g TP P T T e e R T b e b e ————————————

. s,

\

L




This Manual hag been developed on the initiative of the World Health
Orgenization, and coordinated aznd implemented by Dr V. Alexeev when
Respongible Officer for Heszslth Manpower Management, Division of Health
Manpower Development. The vpresent document ism a trial version - formal
publication may eventually he considered.

The materials for the modules were designed by:

Professor R. Gourlay, MA (Cantab), DipIET (Manc), FIPM, AHA,
and edited by
Dr D. White, MA, PhD, FHSM.

All comments and suggestionz ghould be sent to:

The Respongible Officer

Health Manpower Management

Division of Health Manpower Development
World Health Organization, Awvenue Appla
1211 Geneva 27, Switzeriand

This document is not a formal publication of the World Health Qrganization (WHO}, and all righln aro
rezerved by the Organizaticn. The document may, however, be freely reviewed, ahntracked, roproduced
or translated., in part or in whole, but not foar sale of use do conjunction with commercinl purpanon.

The views expressed in do¢umenis by pamed authers are solely the reospensibility of those asuthors,




TRAINING MANUAL ON

HEALTH MANPOWER MANAGEMENT
(HMM) -

GENERAL MANAGEMENT MODULE C :
EVALUATION

For a l-day workshop to promote better
Health Manpower Management

Divizion of Health Manpower Development
World Health Organization
Geneva

1988

DIST: GENERAL
WHO/EDUC/88.195 Add4.7

ENGLISH ONLY




This document is part of a Training Mamuel on Health Manpower Management (HMM). The
following Modules are available from the World Healch Organization:

Introductory Medule

Health Manpower Management for Health For All  WHO/EDUC/88,195

functienal Medules

1. Leadership in HMM WHO/EDUC /88,195 Add,
2. Employment Practices in HMM WHO/EDUC/88_.195 Add,?
3. Staff Development in HMM WHO/EDUC/88.195 Add.3
4, Management/Staff Relations in HMM WHOQ/EDUC/88.195 Add.4
Genavral Management Modules
A. Froblem-Selving WHO/EDUC/88.195 Add.5
E. Organizatiemal Change WHO/EDUC/88.195 Add.6
. Evaluation WHO/EDUC/88.195 Add.7

They may be obtained from:

The Responsible Officer
Health Manpower Management
World Health Organizatiom
1211 Geneva 27, Switzerland




(1)

Ceneral Introduction
to
THE TRAINING MANUAL OF

HEALTH MANPOWER MANAGEMENT

The complete Training Manual on Health Manpewer Management (HMM) is designed to
agsist middle and senior health managers of all professions to ralse the quality of HMM as
a vital contribution to the worldwide achievement of Health for AlLL.l

This assistance is offered trhreugh & series of training modules primarily for use in
regional, national and local workshops., These comprise:

An Introductory Module on Health Manpower Management for Health for All, with a
General Guide feor Tutors:

Functional Modules on: 1. Leadership in HMM

2. Employment Practices in HMM
3. Staff Development in HMM
4. Management/Staff Relatioms in HMM

which include the prinecipal clements invelved in managing people within these four broad
functiens; and

Gapnearal Management Modules on: A. Problem-Solving

B. Organizatienal Change
C. Evaluation

which are of general application in management as a whole, rather than specific fo
manpower management.

See Table 1 fox the framework of links between Introductory, Functional and General
Modules in this Training Manual on HMM.

See Table 2 for a list of typiecal HMM problems discussed at the Interregional
Consultation on Strengthening Health Manpower Management (at Bangalore, India (1983) and
Tashkent, USSR (1983)), where tha need for this Manual was first identified. Each of the

numbered problems illustrates just one aspect of the corresponding elements which form the
four HMM functions of Table 1,

1 Global Strategy for Health fer All by the Year 2000, launched by the World Health

Organization in 1979, Resolution WHA32.30, was formally adopted by the World Health
Assembly in 1981, Resolution WHA34 .36,
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The HMM Training Manwal's overall objectives are to enable participants to:”

1. explain the role of MM, as a major part of health manpower development
(HMD), both in relatien te the Global Strategy for Health for All and in its
potential contribution to their own countries' national health development;

2. give a clear account of current ideas and trends in manrower management -
within and outside the health sector - as they relate t- health system
problems;

3. show a significant increase in practical ability in the MM functions of

Leadership, Employment Practices, Staff Development and Manmapgement/Staff
Relations; and in the various elements which comprize each of these four

functions:
4, identify key opportunities for actions aimed at solving HMM problems;
5. show familiarity with preblam-salving technigues which could be used for

analyzing current situations, generating and selecting options for solving
problems, and planning and evaluating the necessary action for implementing
necessary change in HMM functioning;

6. explain and justify their intentions for seeking a higher standard of HMM at
their own places of work.

Within this framework each of the modules has its own specific learning objectives
and all necessayy materials for the preparation, conduct and follow-up of 1-day to 4-day
workshops, ineluding session plans, tuter's notes, & variety of case studies and practical

exercises, lecture/reading notes, visual aids and evaluation instruments; all in a health
Care context.

The aim is te combine detailed practieal help in holding such training events with
wide flexibility for local choices to be made about their content and duration in response
te local needs and opportunities,

Throughout the HMM Training Mauuwal there is a speclal emphasis en planning and taking
action for improved performance in the management of people so that when participants

return to work they can apply what they have learned to real tasks and problems in
continuation of their practice durxlng the traiming.

Notes on this Manual

This General Tntreduction is repeated in every module of the HMM Training Manual for
ease of reference to the framework and objectives of the Manusl as a whole,

The word manual is used teo identify the complete HMM training packapge or zeries.
This comprises one introductory, four functional (specific to manpower management
functions) and three general management training modules, which are linked but self-
contained collections of learning materials with associated objectives and notes for
organizers and tutors. Guidance is given for the use of each module in workshops, which
are short, intensive, participativa, work-related training events. They are likely to
have an early and substantial impaect on the quality of HMM; but the modular materials are
capable of being used selectively and with necessary adaptation, in other settings
orientated to HMM such as study days, self-instruction, general management training,
correspondence teaching and qualification courses,

Throughout the manual, "he" and "his" should be taken to include "she" and "her".
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TABLE 1: The Framework linking HMM Functional Medules with the
Introductory and General Medules

INTRODUGTORY MODULE, which provides tha Health for All background for:

General JW

Module A: PROBLEM-SOLVING ¥ — — — — — — =— _—rm m—— l
Functional l l
Module 1: LEADERSHIF IN HMM ]

ineluding: 1. Vision Building and Objective Setting
2. Communieations and Relationships
3. Group Working and Team Development

4., Individual NHeeds and Motivation

— mmn b —

Functional l
Module 2 - EMPLOYMENT PRACTICES IN HMM

including 5. Contrel of Staff Establishments I
6. Recruitment, Selection and Induction '
I

7. Health and Safety at Work
GENERAL

\L MODULE C:
Functicnal
Module 3: STAFF DEVELOPMENT IN HMM |
ineluding: 8. Policy-making for Staff Development '
9. Identifying Training Needs '
10. Performance Appraisal and Counselling |
11. Options for Coutinuing Education I

Functional \l,

Module 4: MANAGEMENT /STAFF RELATIONS IN HMM '

ineluding: 12, Styles of Manageﬁent

13, sStaff Expectations, Incentives and Job Design
14, Delegation, Supervision and Discipline l

13. Participative Management ‘ |
16. Negotiating and Resolving Conflict I

General Jl ‘ I

Module B: QBGANIZATIONAL CHANGE — — — — == =— = -~ e — —
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10.

11,

12.

13,

14,

15.

16,

(iv)

TABLE 2: Typical Proeblems in Health Manpower Management

Absence of a clear view by managers of the purpese and future of the organization

Sraff who are uncertain what their work is expected to comtribute to the
organization's objectives

3raff who need to work together closaly, vet do not form a real team

Staff who are often absent ¢x late and have little personal commitment to the work
of the organization

Inadequate arrangements for maintaining the necessary numbers and types of staff
within available funds

Unsatisfaectory procedures for selecting new staff and familiarizing them with their
work

Little attention to the health and safety of staff at their place of work

Absence of a clear policy in the organization for the training and development of
its staff

No systematic way of identifying the needs of staff for further training in the
light of the organization’'s plans and problems

No realistic assessment of the performance of staff in a way that encourages good
work and helps toe remedy wealknesses

Limited or unfairly distributed oppertunities for the continuing education and
training of gtaff

Styles of management which fail to encourage good relations between management and
staff

Inability to match the work to be done with the reasonable expectations of staff for
job satisfaetrion

Difficulties that prevent managers from remedying low standards of work amongst
their staff

No effective arrangement for invelving staff in the making of decisiens that affect
the way the organization works

Damaging ¢onflict between individuals and departments without recognized means of
resolving such disputes.
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General Management Module C

EVALUATION

Section 1: Introduction

The contribution of Evaluation to MMM
the module's objectives, design and scope

Bection 2: The Learning Materials

The concept of evaluation; a varilety of evaluation
instruments with commentary

FOR TUTORS ONLY

Section 3: Notes for Organizers and Tutors

Preparation for a l—day workshop using this module
segsion plan and timetable

FOR TUTORS ONLY

Section 4: Evaluation of the Module

To be designed by participants;

Viewfoil

Netes on this Module

For background and notes affecting the complete MMM Training Manual please see the
preceding pages.

The short duration of the workshop proposed for this Module suggests the possiblility of
organizing it to take place immediately after another module (for example Problem=
Solving or Organizational Change) rather than separately. It is alsoc a source of
material for the evaluation of the other modules in the series.

It is essential that all organizers and tutors invelved in any module should read the
Introductory Module firsc, with particular reference to Section 3.







WHO TRAINING MANUAL ON HMM
EVALUATION

SECTION 1, INTRODUCTION

The Contribution of Evaluation to HMM

This Module consists of materials for use in two possible ways:

- to form the basis of a l-day workshop on the role of evaluation 1itself ag an
activity of management, focusing on HMM training

- to provide & ramge of e¢valuation instruments for selective use in assessing the
learning achieved in the other wmodules of the series and 1its application in HMM
work situationa.

Both possibilities agssume that evaluation has a contribution to make to better HMM, The
reason is that evaluation can be defined most generally as

8 systematic process of placing a value on the effects of some
activiry in the light of its objectives, as a guide to future
action.

It involves the attempt to answer five basic guestions:
1. What was intended to happen (objectives)?
2. What has actually been achileved so far (effects) compared with those ohjectives?

3.  What worth (value) should be placed on the activities in the light of that
comparison?

4, What use should now be made of the information (feedback) gained from questions 1,
2 and 37

5. And what 1is this whole process showing us (learning) about managing future
activities?

The wvaluing, feedback and learning functions of evaluation thus offer the means of
checking, <¢orrecting and improving organizational activity, as well as our own
performance, so they are an integral part of the managerial process. In its most basic

form this process can bhe represented in this way:
)

OBJECTIVES |——»| ACTIVITIES {—3{ EFFECTS

AN
I
f
!
i

- = — T = | EVALUATION | — = — — —
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with evaluation as the valuing/feedback/learning leop which can show the worth of what
has been achieved and thus influence decisions about the objectivesz or the activities or
both, (As an intermediste step the activities may also need to be monitored te check
their consistency with the objectives).

Evaluation of any activity therefore involves the attempt to obtain information
(feedback) about its effects, to assess 1ts value by referemce to the activity's
objectives, to learn from this and then to take anmy appropriate corrvective action. It
iz a major and essential function of professional and managerial activity without which
we would have no means or answering the fundamental question 'How are we doing?' or the
next one 'What shall we do abour it?'

Consequently evaluation has a great deal to contribute te MM, 1if we really want to
aggess and to improve its qualiry in health organizations and systems, whether through
training or by some other means. We must 1dentify the consequences of our efforts
{activities) to manage health manpower, or to train people to manage health manpower, 1n
order to confirm those activities, to modify them or even to stop them, in the light of
the judgement {(value) that we place on those consequences (effects) 4in relation to the
purpose {objectives) of the activities, The raw material £for these judgements I1sa
tuformation {feedback).

Understanding Evaluation

However, evaluation 1is not performed very well in WMM, or in training for HM, for =a
variety of reagons which often finclude the following:

. the objectives of those who manage people, or train or learn to manage people,
are not normally definmed explicitly, and it is difficult therefore to assess
progress towards an ungpecified goal, Indeed objective-setting 1e specially
elugsive In the fleld of human resource management, for example in leadership
and motivation, staff development and counselling - abilities on which the
manager depends because he achieves his results chlefly through people.

Appropriate performance in the field of human behaviour varies from person to
person, from situation to situation, from time to time: if canpot readlly be
defined in advance with very much precision, Frequently no attempt at all is
made to do zo,

. the effectz of HMM, or of training for MMM, represent the outcome which
evaluation needs to compare with the explicit or implicit objectives. Some of
thege effects may not show themselves for a very long time. But it 1s in any
case fundamentally difficult to secure firm, comprehensive and undisputable
evidence of those effects in terms of observed changes in performance; or Lo
izolate the impaet on performance of one particular intervention {such as
training) from all the other influences on the manager's actions. Tracing
cauge and effect in this area of activity is therefore far from easy and, once
again, may not even be attempted.

We must alsc accept the possibility of unexpected or unwanted effects, For
example an inadequate management training course might offer more than 1t can
in fact provide; or ralse the expectations of participsnts beyond their
capacity to uge what they learn. In guch circumstances the likely effects
include frustration, disenchantment and lower rather than higher performance.

. the value glven to the effects of management actlons or training = the
judgement of its worth - is equally difficult because standards of judgement
vary widely between people, they relate to a variety of goals (for example
gome would value rthe quality of individual patient care above financial
gconomy, others might do the opposite), and cannot all be expressed 1In
financlal or other quantifiable terms. Moreover, because man 1is &0
constituted that he cannot eagily prevent himself from making judgements and
evaluatricons about almost everything around him, there 18 a2 strong risk thset

MM and 1ts training will be wvalued too seon and on casuwal or 1nadequate
evidence,
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These problems are part of the challenge of evaluation in HM. Understanding their
nature is the first step towards am adequate assessment of the contribution of training
to MM performance, This Module represents an opportunity to achieve such understanding
and to apply it In the evaluation of the series of modules which form the HMM Training
Manual, as well as subsequently at work.

The learning Objectives

are therefore that, by the end of a l-day workshop based on this Module, participants
should have

1. significantly increased their understanding of evaluation in the context of
HMM

2, studied a range of instruments for future reference in evaluating the effects
of off-the-job management training on performance in HMM;

3, applied this upderstanding and range of instruments to the task of designing
the evaluation of some part of this workshop series, or another relevant
evaluation.

Design and Scope of the Module

The learning objectives set out above imply first of all the need to consider the
concept of evaluation, with the help of models in the flald of training for management.
The nature of evaluation has been introduced above and will be further examined through
the learning materials in Section 2 (Objective 1).

These materials include a range of instruments to assist in the evaluation of the
reactions and learning, and the individual and organizational performance of those whe
participate in MMM training of the kind represented by this Manual. 5tudy of these
materials before the workshop starts will enable rhe maximum amount of time to be
devotad to discussion of their strengths, weaknesses and possible uses, with the help of
tutorial advice (Objective 2),

This analysis will in turn assist the final task of the Module which is to apply what
has been learned to the definition of an evaluation strategy, with appropriate
instruments, for this workshep (or another real-life evaluation assignment) including
the impact of such training on performance at work (Objective 3).







EVALUATION

SECTION 2, THE LEARNING MATERIALS

IM.1. A Framework for Evaluating HMM Training
M. 2. Selected Evaluation Instruments
Attachments
1. Checklisgts to help define Objectives for Management Development
2. Framework of (Questions for Use in Interviews with Senior Health Managers
3. Pre-Course Questionnaire 'How is the Middle Manager Managing?'
4. Learning Tests Before and After Training: Questions on Recruitment
Selection
5. Course Members' Reagctions Questionnaire
6. Course Members' Elements of Team Work
7. Training Sesszions - Asseggment by Participants
8. Framework of Questions for Management Teachers
9. "How has the Middle Manager been Managing since the Course?!
10. An Abbreviated Evaluation Questicnnaire

and
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IM.1: Framework for Evaluating HMM Training

Evaluation is a plastic art which must mould itself around the form of the activities to
be evaluated. For example, if we were evaluating a major health programme as part of
the managerial process for national health development, the role of evaluation might be
pictured as in Figure 1, with its emphasis on the large—scale feedback and modifying
function of evaluation in ensuring that such a programme is consistent with the broadest
national policies and resources,

By contrast, the starting-point for the evaluation of MMM training of the kind
represented by the Manual, and of 1ts impact on HMM performance, 1s the individual
health worker who has HMM responsibilities and comes forward for training which Is
located away from the normal place of work but 1s {intended to make a positive difference
in the future performance of trhat work, For this purpose the challenge is to provide
evaluative cover for a process which starts with the individual at work, transfers him
into and out of a place of potential learning which 1s intended to make a difference
{however difficult 1t may be tro Identify) not only in hie own performance in HMM but
alse in that of his organization. Indeed, 1f the critical evidence for such evaluation
must come from the manager’s actual performance within the role he occuples at work,
then we muest recognize that this "role behaviour” 4is the consequence of numerous
influences on the manager's performance including;

. the {individual himself with his unique blend of capabilities, inclimations,
needs and learning potential

. the job he performs, varying in its demands, constraints and cheices

. hig work group, which for 2 manager may be a shifting range of different
people and relationships, formal or informal, within which

. his immediate superior has a particular regponsibility for the development of
his performance and in many ways acts ag a channel for

. the manager's organization, with the particular systems of activity in which
the manager 1s invelwved, all functioning within

. the environment with which the organization needs to maintain a changing
equlilibrium in order to function effectively.

If all thege factors can, for convenlence, be represented by a simple axis of individual
and organizatjonal contributions to role behaviour, then a model of {its potential for
being changed through off-the—job management training might be pictured as in Figure 2,
which can serve to indicate several important considerations which will give a
particular shape to the evaluation, For example, rhe model takes a total view of the
manager in hils context and makes the case for the teacher {or tuter, or facilitater) to
conglder influencing that work context by making links, away from the classroom, with
the organization from which the Ilearner comes and in particular with the learner's
senior wmanager. It 1llustrates the interrupticon of nermal work role bebaviour
represented by attendance at the training event and the consequent transfer gaps which
have to be bridged in adjusting to appropriate behavieur on the course and then 1In
returning back to work. Fipally the model shows two alternatives = no change, and
change for the worse — to the desired work role behaviour change that leads to improved
performance. Evaluation, when performed adequately, shows what helps and hinders this
degired improvement.

Another model 1s particularly relevant to the task of tracing what 1is learned in the
classroom baclk to the workplace where it may or may not be applied. This is at PFlgure 3
and 1s adapted from the work of Hamblin, It sees evaluation as being appropriate at a
numbar of successive levels which start with the individual and end with the
organization, and thus incorporate the differences of time and place which are needed to
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reflect the actual situations experienced by managers whe undertake training. It
portrays the emergence of individual objectives {levels 3, 2 and 1) within the context
of organization and department/unit objectives {(levels 5 and 4) and thus matches the
twin origins of managerial role behaviour used in Figure 2, It assumes alsoe that
training leads to a number of effects at the same successlve levels {in the c¢lassroom at
levels 1 and 2, at the workplace at levels 3, 4 and 5) enabling evaluatien Lo be
undertaken at each of those levels by the comparison of effects with objecrives. But it
also recognizes, by the arrows leading to the upper left away from the objectives at
each laevel, and by those leading from the upper right to the successive levels of
effect, that performance objectives are in fact pursued, and performance effects in fact
influenced, by a varlety of factors other than training {sugch as clearer instructions,
stronger discipline or better recruitment).

This then is a very apptopriate model of evaluation for the type of management training
and management work performance which this MM Training Manual is concerned with. In
fact, by adding on to Figure 2 an Evaluation functiom which draws f1afermation about the
training objectives and the training effects from the relevent points of the model, and
by showing how such information, analyzed and interpreted, can be fed back to the
various people in the system who need it in order to take any necessary action, we can
begln to see what range of instruments (questionnaires, tests, interview framework etc.)
are required for a satisfactory evaluation of this kind: see Flgure &,

Thus we can see that these models, although they represemt theoretical relatienships
between concepts, have the very practical purpose of guiding what we should actually do
in order to answer such basic questions as “How Are We Doing” and "What Shall We Do
About It?" There iz nothing so practical as a good theory.

One further conceptual foundatiom will assist the development of a practical evaluation
strategy in this field, and that is a listing and classificaticn of the range of
competencies which a health manager might be expected to requlre to some degree at
different levels of responsibility. A set of such lists is found in Attachment 1 at
the end of this section and covers management skills and knowledge of particular
relevance at supervisory, middle management and senior management levels (together with
brief reference to appropriate attitudes which are more fully covered in section II of
Atcachment 9). The emphasis on skills which may be needed by most people who work at a
particular level, irrespective of their professional or technical background, provides a
working basis both for the identification of trainimg needs and for evaluation of the
extent to which training assists thelr development.

As we move on to the selectfon of particular instruments for the evaluation of HVMM
training 1t will be convenlent to focus on the middle level of menagement, which has
often been cited as the most eritical in many developing countries, with the greatest
need and peotential for improvement. At this middle level the «classification of
management skills in Attachment 1 identifies, under Skills of Mapaging people, those on
which effective MM chiefly depends; some other skills classified here as
Communications are alse very relevant to the way In which health mampower 1s best
managed.

Also for convenience, the context for use of these evaluatiom Instruments s typleally
assumed to be that of a short off-the-job course or workshop, lasting days or weeks
rather than months or years, But the underlying principles are equally relevant for the
evaluation of management development in other settings, such as on-the-job ccaching, or
team training or correspondence teaching, provided that they too are aimed at the kind

of learning which should lead to noticeable {mprovement in management performance at
work.
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IM,2: Selected Evaluation Instruments

It will be clear from the above discussion that there c¢an be no one right or standard
way of evaluating management training. Every different sfituatien will require an
evaluation design which takes account of its special characteristics, in the ¢lassroom
and at the workplace,

Nevertheless it is to be hoped that, amongst the evaluation inmstruments attached to this
section, there will be sufficient variety to offer some stimulus and practical help to
those who want or need to devise their own formg of evaluation. There Is some reason

for this hope because, taken together, these instruments do make progress through the
following sequence of steps, which constitute the typlcal evaluation process for
management training:

1. Gain familiarity with the characteristics of the overall system through contact
wlth managers and teachers.

2. Take measures of the pre-training situation from several viewpeiats, including the
individual manager's competence and needs, and hils organization's plans and
problems,

3. Assess the reactions of learners, and the development of skills, knowledge and
attitudes during training, as objectively as possible in the clrcumstances.

4. After an appropriate interval, take measures of the post—training work situation,
allowing for any retrospective adjustment of pre-training judgements in 1 above, In
order to determine pre- to post-training changes in work performance.

N Provide also for unexpected or unwanted changes and those which are seen only fn
retrogpect, again from individual and organizational perspectives.

6. Distinguish the contribution to these changes made by the learning during training
as opposed to all other factors influencing work performance.

7. Take measures of the factors which are helping or hindering the application of
learning in improved work performance.

8. Check for completeness of the evidence of effects attributed to training snd feed
that back to appropriate persons, with evidence of the time and costs 1involved in
the training.

9. Secure their judgement, against identified criteria, of the walue of the training
in the light of this evidence.

10. Momitar the 1mpact on the people concerned of the process of obtalning this
evaluation evidence.

11, Use control groups and randomization as far as possible.

12. Where appropriate, advise how the system's functioning might be changed to increase
its efficiency and effectiveness.

In attempting these tasks, the evaluation Instruments will move around the whole of the
eycle of evaluation portrayed in figure 3.

The Attachments

The significance of Attachment 1, 1in offering a framework of management competencies
in which job performance and learning objectives can be formed, has already been
stressed.




Attachment 2 1s an interview frameweork of questions for discussion with the most
senior health managers available, with organization-wide responsibilities for health
manpower development. Such people, working at level 4 or 5 of the evaluation cycle, are
likely to be in the best position to indicate what the organization expects of its
middle maragers, the training needs implicit in the organization's objectives, plans and
problems, and how far the lmpact of any previous tralning could be traced and valued in
the performance of the organization.

In the next insttument, Attachment 3, the check-list of middle management skills from
Attachment 1 has been developed for use as a framework for securing evidence on
managers' present levels of coupstence, as a baseline for later comparison with
post—course levels after any retrospective adjustwment. Two questiomnaires are in fact
used, one to the course member before the training starts and the other at the same time
to his senlor officer in order to involve him as fully as possible in the {identification
of the training needs which represent the improved work performance objectives at level
3 of the evaluation cycle, Indeed, because of his larger span of authority, the senmior
officer is often ia a2 position to represent level 4, {dentifying the objectives and
problems of the unit or department in which the middle manager works.

level 2 of the evaluation ¢ycle is represented by Attachment 4 which is typical of
questions used to test the existing knowledge of participants at the start of a course,
for comparison with their answers to the same or similar questions at the end, with the
twin aim of identifying where the learning needs are greatest, and of wmessuring how much
learning has taken place during the course. It should be added that management skills,
particulaxly the social skills, are particularly difficult and time-consuming te measure
gnd, for short post-experience management courses, organlzers and tutors are often not
prepared to divert sufficient time from teaching in order to test levels of management
skill at the beginning and end of each course. Nevertheless the systematic testimg of
the manager's learnming, however imperfectly, 1is often a powerful motivator for his
development and puts the work of the teacher on a more objective basis, particularly
where the training does not lead to any exanination (which is itself a way of
evaluating level 2's learning).

Attachment 5 is an example of an instrument appropriate to level 1 of the evaluation
cycle, where the immediate reactions of course members to individual tralning sessions,
or a day's work, or the course as & whole, are the focus of asttention.

Where group work plays a major role in the training an instrument such as Attachment &
can be very useful to explore members' reactions to the quality of team work; and is
often used periodically to assess progress in tegm development.

The performance of the teacher or trainer himself is the focus of Attachment 7, which
explores in some depth the opinions of course members on the techniques used by the
trainer,

At a deeper level Attachment 8 is an interview framework aimed at exploring teachers'
views on evalvuation and how managers' learning could be improved.

Attachment 9 is & wmajor post-course questionnaire, addressed to course members and
their senior officers in two versions as in the case of Attachment 3. Their primary
purpose is to collect all available evidence of work performance changes attributed to
the treining, of the wvalue placed upon that evidence, and of the training and
non-training factors which might influence the outcomes. In order to attempt this the
questionnaire moves in seguence;

Section I A re—assessment of the course member's management skills and knowledge
(directly comparable with the matching questionnalre at Attachment 3)

Section II A retrospective assessment of changes in the course member's general
attitudes and approaches to work

Section III Assessment of the impact of the course member's project assignment or
action plans
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Section IV An assessment of the changes, if any, in the effectiveness of the umnit or
department which may be attributed teo attendance at the course

Sectfion V An overall assessment of the walue of the course to the individual and
the organization in the light of all the evidence revealed by answers to
the previous sections.,

In this way the post-course questiomnairve explores the principal areas in which improved
performance attributable to the training might be found, as the focus of attention moves
from the individual to the larger unit of organization in which he fumctions.

Date from regponses to this questiconnaire can readily be summarized and analyzed,
manually or by computer programue, in order to produce indicators (of 1mproved work
performance attributed to the training) which facilitate comparisons between different
individuals, health organizations, c¢ourses, training institutions and - potentially =
countries, where the training designs, learning methods and participants’ roles are
similar, Understanding of the factors (at the workplace and on the courses) which are
asgociated with the largest and smallest improvements in work performance, attributed to
the training and related to its cost, helps considerably towards raisinmg the gquality of
all management training of the kind evaluated.

An Abbreviated Approach

The evaluation instruments outlined above attempt to cover a large proportion of the
evaluation cyecle. Clearly they have weaknesses and Ilimitations, but they will be
justified 1f they provide = soutrce of reference and ideas for those who have to design
their own new schemes of evaluation without much previous experience.

One of the principal limitations lies 1in the amount of time that could normally be
devoted to evaluation. All managers would like better informatiom, but it 1z not always
eagy or cheap to obtain, This applies very much in the case of ewvaluating the effects
of management training, where the evidence is elusive — go thare 18 a case for a greatly
simplified approach to the task, for use in circumstances where a more thorough
evaluation 1s unnecessary or not feasible.

Thiz 1s represented by Attachment 10 which, In only a few minetes at the end of a
training activity, secures the immediate reactions of the particlpants; inovites them to
Judge how far the learning objectives have been achieved in their particular case;
geeks their comments on other aspects of the training a2nd how it might be further
improved and, most important, encourages them to speclfy the particular plans of action
which they intend to implement or recommend on their return to work.

The action plans in turn provide the basis for a follow—up guestionnaire some months
after the training, aimed at discovering what differences if any have been made at work
by participanta' efforte to implement such plans or other performance changes derived
from the training. This is the type of 2Z-gtage evaluatlon instrument included iIn
Section 4 of most of the BMM tralning modules, Attachment 10 being one example.

Tvidence from such modest and relatively superficial post=~training evaluation efforts,
with no pre-training baseline or learning tests, must obviously be iInterpreted
cautiously. Nevertheless, 1if at least that much care were taken to follow up at work
some of the tangible intentions which managers form during their training, we would have
a much clearer idea than is normally the case about the impact and value of management
training activities.

It must be for course organizers, tutors and teachers to use whatever time and resources
can be devoted to evaluation in as gystematic and objective a way as possible. The
gulding princlple and varied examples offered in this Module may, it is hoped, assist
them in meeting that responsibiliry,
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ATTACHMENT 1

CHECKLISTS
to help define
QBJECTIVES TOR MANAGEMENT DEVELOPMENT

Artached are three statements of key areas of abllity as a basis for defining the
objectives of management development at first-line/supervisory, middle and gsenior levels
in the health system. It is important to propose such statements bacause only thus can
there ba:

&) general agreement on the objectives of management development
b a2 framework for thorough training needs analysis

c} a4 firm basis for currviculum development

d) a criterion of need to help determine eligibilicy

e) a yardstick for evaluation

It is not clalmed that these three statements exhaust the possible clasgifications of
the characteristics required at each level, For example the most senlor {or 'top')
managers can be regarded as likely to have particular requirements within, but not
distinct from, the range of abilities listed in 'Objectives for Management Develepment
at Senior Level'. At the other end of the spectrum 1t is clear that some (but npot all)
of the listed first-line wmanagement skills need to be developed by students in the
health professions who are responsible for supervising the work of others or are being
prepared for such roles.

Study of the statements will reveal that many of the same gkill areas are repeated in
one form or another in all three check-lists. This reflects the fact that more senior
managers do not always need to practice different skills from those of meore junior
managers, but need to exhibit the same skills in a different enviromment, or in a fresh
form, or in a longer—term context; generally sgpeaking the circle of relationships
broadens, and the time-span of decisions lengthens, with inereasing seniority. This
accounts for apparent repetitions and overlaps, which are deliberate and inevitable
since the sequence is intended to be progressive and reinforcing.

Though not in itself a separately definable skill, the application of all the skills and
knowledge listed must be regarded as an intrinsic part of the total development process,
without which any form of training is incomplete. Similarly the capacity to learn is
itself an underlying ability which can and should be developed through training, to the
permanent benefit of the manager.

Mention fs wmade of attitudes in each statement, without elaboration. To be effective a
manager must certainly develop and exhibit attitudes appropriate to his objectives (e.g.
willingness to listen and learn, {maginative concern to find solutions te problems,
openness to feedback and so on), Whilst such attitudes are for the most part “caught”,
rather than “taught” In a formal sense, they can be identified and encouraged as a
product of certain types of participative learning.

Within each characteristic of managerial performance referred to in these check-lists,
it should bhe possible to express as behavioural aims a range of instructicomal objectives
that are realistic, . testable, noticeable and typical of the competence being developed.
For example, here is a partial and simplified breakdown of two of the skills regquired in
a supervisory manager:
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Instruction of Staff

Alm A gypervisory manager should be able to teach his subordinates simple skills
and procedures in the circumstances of his daily work.

Sub-Objectives

By the end of the course the manager will be able to;

L. write out a training timetable;

2. write a training breakdown sheet for a simple skill or procedure;

3. teach a sgubordinate or learner that skill or procedure by usging the
breakdown sheet and a atep-by-step method of instruction;

fe ¢heck that the skill or procedure can be ugsed correctly in & realistic
situation,

Simple Method Study
Afm 4 supervisory manager should be capable of improving existing routlnes and
procedures,

Sub=Objectives

1.
2,

3.

By the end of the course the student will be able to:
write out a simple flow chart of a typical "job™ eor "routine;
examine that job or routine, by using a critical work study approach;
devige an improved method of working from the abovej
write out the improved method;
recognize when to seek expert help}

submit the propesals for consideration effectively (linked at this stage
te skills of communication).
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1. OBJECTIVES FOR MANAGEMENT DEVELOPMENT AT FIRST-LINE/SUPERVISORY LEVEL

Alm  The overall aim of management training at first-linme level is to contribute
slgnificantly to the development of the range of abilities required for the operaticanal
management of patient/community care and supporting functions, The sgkills identified
must be firmly based on relevant knowledge and used with appropriate attitudes, and are
concerned primarily with the direct management of the particular discipline concerned,

Assumption It is assumed that the first-line manager should be technically competent
in order to supervise the work of subordinate staff. Neverthaless the need for
technical progress and updating wmust not be ignored in the overall development of all
officers and for some categories of staff this might be carried out alongside management
training rather than in isolation from 1t,

Skills  These relate to the basic question “what does a first-line manager have to be
able to do in order to be good at his job?" modified by the supplementary question
"what will a first-line manager have te be able to do in (say) 2 vears' time?" They
comprise principally the following:

1. leadership, including delegation, motivation and co-ordinatien of

the staff providing the service

2. Supervisory gkills including

All a. organization and contrel of work and allocation of duties
strongly b. deployment of staff
related Ca interviewing of patients, relatives and

gtaff
to the local

d, appralsal and counselling of staff

organization
e. induction and instruction of staff
within
f. techniques of securing and maintaining discipline
which
3. Effective communications, with own and outside staff
the
4, Systematic decision—making and problem—sclving
particular (immediate and local)
service 9 Simple method study and analysis of the discipline's local activity
is 6, Recommending and Implementing necesgsary changes
provided 7. Effective utilization of local resources = accommodation, equipment,

staff and finance -
effectiveness.

including the understanding of cost

These skills are capable of being learned and developed by a combination of Instruction
Their possession is noticeable and can be measured by the appraisal of

and practice.
managerial performance in the job.

gkills.

They are wnanagerlial as distiact from technical

Significantly, they cannot be taught effectively in the abstract but, at least
at this level,

can only be learned in relation to the context within which the service
or function is actually provided.
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Enowledge The above list of skills assumes some comprehension of certaln background
aress of study, related to the guestion “what does (and will) a2 first-line manager need
to know in order to be good at his job?":

1.

2.

6.

7.

8.

9.

The mature of the local organization within which the manager works

His role and accountabilities within that organization

The financial constraints surrounding his particular job

Functions and problems of unfamiliar but related parts of the organfizaticon

The changing environment of health care {(e,g. Health for All, styles of leadership
and socioeconomic/technical trends in soclety as a whole)

Baslc understanding of human aspects of management (e.g. 1Llndividual and group
behaviour, the nature of motivation and morale, and the process of learning)

Basic understanding of quantitative technlques (e.g. budgeting, survey methods, and
work study)

Legal and safety responsibilities

Technical and professional developments in the particular dizcipline concerned.

Attitudes To be effective, 2 flrgt-line manager must develop and exhibit appropriate
attitudes, digplayed for example in a willingness to listen and learm, active concern to
find solutions te¢ problems, openness to feedback and imaginative interest in others’
welfare.
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2. OBJECTIVES FOR MANAGEMENT DEVELOPMENT AT MIDDLE LEVEL
Alm  The overall aim of multidisciplinary management training at middle level (i.e., the
broad wanagement sphere above that of first-line/supervisory management but below that
of the more senior managers with organization-wide responsibilities) 1s to contribute
significantly to the development of the range of skills, knowledge and attitudes

required for the effective management of health care functions, departments and
institutions,

Skills Thege relate to the basic question '"what does a middle manager have to be able
to do in order to be good at his job?" modified by the supplementary gquestion “what

will a wmiddle manager have to be able to do in (say) 5 years' time?” They comprise
principally the followingi

1, Skills of Managing People, e.g.

leadership (lneluding delegation), motivation and co-ordimation of the
department 's staff

Job analysis, description and gpecification
Interviewing and selection of personmel
Appraisal, counselling and disciplinary action
Staff development and trzining
Initiating and handling change
24 Skills of Communication, e.g.
Report writing and presentation of information
Public speaking and public relations
leading group discussions, chairmanship and working in committees
Conveying information and instructions and securing feedback
Effective staff relations and negotiation

Group decision-making and problem=solving (departmental and inter—
departmental)

Effective lialson with other departments and external services
3. Skills of Organizing Work, e.gz.

Medium-term planning, forecasting and programming of worklead

Setting objectives and standards (medium-term)

Monitoring individual and departmental performance, including quality
control

Method study and analysis of department activity




PP

Collectionr and processing of quantitative data

Survey methods

Running an office

3. Skills of Managing Resources, e.g.

Deployment and utilization of accommodation, equipment and staff

Budgeting and cost control

Basic cost benefit analyels and understanding of cost effectiveness

Selection and use of supplies
Knowledge. It iz evident that the areas of skill in 1 and 2 above are cloasely related
in calling for a background understanding of behavioural sciences (e.g. Individual and
group behaviour, motivation and wmorale, learning process, group interaction and
dynamics). Simllarly skill areas 3 and 4 are closely related in their reliance on an
appreciation of quantitative aciences (e.g. work study, etatistiecs and financial
management ).
Additionally the following areas of knowledge, less closely related to any specific
managerial skills, need to be incorporated in the development of competence in a middle

manager;

1. Understanding the organization of hls empleying authority as a whole,
including the functions and problems of any unfamiliar systems within it.

2. His role, accountabilities apnd relatlonghips within that organization.

3. Developing trends and research findings, in medical science and in soclety as
a whole (rechnologlcal aud environmental, social and demeographic, economic and
industrial, leglslative and political) which affect the provision of health
care.

4, The legal and ethical responsibilities of his role.

Attitudes. To be effectlive, a middle manager must develop and exhibit appropriate
attitudes, displayed for example in a willingness to listen and learn, active search for
solutions to problems and imaginative concern for the future of the services provided.
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3. OBJECTIVES FOR MANAGEMENT DEVELOPMENT AT SENIOR LEVEL

The overall aim of pultiprofessional management tralning at senlor level 1is to
contribute significantly to the development of the range of concepts and skills required
for the strategic management of organization-wide health gervices,

The list regponds to the basic question "in what does a senior manager have to be
competent in order to be effective in his job?" modified by the supplementary gquestiom
"in what will a senior manager have to be competent in order to be effective in his job
in (say) 8 years' time?"  These abilities include the following;

1. Leadership (including delegation, motivation and co-ordination of the health
team)

2. Policy formation and forward planning (e.g. towards Health for All)

3. Serting objectives and standards (major and long—term)

%, Consensus management and group interaction

5. Innovation and the management of change in the organizaticon

b Identification, analysis and solving of problems {(major amd long-term)

7. Effective management of the organization's total resources, human and material
8. Evaluation of informaticon and decision choices

9. Selection and development of subordinate staff

10, Collective Tbargaining, Jeint consultation, productivity, and effecrive
industrial relations

11, Analysis of roles and relationships within the organization
12. Monitoring of individual and organization performance
13, Understanding the organization's envirvonment

14, Representing the corganization in its relations with the community, govermment
and other organizations

Implicit in this list are areas of underlying knowledge <{e.g. understanding of
behavioural sciences, information and financlal systems, computer applications ete.} and
there are undoubtedly other appropriate areas of study less directly connected with any
specific competence (e.g, the changing social, ecopomic, political and legal framework
within which health care is provided).

At this level, managers will have a wealth of experience and, increasingly, substantial

previous training. Thelr primary need will be for development of 2 kind that fosters a
creative, analytical approach to sitpations, a firm sense of direction and a broader

herizon.
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ATTACHMENT 2

FRAMEWORK OF QUESTIONS FOR USE IN INTERVIEWS WITH
SENTOR HEALTH MANAGERS ABOUT MIDDLE MANAGEMENT TRAINING

Who do you understand to be the middle managers in this organizatiom?

How much contact do you have with them and by what means?

What are you expecting from your middle managers?

What do you find middle managers generally do well in the organization?

Are there things you would like to see them do better?

Have you seen or used any check-list of middle management competencies?

What skills, Lknowledge and attitudes (if any) do your middle managers
particularly need to develop further?

What kind of things go wrong at middle management level?

How far have your organization's objectives and plans been specified at the
strategic and the operational levels?

What iz needed to achieve these alms? Does it include greater ability amomgst
middle managers?

Are there any training implications for middle managers in these objectives
and plans?

What 1g needed for the heglth gystem to work properly? Are there middle
wmanagement training lmplications in this?

Are there any other trepnds which have training Implications for middle
managers?

low often is management training discussed at senlor management meetings? Or
by others in the organization?

What use (1f any) does this organization make of middle management training
courgea? Should there be more such training, or leszs?

What other forms of development are available to middle managers?

Can any benefits of middle management training be traced in the organization?
Where does this show, and how do you know?

What wvalue do vou place on the effects of the training? What eriteria are you
using in making the judgement?

How would you spend your organization's share of management tralming money if
you had & free hand and other competing claims?

How are middle managers selected for such training? What 1s the standard of
preparation and follow—up? What reports do you call for?

What changes {if any) would you advocate in middle management training?
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ATTACEMENT 3

HOW 15 THE MIDDLE MANAGER MANAGING?

Notes for assessments before and afrer traiaing

1, If & majotr purpose of management training is to asslst people Lo manage wmore
effectively, then evidence is needed from the place of work - where the managing 1is
actually dome - if we are to assess the value of ("evaluate™)} any particular form of
that training,

2. So, in trying ro devise az method of evaluating training courses provided for middle
managers, one very important "tool” must be some kind of document on which an assessment
can be made of how well the course bepins (to establish a base-line or vardstick) and
then again some time after the course is over. Assessments are needed from both the
course member and his immediate superior in order £o get an adequate picture of the
middle manager managing and to judge what difference, if any, the training makes.

3. If you look at the attached form you will see that it covers a wide range of skills
and knowledge which are thought to be relevant to effective middle management. There is
provision for you to add others 1f you wish, whilst there may be a number of items in
the list which do not apply im the situation you are considering. For each item, or
“characteristic” of effective middle management, vou are asked to give vour considered
opinion on 3 factors:

3.1 The IMPORTANCE of competence in this characteristic 1{m the present job of the
course member concernad®. You can rate this as of No importance, Low
importance, Moderate importance or High importance, e.g.

O

In making this assessment consider such factors as how vital or not it is in this
particular job, what degree of attention it ought to have and how far it may be of
increasing importance over the coming years, but have in nind the present job of
the course member rather than speculating on some future job to which there might
or might not be promotion.

3.2 The LEVEL OF COMPETENCE in this characteristic presently possessed by the
course member, Here the scale is longer anmd the rating you give should be
strict since, (taking 1 as extremely poor and 8 as outstanding) it would be
pesslble but rare to use the extreme ends of the scale. Nevertheless the
standards you use are yours, because you know what standards of performance
that partienlar job really requires, It should help to think of the points on
the scale in pairs and to then choose the higher or lower alternative in each

palr e.g.
12l@4|56‘78
{ [ i |
Foor Fair Good Excallent

*This will be yourself if you are the course member, or your subordinate if vou are the
course member’'s lmmedlate superior.

The use of forms in two different ecolours, where possible, helps to distinguish the
course member's gelf-assessment of training need from the immediate superior's
assegsment of the course member's tralning need.
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3.3 The extent of the TRAINING NEED thers may be ia this characteristic for the
course member, You have the chelece of rating this as No training need (N), a
Minor trainimg need (MI), a Moderate training need (MO) or a Major training
need (MA). In the ratings illustrated above (only just fair performance in a
characteristic of low importance), there could hardly be a major training need
and the only judgement to make would be on whether rthere is a minor training
need here or none at all e.g. :

N‘@‘MD!MA

But, by contrast, fair or poor performance in a characteristic of high importance
to the particular job would almost certainly represent g major training need and
this would need to be shown clearly because it is an important message from you to
the course organizers and teachers as to where learning is most needed.

4, There is space after each item for any remarks you may care to add about that
particular characteristic (e.g. 1if you conasider that competence 1in wmanaging staff
relation has now become very much more important than it was a few years age, then
please say so; these personal comments are very helpful). There is also a sectlon at
the end for general couments (e.g. concerning how far the ratings are affected by the
course memher being very new to the job, or away glck) and a few questions about your
reactions to this document.

S It may be found best for the course member and his or her 1mmediate supetior to
each complete thelr form separately, perhaps 1n pencil, and then use those ratinge as a
basis for a discuseion Iin which they may agree on necessary amendments. Then one form
may represent their common view of the course member's current managerial performance:;
but if there is no such complete agreement, separate forms will be acceptable.

6. Flease be as frank and objective as you can and, before making your assessment,
take a little time to think of specific examples which, in your experience, are typlcal
of the way this particular course member normally manages. Do not hesitate te use low
ratings in any of the characteristics if they represenr your considered opinlon: after
all, if the course member is already performing satisfactorily in all respects there 1is
no need for this kind of training at all, and there are many perfectly good reasons for
poor performance (e.g. lack of experience, lack of training, lack of opportunity etc.)
which imply no criticism of the course memher,

7. This way you can help discover where improvements are needed and help to make sure

that training contributes to the highest standards 1in the management of bhealth care
services,

THANE YOU FOR YOUR CO-OPERATION
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Regparding the course member:

31

52

53

54

# Throughout, "he

HOW TMPORTANT IN YOUR/ WHAT IS YOUR/HIS HOW FAR DO YOU/DOES
HIS* PRESENT JOB IS PRESENT LEVEL OF HE HAVE A TRAJINING
COMPETENCE IN: COMPETENCE 1IN; NEED FOR GREATER

COMPETENCE IN:

(Fo, low, Moderate, High) {Poor, Falr, Good, Excellent) (No, Minor, Moderate, Major)

The Skills of Managing People

Leading his team of staff by securing their respect, acting decisively, delegating
appropriately and coordinating his department/service's activities effectively,

NiLIM[H 1,213 4516178 N {MI| MO [mMA

Poor Fair Good Excelleut

Remarks &

The ability to analyze the jobs which he and his staff do, describe thelr purpose and
key tasks systematically, and specify the characteristics which the job holder should
pPoSSess,

N{LIM,H 1,2 |3;41516 )78 N I MI | Mo |MA
Remarks:

Interviewing candidates for appeintment or promotion with care, and showing sound
Judgement in selection (or recommending selection if more appropriate).

N{L|M|(H : 1,2 03,4 15:617,8 N | MI| Mo |Ma
Remarks:

Appraising the performance and potential of staff, agreeing key tasks and targets with
them, counselling them with good judgement and tact, and bringing ocut the best in them.

NILiM | H 1,2 13,415/6]7,8 N [ MI| MO |MA
Remarks;

Actively developing the abilities and experience of all his staff (including students
where appropriate), organizing on-the-job instruction, c¢oaching and wider job
experience, and providing adequate preparation and follow—up of nominees for courses.

N{LIM|H 1,2 13,46 1516 17,8 N| MI|MO [MA
Remarks:

stands for "he or she” and "his” stands for “his or her".
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57

58

89

510

511
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IMPORTANCE LEVEL OF COMPETENCE TRATNING NEED
Handling staff/industrial relations with confidence, showing fairness and firmness in
disciplinary, consultation, grievance and negotiation procedures, and anticlipating

gltuations which could lead to conflict.

N, L/ MIH 1.2|3|4|5|6‘7;8 NlMIlMOIMA

Remarks:

The Skills of Communication

Explaining policy, briefing and giving guidance in ways that ensure understanding by
all his staff; securing an easy flow of information, requests and suggestions from
them. :

N|LiMH 1,213,6]5.617,8 N |1l mo |ma
Remarks:

Writing accurate and well-organized reports which preseat 2ll the relevant information
concisely and clearly so that good decisions and effective action can be based on them
with confidence.

N L M H 1,2 3,405,678 N {MI| MO [MA

Remarks:

Speaking in public or at formal meetings in an assured and well-organized manner:
handling relations with the public (including the press where appropriate) with care
and confidence.

N LM H 1021 33415,6}1 7.8 N | M1 Mo |MaA

Remarks:

Taking an effective part 1n discusseions, working groups and committees; when
appropriate leading/chairing such a meeting so that all wmembers consider they have
made thelr best contribution and feel committed to the conclusione reached.

N L |M]H 1,2 |24 |56 7.8 N | MI | MO |MA
Remarks:
Participating constructively, with people from his own department/service or others,

in decieslon-making and problem=-golving activities using a step-by-step method of
working.

N L {MjH 1,213,456 7,8 N | MI | Mo |Ma

Remarks;
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IMPORTANCE LEVEL OF COMPETENCE TRAINING NEED

Initiating (or recommending 1f more appropriate) necessary c¢hanges In the way his
department /service functions; handling changes affecting bils staff with adequate
preparation and intelligent anticipation of likely consequences.

NjL|M{H 1¢(2 3.6 ]516]7.:8 N | ML, MO | MA

Remarks:

Liaising effectively with the staff of other departments, functions and organizations
go ae to promote an efficient and integrated service and remove scurces of friction.

N LjMH 1,2 | 3t4 | 5:61 7,8 N | MI; MO; MA

Remarks:

The Skills of Organizing Work

Forecasting trends 1in the needs, and floctwations iIn the workload of
department /service, planning to meet future requirements and developments,
converting policy decislons into specific work activities,

NjLy M H 192 | 374 I516 17,8 N I MI | MO ( MA

Remarks:

Defining specific objectives and targets for the work of his department/service
setting the standards of performance to be expected from his staff and
department/service as a whole.

N LM H 1,2 }3,4 15,6178 N« MI ; MO ¢ MA

Remarks;

Monitoring the performance of his staff, and the department /service as a whole, s0 as
to assess whether required standards are belng achieved: taking corrective action
where necessary.

NyLiMH 112 [3(4 {516 17:18 N . MI p MO, M4

Remarlks;

The ability to apply simple technlques of analysis to study working methods of his
department /service and to examine them critically in search of greater efficiency.

N LM, H 1,2 13,4 |5;617,8 N MY (MO MA

Remarks:
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IMPORTANCE LEVEL OF COMPETENCE TRAINING NEED

The ability to apply simple survey methods and to use quantitative data to communicate
ideas and facts, to set standards, and to provide a perspective; and to recognize
when specialist help iz needed.

N|JL M|H 12 ‘ 314 ) 5,6 ’ 718 N |MI [ MO iMA

Remarks:

managing his own office and 1ts work (or his own time 4if he has ne office)
efficiently, making adequate arrangements for mesgages and appointments, dealing
promptly with correspondence, passing on/distributing informarion and being able to
find past papers when needed.

N LM, H 1,2 13,405,678 N (MI | MO | MA

Remarks:

The Skills of Managing Resources

Using available accommodation, equipment and staff to the best advantage in meeting
the fluctuating demands placed ou his department/service, allocating these resources
in accordance with clear priorities.

NIL M H 1,2 13;4t5,617,8 N \MI (MO | MA

Remarks:

Estimating and controlling the costs of running his department/gervice by a systematic
method, instilling an awareness of costs amongst all his staff and searching with them
for possible savings,

NjL,M|H 1521314 )5,6] 78 N (MI | MO ; MA

Remarks:

The ability to make & zimple analysis of both the benefits and the costs of the
various activities of his department/service, and to assess the benefits apnd coste of
alternative activities or new developuents.

N |L )M yH 112 |34 5,86 | 7 | 8 N |MI , MD | MA

Remarks;:

Selecting (or recommending the gelection of) new equipment and supplies wirh a sound
Judgement of all relevant factors, making full wuse of all existing equipment and
preventing the wasteful or ipappropriate use of gupplies,

N (LM iH 112 1344 {5,678 N [MI ; MO {MA

Remarkss
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IMPORTANCE LEVEL OF UNDERSTANDING TRAINING NEED

The skills iisted above clearly depend on some underlying knowledge: for example 54
requires & basic understanding of human motivation whilst 521 calls for some familiarity

with methods of budgetary control. There remain some other areas of knowledge which
cannot be related closely to any specific managerial skills, yet you may consider they are

needed by many middle managers. 80 ...sess

HOW IMPORTANT IN YQUR/ WHAT IS YOUR/HIS FRESENT HOW FAR DO YOU/DOES HE

HIS FRESENT JOB IS LEVEL OF UNDERSTANDING HAVE A TRAINING

UNDERSTANDING OF; OF: NEED FOR GREATER
UNDERSTANDING OF:

The legal responsibilities and safety considerations invelved 1In managing his
department /service.

N L M H 1,2 3.6 (5,678 N | MI /MO | MA

Remarks:

The organization of his health organization as a whole, including the functions
problems of other departments/services within it.

N L M |H 1.2 136156 17,8 N MI MO | M

Remarksy

His own role in that orgamization and what he is aeccountable for.

N L M |H 172 {314 516 17,8 N [ MI | MO | MA

Remarks:

Please add below any further managerial skills or areas of knowledge which you consider
relevant to his job 1f you feel that it has not already been covered, and make your
assegsments in the same way.

N, L M| H 102 134 {55617, 8 N, MI | MO | MA

Remarks:

N L M|H 1,2 1314 1571617 8 N | MI, MO | MA

Remarks:

Is there anything else you want to add by way of explanation of this assessment?
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Did the use of this form lead to a discussion of his training needs with the course
member?

If so0, how much time was devoted teo that discussion?

Did the use of this form assist that discussion to any extent?

Finally would you comment on the form ftgelf;

How long did 1t take you to complete t?

Do you regard that as time well =spent?

Was it difficulr or easy te follow?

Do you have any suggestions for its improvement?
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ATTACHMENT 4

LEARNING TESTS IMMEDIATELY BEFORE AND AFTER TRAINING
(uestions on Recrultment and Selection

Please use the space provided on these sheets to give the best answers you can to the
following questions, which are based on the assumption that you are taking part in
recruiting staff to f11ll vacancies with the help of selection interviews.

Answers mey be in note form or sentences, but never more than 40 words for each answer

please. The additional Questions 15 = 20 are ounly to be answered after you have
attended the relevant part of the course.

1. What is the basic purpose of a systematic approach to Recruitment gnd Selection?

z. When a job becomes vacant in your unit or department, what reasons might there be
for examining the job description before seeking a replacement?

3.  What items of information would you expect to find in -

{a) Job description
(what a person does)

{b} Man Specification
P
{What sort of person 1g required to do the job)

State three essential items in relation to each of (a) and {(b)

4, What information is required for screening candidates for interview?

S Apart from the application form and the interview itself, what other sources of
informarion might you use as an aid to selection?




10.

11.

12,
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What information about a job should be given to a candidate?
How and when should it be given?

Having secured a fact/impression/opinion from a candidate at an interview, how
would you phrase subsequent questfons to probe in depth?

Suggest two ways to establish rapport with a candidate and two ways in which to
maintain 1t during an interview,

What steps will you follow in planning for a selection interview?
In what way(s) will these be different from planning for any other type of
interview?

Suggest two methods an interviewer can use in order te keep control of an interview,

Give two examples of activiries In the process of rvecruitment and selection of
staff which should be the responzibility of a personnel specialist and two exXamples
of sctivities more appropriately dealt with by a line manager.

This question enquires Into your present attitudes to understanding recruitment and
selection gystems as illustrated by the above questions. On each line, please
circle one of the numbers according to how you now feel about each statement, For
example, 1if you consider it 1Is very important ring 7, important ring 6, fairly
important ring 5, neither important nor unimportant ring 4, fairly unimportant ring
3, unimportant ring 2, very umimportant ring 1; =znd s¢ on.

Understanding recruitment and selecrion systems fg -

important 7 6 5 4 3 2 1 unimportant
helpful iwm my job 7 6 5 4 3 2 1 unhelpful in my job
difficult 1 2 3 4 5 6 7 eagy

interesting 7 6 5 4 3 2 1 uninteresting
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At present 1 feel -

inadequate 1 2 3 4 5 8 7 adequate

in dealing with recruitment and selection systems.

13, How long has it taken you to answer these questions?

l4. Would you please put your name here (unless you have any objection)
50 that we can compare your pre— and post—- training answers and give
you the results.

LR AL B L R R NI I B R N A I I N I I B R T I R R A Y

THANEK YOU VERY MUCH FOR YOUR CO-QPERATION




15.

16,

17,

18,

19.

20.

=36~

Post training questions

Please asay which questions (if any) caused you particular difficulty.

Did you find the test easier or harder than you expected?

bid it help reinforce the training?

Were the questions fair?

Can you suggest any improvements to these questions?

What were the two or three most useful things you learned from this
of the course?

part




2,

ATTACRYENT §

Your Namié cceusesesssnsnsnvarasnns

(Optional)

COURSE MEMBERS'™ REACTIONS QUESTIONNAIRE

Date of Completion suisievevswennas

Please identify precilsely which day or block of work this sheet refers (0 .vvevensasss

Please encitcle the figure which best represents your reactions to these sessions,

I found them:

Kot at all
enjoyable

Extremely
interesting

Very well
presented

Irrelevant
to my job

Likely to be
highly relevant
in the future

I think I
learned nothing

Extremely
enjoyable

Not at all
interegsting

Very poorly
presented

Highly relevant
to my job

Likely to be
irrelevant in
the future

I think I learned
a great deal

Explanatory

Comments

Please offer any other comments on these sessions (high spots, low spots, distrac-—

tions, difficulties, suggestions, etc.)

Do you have any suggestions at this stage for improvement in this questionmaire or

the way it is uged?

THANK YOI VERY MUCH FOR YOUR HELP
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ELEMENTS OF TEAM WORK

ATTACHMENT &

The items listed below are some of the key elements in achieving group teamwork. Rate

the group on each of the nine items by circling the appropriate number.

A. HOW CLEAR ARE THE GROUP GDALS?
1 2 3 4 5
No apparent Goal confusion, Average Goals mogtly Goala very
goals. uncertainty or goal claricy clear clear
conflict
E: HOW MUCH OPENNESS IN THE GROUP?
1 2 3 4 5
No openness Some openness Averagea Considerable Remarkable
openness Openness openness
C. HOW MUCH DO GROUP MEMEERS LISTEN TO0 EACH OTHER?
1 2 3 4 5
No listening Little listening Average Congiderable Remarkable
listening listening listening
D. HOW MUCH ATTENTION IS PAID TO PROCESS?
(The procedure, interaction and feelings in the group as it works)
1 2 3 4 5
No attention Little attention Some Faiy amount Much attention
E. HOW MUCH ATTENTION 15 PAID TO CONTENT?
{The technical or task work of the group).
1 2 3 4 5
No attention Tittle attention Some Fair amount Much attention




F. HOW ARE GROUP LEADERSHIF NEEDS MET?

1 2 3 4 5
Not met, Leadership Some leadexr- Leadership Leadership
drifting concentrated ship sharing functions functions

in one person distributed distributed
VEery approp-—
riately to the
task and the
people
G: HOW ARE GROUP DECISIONS MADE?

1 2 3 4 5
Unable to Made by & By majority Attempts at Full partici-
reach few or by vote integrating pation and
decisions one person minority wote tected consensus
H. HOW WELL ARE GROUP RESOURCES UTILIZED?

1 2 3 4 N}

{ne or two Several tried Average Group Group
contributed to contribute uge of resources resources
but were group well used and fully and
discouraged resources encouraged effectively used
I. HOW MUCH b0 MEMBERS FEEL THEY BELONG TO THE GROUP?

1 2 3 4 5
Members have Mambers not About Warm sense Strong sense
no sense of close but average of of belonging
belonging some friendly gense of belonging among members

relations belonging




Name of Trainer T R R Date of Session PrOVidEd
Title of Session

MEthOd(ﬂ) Uged sasmrr s s arr e b b Rk ok N A AR R Aids Used
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TRAINING SESSIONS - ASSESSMENT BY PARTICIPANTS

ATTACHMENT 7

[ REREE NN

jﬁq¢.i‘lﬁlll.l.lililli.'!itiﬁt.l.l-lllllll'l"'--".“‘..ll'l."'."'

P as v bbb AaEEny

Note., In A & B below 5 represents a positive response and 1 a negative response. You
shonld choose a number which best represents your assessmeat of the particular

aspect examined. Ring the number chosen.

A, Total Impression
What is your overall impres— Success 5 4 3 2 1 Failure
sion of the session provided?
B. Detailed Analysils
If necessary delete all numbers
and insert N.R. (not relevant)
Pesign and Structure
I. Evidence of overall ample scant
design/structure
I1. Tmpact of design on helpful hindered
the learning situation
provided
Presentation and handling
IT11, Development of ses-— coherent incoherent
sion eontents
Iv. Mauner of approach lively lifeless
V. Timing of session well timed badly timed
vI. Vocabulary used iIn well chasen badly chosen

relation to subject
and participants

Contents

VII. Overall relationghip well balanced
betwean the contents
of components
introduced

VIII, Contents chosen for relevant
subject

unbalanced

irrelevant




IX,

X,

Methods

XI.

XII.

XIII.

XIiv.

Knowledge of con-—
tent areas introduced

Choice of contentsz in
relation to abilities
and backgrounds of
participants

and Aids

Choice of method(s)
used in relation to
the subject

Handling of method(s)

Alds prepared/chosen

Use of opportunities for
general participation

Participation of Members

LV.

XVI.

XVIL.

Provision of
opportunities for
participation

Use of opportunities
for general
pacticipation

General nature of
Yesponses

Oral Aspects and
Pergsoual Mannerisms

XVIII.
X1X,
XX.

¥XI.

Clarity of speech
Audibility
General use of apeech

Impact of personal
mannerisms

Summary Appraisal

State concisely the major faults of the session as preéented:-

—4] -

adequate

appropriate

effective

skilled
suitable

encouraged

ample

ancouraged

pesitive

adegquate

sufficiant

effective

positive

State any outstanding qualities br aspectsi-

inadequate

inappropriate

ineffective

unskilled
unznitable

discouragad

scant

discouraged

negative

inadequate

insufficient

ineffective

negative

State any other faults or weaknesges not referred to in the analysis;-




5.

B
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ATTACHMENT 8

FRAMEWORK OF QUESTIONS FOR USE IN INTERVIEWS WITH TEACHERS
ON EVALUATED MIDDLE MANAGEMENT COURSE

Are you content with, and committed to, the published laarning objectives for these
courses?

What do you want, if anything, by way of feedback on the affectivensss of your
teaching? How interested are vyou 1in securing evidence of course members’
reactions, or learning gains, or subsequent job performance? Would you expect to
make changes to your teaching In the light of that evidence?

What kind of evidence would you accept as demonstrating Iearning gains in
Knowledge, in Skills, and in Artitudes?

How far has it proved feasible to secure this evidence from middle management
courses? Is it valid, reliable, worth having? 1Is the process of cbtaining it easy

or difficult, safe or damaging?

Are there other types of evidence about learning gains which you already have, oF
would rather have?

What changes in your work, if any, has evaluation and feedback stimulated? Does 1t
make any practical difference to your teaching when you have evidence oni

. the extent and variations in Knowledge and Skill at the start of training?
. which learning objectives are most and least readily achieved?
. which course members appear to have learning difficulties?

Are you more awave of the evaluation process and its relation to teaching and
learning than you were before?

What place for evaluation, if sny, would you want to retain?
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ATTACBEMENT 9

HOW HAS THE MIDDLE MANAGER BEEN MANAGING SINCE THE COURSE?

The purpose of this questionnaire Is to help search for all available evidence as to the
effects of the training on the management performance of the course member,* This will
generally be & matter of judgement rather than precise feasurement, but the
questionnaire seeks these judgements systematically in the areas where that evidence is

most likely to be found, namely:

- in the 1ndividual officer's use of specific Management Skills and Enowledge
- in his** general Attitudes and Approaches to Work

- in the implementaticn of his Projects or Action Plaus

- in the overall effectiveness of his Unit or Department

although there is clearly some overlap between them, and other ways of analyzing the
effects of the training are possible.

A section of the questionnalre is concerned with each of these four areaz of enquiry,
whilst a fifth section containing more general questions completes the evaluation. 3o
the Full sequence of issues for your congidered judgement through this questipnnaire is

Section I What do you judge from his work to he the courge For all 4 sections
member's present levels of specific Management How far can any
Skills and Knowledge? ‘ changes or

differences be
attributed to the
course rather than

Section II In your judgpement have there been changes in his to other factors?
general Attitudes and Appreoaches to work? (such as growing
experience in the
Section III In your judgement how far have his Projects or job, new responsi-—
Action Plans been implemented? bilities, othar
types of training
Section IV In your judgement have there been changes in the and management
overall effectiveness of the unit or department development ete,)

in which he works?

Section V How would you now judge the quality and value of the course looking
back on it?

*This will be yourself if you are the former course member, or your subordinate if
you are the immediate superior.

%%"He /His" stands for “he or she”/"his or her" throughout.
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SECTION I
THE OFFICER'S LEVEL OF COMPETENCE IN SPECIFIC MANAGEMENT SKILLS AND KNOWLEDGE

You are agked to assess how well the ex-course member 1s now performing the managerial
parts of his work, some time after the course, by completing the attached form which
covers the game wide range of mniddle management gkills and knowledge as in the
pre~course questionnaire you completed. (Atrachment 3).

Indeed the new form iz similar to the old;

- the first column (HOW IMPORTANT IN YOUR/HIS FPRESENT JOB IS COMPETENCE IN suvaee)
still needs your rating as of
No, Low, Moderate, or High importance, e.g.

I3 M |H

- the second column (WHAT IS YOUR/HIS FRESENT LEVEL OF COMPETENCE IN ....) remains
an 8-point scale, which it should help to think of in pairs and then choose the
higher or lower alternative 1n each pair, e.g.

1.21@.4]5]“7;3

Poor Fair Good Excellent

- the third column has been re-worded to read HOW FAR DO YOU/DOES HE STILL HAVE A
TRAINING NEED FOR GREATER COMPETENCE IN .... for you to rate on a 4-point scale
ag no tralning need (N), a minor (MI), moderate (MO} or major {(MA) training need,

.

N |¢D| Mo | Ma

- a fourth column has been added asking for your judgement of HOW FAR CAN ANY
DIFFERENCE IN YOUR/HIS LEVEL OF COMPETENCE BE ATTRIBUTED 10 THE COURSE. Flease
compare your new second column rating with the second column rating vyou made
before the course and, where there iz a difference, place a letter in the box
provided to show which one of the following statements, on balance, best reflects
your opinion;
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M.... this difference is probably due More to the course than to other factors

A Le.. thiz difference might have occurred anyway but has probably been Accelerated
by the course

L ovuee this difference iz probably due less to the course than to ether factors

X auan I cannot offer any eXplanation of this difference.

a8, l L

The “other factors” which might explain the difference in levels of competence include

the natural growth of experience in the job, new responsibilities, staff changes, or
other types of training than the course.

There is space after each item for any remarks about it you care to add by way of
example or explanation. There 1is also 2 section at the end for general comments.
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SECTION II

THE GFFICER'S GENERAL ATTITUDES AND APPROACHES TO WORK

This section of the guestionnaire concerns the underlying ways in which an officer goes
about his managerial work and the attitudes he shows in dolng so. They may (or may not }
have changed since the period before the course and any such change may {or may not) be
an effect of the course. Moreover, by their nature these characteristics are difficult
to measure and have to be deduced from a variety of different situations over a period.
Consequently you are asked simply to judge:

(1) Compared with the sltuation immediately before the course
WHAT CHANGE IF ANY HAS THERE BEEN IN THIS CHARACTERISTIC?
please place a tick in the appropriate part of Column 2 opposite
each 1tem listed in Column.l, e.g.

change for the worse
no noticeable change
some improvement
marked Iimprovement

<

A% Judgement of egsentlals and priorities

(i1i) HOW FAR AN ANY SUCH CHANGE BE ATTRIBUTED TO THE COURSE?
Where you have indicated a change in column 2, place a letter
in the box provided in column 3 te show which one of the
following statements, on balance, best reflects your opiniton:

M.ues this difference 1s probably due More to the course than to other factors

A aaes this differance might have occurred anyway but has probably been Accelerated
by the course

) PR this difference is probably due less to the course than to other factors

X chue I cannot offer any eXplanation of this difference.

-1 X

The "other factors™ which might alse account for changes in attitudes and approaches to
work include growing maturity, experience of successes and fallures, the influence of
colleagues and new respounsibllity. There is space for remarks after each item and at
the end of the section.




A2

A3

Ad

A5

A6

Col.d

ATTITUDES AND APPROACHES
TO WORK

The level of confidence

Remarks :

A logical, analytical approach

to situations

Remarks:

The capacity to cope with
conflicts and tension

Remarks;

Willingness to listen and
learn from others

Remarks:

Judgment of essentials and
priorities

Remarks:

4 flexible, adaptable style
of management

Remarks:

=-5h4=
Col.2
SINCE THE COURSE HAS
THERE BEEN
e t
] a
w =y
H =] -
Q o
=3 = et
g © g
= o =]
X 3 g
ol L] =]
& 8 2
P B
a ad =
fd o
515 |
5 2 3

Marked improvement 7

Col.3

HOW FAR IS ANY
CHANGE DUE TG THE
COURSE?

(M, A, L, Xz
gee notes)

i




A7

A8

A9

AlQ

Al3

Al4
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Considering the wider impli-
cations before making decisions

Remarks:

Readiness te take 1nltiatives

Remarks:

Appreclation of other
professions' views and problems

Remarks:

Awareness of when to seek help

Remarks:

Determination to tackle
difficult problems

Remarks:

Concern to achieve work targets
and standards

Remarks:

The exercise of tact and
discretion

Remarks:

Sensitivity to others' feelings

Remarks:

|




Al S

Al6

AlB

Qthers?
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Demanding high performance from
gubordinates

Remarks &

CQuestioning existing assumptions
and ways of working

Remarks:

Using time to maximum advantage

Remarks:

Using a tesm approach to management

Remarks:

Flease add below and assess in

the same way

Al9

A20

Is there anything else you would like to add to clarify or explaim this

Remarks:

Remarks:

aggeggoment ?




_57_

SECTION ITI
ACHIEVEMENTS FROM PROJECTS AND ACTION PLANS

A third method of assessing the impact of the course is to focus attention om the
implementation of any projects, action plans or other intentions to use what has been

learned on rhe course to achieve some specific objective or improvement at the place of
work.,

Such intentions are not always achieved, for a variety of reasons; the aim of this
section of the questionnmaire is not to judge success or failure but to ask for your view
of what happened in the event and why. In this way it should be possible to gauge the

impact of the course in this field, and to learn more about factors which help or hinder
the application of course learning to the work situation.

The questions which follow are self-explanatory and intended sgimply to help think
through the situation and fts significance.

3.1, During the course were any plans made to apply the learning Yes No
to particular problems or needs back at work, e.g. by means
of projects or action plans or other intentions to make Don't know

specific changes? Flease circle.

3.2. If you have answered No or Don't Know to question 1, would
you please briefly explain the reasons here, and ignore the
remaining questions in this section.

3.3, If you have answered Yes to question 1 would you please list
below in ¢olumn 1 these plans, projects and intentions, and

(1) indicate by a tick in column 2 how far each plan etc.
has been achieved to date; and

(ii) where you have indicated some achievement in column 2,
place a letter in the box provided in column 3 to show which
one of the followlng statements, on balance, best represents
your oplnion

M .euo this is probably due more to the course than to other
factors

4 .... this mipht have occurred anyway but has probably been
accelerated by the eoursge

L «.ss this is probably due less to the course than to other
factors

X «eve I cannot offar any explanation of this achievement,
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The “other factors" which might alse account for the achievement of plans, etc.
include extra effert by the course member, the stimulus and support of other
pecple, and the removal of difficulties at the workplace, butr c¢onglder how far
these factors may themselves have been influenced by the course.

Col.l Col.2 Col.3
PLAN, THIS PLAN HAS BEEN HOW FAR IS ANY
PROJECT ACHIEVEMENT DUE
WORK OBJECTIVE TQ THE COURSE
ETC. =
a
Fx)
0% | e |3 s & L, 2
o al w [ &
at =] o - a
- - FEQN -1 -
A o w813
= PP ] LI ] m
3] = O oo
o U € - -
P o m -
5 |22 |58 |3
£ [£€5 |28 | &
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(11) civsnessasscnsnannnnse
(111) A ¥R PV FSFETRRTEY b AS A A
(iv) FY s R vE R bbb AN RAE RS
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3.4, It is possible that useful lessons can be learned from failures to achieve
action plans, projects, ete. a3 well as from successes; that they may be
found to need modifying in the light of changed c¢ircumstances; and that they
gometimes lead to further special offorts at the place of work which had not
been planned during the course. On the other hand 1nitlal efforts to achieve
gpeclfic plans and projects may wnot be sustained. Taking all these
considerations intoe account would yvou please use the space below to say what
contribution, if any, has come from this particular aspect of the course (i.,e.
the projects and action plans) s.e.es

sasss concluding with an assessment made by cireling the figure which best
repregents your Jjudgement on each of the following scales:

The course member's involvement in projects, action plang and gimilar work
ohjectives has been

of no particular » of very considerable
benefit ~ “ benefit

{i) to the individual officer 1l ¢ 2 3 4

(i1) to his parent organization 1 | 2 3 4 4
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SECTION IV

EFFECTIVENESS OF THE UNIT/DEFARTMENT IN WHICH THE OFFICER WORKS

Thig section is aimed at establishing the extent, if any, to which the impact of the
training may extend beyond the individual officer to the organization as a whole, or to
that part of it in which he works. This may be describad locally as a department, 2
unit, a service, a function, or by some other title - the phrase "unit/department” 1sa
meant here to stand for any of these - but the polnt you are invited to assesg here 1is
not “is the individual officer managing better as a result of his training?” but "ls his
unit or depatrtment any more effective as a result of his training?”

This then forms the basls of the single question posed in this section, Here you are
not being asked to mentien all the changes that have taken place in the
unit/department's functioning or petformance since before the officer's training began,
but only those (if any) where you judge the training to have made some contributiom.
This 1is generally a difficult judgement to make, if only because of the many other
factors that may be {influencing the situatlion apart from the offlcer's own changed
performance followlng the course; for example there may alsc have been changes in the
unit/department's workload, in its financial or gtaffing resources, In 1ts relations
with othar services; or changes initiated by officers in the unit/department othex than
the course member. But it is vital to assess the extent to which the training of
individual middle managers may promote the effectiveness of their organizations.

To aggist you, some areas in which unit/department effectiveness may be considered are
mentioned as sub-headings in brackets after the question, but please record a change
only where you consider that course attendance directly or indirectly made some
contribution. And against any such statement kindly indicate by a letter in the box
provided which one of the following statements best represents your oplaion:

M .... this is probably due more to the course than to other
factors

A .... this might have occurred anyway but has probably been
accelerated by the course

L, .uu. this 1s probably due less to the course than to other
factors

(NB the letter X "I cannot explain this” should not be needed
since only changes which you can attribute to some degree
to the course are sought).
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ARE THERE ANY CHANGES IN THE OVERALL EFFECTIVENESS OF THE HOW FAR I8 THIS
OFFICER'S UNIT/DEPARTMENT WHICH IN YOUR JUDGEMENT CAN BE CHANGE DUE TO
ATTRIBUTED TC SOME DEGREE TO ATTENDANCE AT THE COURSE? THE COURSE?

{e.g. in its "productivity” such as throughput of patients
ot output of services )

LR R R R EE R R R N R N N N N I R R R O N N A T R A Y

LA R RS E LR EREREEEEE R N N Ny N Y R E R ]

(¢.g. 1in its use of resources such as staff, space, equipwment,
money, time: 1if there have been financial savings please
estimate their extent)

LE RN ENERE R R NN R NN N N N NN NN NN Y E E E R E R E E T

LA R R R R SRR R RERE RN N N N Y R R R R e T

(e.g. 1In the quality of its staff relationships and communications)

i L N R R R I I R R N O R R A A A R v

LA R A R N R N NN N N I PASEEAE D R

{e.g. 1in the efficlency of the systems and procedures it uses)

-iiiidllIIIIQIII..I.‘.“““-I".llil-i.t‘i--.-..'llll'..llidt

i o N R I I I R O

(e.g. 1in its relationships with other services and the community)

llllll‘..ti"l.'llil‘lﬂiiﬁii'lillllili'.10.....-.-........'.

.-'.-.-."‘*‘IIIII'I'I'II."..‘...I'....l..‘.t.".'..I...l'l

(e.g. 1n its capacity to solve problems and adapt to changes)

..‘"..'.""'.l.l..-““'...'l'l'l.lﬂiiiit!'!'.'lil.i-lpjji

L S o R N R I I R I R I N I R R

(or in other ways: please explain)

..-.".""".'.'...-‘-.‘.“.""-.-."-.“..‘IlI-lil.lllQ'.‘

llliil.diiil"Ililllli‘.t.t‘..-.-.llil.tdi‘.---.illll.ll...1
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Concluding with an assessment made by cirelimg the figure which best represents
your judgment on the following scalers

On the whole I comsider that attendance at the course has brought

no particular |2 4 3 4, 4 3 very considerable
benefit benefit

to the overall effectiveness of the officer's parent organization.
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SECTION V
THE IMPACT AND VALUE OF THE CQQURSE IN RETROSPECT

The first four sections of this questionnaire have searched for evidence about the
effects of attendance at the middle management course, from four perspectives

- changes in the officer's specific Management Skills and Knowledge
- changes in his general Attitudes and Approaches to Work

- implementation of his Projects and Action Plans

= changes In the Effectiveness of his Unit or Department

because it 1z essential that these effects should first be identified before their
“value” can be judged.

This fifth, and final, section tries te complete the evaluation by weighing all the
evidence in the light of the costs and to examine what has helped or hindered the
application of learning in the period since the end of the course,.

First of all the coapleteness of the evidence needs to be checked. The preceding
sections have all locked for practical effects ¢f course attendance in the way the
officer manages, or his unit/department functions, There may he other, less tangible,
effects (e.g. In stimulating further personal study, increased personal satisfaction or
security, greater prestige or promotion prospects) which are not necessarily reflected
in changed performance. 5S¢ the question arises:

5.1. Would you please state below what effects, If any, vou believe the course has had,

other than those you have covered in sections I to IV? (If none please say so
rather than leaving the space blank)

3.2. Are you satisfied that the principal effects of your course attendance to date, as

far as you can see them, have now been identified in your answers to sections I to
IV and Question 5,1 above?

Yes or No (please circle)

5.3. Would you say that these effects in total are

Far less extensive 1
Rather less extensive 2
About the sane 3 {please circle)
Rather more extensglve 4
Far more extensive 5

than you were expecting before the course? Flease comment briefly on any major
differences between what vyou were expecting and what actually happened:




3.4
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Now that you have reviewed the available evidence concerning the impact of the
course attendance on job performance you should be able to gilve am opinion on the
factors which have helped or hindered the application of course learning 1in
improved management at the place of work. If their influence can be asgsessed It
should be possible to umske firm rvecommendations on how the training system can be
further improved.

The 1ist which follows includes factors relating to the officer, to the job, to the
organization and to the course. Each of them may work for or against the use of
learning, and you are asked to place up to 3 ticks, signifying
v this has had a miner iufluence
v o/ this has had a moderate influence
v o/ this has had a major influence

in elther the column “This factor has helped”

or the ¢olumn "This factor has hindered”

agalnat any of the listed factors which you believe has been influential, one way or the
other, on the application of the course member's learning at work.

Plepge leave the columns blank apainst factors which you cannot say have

had any noticeable influence., For example, if you conslder that the
course member's level of motivation to make changes

(1

(11)

Thig has | Thig has

HELPED | HINDERED

application of learning
has been high enough te he a moderate |

influence, helping him to apply his v S
learning, rate this item

has been so low as to be a major
influence hindering him from applying i V S
hizs learning, rate this item

(ii1) if you cannot say 1t has had any I

noticeable influence, then leave
the columns hlank |

FACTORS WHICH MICHT HELP OR HINDER THE I
OFFICER'S APPLICATION OF COURSE
LEARNING AT WORK ]

His basic mental ability (high ]
or low)

The scope provided by his job f

for making improvements (adequate
or 1nadequate) |

The support and guldance shown by
his immediate superior (high or low) !




L0

11.

iz,

5.5

3.6,
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This has ) Thiz has
HELFED ) HINDERED
application of learning

The support of his immediate

colleagues and subordinates f

{high or low) |

The time he has available to make |
improvements {(adequate or inadequate)

The resources avallable for
necessary improvements (adequate or |
inadequate)

Tha relevance of the course to |
his job (high or low)

His level of motivation to
make improvements (high or low)

His level of adaptability c(high or
low)

The general climate or atmosphere in
the organization (favourable or
unfavourabla)

Hig personal capacity to influence ,
others (high or low)

[
His personal capacity to take
initiatives (high or low) I

Flease estimate the approximate cost of your training on this course. (Course
members are likely to need information from the organizers and tutors about the
overall cost of the training course itsgelf, including any accommodation; and
guidance on whether to add the cost of travel or other i{individual allowances, and
the salary cost of their time for the period of the training during which they are
ungble to perform their normal work., Precise acecuracy 1s less important than a
general appreclation that training has costs, direct and indirect, which need to be
justified by the worthwhileness of training's benefits in the shorter and longer
terms).

Overall would you judge, in the light of your evidence in sectiomns 1 to IV and
question 5.3 above, that the expenditure of time, effort and money
in this case has so far been

not at all - completely
justified * justified

al in the officer's current job performance 1,2 ,3, 4

b) in higs parent organization's current 1,2 3,4
performance
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ATTACHMENT 10

Example of an
Evaluation Questionoaire 1 (End of module)

WORLD HEALTH ORGANIZATION
TRAINING MANUAIL ON
HEALTH MANPOWER MANAGEMENT

GENERAL MODULE A: FROBLEM SOQLVING

1. Your General Reactjions

Fleage ludicate, by cirveling the appropriate figure

not at all

to a limited extent

= to a conslderable extent
extremely

La k2 O

How far you have found the written module:

Intervesting 0 1 2 3
Potentially useful 0 1 p 3
Well prepared 0 1 2 3

and the training workshop:

Well conducted 0 1 2 3

Please write any explanatory comments here




2.

Your Specific Reactions

In particular would you show in the same way how helpful you feound:

The Introduction 0 1

The guidelines 'Framework for 0 1
group problem-solving'

The Additional Notes 0 1
The case study problems 0 1
The visual aids 0 1
Your work in small groups 0 1
The plenary discussions 0 1
Your own action planning 0 1
The tutorial contribution to the workshop 0 1
The administrarion of the workshop 0 1

Please write any explanatory comments here




Y-
3, Your Learning

Similarly, would yeu please indilcate how well in your judgement you have achieved
the workshop's learning objectives:

Learned a systematic geperal framework 0 1 2 3
for the analysis and solution of
problems typical of HMM

Practizged creative group methods to 0 1 2 3
generate a wide range of alternative
options in search of the best solution

Applied the general framework to one 0 1 2 3
or more apecific HMM problems
relevant to yout own work

Discuggsed the implications of this 0 1 2 3
learning for better EMM

Iz there any way 1ln which your learning could have been increased during
the workshop? {(Please write here)
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Your Action Plans

Plegse summarize briefly how you intend to use in your work what you have leatned
during the workshop

1.

2.

3.

4.

etc

'EEEEREN ERX NI I I I A W A RN BN R B N B B BB BB BRI IR A N N R A R R R

[ E R R R A e s N A R R R X R T R N RN N NN NN RN NN NN NN NN R IR IR N AL

I EE EEEEETEEESEEEEEREERE I I I I I O B B 3 B B B B B B R N BN BN B BN S O BB N A BB B I R LI B B R A L

R R R R R R R A R E E E R E R E N N N R R R N R RN R RN R NN NN RN R RN NN NN R NN LR EREREEEREER R RN

TR e N N E R R R Y RN RN NN RN NN N R LN LR R NN R

R RN N RN R R R NN N N F RN E NN NN NN E NN RN R N RN R NN RN LR EEE R RN NN EE RS R RN

A A S FEERSRER R TR AR R R R R AS AR AT ARSI RS A A G FFAAAEA A A AR

L R R R N R R N NN RN N LN AR RN

4 S A SAERAASARSFERERRARFERR RN R AR R R R AR R R RS A AN SANA SRR

IEE R T RN NN NN R RN TN ENEE RN RN R RN NN NN NN NN N NN NN NN NN NIRRT R RE

R R T T T I T T T R RN T R R R R R R R RN R RN NN NN RN RN NN

FE R F RS R IR AL E RS A AR SRR F AR FEEA AR IR IR RAR R R AR IR R R F R T rR YRR AR A AR

T AAdARdA A BSEAFEERFRRRE R T AT R N R AR R AL AR AL AL ARF AR AR EEEE

I N N T F A N P R N A TN NN NN N TR NN ER NN RN NN NN NN NN NN NN BN N I A L

BB EAGSA AR AGAAEARFEEASEAREFEAEEER TR R R RN R E R TR SR PR R R T U NN FU AR TN N AN RNRSFATTERTRE RS

Do you have any further comments, criticlsms or suggestions that would assist in the
improvement of this medule and workshop?
(Please write here)

THANK YOU VERY MUCH FOR COMFLETING THIS QUESTIONNAIRE. YOUR REPLIES WILL BE HELPFUL
AND TREATED IN STRICT CONFIDENCE, ANY SUMMARY OF PARTICIPANTS' REPLIES WILL NOT
INCLUDE NAMES.

IT 15 INTENDED TO SEND YOU A QOPY OF THIS PAGE AFTER SOME MONTHS, TG FOLLOW-UP
PROGRESS ON YOUR ACTION PLANS AND SEEK YOUR LONGER-TERM EVALUATYON OF THE MODULE AND
WORKSHOP. TO MAKE THIS POSSIBLE WOULD YOU PLEASE WRITE YOUR NAME BELOW.

YDUI' name plEﬂSE IR RN R R N R N N R
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Example of an
Evaluation Questiommalre 2 (Follow—-up)

WORLD HEALTH ORGANIZATION
TRAINING MANUAL ON
HEALTH MANPOWER MANAGEMENT

FUNCTIONAL MODULE A: FROBLEM-SOLVING

Pleage indicate, by circling the appropriate figure

= ot at all
to a limited extent

= tp a considerable extent
= fully

L2 ko =
Il

how far each of your actlion plans has so far been achieved:
(insert a brief description below)

Plan 1 ciusessnancnsnnsasansnssnananasnsasn 0 1 2 3
Plan 2 susevvssrerrsnsnrrsnrsnnsansnssannse 0 1 2 3
Plan 3 ceuiuecnncsnancsssancnanasnansrnnna 0 1 2 3
Plan 4 sesiesansvasanssassssnssansannsnsns 0 1 y 3
etc, AR d b ee bbbt kbbb bbbt n s a 0 1 2 3

Please indicate the major factors which have

helped hindered
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thyssarrvivesadvrvndvnersv bbb bbby IER RN RN ENNENEEREENEEERELENEEREERJEEREI I
drvdrrnnAdrswivrrniavmsaanrnvewbw bAoA AR A FAJASALAEERBEREREFREFRRFREPRPREFEEEERE S
T Y S SFERE B FEEE R EE RS AR PR ER R TR titii.i.ll.‘IF.l...l.l."'I'lI"“I""

the achievement of your action plans

Have there been any other changes in the way you work that have been helped by the
training?
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Yl
looking back on the workshop as a whole and recalling the time and costs invelved,

please indicate by circling the appropriate figure as in question 1 above how far
you believe that your attendance was justified in terms of

. benefit to your organlzation 0 1 2 3

+ benefit to yourself 0 1 2 3

Do you have any further comments, critlcisms, or suggestions for the future as you
conslder the workshop's 1lmpact?

2SS A AGAEEERERRERRRRI TN A AR Rk A A ASAR AR FAEENAFAE SRR SRR
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THANK YOU FOR COMPLETING THIE QUESTIONKAIRE.,
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EVALUATION
FOR TUTORS ONLY
SECTION 3. NOTES FOR ORGANIZERS AND TUTORS

Because of the unique role of Evaluation as a source of feedback on system funetiloning -
in this case the contribution of training to the HMM gystem — this module is unlikely to
be selected For use first in the series. There is therefore mo need to repeat the
general advice given in the other modules regarding your approach and preparatiomns for
the task of organizing and conducting such a module,

Instead it should be sufficient to draw attention to certain features of thils particular
module, and any workshop based on it, that may influence your thinking about this
important task, including:

1, It is important, because systematic evaluation 4is indispensable to any serious
offort to assess the effectiveness of whatever we are deoing, particularly in the
complex and imprecise area of training for IMM.

2. The princlpal competence that requires to be developed through the module is that of
judgement, which should be encouraged by not offering any pre-determined zolutions
to evaluation problems.

3. Instead, the challenge of the module lies in requiring participants to develop
evaluation designs of their own, chiefly through discussion in small groups with
your tutorial support as required.

4, The evaluation task(s) to be undertaken should he specific and real. The assumption
ijs that one such task should be to devise and organize the evaluation of this module
and workshop, as a consequence of which there is deliberately mno recommended
evaluation instrument in Section 4 below.

5. Alternatively, participants - or some of them - may prefer to spend time on the
development of assessment methods for a different but equally real task, such as the
design of Instruments for evaluating omne of the other medules, ox for determining

how much of what is learat in a workshop is actually applied in the participant's
workplace, '

6, Evaluation degign is not easy and you should be prepared for considerable
differences between participants in the way they respond to the workshop and in the
rate of progress each of them can make.

Timetable and Session Plan

In the light of all these considerations, it is unlikely that a fixed timetsble or
striet sequence of activities during the l-day workshop would be satisfactory. Your own
judgement of what would be most helpful to the participants will be the best guide - but
you may find that the most natural sequence could be: -

pre-workshop: ask particlpants to read Sections 1 and 2 before the workshop starts.
This should not be difficult if they have already attended another workshep and can
receive the Module material in advance; it will save much time in the workshop itself;
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morning of workshop: discwssien, initially in groups and then in plenary, in order to
identify a set of agreed principles thar should guide rhe evaluation of BM development
through training. Before lunch participants should choose or be allocated a specifie
real-1ife evaluation task to work on;

afterncon of workshop: group work on the practical evaluatlion task, which may invelve
selecting and adapting instruments, or parts of instruments, from Section 2, hut will
inevitably require original work, This could be judged, im a final plenary/evaluation
sesglon, by the extent to which partielpants' work reflects the guiding prineciples
agreed during the morning. If the practical tasks have 4included the desfgn of
evaluation for this module and workshop, it should of coutse be used at the clese of the
session.

Please note that a viewfoil (El) of the workshop's objectives for use with the Overhead
Projector, is part of this wmodule: the text 1s the same as in section 1.
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EVALUATION
FOR TUTORS ONLY

SECTION 4. EVALUATION OF THE MODULE

A= indicated iIn Seection 3, the evaluation of this training activity is & practical
asgignment for workshop participants themselves to undertake. It iz to be hoped that
their design will cover at least rhe first 3 levels of the evaluation cycle, that is to
say:

- the reactions of participants to the tralning
- some assessment of the learning achieved

- provision for identifying its effects on participants’
subsequent work performance

Frogress in this training event should, with further practice, encourage a more critical
and systematic evaluative attitude to management development In general, which is
nowhere more needed than in HMM.
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Viewfoil E1

OBJECTIVES

By the end of this workshop, participants should have:

1.

significantly increased their understanding of
evaluating in the context of HMM;

studied a range of instruments for future
reference in evaluating the effects of

off-the-job management training on performance
in HMM;

applied this understanding and range of
instruments to the task of designing some
part of the evaluation of this workshop series,
or another relevant evaluation.




