
On-the-job 
Training That 
% % ; On-tlie-job training is implemented often, 

f f %JFM- JoLC? but not always well. This ease study 
describes a successful program that can be applied to any 
type of organization. 

By ROBERT F. SULLIVAN «nd DONALD C. MIKLAS 

One of t he m o s t f requent ly used 
t r a in ing m e t h o d s , o n - t h e - j o b 

training ( O J T ) , is also one of t h e 

most poorly imp lemen ted . I he p rograms 

are se ldom well-structured, se ldom based 

on wel l -def ined p e r f o r m a n c e criteria and 

se ldom t ime-ef f ic ien t . 
O n e organizat ion, however , is enjoying 

favorable results f rom its O J T p r o g r a m . 

T h e s t r u c t u r e of this p rog ram, a l though 

p r e s e n t e d here for a bank , is gener ic and 

useful for a wide range of t ra in ing situa-

t ions. In fact, the s a m e program has been 

used successfu l ly in a major oil and gas 

co rpora t ion as well as a large steel 

m a n u f a c t u r e r . 
T h e O J T p rog ram was deve loped initi-

ally for ten r ecen t college g radua tes hired 

by the b a n k . O J T w a s just o n e par t of an 

individual ized t ra in ing p r o g r a m for each 

trainee. T h e target job was assistant office 

manage r in a bank branch off ice. The line 

of progress ion for a bank off ice was as 

follows: 

Tel ler 

H e a d 

Te l l e r 

Pla t form 

Bu nking 
Advisor 

Assis tant 

Of f i ce 

Manage r 

Off ice 

Manager 

T h e t i n e f r a m e for the O J T t ra in ing 

p r o g r a m w a s nine m o n t h s . For six 

m o n t h s , each t ra inee was to b e assigned 

to var ious d e p a r t m e n t s re la ted to t h e 

target job . T h r e e m o n t h s were to b e spent 

in an appren t icesh ip s tatus as an assistant 

office manager . At the end of the training, 
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the e m p l o y e e s w e r e expec t ed to pe r fo rm 

at "an a b o v e average p rof ic iency level" in 

ass is tant of f ice m a n a g e r pos i t ions . 

The OJT design sequence 
T h e r e were s e v e n ma jo r s t ep s in t he 

O J T p rog ram des ign: 
• O b t a i n top- level e x e c u t i v e e n d o r s e -

m e n t a n d s u p p o r t . 
• Ident i fy d e p a r t m e n t s in t h e organiza-

tion relevant to the target job (assistant of-

fice m a n a g e r ) . 
• D e v e l o p p e r f o r m a n c e c o m p e t e n c y 

lists and p e r f o r m a n c e m e a s u r e s for each 

O J T area. 
• D e t e r m i n e t h e t ra ining s c h e d u l e for 

each t ra inee . 
• Ass ign a m e n t o r to each t ra inee . 

• Des ign and deve lop an O J T t ra in ing 

manua l . 
• D e s i g n and d e v e l o p a t r a inee and 

supervisor r epo r t ing s y s t e m . 

T h e O J T p rog ram w a s a mul t i -depar t -

menta l project requir ing cooperat ion from 

13 dis t inct areas of t h e bank . T h e first 

s t e p was to enlist t he suppor t of t h e vice-

p re s iden t for h u m a n r e sou rces in ob ta in-

ing a go -ahead f r o m senior m a n a g e m e n t . 

T h i s was necessa ry d u e to t he s c o p e of 

t he pro jec t , the t i m e and ef for t r equ i red 

of m a n y line m a n a g e r s and o the r e m -

ployees, and the overall impor tance of the 

O J T t ra in ing p r o g r a m . It was to be a 

mode l p rogram fo r fu tu re use th roughou t 

the bank . 
T h e rationale and goals of t he O J T pro-

gram w e r e p r e s e n t e d to upper- leve l ex-

ecut ives at a m o n t h l y execu t ive mee t ing . 

T h e s e execut ives then communica t ed the 

rat ionale and goals to their r espec t ive 

manage r s , w h o s e i n v o l v e m e n t and sup-

por t would b e essen t ia l to t he success of 

t h e p rog ram. T h e manage r s w e r e in-

f o r m e d tha t they would be con tac t ed 

shor t ly by t h e t raining and d e v e l o p m e n t 

unit s taff . 

W h e n the training staff contac ted these 

manage r s , t hey rece ived an en thus ias t i c 

r e s p o n s e . It was clear that top-level sup-

por t and a " top-down" approach would be 

invaluable to t he success of t he p rogram. 

It avo ided the "nobody told us about it" 

reac t ion . 

T h e second s t ep was to identify depart-

m e n t s re levant to t h e target j o b . Several 

off ice manage r s w e r e in te rv iewed . All of 

t h e m w e r e r e c o m m e n d e d by their vice-

p re s iden t based on their exper t i se in t h e 

bank ing b ranch s y s t e m and on super ior 

p e r f o r m a n c e in their cu r ren t pos i t ions . 

C u r r e n t assis tant off ice m a n a g e r s and 

fo rmer m a n a g e m e n t t ra inees also w e r e 

in te rv iewed. 

T h e da ta f rom the se interviews w e r e 

then ana lyzed , and the conc lus ions w e r e 

c o n f i r m e d with t h e pe r sonne l w h o took 

part in the interviews, as well as with their 

v ice-pres ident . T h e result was a c o n s e n -

sus on the areas to be included in t he O J T 

p r o g r a m . T h e areas were b ranch office 

func t ions , loan analysis, loan review, col-

lect ions, c o n s u m e r credit , b r anch office 

marke t ing , sales admin i s t ra t ion and sup-

port , t rust sales and m o n e y m a n a g e m e n t . 

N e x t , tasks w e r e ana lyzed so tha t lists 

of p e r f o r m a n c e c o m p e t e n c i e s for each 

O J T area could be compi led . T h e subject 

ma t t e r exper t ( S M E ) for each area— 

usually the area manager—was required to 

work with t he t ra ining staff to help con-

duc t this analysis. S M E s were a sked to 

wri te a first draft of c o m p e t e n c i e s . T h i s 

draft would then be discussed in a mee t ing 

with t he training staff and , possibly, with 

o the r S M E s . T h e c o m p e t e n c i e s were to 

b e wr i t t en us ing the format of per for -

m a n c e ob jec t ives . T h e fol lowing were to 

be indica ted: 

• the "skil ls/knowledge* ( compe tenc ie s ) 

that t h e t ra inee would be required to at-

tain in tha t O J T area; 
• the "methods , activities and personnel" 

to be used to help the t ra inee attain those 

c o m p e t e n c i e s ; 

• how (specifically) t h e t ra inee 's per for -

m a n c e regard ing those c o m p e t e n c i e s 

would b e eva lua ted ; 

• the es t imated complet ion t ime for each 

compe tency , as well as the total es t imated 

comple t ion t ime for that O J T area; 

• the n a m e of t h e " O J T coach" respon-

sible for he lp ing t h e t ra inee attain each 

c o m p e t e n c y . 
T h e training staff w o r k e d closely wi th 

one O J T area in t he b a n k to deve lop a 

mode l list of O J T c o m p e t e n c i e s for one 
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area. T h i s mode l s e rved as a valuable 

t ime-saving r e f e r ence for t he o the r O J T 

areas in deve lop ing their c o m p e t e n c y 

listings. It also increased the accuracy of 

the o t h e r r e s p o n s e s and e n s u r e d a 

uni form fo rmat for O J T c o m p e t e n c y 

specif ica t ion. Each area was forced to 

t h ink abou t issues such as t raining 

m e t h o d o l o g y , pe r sonne l to b e involved , 

c o m p l e t i o n t i m e and eva lua t i on of 

t ra inees . Provid ing t h e O J T areas with a 

mode l f r o m which to w o r k also saved the 

training staff m a n y hou r s of consu l ta t ion 

with individual areas. As a result , t he ma-

jority of t h e 13 result ing c o m p e t e n c y lists 

required little or no modi f ica t ion . 

T h e training staff received all O J T com-

pe t enc i e s within t he r e q u e s t e d 30-dav 

deadline for submission. It then began the 

task of schedu l ing the 10 m a n a g e m e n t 

t ra inees for their 6 - m o n t h O J T ex-

per ience . 

T h e length of t ime each t ra inee would 

spend in each O J T area was d e t e r m i n e d 

initially by the area S M E . T h e s e t imelines 

were modif ied later (usually shor tened) as 

the t ra inees progresed . A del ibera te deci-

sion was m a d e to assign conse rva t ive 

t imel ines for t he O J T a s s i g n m e n t s , s ince 

the S M E s believed shor ten ing the assign-

m e n t s would be easier than l eng then ing 

t h e m . In addition, all those involved in the 

project agreed tha t mas te ry of t he critical 

c o m p e t e n c i e s for each O J T area should 

take p r e c e d e n c e over t ime cons idera -

t ions. If a t ra inee did no t attain t he c o m -

pe t enc i e s in a part icular O J T area, he or 

she was given the oppor tun i ty to go back 

to tha t O J T area and try again. 

T h e r e w e r e five t e a m s of two t ra inees 

each . T r a i n e e s w e r e m a t c h e d up by t h e 

v ice-pres ident and off ice m a n a g e r s who 

hired t h e m . T h e m a t c h e s w e r e ba sed on 

observa t ions of t he t rainees dur ing the in-

te rv iewing p rocess , t h e b a c k g r o u n d s of 

t he t ra inees and t h e locat ion of each 

trainee 's r e s idence (to m a k e car pool ing 

easier , for ins tance) . 

T h e r e w e r e t w o reasons for this ap-

p roach . Pirst , schedulir ig was greatly 

facil i tated s ince 5 t e a m s ra ther than 10 

t ra inees w e r e s chedu l ed . S e c o n d , this 

b u d d y s y s t e m m a d e t h e t ra inees ' en t ry 

into t he various areas of t he b a n k easier . 

It al lowed paired t ra inees to he lp o n e 

ano the r . Also, t h e t ra ining staff held 

regular ly s c h e d u l e d p r o b l e m - s o l v i n g 

meet ings wi th t he ent i re group of t ra inees 

so that any p r o b l e m s could b e a d d r e s s e d 

immed ia t e ly . 

Several w e e k s be fo re t he t ra inees ar-

rived, all O J T areas w e r e not i f ied of t h e 

en t i re t ra in ing schedu le . F e e d b a c k f rom 

Figure 1—Communication Channels in OJT Program 

MENTOR 

TRAINEE 

OJT MANAGER 

T & D 
COORDINATOR 

Communication Channels: 
1. Trainee with Mentor 
2. Trainee with OJT Manager 
3. Trainee with Training & Development Coordinator 
4. Training & Development Coordinator with OJT Manager 
5. Training & Development Coordinator with Mentor 
6. Mentor with OJT Manager 

t h e O J T areas resu l ted in a few minor 

a d j u s t m e n t s to t h e schedule . 

O n c e the t ra inees began the O J T , they 

were responsible for moni tor ing their own 

progress through the training schedule , as 

well as in forming the con tac t p e o p l e in 

their upcoming areas w h e n they would ar-

rive. In t he e v e n t tha t an O J T area was 

not ready for a t r a i n e e — p e r h a p s due to 

priori ty p r o j e c t s — t h e t ra inee ei ther was 

rou ted to ano the r O J T area or was as-

signed to a pro jec t by his or her m e n t o r . 

Befo re t h e m a n a g e m e n t t ra inees ar-

r ived, t hey each were assigned to a m e n -

tor—an expe r i enced off ice m a n a g e r w h o 

would guide the t ra inee through the pro-

g r a m . In mos t cases m e n t o r s had he lped 

in t h e initial des ign of t he t ra in ing pro-

gram. In all cases part ic ipat ion of m e n t o r s 

was vo lun ta ry . T h e r e was an u n s p o k e n 

honor a t t ached to be ing asked to be a 

m e n t o r . M e n t o r s w e r e r e c o g n i z e d 

th roughou t the b a n k as " the bes t w e 

had"—a reputa t ion which was b a c k e d by 

years of o u t s t a n d i n g p e r f o r m a n c e . 

T h e role of t he m e n t o r was critical to 

the success of the overall OJ T exper ience. 

T h e r e f o r e , a special t ra in ing sess ion for 

m e n t o r s was c o n d u c t e d . Its p u r p o s e s 

were : 

a to let t he m e n t o r s know tha t they 

were , indeed , c h o s e n b e c a u s e of their 

ou t s t and ing p e r f o r m a n c e r eco rds and for 

their pos i t ive a t t i t ude toward he lp ing 

m a n a g e m e n t t ra inees ; 

B to clarify the r e spec t ive roles and 

responsibi l i t ies of all par t ies involved in 

the t ra in ing p rogram; 

• to es tabl ish a persona l , f r iendly rela-

t ionship b e t w e e n each m e n t o r and the 

t ra in ing staff; 

• to desc r ibe c o m m u n i c a t i o n channe l s , 

r epo r t ing p r o c e d u r e s , and training pro-

gram goals and target da t e s ; 

M to es tabl ish a fo rum for t h e exchange 

of ideas a m o n g e x p e r i e n c e d and ta len ted 

e m p l o y e e s for bo th this t ra ining p rogram 

and t h o s e in the fu tu re . 

F ive w e e k s of the t ra ining p rogram 

w e r e d e v o t e d to "men to r weeks . " D u r i n g 119 
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t h o s e five w e e k s , m e n t o r s ass igned their 

t ra inees to w h a t e v e r t y p e of activity they 

t hough t m o s t appropr ia te at the t ime . In 

m o s t cases this involved w o r k i n g on 

various pro jec ts u n d e r the direct ion of 

their m e n t o r s . T y p i c a l p ro jec t s included 

taking pare in a t e l e p h o n e p r o m o t i o n of a 

new bank p roduc t or service, a c c o m p a n y -

ing the m e n t o r on sales calls, r ev i ewing 

specific banking office procedures in order 

to m a k e r e c o m m e n d a t i o n s for improve-

m e n t , and o thers . T h e office location of 

t he m e n t o r se rved as t he h o m e off ice of 

t he t ra inee . 

T h e n e s t s tep was to des ign and 

d e v e l o p a n O J T t r a i n i n g m a n u a l . 

T r a i n e e s , m e n t o r s , the t ra ining and 

d e v e l o p m e n t staff, O J T pe r sonne l and 

othes involved received the same manual . 

T h e manua l was d ivided into t he follow-

ing sec t ions : table of c o n t e n t s a n d in-

t roduc t ion : G a n t t char t (for schedul ing) 

and list of O J T areas with O J T m a n a g e r 

s h o w n ; communica t ion / re spons ib i l i t i e s 

matr ix (see F igure 1 and T a b l e 1); O J T 

training specif icat ions for each O J T area; 

emp loyee - supe rv i so r c o n f e r e n c e r epo r t s 

(for a s s e s s m e n t of t r a i n e e s p e r f o r m a n c e 

in each O J T area; and trainee O J T repor ts 

(for trainee s own assessment of each O J T 

area u p o n its comple t ion . 

T h e final s tep was to design and 

deve lop a r epo r t ing sys tem. Upon t h e 

trainee's comple t ion of each O J T area, t he 

O J T m a n a g e r submi t t ed an e m p l o y e e -

supervisor confe rence report . This assess-

men t of t h e t r a i n e e s p e r f o r m a n c e was 

c o m p l e t e d in m u c h the s a m e m a n n e r as 

an employee pe r fo rmance appraisal would 

be d o n e — b a s e d o n a m e e t i n g with t he 

trainee. Basically, t he form included com-

m e n t s f r o m the O J T manage r regarding 

the trainee's overall pe r fo rmance , a list of 

compe tenc ie s attained, a list of compe ten -

cies not yet a t ta ined and any r e c o m m e n -

dat ions for fu r the r act ion. 

Within two business days of comple t ing 

each O J T area, t h e t rainee s u b m i t t e d a 

t ra inee O J T repor t . T h i s was a self-

a s s e s s m e n t of p e r f o r m a n c e . T h e fo rm 

also asked for t he t ra inee 's a s s e s s m e n t of 

t he s t reng ths and weaknes se s of t h e O J T 

exper i ence and suggestions for improving 

it. 

R e s p o n s e s f rom the t ra inees , t h e 

branch off ices to which they w e r e as-

signed after the O J T program, their m e n -

tors and the O J T areas involved were e x -

t remely favorable . M a n a g e r s w h o had 

been less t han enthusiast ic about "another 

g immick" readily admi t t ed that t h e O J T 

p rog ram was any th ing bur a g i m m i c k . 

T h e y liked the fact that while the program 

Table 1—Communication/Responsibilities Matrix 

WHEN: DURING EACH 
OJT 

AFTER EACH 
OJT 

BIMONTHLY AS 
NEEDED 

WHO: 

TRAINEE Keeps track of all ac-
(A) tivities, accomplish-

ments, strengths and 
weaknesses of OJT 

Informs mentor and 
T&D coordinator of pro-
gress and expected 
completion date ASAP 

Submits report of Meets with T&D Communicates 
OJT to B, C and D coordinator to with B, C and 

discuss pro- D 
gress, etc. 

MENTOR Stays in touch with 
(B) trainee 

Makes trainee aware of 
relevant seminars and 
coursework 

Acts as trainee's "first 
line of appeal" in con-
flict or problem 
situations 

Discusses OJT 
with the trainee 
and passes rele-
vant information 
along to T&D 
coordinator 

Meets with 
trainee to 
discuss pro-
gress (could be 
more often) 

Communicates 
with A, C and 
D 

After one year, 
conducts per-
formance ap-
praisal for 
trainee 

T&D 
COORDINATOR 

(C) 

Informs trainee and 
mentor of courses, 
seminars, etc. that will 
be offered during ihe 
OJT program 

Informs next OJT 
manager when trainee 
is likely to arrive (phone 
call and memo) 

"Records" 
trainee's suc-
cessful completion 
of OJT 

Meets with in-
dividual trainees 
to discuss pro-
gress, pro-
blems, ideas for 
improving OJT, 
etc. 

Communicates 
with A. B and 
D 

OJT 
MANAGER 

(D) 

Oversees trainee's ac-
tivities throughout OJT 
and supervises evalua-
tion on all 
competencies 

Informs mentor and 
T&D coordinators 
ASAP when trainee will 
be ready to go to next 
OJT 

Completes a con-
ference report for 
trainee, with 
copies to A, B and 
C 

Communicates 
with A, B and 
C 

was highly s t ruc tured , it was very flexible. 

T h e m a n a g e r s also t hough t tha t t h e hard 

w o r k involved in spec i fy ing the c o m -

p e t e n c i e s for their areas gave t h e m (and 

the i r subord ina t e s ) be t t e r insight into 

what their areas really we re doing. M o s t 

had never unde r t aken such a detailed self-

analysis . 

T h e s t r u c t u r e d u s e of m e n t o r s 

es tab l i shed a m o d e l for t he rest of t he 

organiza t ion . T h e t ra in ing staff was ap-

p r o a c h e d by several manage r s , while t he 

training program was still in progress, w ith 

r eques t s to organize similar p r o g r a m s for 

their division or d e p a r t m e n t s . 

Whi le the long-range ef fec ts of this pro-

gam are ye t to be s een , t he r e have b e e n 

measu rab le and significant indicat ions of 

its impac t u p o n p e r f o r m a n c e . Per for -

m a n c e appraisal ratings for t he t ra inees 

have b e e n higher than normal for new 

e m p l o y e e s in t h e pos i t ion of ass is tant of-

fice manage r . T h e "halo effect" not -

wi ths tanding , t he se t ra inees had little or 

no b a n k i n g — o r e v e n b u s i n e s s —ex-

per ience prior to enter ing the training pro-

gram. In less than nine m o n t h s , they were 

pe r fo rming at an above -ave rage level for 

e m p l o y e e s in tha t pos i t ion , inc luding ex-

p e r i e n c e d e m p l o y e e s . S ince m e n t o r s 

assigned trainees to projects which fit their 

abilities and in te res t s , several t ra inees 

m a d e valuable sugges t ions for improv ing 

p r o c e d u r e s in t h e bank ing office sys-

t e m — s u g g e s t i o n s wh ich s a v e d c o n -

s iderable t ime, e f fo r t and m o n e y . 

T h e key ingred ien ts of this e f fec t ive 

O J T p r o g r a m w e r e wel l -def ined per for -

m a n c e criteria, thorough planning, careful 

moni tor ing and sensi t ivi ty to t h e needs of 

e m p l o y e e s as h u m a n beings. T h e s e 

s o u n d s o o b v i o u s . U n f o r t u n a t e l y , 

h o w e v e r , t hey are t o o of ten absen t f rom 

our t raining p r o g r a m s . 
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