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Civilian Personnel

RAMSTEIN AIR BASE TRAINING GUIDE

This handout establishes authority and policy, sets up the objective requirements, responsibilities, and methods for the training and career development program as required by AFI 36-401. It renders guidance for determining, validating, requesting, documenting, evaluating,, and reporting training needs. It applies to commanders, manager, and supervisors of United States Appropriated Fund (US-AF), and Non-United States (Non-US) civilian personnel serviced by the Ramstein Central Civilian Personnel Office.

1.  General. The Management Training Committee (MTC) is assigned authority and responsibility for reviewing the Annual Installation Training Plan (AITP) including impact statements explaining the anticipated effects of unmet training needs to ensure current and future training requirements have been properly identified, validated, and prioritized. The MTC will recommend approval of the installation training and budget plan for submission to the commander. Also, the MTC members will prioritize the training requirements within their individual represented groups and initial all DD Forms 1556-1s generated by their groups thus validating the request as being at the top of the priority.  
2. Responsibilities Commanders, chiefs, supervisors, and employees have responsibility to 
a. Identify new or anticipated training needs 

b. Identify training needs of individual employees at the time of performance appraisal, based on mission requirements, possible performance deficiencies and employee career objectives. Identified needs will be documented on DD form 1556, Request, Authorization, Agreement, Certification of Training and Reimbursement and submitted to the Ramstein Civilian Personnel Office, Training & Requirements Section (435MSS/DPCT) to be included in the annual training need survey. Requests must be submitted in advance to allow the CCPO to take the following actions:

(1) Coordinate requests for non-US citizens with the Base Works Council (at least ten days prior to start date).

(2) Request funds out of cycle (six weeks minimum time requirement), or include in the request for future fiscal years.

c. Ensuring employees sign the privacy act statement on the request form and training reimbursement statement, if applicable

d. Conducting the annual training needs survey annually during the third quarter of the fiscal year, for two fiscal years ahead.

e. Identifying training needs prior to the training needs survey

f. Submitting out-of-cycle requests for training involving expenditure of funds (including centrally funded training as well as training through Air Education and Training Command—AETC, Air Force Institute of Technology—AFIT etc.) Out of cycle requests are such requests that are submitted after the annual training survey. This will require submission of a letter of justification and an impact statement for Training Management System (TMS) training, in addition to DD Form 1556. These “out-of-cycle” requests should be held to a minimum.

3. Application of the Annual Installation Training Plan (AITP)

a. The Ramstein Civilian Personnel Training Office will produce the AITP through data systems and provide all functions with their respective portions of the plan  upon request (i.e. “Unit Training Plan”) for use in monitoring needs, completions, etc.

b. Employees and supervisors on copy nine of DD Form will complete evaluations of training.   All pages of the DD Form 1556 can be obtained from the AF forms library and completed using form flow software

c. Commanders, managers, and higher level supervisors are responsible for the attendance of newly assigned, first level supervisors at the Civilian Personnel Management courses (CPMC-US and CPMC-NUS) within six months upon appointment as required by AFI 36-401.  Military supervisors of three or more civilian employees must be identified through the MTC members to the Training Office.  A listing will submitted NLT 15 January of each year, with updates as applicable. (Updates when applicable).

d. Upon completion of training, students are required to submit to 435 MSS/DPCT  a legible copy of their expense voucher and travel order.

GUIDE FOR IDENTIFYING NEEDS; PRIORITIYING NEEDS AND EVALUATING COMPLETED TRAINING AND PROGRAM OPERATIONS

A1-1.
Identification of Training Needs:


A valid training need should be handled as a performance objective. The objective is based on job requirements, future changes to work methods, or individual employee job related development or manner of performance.

A1-2.
Training Need Indicators:

a. General Indicators:

(1) Are new equipment, systems, programs, or procedures being installed or slated for application in the near future?

(2) Are significant changes such as major reorganizations programmed?

(3) Are military-to-civilian conversions being accomplished?

(4) Have inspection, evaluation or audit reports highlighted conditions which may point to needed training?

(5) Are contracting-out operations being contemplated?

(6) Have significant Reductions-in-Force taken place, or are future actions expected?

(7) Are affirmative action goals such that skills training will be needed?

(8) Has or will automation change the occupation or skills?

(9) Is the „state-of-the-art“ experiencing significant change?

(10) Are recruiting and retention problems becoming critical?

(11) Have regulations been reviewed and Personnel Data System-Civilian (PDS-C) inquiries completed to ensure that directed training is planned an coordinated (e.g. Drug & Alcohol Abuse, USAF Supervisor’s Course, Civilian Personnel Management Course etc.)?

b. Specific Indicators:

(1) Were employees assigned to a so-called “restructured position” with a lower grade? (Immediate formal on-the job training is required here)

(2) Were any previously identified, valid training needs to meet? Does the need still exist?

(3) Have individual employee performance problems been identified which were not caused by attitudinal or motivational factors?

(4) Are training and development activities, required by career management programs, recognized? 

(5) Have staffing plans, program documents, unit manning documents, and mission plans identified firm training requirements?

(6) Are Career Enhancement Plans (CEP) screened to identify formal training needs?

(7) Have positions been identified for Upward Mobility Participants?

(8) Has the organization gained new personnel?

A1-3.
Selecting the Method of Training

a. Prior to selecting a formal training course the following should be considered:

(1) Change in the method of doing the work could result in the desired objective.

(2) Improved communication may solve the performance problem.

(3) Informal on-the-job training might satisfy the need (not applicable to Par 2b (1) above.

b. Self-development could provide the knowledge, skills, and abilities need to improve performance.  Supervisors are required to encourage employees` participation in self-development activities. 

c. A detail or informal development experience could satisfy the training need.

d. Will formal training be directly transferable to the work situation?

A1-4
Prioritizing Training Needs. (Used in Impact –Statements during the annual training needs survey)

a. Once training needs have been determined, the next step is to prioritize or rank those needs:

(1) The determination of training priorities is a critical judgment process accomplished by managers and supervisors. The process should involve comparison of the predominant variables listed below to the training need which ahs been identified.

(2) Timing. When must the training be accomplished? Is the timing critical to successful accomplishment of work functions, tasks, responsibilities, and, ultimately, mission activities? Would delays be adverse to effective work completion?

(3) Cost and Benefit Ratio. In terms of money and time expenditures, are the results of training expected to outweigh those costs? Can the benefits be readily quantified and tied to valid methods for measuring results?

(4) Situation and Environment. What are the driving forces behind the training need? Are these forces readily apparent, translatable to individual employee needs, and recognized by reviewing officials? Some of the more critical and recognizable forces are.

(a) Acquisition of new systems or machines (weapons, computers, programs, etc.) which need highly specialized skills to maintain and operate.

(b) Radical technology shifts or new directions in the state-of-the-art.

(c) Civilian work force dynamics involving work force expansion, losses, resignations, retirements, promotions, and reassignments.

(d) Programs slated for implementation at a specified future date where additional skills will be needed.

(e) Based on a formal work plan and performance standard, an employee’s performance deficiency has been attributed to a definite formal training need and not to poor work habits or attitudinal problems.

(5) Impact Estimation. Can a “bad case” situation be depicted and rationalized to show tangible effects of an unmet training need? Can lack of training be tied directly to al production, program, or mission problem? Can impact estimates be demonstrated by cost saving or avoidance analysis? Such estimates must be documented and accompany the Annual Installation Training Plan submission to higher headquarters.

b. Each variable must be analyzed carefully and given an objective rating of minimal (5 points), moderate (10 points), or extensive (15 points) based on a best fit to the circumstances. Once all variables have been rated and the corresponding point values added, the total score should be converted to a code as reflected in the following table:

TABLE 1


Atem 20e


DD Form 1556
TMS

Total Score
Priority
PDS-C
Conversion

Range
Code Entry
Code Entry
Code

(Impact Stmt)
(Impact Stmt)
(for AETC only)
(AETC etc)

20 to 29
III
4
D

30 to 39
II
3
C

40 to 49
I
2
B

50 and UP
I
1
A

The rating scale, score, and conversion technique are derived from the two priority definition systems used in the Air Force. These are:

(1) Department of Defense (DOD) priorities:


(a) Priority I. Training which must be accomplished in the ensuing annual training cycle or it will have a direct adverse effect on mission accomplishment.

(b) Priority II – Training which is required to provide for systematic replacement of skilled employees through career management programs and cannot be deferred beyond the ensuing training cycle because it will have an adverse effect on mission accomplishment in the period following:

(c) Priority III – Training which is required for an employee who is performing at an adequate level of competence, which will increase their efficiency and productivity and may be accomplished after Priority I and II needs have been met, but would not be in the DID or public interest to defer beyond the ensuing training cycle.

(2) Training Management System (TMS)

(a) A- Mission Essential – Inability to continue operation if the requested training is not provided.

(b) B – Critical Mission Impairment – Will severely restrict operation if the requested training is not provided.

(c) C – Deficiencies in Mission Support – Failure to support this training will result in problems which may ultimately caused mission impairment.

(d) D – Personnel Competence or Career Progression Reduced – Although short range mission impact is not anticipated, the lack of training will result in less than satisfactory skill and knowledge levels of personnel involved and will, ultimately, impair mission accomplishment or impede the normal career progression of Air Force personnel.

c. Management Training Committee review actions should follow similar analysis in validating installation and command level training and financial management plans. When appropriate, committees may alter priority codes. When this is done, assurance must be made that changes are entered into DCPDS and truly reflect a command wide priority determination.

d. Employee Development Specialists (EDS) will provide individual supervisors, managers, and respective committees technical advice and assistance in the overall priority determination process.

A1-5 
Evaluating Courses and Development Experiences;

a. Follow-up on job performance is the most reliable method of evaluating the effectiveness of any training course. Before accomplishment of training, supervisors should select an evaluation method which can best measure the performance or productivity objective which the training is expected to enhance. 

b. Another important evaluation tool is the course critique. Employees attending formal training or participating in a developmental experience should be solicited for their assessment of value.

c. The major purpose in evaluating training is to determine if training objectives have been achieved. The real value of course evaluation data, however, is its use in:

(1) Determining performance and productivity improvements.

(2) Making program changes or modification; for example, eliminating training of little value, changing content or method of training, reassessing or revising course objectives, and redirecting emphasis into moor important or critical areas.

(3) Keeping management informed of training results and activities.

(4) Fomulating future plans for training and development.

(5) Providing information to higher headquarters for the purpose of improving management decisions and budget and program support.

(6) Compiling quality reports include:

(a) Narrative statements as to the value of training to the installation.

(b) Estimated of the extent to which economies and improved operations have resulted from training.



A1-6
Identification and Prioritization in Relation to Funds Availability

Financial planning and programming, reliable forecasting of training courses or development by type, trainee requirements, and associated costs are critical to meeting mission training requirements and successful attainment of future budget needs. Proper management of the needs identification and prioritization process will lead to greater accuracy of requirements which the Planning, Programming, Budgeting System (PPBS) has designed to achieve. For this reason, supervisors, managers, EDSs, and appropriate committees should ensure that forecasting takes into account all known requirements and that the best estimates are provided by program and operations officials. Efforts of a lesser magnitude could adversely affect out-year funding simply because preliminary financial planing did not provide for the time phased matching of resources with needs.

ANNUAL INSTALLATION TRAINING GUIDE

Objective and Element items

Decrease break-in time of new employees:


Timeliness
if some employees participate in a planned program of training and supervisor 




record date when each reaches an acceptable level of production.


Timeliness
Determine average time required to bring trained workers and those who receive 




no training to an acceptable level of production.

Increase employee’s production rate:


Quantity
Using production records, compare production rate before and after training


Quantity
Compare production of trained employees with that of employees not receiving 




training 

Eliminate bottlenecks:


Quantity
Compare production record before and after training.


Timeliness
Determine whether deadlines were met sooner by eliminating bottlenecks 


Quantity
Determine number of staff hours saved per month.

Reduce operational errors:


Quantity 
Use record of supervisors and inspectors on rejected work and salvage. Compare 



before and after training.


Quantity
Determine average number of rejects, errors, or amount of salvager 


per worker




before and after training.

Decrease amount of time equipment is 

Withdrawn form production for repairs:


Quantity
Use maintenance records indicating number of hours per month equipment is in for repairs and the cost of repairs or maintenance.


Timeliness
Compute amount of time equipment is out-of-service for each worker or unit


Quantity
Compare average repair time or cost per trained worker or unit before and after training .


Quality
Show difference in production.


Quantity
Compute hours saved.

Decrease number of accidents:

Quantity
Use compensation, safety, and health unit records showing frequency and severity of  Accidents.


Timeliness 
Show amount of time lost.


Quality
Compare safety records of groups trained with those not trained to determine whether improved can be traced to training.


Quantity
Determine cost of accidents for the two periods compared.


Quantity
Show cost of time lost.

Introduce new methods and procedures:


Timeliness
Compare, if possible, time needed by trained and untrained employees 



To adapt  themselves to new procedures.


Quality
Compare effectiveness of the use of the new procedures by the two groups.

Improve work habits:


Quantity
Compare rating of work habits before and after training, based on work habits 




Considered most important to performance of the job.

Increase skill level:


Quality
Compare work produced before and after training.


Quality
Rate  skills 30 to 90 days after training is completed to determine retention.


Quantity
determine if the increased skills have been applied to increase production.

Improve attitude or morale:

Quantity
compare, before and after training, the overt evidence of attitude and morale which

indicated the need for training; for example, the high rate of absenteeism or 



Disciplinary actions required. 

Quality
Compare with similar groups not trained.
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