"A PROPERLY DESIGNED AUDIT PROCESS CAN ASSIST YOU
IN MANAGING YOUR TRAINING OPERATIONS MORE EFFICIENTLY ."

AUDITING YOUR
TRAINING AND
DEVELOPMENT

FUNCTION

BY LOUIS
OLIVAS

A review of the literature indicates
that numerous studies, programs,
and techniques have been per-
formed and/or designed to mea
surethe effectiveness, and in some
instances the efficiency, of a par-
ticular training program. It has
also been shown that training func-
tions need to establish credibility
with management by measuring
effective training results, estab-
lishing performanceresults, and to
alarge extent visibly showing how
the training functions contribute to
the "bottom line."

Let me share with you a means
by which your training function
can not only demonstrate to "man-
agement” your concern for the
effectiveand efficient operation of
each department but, in addition,
can offer ameans by which you can
market your training activities
with other personnel functions
and/or other departments within
your company. The solution is to
design, administer, and process an
audit for your training function!

The need for divulging the ex-

tent of operations of your function
and in many instances establishing
further credibility for the sound
training programs you are now
offering are some of the reasons
you should establish an audit for
your training function. A properly
designed audit process can assist
you in managing your training
operations more efficiently. Wilkes
stated, "Good audits are basic
working tools for assisting man-
agers in doing the job better."*
For this article, atraining audit is
defined as a systematic process by
which training personnel and
others as well, can to some extent,
verify the efficiency and effective-
ness of atraining function by uti-
lizing an audit instrument.

You will soon find that training-
audit instruments are not readily
accessible for purchase, and few if
any have been designed by train-
ing personnel. For these reasons,
it is best to design your own
instrument.

Before beginning to design an
audit instrument, you should iden-
tify the audit objectives. Do you
want to establish standards within
your department? I's your concern
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for marketing your department? Is
your function so complex that it
would require subaudits in differ-
ent programs or locations? Who
would perform the audit?
Practitioners in the field of ac-
counting cite general purposes as
well as acceptable standards for
establishing audits. The three
most common standards are (1)
general standards, (2) standards of
field work and (3) reporting stan-
dards. O the three, the standards
of field work are the most appli-
cable to auditing your training
function. Standards of field work
embrace the actual execution o
the audit and cover planning the
work, evaluating the systems and
critiquing the quality and suffi-
ciency of evidence obtained. In his
article, "The Auditor: What Does
He Do?' Matthews states, "The
audit process requires constant
evaluation of the evidence support-
ing the conclusions with respect to
the audit objectives. . . . The audit
process is based on evaluations,
judgments and tests of data."”"
Auditing your training function
will establish standards by which
you can measure the efficiency,



and to some extent the effective-
ness, of your operation. It can also
measure your effectiveness as a
manager in the planning, organiz-
ing and controlling features of the
management process. The design
o the audit instrument must have
check points by which managers
can gauge their operation by
standards established within their
department and accepted by others
outside the training function. Who
else can be classified as the
expert on the activities of training
functionsother than those directly
involved with the training func-
tion? In order to establish further
credibility and form an unbiased
point of view, others from outside
your training function can assist in
the development of your audit in-
strument. You may find that ques-
tions others ask are sometimes
difficult to answer with proper
justification. If thisisthe case, are
you operating with low standards?
Are you possibly repeating opera-
tions because of past perform-
ances? Do you really need to
perform certain functions? The
audit process will force you to
arrive at sound justifications for
the activities you are performing.

Watson states: "Internal audit-
ing should produce profits for the
company, like any other corporate
activity. Thisis the true and only
reason to establish an internal
auditing function. Wise training
managers will understand the aud-
it role and insure that the function
is well designed and accepted
throughout the organization." Wat-
N goes on to state purposes of
general audit objectives:

1. Determining that financial
and operational reports properly
reflect the information contained:;

2. Determining that policies and
operating procedures established
by management are being fol-
lowed; and

3. Determining that operations
are carried out efficiently and
effectively.

He concludes by stating, "These
general objectivesmust, of course,
be translated into specific stan-
dards of performance (criteria)
against which the auditor will com-
pare actual events.

The accounting profession has
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written and published in-depth
articles on the purposes of internal
audits. It also cites specific guide-
lines for the auditor to establish
beforeattempting to audit internal
operations. Training personnel will
findit of great value to review the
accounting literature on internal
auditing before attempting to de-
sign or establish an audit.

In his article "Evaluating Y our
Training and Development Man-
ager,” Traynor states: "If there is
a failure in your training and de-
velopment programs, it may not
mean that your training and devel-
opment specialist is not perform-
ing an aspect o training properly
— possibly he/she is not perform-
ing adequately as a manager (i.e.,
planning, controlling, budgeting,
etc.)."” Scherer supported this
when he stated, "To gain manage-
ment commitment, we aso have to
allow ourselves and our programs
to be openly and constructively
criticized and be big enough to do
something about it when justi-
fied. A well designed training-
audit instrument can assist you in

Writing Is

the measurement of your effective-
ness as a manager.

Designing the Audit Instrument

The personnel responsible for
the training and devel opment func-
tion (managers, audiovisual spe-
cialists, trainers, etc.) should be
the originators of the training-
audit instrument. Depending on
the purpose or complexity of your
training function, major areas o
concern in the design of the instru-
ment should include, but not be
limited to, department goals, cor-
porate goals, budgets, record-
keeping processes, training pro-
grams, administrative/manage-
ment activities and major respon-
sibilities of the training function.
The instrument should be sup-
portive of the operation of your
department and function as a man-
agement tool, upholding estab-
lished standards. If you find the
instrument too cumbersome or
that you are measuring items that
are not essential, the audit process
could become a liability and would
not serve its purpose.
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An example of the training-audit
instrument used by this author is
exhibited at the end of this article.
Notethat the instrument is a basic
checklist that can be used to mea-
sure the essential operations o the
training function. The scale (E=
exceeds; M=meets; N=needs im-
provement) is a functional evalua-
tion that can be used by those
concerned with the audit. When
performing an audit, the scale
assists you in establishing accept-
able standards. The measures
must be supported with the data
the question iscalling for. The data
or samples shown to the auditors
must be "convincing" before an
"E" rating is justified. This in-
cludes not only interviewing the
training personnel, but in addition,
presenting evidence of the data or
samples. (A copy of aused training
calendar or library checkout card
are examples of data.) The auditor
should be responsible for rating
the appropriateness and/or func-
tional use of the sample presented.

From a marketing point of view,
you could possibly generate more
interest if someone outside your
training function performs the au-
dit. The outsider will probably ap-
proach the audit with an unbiased
view. They may be hesitant when
called upon, but with effective
coaching and justification for the
importance of the audit, your
auditor will in many instances do a
thorough job. | have found that
when personnel outside the train-
ing functionwere used, the auditor
walked away with a better appre-
ciation of the tasks accomplished
by trainers. In addition, these
auditors served as ambassadors
spreading complimentary words
on the efficiency and effectiveness
o the training function.

The management of your organi-
zation will look upon your audit
process as a means for establishing
self-improvement in your training
functionand in many instances will
challenge other departments to do
likewise. Farm said it best when
he stated: "Training and develop-
ment personnel need to see them-
selves as being in the business of
management. This should also help
create better rapport with top
management and provide a better
understanding of client markets.""



In his discussion on relating to
performance, Deterline states, "If
the results o training have such a
relationship to operating costs, the
professional training manager
would make certain that manage-
ment is given that information. . . .
Hard data generate credibility; if
we don't deal in hard data, people
arejustified in wondering why not,
and becoming skeptical about us.™'
Your training-audit instrument can
provide the hard data and in some
instances address the operating
costs concern.

Implications

The training-audit instrument is
not atraining technique or another
tool inthe trainer's "bag-of-tricks,"
as a few trainers may want to
imply. It is indead a process of
analyzing the effectiveness and
efficiency of your training func-
tion. The training-audit instru-
ment should be considered for
adoption as the basis for establish-
ing operational procedures, thus
providing training managers with
a useful tool by which to measure

"l don't know. Haven't made up
my mind yet. Are you going?"

"You seem very excited about
this Conference."

"Maybe |should go too. What will
we be doing when we go?"

"Sounds like a lot!
exposition too?"

Isn't there an

'When is the Conference?"

'What brochure?"

"How can |get my own brochure?"

"Thanks! See you in Anaheim!'

their operators from a manage-
ment point of view. It also has
implications for identifying the
training function as an integral
unit of the organization. Our con-
cern for contributing to the overall
organization will be evident to
those auditing our training func-
tion as well as to those receiving
the audit report.

The audit process can also serve
as aguideline for establishing stan-
dards. Those areas in need of
improvement can be targets for
goal-setting processes. The audit
provides the training function with
an opportunity to market its
services by means of external
auditors, some of which can add
constructive suggestions for im-
proving the function's operation.
The training-audit instrument is
another means by which you can
add further credibility to your
function within organizations.

In conclusion, the greatest bene-
fits may come from the audit
presence as a deterrent force and
from the identification o minor

procedural deficiencies or break-
downs which, if left unattended,
would lead to major operational
problems. In addition, the purpose
o having an internal-audit func-
tion should be more than justified
by the benefits it produces, pro-
viding it is custom designed and
truly used by training managers as
a means o control and a basis for
constructive action.

Finally, the audit process can
serve as a communication tool be-
tween the training function and
management indicating the con-
cern for more effective and effi-
cient cost operation in training
activities, establishing credibility
and thus gaining further support of
management.

REFERENCES

1. Wilkes, Richard G., "The Role of the
Auditor," The Accountant, 177:196-8,
August 18, 1977.

2. Matthews, Edward S., "The Auditor:
What Does He Do?" Credit and Finan-
cial Management, 80:14-15, August
1978.

3. Watson, John K., "Internal Auditing:
Who Needs It and Why?' Mortgage

"Going to theNational Conference in Anaheim this spring?'

"Definitely! | talked with some people who went lastyear, and they said that
they came away with a profusion of ideas for their career development,

aswell asfor their departments.”

"lam! You should have seen how exhilarated my associates were when they
told me about how the Conference helps them with their goals each year."

"We'll choosefrom over 100 sessions, including those sponsored by

Divisions, learn fromspecialists like Gordon Lippitt and Morris Massey, go to
all-day workshops, Special Interest Group workshops, and Caucus
programming. We'll even have a free evening at Disneyland."

"Everyyear. | can hardly wait to seeall the displays, and talk with the
representatives. We'll be ableto examine most of the equipment right there."

"My brochure said April 26 through May 1, 1980."

" | have the 50-page brochure that describes everything in detail—even all
the sessions, and photographs of almost everyone who will be speaking."

"See that number at the bottom of the page? Youjust circle that number on
thereader service card in this Journal and ASTD will sendyou one."

Circle No. 210 on Reader Service Card

Training and Development Journal, March 1980 — 63




Banker, 39:90+, October 1978.

4. Traynor, William J., " Evaluating
Your Training and Development Man-
ager," Personnel Administrator, 22
18-19, October 1977.

5. Scherer, William T., "How to Get
Management's Commitment for Train-
ing," Training and Development Jour-
nal, 32:3-8, January 1978.

6. Farm, Eugene H., "What to Do
Before and After Budget Cuts!"
Training and Development Journal,
32:40-45, January 1978.

7. Deterline, William A., " Credibility in
Training: Part |. Why Are You Doing
That?" Training and Development
Journal, 30:3-7, December 1976.

Louis Olivas is assistant to the
director, Center for Executive Develop-
ment, Arizona State University, and has
been an active member of ASTD since
1974, serving and chairing numerous
national committees. He was awarded
the " Torch Award" by ASTD in 1978 and
has served as President, Valley of the
Sun Chapter. He received his doctorate
from Arizona State University and has
taught at the University, Community
College, and High Schoal level. In addi-
tion to his consultant experiences in
training, he has been a training director
in the private/public sector.

Speed read
our way
0 bettef
management

Studies show that the average
manager spends four hours a day
reading business material that will help
him or her make better decisions. With
the Speedway speed reading
program, that time can be significantly
reduced.

Speedway is a unique speed reading

course because:

« it can be administered by your own
staff.

« itisflexible and cap be used in
seminars, classrooms or for
independent study.

* it's economical—Speedway costs
less than comparable courses.

For more information on the
Speedway speed reading course and
how it can be tailored to your specific
needs, write

Speedway, Learning Systems Div.

Hy Cite Corporation

340 Coyier Lane

Madison, WI 53713

Hy Cite Corporation

Circle No. 172 on Reader Service Card

TRAINING AUDIT

Thisinstrument isto be used for the internal analysis of the services performed
by the training department. Please notice an evaluation key for each section of the
audit. Thiswill aid in focusing on the consistency of personnel functions. The code
for the evaluation is as follows: E=Exceeds Requirements! M=Meets
Requirements; N=Needs Improvement. It is anticipated that this audit will be
utilized on a quarterly or a semiannual basis to avoid overlapping of information
analyss.
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5.

6.

TRAINING AND DEVELOPMENT DEPARTMENT

. Are good management candidates (internal) referred to the Train-

ing Department?

. Are training packages available in the department being used?
. Are training programs evaluated for content and instructional

use?

. Doesthe department refer employeesto outside community train-

ing or educational resources?

. Are career progression trainees properly counsded?
. Is a curriculum developed on along-term bass for the develop-

ment and growth of employees?

. Isthe tuition reimbursement account audited at least annually?
. Are current attitude survey data available?

. Is an effective check-out system in force for the library texts?
10.

Isan effective check-out system in forcefor the audiovisual equip-
ment?

Are programs developed and functioning for specific operations
based on a needs analysis?

. I's an established community relations plan in effect?
13.

Are al policies and procedures for the training function in effect
and followed?

Isthere an operational plan developed reflecting the goals, objec-
tives, and activities of the department?

Is atraining needs analysis conducted within departments on a
quarterly basis?

Isatraining calendar published reflecting the programs available
for employees?

. Are year-end reports prepared reflecting the number of

employees participatingin programs and the cost of each program
when applicable?

Isayearly budget prepared reflecting the goals and activities for
the department?

Are management personnd supportive of supervisory training
cour ses and management development programs?

Isthere aviable career progresson program available in the or-
ganization?

I's management supportive o the program?

Are employees properly advised of the availability of the training
program?

Arethere supportive records of the participants and the training
experiences?

Are goals established on an annual basis for program candidates?
Doesthe career program reflect the cost of each participant enroll-
ing in external programs?

Is there any follow-up report or interview with participants as
they attend externally related programs?

Isthere evidence that various techniques or methods of instruc-
tion are utilized?

Are data available indicating the dates and areas of revisions for
the programs offered?

Are the record-keeping proceduresin orderly fashion and easily
understood by others?

Are periodic progress reports compiled indicating budget to date,
goals accomplished, and priorities being addressed?
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