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1§ 0CT 1956

MEMORAKDUM POR:1  Deputy Directer (Bupport)

SUBJECT: Management Staff Recommendations Gmaeming Clericel
: ’Ira:lning

REFERENCE: m-m 7 Doputy Director (hpport),
: o "W of Survay of m.eriaal Tnining ?:.-om," dated
2 Augast 1956

"1, With two exceptions, the Otfioa of Training consurs in the fi‘nﬂingu
and recommendations concerning clerical training sctivities contalned in the
referenced raport. écdanatmmmmmmdatiomgmﬁg,mgmph 5,
quated as follows:

"b, The Clerfcal Refresher Courses be offared from 5aptamber
to June only."

"o, Tve Instructor positions and minug be'dcl&ted from the
presont staff ltrmgth of the Clerical ?rainixg Unis,
Basic Scheol, OIR,"

2, In the view of the Office of 'I‘m:!ning recommendation k is tmr!eair—-
able for the following reasons: ‘

a, &t proposes a reduction in progrem services without
sxapination of program need, Ths proposal is based on
an inoemplets analysis of instructor utilizmation, and
passes over the key quesstion of Agency needs for alerical
refresher training.

b, €Glarfoal training, like other forms of training, is a

: service, and 1t ia partioularly true of a servics pzo-
vided for students in clericsal grades that it mwet be
available at the conveniemce of the using components,
The figures on enroliment in Clerical Refresher Training
for ¥Y 1956 are attached as Tab A, They indicate that
the demand for Olerioal Refresher 'f‘min:!ng is relatively
steady throughout the year, avareging 55 students per
ecurse, During FY 1956 the thres menths proposed for
deletion sew a total of 154 students in this type of
training; in other words, no significant seasonal decline
in enrollment takes place during these thres months,
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d.

B,

Whils the staff study aveids the question of need for
refyesher tminﬁ, it should be observed that these

needs are real eontinming, They have inercased at
& rate of about 108 a year during the:past three years,

~ In gost cmses, students are sssigmed by their mmmmnt'z

to Clerics) Refresher Training to mest specifio and

- fmmediats needs extisting in their office situations.

These needs cannot be postpomed conveniently except at
the expense of offlce or individual interests, Further.
more, dlassroom capacity will not pmit m!dng up fully
a thres months' deficit.

Staff scpabilities and other faem, notably. classroom
spage, sre relativaly fHmd, It would not be possible
to utilize effectively the alassroom space allocated to
Gleriocal Refresher training for other purposes dmif
the period whean ths UClericul Refresher instructors,
reagsigned to work with wclsared personnel, would have
to teaah tewmporarily o]mhm L

!h: ong besis for this recormendation, in fact, is the

- Judgmant axpresssd in recommendation g, thot two pesitions

showld be delsted from the Clericsl Training feculty. The
analysis proposss, in effect, that by "borrowing" two
instrustors from ons part of the Clericel Training faculty

- for 25% of the yoar, a saving of two instructors can be

meds, without other lass in preduction, for 1008 of the
year. To test the soundness of this preposition, on which

" rests even the limited cese made out for reccmmsndation Q,

¥we mst exawine réesormendation g.

3. mmmammmﬁwmmmmmmﬁn% .
reduce by two the T/0 l’bxmgﬁx of the Clerdcal Trlining faculty, for the
fnllming reascnst

a.

‘The Clerical Induction pmm mnld not be run satisfac-

- with two imstructors. The proposal centers on the
wit of the Clerical Training faeulty dealing with wnaleared
and/or wqualified olerical BOD's, This mit, designated
Clarical Imduction, now oensists of a prineipel inmstrustor,
three other instructors, and a clerical assistant, The

nﬁ‘m” of this training s to bulld uwp skills of

orults o the minfsem Agency standsrds., The

worklosd fluctuates direoctly with the mmbers of new E0D'a,
snd inversely with the lewel of thelr qualifications,
Puder a flexible procedurs goared to individuel students!
needs, students remain in this training stege for parisds
varying from ene to esveral wesks, and receive instruction
in up to seven subjects. The total mmber of students
handled by Glaricd Induction dm*ﬁng 4 4 1956 was 1117,
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mmmomﬂﬂémbm '
9. hbkahﬂulthawmmfﬁmm,

on each week during the yesr, Ba enting
inconing students only, these sre twnover figures. The
‘teaghing lsgd, mm,ummmmwmm :
2 han dmingwgommk. Typleal on~hand figures are
progented 1a Tab O, Two instructors and a clerical
sasistant could handls adequataly the musbers snoounterad,
mm,mmumur}&mmd?w. oo

werld be required from other clericel

activities, ldttle or no advance notics oould be given.

Gne, or even two, nstructors would have to be pullsd out,
Anterrupting ether scheduled clertoal training activities.
It would, in short, be irpossible wnder the preposed staff
mmwgnammﬂﬁmm,amimaﬂ

A staff of two instructors, even aided by two instructers
temptrarily reassigned from the Clerical Refresher activity,
2 be unable to aope with the peak loads, Thers hes

beem, for instance, & midvinter peak, spaller and dher

in duration than the swmer loed, tut not taken into ascount
in the reoconmendation. 4s to the summer psak, we have had

to stretch every faoility with the yresent astaff to meet
requiremants, Tab D indioxtes the staff sseiguments, by
individusls and oourses, during the month of July, 1956,
vhen 160 students on the averags, and a maximm of 201, were
in Glericel Induetion. As many as fifteen class sessions :
por day were required. Performance of the treining function
for 30D's ocalls for us to meet these peeks, as and when they
osus. The proposed reduction would lsave us with ne asgurance
of baing able to do =mo, ; o : ' ‘

vitiss outside alass, This retio s arbitrary, and e cemmot

1 » IExperience in scheduling clarfcal ingtrustore and
clanses tells us that either the matio is not wholly realistie,
or that the staff study has mede an insufficient osloulation
of the 40F clese time bmse, We are inclined to belisve that
the base has been set up sxtremely sonservatively, reflacting
oonalderably less than the sotual time spent by instructors
in fivet-hand clasareem contast with the studsuts, “Break"
time, and time amounting to several hours s wosle for each

3
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instructor bafore and after classes 1s spent in what

- ampunts to individualized imstruction., BSush time is
properly a part of the alassroom base time, but 1% has
net becn accounted for in the anelysis. The 40160
division of time is at beet a muls of thumb, and should
be interpreted and applied In the light of sotunl practice.

4. Tke annlysis of werk loads for the Clerical Tredisming

' fagulty ss 5 whole has taken no sscownt of non.yeutine
and special instrustion which is given during the perfods
of lescensd demsnd in the major courses. These are '
cosiderable in ths sggregate; six sush apecial activities
are listed in Tab E, Two other additions are signifiosnt.
Ong iz a testing program, requiring 5 to 15 staff hours
per vesk, recently assigned to Clarical Induction (Tab F).
This was noted in the analysis, but was given
imfﬁami:g wolght as a job requirement, 'I‘sz; asoond is
skill testing for on.duty empleyeen, given twice monthly
by Glerical Refresher. Time smounting te 10} instruotor
hours per menth, or aprreximstely 23 howrs per week, is

. @ o acoount has bssn taken in the analysis of the suparvisory
regponeibilitions of three senior imstructore ruporting to
 %the Chief, Cleriocal Training, The segttored layout of
aloricel treining sotivities, in Aloott Hall and Quarters :
- Eye, and intermittently[ ] forces delegation 6f = o5y {AGA
supsrvisery responsibility ky the Chisf, :

f. The recommendation ignores the faotor of quality. Piret,
ve bave to do a firet-class job of alerical twaining if it
i3 to be dome at all, In contrast with the business ccllege,
whers the student has made his own financial commitment, and
san wvork well or poorly with no resulting effect om the sechool,
Ve are glving traiming in a situstion where the Agency is
committed to the student, has a simahle invesiment in him,
and rust zake him learn rapidly what he needs to Jmow, In
- fagt, 1t is to compensate for the imadequacies in high school
and business college troining that the Jlerdcal Imduction and
m&:g}a in the pmgifm 'm or o
sl past ng o : for cur
insirustors, of whom not all are ideally qualiffed, This has
mesnt 4 oonsiderchle amount of time deveted to the tralning
of Instructore, somewhat bsyond the 5% level for s pericd of
time, Eocond, quality of instruction is the resson for our
inslstencs on time for individusl instruction and semi-tutorial
Ctraining for saleoted cases., Third, the besic olerical akilis
swonstitute a routing f1gld of instruction, in which the
individunl ocontects with students, the constant re-szamination.
of teaching methods, and the exploitation of opportunities for
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non-rgutine Instruction effer the only possible means
for keeping the tesching staff on their toes. Reduo-
tion of the staff to the point vhere these non-reutine
tsaching exercises would be precluded could only resul:
in a lower oversll level of tesching effsctiveness.

whtiytlcn. TFor these reascms, the 0ffice of Training does not
songur eitber In curtailment of the Clerical Refresher Program, or in
redugtion of the Clerical Treining staff by twe pevsons, This is mot to
say that mo changss are possible, If we were able to put the olerical
training opezation into one bullding, so thut all three phases of the
progran were physlcally olose, 1t would be possible to inorease the intar-
change of instrustars and we have laid out plass wvhereby without reduction
of training effectivaness, the program sould operate at present lovols
with a tetal of ten peoplet =& shief, seven imstructors, and twe clerks. .
Altematively, veduction of cleriosal treining requirements would permit
reduetion of personnel, However, present space sssigmuents snd precent
loceds, with glerical trainees coming through at a rate of over 2700 per
yoar, recquire the presant staff of eight inmstructors, twe olerks and a
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TAB & .. Olaricsl Refresher Training Envollmnt, FY 1956

TAB B - Clerioal Industion Training Enrollment, FY 1956

TAB C - @lerdcsl Induction Training, PTypieal Envollments, FY 1956
~ TAB D - Clerios) Induction Training, Imstructor Werk Lead

TAB E . Speoial Training Aetivities, ¥Y 1956 -

TAB F - Instrustor Hours Required for Testing
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