hours from day one, even though they
are a second person on the payroll for the position they are learning from the OJT provider.
Therefore, they temporarily lower store profit. In other stores, a new hire's labor hours are
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exempted from productivity statistics for two to five days, but after that time they are counted
in the labor pool. Therefore, their initial training cost is borne by overhead, which also lowers
profits. With either accounting practice, because many stores hire new people on a monthly
basis, if trainees can't quickly become independent on a sizeable subset of their tasks, the
additional labor hours for backup employees creates an untenable financial burden by cutting
into their profitability. Additionally, if the trainees can't pick up excellent sales techniques
quickly, they will dilute storewide sales and profits.

On the other hand, because this is a "high-end" retailer, there is an emphasis on
customer service, and on product quality as essential to profitability. The loss of disgruntled
customers in businesses like this has been estimated to cost thousands of dollars annually per
store, in terms of unrealized sales both to lost customers and to "new" customers who never
materialize due to word-of-mouth from the disgruntled customers. Therefore, the drive to
hasten the training process is tempered by the drive to produce associates who are capable of
offering a very high level of customer service and product quality.

These two drives play out with differing amounts of emphasis in different OJT
providers. Some feel they must hurry the trainee along and hope for the best; others
emphatically refuse to teach new skills unless trainees are comfortable with current ones.

The Trainer/Trainee Relationship

The relationship of OJT provider to trainee in this domain is inherently one of
supervisor (or owner) to subordinate. OJT providers vary in their sensitivity to trainees'
potential tenseness or anxiousness during learning as a result of this relationship. They also
vary in their skills at alleviating anxiety (as a part of the general function of setting a good
climate).

Typically, OJT is offered one-on-one by the OJT provider to a single trainee.
However, some OJT providers make liberal use of other store employees in the training
process. Once they have established with trainees the basics of how to perform particular
tasks, they will encourage trainees to watch other employees, ask them questions, and learn
from them as well. In general, these are the OJT providers who value a store team approach,
and they see the training period as an opportunity to initiate the trainee into the store team
culture and to reinforce the team approach in existing employees.

Summary of Findings

OJT is the means by which newly hired non-managerial employees receive training in
this company's retail stores. It is understood by the corporation that this is the training vehicle.
Yet, the person who provides OJT (primarily, store owners or store managers) does not
receive any training from the company about how to train others. The company does provide
basic aids for OJT providers such as videos and training manuals, but these are not designed to
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train the full range of OJT provider functions. Given this situation, it is not surprising that our
study revealed inconsistent OJT performance in this company. It also revealed that our model
of OJT is applicable in this domain and that it serves as a very effective organizing framework
for studying how OJT is delivered and for evaluating the results of the study.

More specific summary findings are as follows. First, although by design we
interviewed OJT providers whom the company thought were among their best, we were able
to discriminate among them and identify individuals who have high, medium, and low global
OJT reported ability relative to each other. This means there is an opportunity to improve OJT
delivery in this company in virtually all of their OJT providers, even among the "cream of the

crop.”

A second finding concerns consistency within the high, medium, and low categories of
OJT providers. It appears that the low group is less consistent in their awareness and reported
performance of OJT functions and of other OJT skills we measured than is the medium or high
group. Third, the low and medium groups appear somewhat more aware of the functions than
they are able to perform them. The meaning we derived from these findings is that the better
the OJT provider, the more he or she develops a consolidated picture of the variety of
functions and skills that constitute high quality OJT, and the more able he or she is to perform
all of them at commensurate levels.

Finally, concerning OJT strategy use, we found that across all these OJT providers,
there is a large number of techniques they can describe when asked how they perform OIT.
But, the number of strategies mentioned by any one OJT provider varies considerably; there is
evidence that many should increase their repertoires. And, most OJT providers do not mention
using the more difficult or advanced strategies. On the positive side, a majority of OJT
providers use not only one-way communication (e.g., telling), but also interactive
communication, and they frequently use strategies designed to set a comfortable learning
climate.

Research Method

Participants

Participants were 16 store owners, store managers, or district managers with
experience as OJT providers in this company. We requested that the company arrange
interviews with highly experienced people because we wanted to understand the breadth of
OJT practices within a given domain. The company was able to arrange 13 interviews with
people who had three or more years of OJT experience at the firm. The other three
interviewees had from .75 years to 1 year experience. Participants’ average OJT experience
within this company was 4.9 years, with a range of .75 years to 9 years.
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Interviews

Each interview lasted about two hours. Two interviewers were present at all but the
first interview (where three interviewers were present) and the final three interviews (which
were conducted by a single interviewer). Interviewers took comprehensive notes during the
interview. All interviews were taperecorded for later reference in case the notes proved
unclear or incomplete.

Interviews consisted of three main parts: 1) questions about the interviewee's history as
an OJT provider prior to and with this firm; 2) a case account of a recent and typical OJT
experience; and 3) 15 open-ended questions designed to reveal additional information about
OJT providers’ knowledge and skills that may not have been applicable in the case they
described, but which played a part in their general approach to providing OJT. See
Appendix A for the interview protocol.

For part two of the interview, we followed procedures for a Critical Decision method
(CDM) interview. The CDM is a semi-structured interview technique derived from Flanagan's
(1954) critical incident technique. Klein (1993) provides a description of the CDM technique.
Briefly, we asked the OJT provider to describe what happened from beginning to end of a
recent training case. Then, the interviewers went back over the account, using a timeline they
had constructed during the initial case description, to clarify and probe for elaboration on
points of interest. We were primed to seek elaboration on specifics like: how they knew to
train particular tasks in particular ways or at particular times; the details of instructional
methods they used; what they were noticing in the trainee during their interaction with them;
how they noticed and resolved interpersonal or motivational difficulties with trainees, etc. We
also wanted to uncover as many OJT practices as possible that the OJT provider used so that
we could test the comprehensiveness of the model.

Data Coding

The descriptions that follow relate not only to the retail track, but also the other two
tracks.

The Coding Form

We developed the coding form after all interviews were complete and after a summary
had been written about the interviews and had been read by each coder. First, because our
initial ideas about a seven-function model of OJT had guided our data collection, we generated
one question for each of the seven functions in the OJT model, which would allow us to rate
OJT providers for awareness as well as reported performance level on each function. Here, we
used a 4-point scale ranging from "completely lacking" to "high" on their awareness of each
of the functions. Similarly, we used a 4-point scale ranging from "absent" to "high" on their
reported performance of each of the functions.
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Next, because we wanted to give ourselves the opportunity to track any other
meaningful constructs that could be used to discriminate among our interviewees, each
interviewer independently sorted the OJT providers into reported ability categories of high,
medium, and low, based on our global impressions of them. We described our reasons for
placing them in these categories. Any of these reasons that were not explicitly contained in the
definitions of the seven OJT functions, or that were sub-parts of functions which we wanted to
code individually, became the source of additional questions on the coding form. Some
concerned factors of interest only to the retail company (e.g., emphasis placed on training the
company way); others concerned behaviors or OJT provider attributes related to the seven
functions in the model. Examples are: the size of their repertoire of OJT skills ("none" to
"extensive") and their flexibility in using it ("none" to "high"); the regularity with which they
check on the trainee and take the trainee's point of view ("never” to "always").

In addition, we were interested in tracking our overall impressions, such as the general
store climate ("poor" to "superb”), attention to merging the trainee into the store culture ("no
mention” to "strong emphasis"), and the quality of OJT that we believe the OJT provider
thinks he/she is providing ("poor” to "superb"). Finally, we included on the coding form a list
of 57 specific practices that an initial review of most of the interview notes revealed as being
mentioned at least once. Examples are: "be accessible but not on top of," "ask how it's
going," "offer hints," "pose open-ended questions.” Our purpose was to track the number of
OJT providers who mentioned using each of these practices. See the results sub-section,

Table 3-4 for a listing of these practices.

See Appendix A for the coding form.

Prior to coding the interview data, we independently sorted OJT providers into
categories of high, medium, and low overall “ability” levels, based on a very global
impression we had formed of them. This impression had been formed by each of us from all
the things the OJT providers had said in their interview, in the context of all we knew from
interviewing many other OJT providers in this and other domains. As discussed above, this
sorting was done primarily to determine whether there were additional questions to be added
to the coding form that would be useful in discriminating among the OJT providers. However,
since we discovered that we were able to come to consensus about their placement with only
minimal discussion, we realized there was a second use of this sorting process: we could
determine the relationship of ratings on individual questions to the overall rating.

Before we could become reliable coders, we needed to calibrate ourselves. All three
interviewers had participated in the first interview, so we all independently coded that
interview and then discussed the reasons for our ratings. Subsequently, to avoid drift away
from standard, each pair of interviewers independently coded no more than two interviews
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before they discussed their ratings and came to consensus on a single data point for each
question on which they differed. Coders rated only interviews for which they had been
present. They used their interview notes and the audiotapes where necessary.

After all the OJT providers' interviews had been subjected to this rating process,
reliability analyses were conducted on the original ratings from each pair of coders. For the
dichotomous variables (N= 23 items), agreement was 89%. For the nominal scale variables
(N= 27 items), the average Pearson Product Moment Correlation value was .71. Both of these
indices of reliability are in the acceptable to good range. Therefore, we concluded that all
three interviewers were using the coding forms reliably. Given these high reliability values,
we were not concerned that only one interviewer could be present for the final three
interviews and that subsequently only one person would code these interviews.

Results

Descriptive Results

~ One way to describe OJT in this domain is through the perspective gained from

empirical analyses of OJT providers’ skills and strategy use, which follows in the next sub-
section. That section may take on more meaning if the reader first gets a "feel" for what good
OJT providers actually look like in this domain, or how they think about what they're doing.
We have produced the following narrative of quotes from our interviewers which is intended
to draw this picture. It is written in first person from the perspective of the OJT provider, and
it is interspersed with counter-examples to draw the contrast of what poor OJT practices look
like. (We should note that these poor practices, while real, are not the norm in this domain.)
The narrative is a composite of quotes and paraphrases from several different OJT providers,
and therefore portrays a fictional, yet representative, provider of good OJT in this domain.

"My philosophy is that this is a fun job, where we can have a good time
working together. Our product is one that inherently makes customers happy.
We really do put out excellent quality on our products and we're several notches
above other retailers in knowing how to treat customers—this is something we
can all take pride in. Sure, we get overloaded at times and things don't always
go well. But people should get satisfaction out of working here, and they should
walk away with some life skills they didn't have when they came. We all respect
each other here—staff to staff and staff to customers. This is what I try to get
across the very first morning when new employees begin their training.”

[Contrast: "These people don't get paid much, and it's not fair to expect much from
them. It's hard to find people who are going to care. They're just using this as a stepping
stone to another job. We made a rule that one of the owners has to be in the store at all
times."” This OJT provider mentioned he has trouble with high turnover, with training, and
with employees who don't show much initiative.]
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"So, it's important to start with the philosophy—what our business is all about,
how we treat customers, how we work together. And to give them a big picture
of their job, to show them how what they do affects the job others do, and to
show them what they'll be learning during training. But, when I show them
what they'll be learning, I'm careful not to overwhelm them with too much at
one time—I watch their eyes to be sure they're not glazing over. And, I don't
want to scare them or have them lose their confidence that they will be able to
master the job."

[Contrast: "You just have to throw them in the pool and see if they swim. I tell them to
watch me—to watch the others. They'll pick it up."] :

"If you're not careful, you'll set up a situation where they'll 'yes' you to death.
You'll be going on about how to operate the register or how to do color
balancing—there's a lot of detail in these things, a lot of procedures, and you
have to do them right. You'll be asking as you go if they understand and they'll
be nodding. But how can they know if they understand? After you show them,
you have to let them try it, and you need to be there to help. They stay more
interested and they learn better if you set things up so most of the time they're
asking you the questions.”

"Sometimes they get stuck. I try to give hints. Like when Jerry was learning the
register. He couldn't figure out what to do next. I said 'Was it on the menu?’
'No.' 'Was it the repeat key?' —no answer. 'Well, what is on the repeat key?’
‘Idon't know.' 'OK, then, what's left?’ 'Oh yeah, the help key.’ Now, I could
have just hit the help key, but by not having him think about it, he wouldn't
learn as well. But I'll tell you, I've had supervisors do this sort of thing, and
when it feels like they 're grilling you or they 're disappointed in you, that's
awful. That's when my mind would freeze and I couldn't do anything. See, it's
not the technique per se. It's your attitude while you're doing it. If you're there
to help someone learn, they feel it. That's what counts.”

"It's like the ring around game I made for teaching color balance. I put a good
print in the center, and I make a ring around it of off-balance prints from the
same negative. For each print in the ring, I ask, 'Can you tell what's off? How
would you correct it?' I make it fun, I use humor. They all like the game. But,
this only teaches how to recognize a print that's way off. To teach fine
discriminations, I've made up flash cards of prints that are only off by a little. 1
hold them up—really, to everybody, not just new hires—and people call out
what's wrong. That way we all stay sharp, and the trainee sees other people
make mistakes too, and that it's OK.”
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[Contrast #1: "I just find myself repeating and repeating myself. That's one of the
things I really dislike about this job. People take such a long time to learn things. You just
have to keep telling them over and over."]

[Contrast #2: "I try not to yell at them."]

[Contrast #3" "The thing that bothers me most is stupid people. I just don't have a
tolerance for that."]

"Another big thing is to make sure trainees feel comfortable. I don’t ask them to
take on new tasks until they 're comfortable with what I've given them already.
You can tell if they're comfortable—they look natural and relaxed, they don't
pause or hesitate. Sometimes they ask to learn new things. And, it's a good idea
to ask them at the end of the day whether they feel ready to move on.”

[Contrast #1: "No, I don't ask them how it's going. We don't have time to wait around
until trainees are comfortable—I just have to make them do it."]

[Contrast #2: "Brian had been on nothing but film prep and light counter skills for his
first week. He asked if he could move on to other things. I told him 'no’' —that he'd move on
when I thought he was ready. Actually, I thought he was doing well, and it was probably
getting pretty boring for him, but I wanted him to really over-learn everything. "]

"One of our major goals is to be friendly with customers. I spend a lot of time
doing role playing with my trainees so they aren't nervous and they project
confidence. Selling is especially hard for some people, so I help them find a way
to do it where the customer will experience it as a service. We go over the role
plays in detail, like in the ring around game. Where they stumbled, I ask them
to generate alternative ways to handle the situation. If they can't come up with
an idea, I give them some and they practice to get them into their own words.
They need to learn new ways of working with the public, but they need to feel
natural doing it. That's why practice with real specific feedback and discussion

is so important.”

[Contrast #1: "In this business, you need to be outgoing. I tell my trainees to 'get a
personality!'"]

[Contrast #2: "It's almost impossible to teach customer relation skills. It's not like
teaching printing. You don't have anything physical to point to or compare to something else.
Role playing isn't an answer—nobody ever takes it seriously. "]
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"If somebody isn't getting it in a reasonable amount of time, I try to say ita
different way, or to demonstrate what I mean in a different way. Or I'll just ask
them how they think I can do a better job of helping them to understand.
Sometimes this works, but sometimes you need to help them figure out what the

problem is.”

[Contrast: "I must have shown her how to notice when the film was about to jump the
track at least 10 times. Each time, I showed her exactly the same way. She just couldn't get it,

so I gave up."]

"Everyone wants to know how we develop employees with so much initiative.
It’s simple. If they're not afraid to try things, if they know they're allowed to
make mistakes, they'll take initiative. I tell them, 'There's only one
irreversible mistake you can make: sending the film through the wrong
developing chemicals. We train and train and train on that, so you probably
won't ever make that mistake. Everything else is fixable. If you have a
dissatisfied customer and you can't please them, pass them on to someone
else. That's our rule—please 'em or pass 'em. We've all passed 'em from
time to time. If you print the negatives out of balance, well, print them
again. If you're having too much paper waste, we'll figure out how to help
you get it down. If your sales are low, we'll practice your ‘pitch.’ This is
what I say to trainees, and these are the things we talk about in our store
meetings. This stuff is important to all of us, all the time.”

[Contrast #1: "When I'm at the counter, I listen with half an ear to what my employee
is saying to a customer. If I don't like what I'm hearing, I butt in. I know I shouldn't do this,
but I just can't help myself. It's especially bad when I do it with a trainee. "]

[Contrast #2: "You can't teach some people to print, and you can't teach some people
customer relations. You find out who's good at what, and you just keep them on that

position. "]

"On day one of the training, I give trainees a break in mid-morning. I say, 'Go
explore—just observe—then come back and ask me any questions you have.’
Rather than saying 'here’s this, here's that' —if they explore on their own, this
gives them a start in generating questions. It's them coming to you, not you
lecturing them. And, it helps break the ice so they get used to asking you
questions and they know you won't embarrass them."

[Contrast: "I tell them right away, the first day. If you don't ask me questions, I'm
going to assume you don't have any. It's up to you to let me know what you don't know."]
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"I reinforce what the training video and the employee manual is trying to teach
trainees. I usually interrupt the video at several places and say something like:
'Just tell me in your own words what the video is saying', or 'what are you
learning about now?'. Asking open-ended questions helps them to learn, and it
lets me know where they're going to need extra help from me. Also, since I
know they always think the actors are stiff and funny, it lets me assure them that
the value of the tape is to teach these three basic things, and that we'll spend a
lot of one-on-one time working out the style issues.”

[Contrast #1: I don't use the training tapes. In this part of the country, that's not the
way people act. You're teaching the wrong things if you expect trainees to mimic the actors."]

[Contrast #2: "Sure, I ask open-ended questions. On the first day, I have trainees take
home the card which explains one of our promotions. I say: 'This is about money. Study it.’
Next day when they come in, I say: 'OK, how are you supposed to sell the program?'"]

"We have a team approach to running the store, so I incorporate that into the
training. Everyone gets involved in the training. I introduce trainees to everyone
the first day. I tell trainees what each person is especially good at, so they can
go to them to learn tricks-of-the-trade after they've learned the basics. And,
right from the start, I have different people demonstrating certain things to the
trainees. Periodically we talk about this as a group, maybe in a store meeting or
maybe informally, like over lunch. Just to be sure we're all going in the same
direction and the trainee isn't getting confusing signals. Trainees discover they
can ask anyone anything, and this helps them learn. Plus, teaching others keeps
all of us sharp—sometimes we discover we're not practicing what we're
preaching. And, by doing it as a group, it helps keep our team spirit up.”

[Contrast #1: I don't like other people teaching trainees the basics. I don't know what
they'll teach them. I want them to learn the right way, from me.]

[Contrast #2: "The rest of the employees will always gang up on the new hire. I've
never seen it to fail. They'll find something the new one isn't good at and they'll just pick and
pick on them. I yell at them to stop it, but I haven't been successful. I had a new person quit
recently because they couldn't take it any more. As for store meetings, I tried those too but

they just became bitch sessions.”]

To summarize our descriptive account, we think that good OJT in this company is
characterized by OJT providers who see themselves as responsible for managing the learning
of trainees—actively seeking ways to help them learn—not just going through the motions
(e.g., endlessly repeating themselves); or expecting trainees to pick it up pretty much on their
own (e.g., throwing them in the pool to see if they can swim); or backing into the training
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process either hostilely (e.g., "you can't expect these people to care all that much”) or
apologetically (e.g., "we pay such low wages, you can't expect that much from them").

Another characteristic of a good OJT provider is their knowledge of the importance of
a good learning climate, along with their reported ability to set it up, maintain it, and take
readings on its health along the way. These are the OJT providers who talked about practices
that create an open, supportive climate which encourages trainees to explore and question, and
which (in our words) promotes in them a sense of ownership in the learning process and in
their progress towards excellent performance. Although it is doubtful that any of the OJT
providers we interviewed would disagree with this philosophy, some of them clearly do not
have the skills to put it into practice, and some violate this philosophy without knowing it.

Another characteristic of good OJT in this company is the reported ability to tailor
instructional practices to the trainee's needs while still meeting the training goals. Behind this
ability lies a sizeable repertoire of instructional practices, and the flexibility to select among
them in accord with their assessment of individual trainee needs and progress. These are the
OJT providers who could identify ways they work with trainees to diagnose the problem if
learning was not progressing as expected, or if performance was subpar. Related to
instructional practices is the sensitivity of good OJT providers to teaching more than the
basics, and incorporating expertise into training. One example concerns the OJT provider who
made sure trainees know who is particularly good at certain skills so they can go to them in
the future when they're ready to tap into their expertise. It is important to note that we heard
the least amount of information about sharing expertise of any of the OJT functions. We
believe one of the reasons is that much of what gets trained is procedural and routine. Another
reason is that those skills that do require expertise—customer relations and selling skills—are
seen by most of these OJT providers as difficult or impossible to train. Only a few of them
were able to describe ways they pass on their selling expertise (e.g., going over selling
episodes in enough detail to uncover weaknesses and then helping trainees to generate
alternative ways of handling the situation.)

Finally, good OJT providers in this company take a holistic view of training. This is
one of the aspects of learning management which is more than the sum of abilities on
individual OJT functions. In several cases, OJT providers described the way they used a
practice and the way they were thinking about its use, which meant a single practice was
serving many functions. For example, open-ended questioning was used as an assessment and
as an instructional practice. Further, there was a sensitivity to the way these questions should
be asked (in our terms, to maintain good climate, and to promote trainee ownership). These
OIT providers were sensitive to the need to watch for the effects of this question asking—to be
sure it wasn't being received by the trainee in a negative way (in our terms, that it wouldn't
degrade the climate or dampen trainee ownership in the learning process). Another way good
OJT providers demonstrated a holistic approach to training concerns the larger working group.
Some of the OJT providers were sensitive to the idea that what they did during training should
mirror the day-to-day workings of the group and their own management style. A good
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example was the OJT provider who incorporated trainees into the store team early on by
inviting employees to help with the training, and of reinforcing team unity by discussing the
process during team meetings.

In short, based on interview data with OJT providers, good OJT in this domain was
characterized by an awareness of the total role of the OJT provider, and by skills in being able
to perform the seven OJT provider functions.

Empirical Results

Ratings on Questions from the Coding Forms

Analyses of Means. Figure 3-1 depicts mean awareness and reported performance
levels on the seven OJT functions for the entire sample we interviewed (N = 16). We display
these data merely to provide a comparator for parallel analyses subsetted by the global ability
rating of high, medium, and low OJT providers. That is, our interest in this track was not in
the “average” OJT provider, but in differences across reported ability groupings of them.

High

Moderate

Low
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Figure 3-1. Mean awareness and reported performance of OJT functions by OJT-Ps in the
retail company.
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Although these results produce an irregular pattern of differences among OJT function
means, a general indication is that the three functions of sharing expertise, setting/clarifying
goals, and promoting ownership are functions for which OJT providers have less reported
ability compared to several of the others. Conversely, OJT providers appear to be more aware
and skilled at learning management, instruction, assessment, and climate setting.

We were more interested in investigating separate awareness and reported performance
levels for OJT provider groups of low, medium, and high “global” ability than we were in the
above results. Means for these three groups are depicted in Figure 3-2. Traditional parametric
statistics were not appropriate because of the small sample size (high, N = 6; medium, N = 6,
low, N = 4), and because of low within-group variability in the high group.
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Figure 3-2. Comparison of mean awareness and reported performance of functions for OJT
Providers of low, medium, high “global” reported ability.

However, inspection of Figure 3-2 clearly reveals two interesting patterns: As a group,
OJT providers in the low global category were less aware and skilled at the seven OJT
functions than were those in the medium global category, who, in turn, were less aware and
skilled than those in the high global category. The second finding is that as a group, OJT
providers in the low global category are less consistent in awareness and reported performance
levels across the seven OJT functions than QJT providers in the medium or high category. As
depicted in Figure 3-3 and Figure 3-4, this same pattern of greater inconsistency among low
rather than medium or high groups is apparent when inspecting means for related skills and
characteristics on which we rated them.
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Figure 3-3. Comparison of related characteristics for OJT Providers of low medium, high
“global” reported ability.
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Figure 3-4. Comparison of related skills for OJT Providers of low, medium, high “global”
reported ability.

Regularity in taking trainee's point of view
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Correlational Analyses. We produced an inter-correlation matrix of scores for
questions on the coding form. Because our N was too low to subset by the low, medium, and
high “global” categories, this analysis was conducted over all interviewees. Results are
consistent with those described above, and displayed in Table 3-1. First, there is a significant
positive relationship between level of awareness and reported performance on each of the
functions (using the .05 significance level). Pearson Product Moment correlation coefficients
were very strong for most of the OJT functions, ranging from r = .77 to r = .89. They were
significant but weaker for promoting ownership (r = .67) and setting climate (r = .50).

Table 3-1

Correlations (r values) Between Awareness and Reported Performance of OJT Functions

Function rValue
Learning Management .89
Instruction .83
Assessment 78
Setting Climate .50
Sharing Expertise 77
Setting Goals .82
Promoting Ownership .67

Second, we looked at consistency in reported performance of the OJT functions. These
findings are displayed in Table 3-2. Of the 21 possible pairings of functions, 16 were
significant (and all were positive). All five of the non-significant correlations involved
reported performance on promoting ownership as related to reported performance on five of
the other OJT functions. This weak relationship was depicted in Figure 3-2. Low OJT
providers are better at promoting ownership relative to the other functions, while medium and
high OJT providers are relatively poor at this function compared to their reported performance
on the others. Apparently, as OJT providers advance in their “global” ability, promoting
ownership is a skill they are least likely to improve on. Conversely, even OJT providers with
low “global” ability are fairly skilled at this function (but high OJT providers still are better at
this function than low OJT providers).

Considering the significant correlations, r values ranged from moderate (r = .59) to
high (r = .95). The lower r values were associated with pairings that included climate,
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expertise, goals, and ownership. This indicates that OJT providers do not maintain similar
skill levels on these four functions compared to the others—they do not comprise a highly
interrelated package of skills. Higher r values were associated with inter-correlations among
learning management, instruction, and assessment. This indicates that OJT providers maintain
similar skill levels on these three functions—they comprise a relatively interrelated package of
skills. However, generalizations like these that include the entire set of OJT providers should
be viewed cautiously in light of the different profiles revealed for the high, medium, and low

groups (see Figure 3-2).

Table 3-2

Correlations (r values) Between Reported Performance Levels on OJT Functions

Learning Setting Sharing Setting  Promoting
Management  Instruction  Assessment  Climate  Expertise  Goals Ownership
Learning —
Management
Instruction 87** -
Assessment 95** 92k* —
Setting 85%* 82%* .80** —
Climate
Sharing TTH* 1A JIS** JT70%* —_
Expertise
Setting Goals JT9** T9** 87%* S9* 67* —
Promoting .06 .41 41 JT0** .23 17 —
Ownership
* =p < .05
** = p < .01

As we would expect from our model of OJT, the function with the greatest number of
significant correlations with each of the other functions is learning management. This is true
whether reviewing the number of significant correlations in the Performance X Performance
matrix (i.e., Table 3-2) or in the Awareness X Awareness matrix which appears in Table 3-3.
There are more significant relationships between learning management and the other functions
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than for any other function (10 of a possible 12 pairs). This indicates that level of knowledge
and skills for learning management is highly related to level of knowledge and skills on the
other functions. Further, because inter-correlations among the other six functions reveal a
mixed pattern of significance (for awareness against awareness and reported performance
against reported performance), this offers support for the notion that these functions represent
different knowledge and skills and that they should be retained as separate constructs in the

OJT model.

Table 3-3
Learning Setting Sharing Setting Promoting
Management Instruction Assessment  Climate Expertise Goals Ownership
Learning -
Management
Instruction 92%* -
Assessment JT1* JT6** -
Setting Si* 42 .36 -
Climate
Sharing S52% 36 .20 .14 —
Expertise
Setting JTJ2x* .69** 83%* .37 25 -
Goals
Promoting 22 .33 31 .26 .26 31 -
Ownership
* =p < .05
** =p < .01

OJT Experience Versus OJT Reported Ability. Finally, we looked at the relationship
between years of OJT experience and reported OJT provider ability. Correlational analyses
comparing two indices of experience (total years as an OJT provider; years as an OJT provider
at the company) to all the measures of reported ability present on the coding form yielded only
three significant correlations, which would be expected by chance.
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Figure 3-5 depicts means for the low, medium, and high groups of OJT providers for
total training experience, training experience at the retail company, and training experience
prior to the company, and it clearly portrays the lack of significant relationship between
experience and reported ability.

Figure 3-6 portrays a more detailed view of these data. It plots years of OJT
experience of individual OJT providers, by their “global” reported ability. Of particular
interest is the fact that OJT providers with roughly one to nine years of experience as OJT
providers at the retail company are just as likely to have attained a low, medium, or high
“global” reported ability level. These two figures were of particular interest to the company.
They highlight the finding that the amount of OJT experience at the company, is only weakly
tied to reported general abilities of OJT providers present in the system. One speculation is
that sheer time in the company trenches does not lead to improvement in general OJT ability.

Years

Low global ability Mcdium global ability High global ability

B Total years Bl At this company EE Prior to this company

Figure 3-5. Mean OJT experience by OJT Providers “global” reported ability level.
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Figure 3-6. Variability in training experience of OJT Providers with low, medium, high
“global” reported ability.

Strategy Use

We were interested in discovering the general size of the repertoire of OJT strategies in

use by OJT providers in the company. And, we wanted to determine which strategies were
used by the greatest number of OJT providers. By “strategy,” we mean any technique or
practice that an OJT provider uses to deliver OJT to a trainee.

During our interviews, OJT providers revealed their OJT practices both during the case
account which we probed using Cognitive Decision model (CDM) (Klein, Calderwood, &
MacGregor, 1989) and also in answer to several direct questions about their practices. For
example, we asked them to state how they assess trainee progress, or to describe what they did
when one of their standard instructional techniques wasn't working, or how they changed a
poor climate to a good one (see Appendix A, questions 6 - 15)
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During coding, our process was to first review the interviews and develop a list of each
OJT strategy (or practice) that interviewees said they use during training. Then, during the
coding process, we recorded the number of OJT providers who mentioned using each of these
strategies at least once.

A list of 57 strategies was produced by this process. It is important to note that we did
not have this list until after the interviews were completed. Therefore, we did not ask OJT
providers about their use or non-use of each strategy. It is likely that frequency counts per
strategy would change if we had. Instead, our intent was to discover which practices OJT
providers described themselves, when remembering instances of their OJT interactions.

Concerning the first objective (size of repertoire), we found that the range of strategy
use per OJT provider was 13 - 39; M = 28, median = 29. This demonstrates a fairly sizeable
repertoire, on average, of OJT strategies in use by trainers in the company. But, the range
demonstrates considerable variability in size of repertoire—as low as 13 and as high as 39. It
appears that OJT providers could benefit from communicating with one another about the
strategies they use.

Concerning the second objective (regularity of strategy use across OJT providers),
Table 3-4 lists each of the OJT strategies and the percent of OJT providers who reported using
them at least once. This list represents a wide array of practices. However, 34 of the 57
strategies are used by fewer than half of the interviewees which reinforces the above indication
that OJT providers could benefit from simply communicating with one another about their
practices. One caveat is that some of these practices are difficult to use; just talking about
them probably isn't a sufficient solution, as discussed below.

Notice that strategies may or not be "good." For example, posing closed questions
(e.g., those with right-wrong, or yes/no answers) may be reasonable in certain circumstances
(e.g., helping trainees memorize required information), but in others this strategy may not be
as useful as, say, open-ended questions. Further, overuse of closed questions would definitely
constitute poor OJT, as in regularly assessing a trainee's understanding by asking if they've
"got it." This strategy listing, therefore, represents a description of what OJT providers
actually do in this domain, and its value as an evaluative tool is limited to these inferences that
can be reasonably drawn without benefit of knowing the context in which the strategies are

embedded.

We attempted to group these practices according to the function they serve (e.g.,
assessment, instruction, promoting ownership). But, any one practice can be used for multiple
purposes, and because we felt our interview data would not support this type of classification
for each instance in which a strategy was mentioned, we did not code for the purpose (i.e.,
OJT function) to which strategies were put.
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A review of Table 3-4 reveals that strategies used by 80% or more of the OJT
providers include techniques that are one-way (e.g., tell, model, direct trainee's attention) as
well as interactive (e.g., encourage trainee to summarize, elicit questions, role play, and pose
open-ended questions). Some practices in this category indicate an awareness of the larger OJT
provider role, such as being nearby but not on top of, and adapting the amount or level of
support to the learner’s current state.

Not surprisingly, among the practices in use by fewer OJT providers are those where
criticism is required (most people are not comfortable giving criticism), and those that require
more advanced tutoring skills (e.g., eliciting reasons; offering hints and promptings, eliciting
trainee predictions about cause-effect relationships; thinking out loud while demonstrating,
summarizing, linking concepts and skills to trainee's ability to perform the task, and eliciting
trainee reflection on various aspects of learning). Also used infrequently are those practices
that request trainee input either to the training process or to task performance. Our sense is
that most OJT providers see trainees as too green to provide meaningful input about training
or ways of performing their job; for a few of them we sensed they simply would not want to
share control of the training process by inviting trainee comment. Yet, the few OJT providers
who do invite trainee input reported that they were able to respond and that this strategy
proved useful. '

Again, simply sharing information about effective strategies might prove helpful to
expand OJT providers' repertoire of practices. But, for the more advanced practices (those
associated with tutoring skills), and for practices that cause discomfort (offering criticism),
training might be required.
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Discussion and Conclusions

The Retail Company Track provided an opportunity for us to study how OJT is
conducted when training people on tasks of low to moderate levels of complexity. This is an
environment in which the OJT provider’s role is explicit, but where training for OJT providers
in how to engage in the training role is not offered. Even though manuals and videos are
provided by the company about the tasks that need to be trained, our in-depth interviews
revealed that OJT providers vary considerably in their skills and knowledge about how to train
others. And they vary considerably in the number of OJT techniques they report using.

Usefulness of the Model

The model was very useful in this domain. First, we were able to reliably rate OJT
providers on their awareness and reported performance levels of the functions in the model.
Second, examination of the interview data revealed no evidence for additional functions.
Third, when presenting the results of our study to corporate staff in this company, the model
provided a useful framework for explaining the full role of the OJT provider: the cognitive
and behavioral aspects of the job. Members of the Human Resources Division described the
model as "very illuminating" and "more comprehensive” than any others they had seen.
Viewing graphs that depicted reported ability levels of their OJT providers in terms of the
functions of the model allowed them to get a "much better handle” on how to think about OJT
in general, and within their system.

Gaps and Disparities

Even though the majority of the OJT providers we interviewed were individuals whom
the company considers to be among their best, we discovered considerable gaps and disparities
between what we might have expected to find and what we actually did find. There is variation
in OJT providers' ability levels which is apparently not related to years of OJT experience at
this company. The form of support currently offered by the company to OJT providers is not
sufficient to help them improve with repeated practice in using the existing materials and
guidance. In addition, we found evidence that many OJT providers have a smaller repertoire
of OJT practices than others. The company will need to augment the support they offer to their
OJT providers if they want to see system-wide improvement in the quality of training offered
to their new hires.

We can summarize these gaps and disparities as follows:

® OJT providers differ in terms of “global” ability. Over half the sample were placed
in low to moderate ability levels, based on reported practices.
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e Consistency of awareness and reported performance levels across the functions of
OJT is less uniform for groups of low and moderate OJT providers, compared to the
high group. Low and moderate groups apparently lack a cohesive skill set for
performing OJT functions, as well as a consistent knowledge of the functions.

e Low and moderate groups are generally more aware of OJT functions than they are
skilled at performing t