Maintenance Training Administration training course proposal	David Norris
Analysis Report
Problem Identification:
During the recent economic downturn, management implemented considerable staff reductions across the company. Department 787 was no exception. The largest section of the department – Training Administration - was hit the hardest under the incorrect assumption that, with production slowdowns, this certain function of post-sale customer service would slow down accordingly. (Unfortunately, this is not the case as contractual obligations allow the customer to exercise the specific options this section administers for a full three years after the sale.) (Buss, 2009) Staffing in this section was reduced by 83% of its trained and seasoned personnel leaving only 1 experienced person in the section (Martin, 2010). Another employee in the department – who had absolutely no training or experience in this customer service contract administration – was assigned the other half of this section’s duties. This employee was assigned into this task with literally next to no training.
	As the new, untrained employee has attempted to perform these duties, they have not been performed to standard. It has become obvious that there is a critical need for documentation of the multitude of very detailed policies and processes making up this job function (Norris, 2009). Through interviewing it has been determined that the problem now exists that there is essentially “tribal knowledge” at best in this area and that resides primarily in the one remaining seasoned employee. Unfortunately, while the seasoned employee can provide some mentoring of the unseasoned employee in the tasks, it is basic in nature (i.e., the basics of the software, basics of contract pricing, etc) because that employee administers an entirely different part of the customer contract than the inexperienced, untrained employee is attempting to administer (Buss, 2009) .
	Thus the problem is two-fold; how to adequately document and train the current minimally seasoned employee on the policy and process details making up this job tasking and how to do so with enough detail to provide a good basis of training for which new hires that will eventually be hired as the economy improves and customer volume increases requiring the section to increase in staff. This documentation and training will include process documents, job aids and the like from which OJT will be provided to new hires.

Analysis:
Audience Analysis
Presently there is only one employee eligible for this training.  The number of trainees in each learning session could from a minimum of one to a maximum of three.
Participants in the learning will be responsible for scheduling customers into training courses provided by a variety of vendors. There are 26 separate pricing combinations possible for these customers. Learners will be responsible for knowing the contractual requirements of the various pricing policies so the customers requesting training are assigned to the correct course at the correct vendor and location and this training is billed appropriately. Additionally the learners will be responsible for processing requests for training that may come through the company email system or by phone or fax into the appropriate vendor software and/or website for enrollment.
In the interview process, new hires will be informed of this learning and that it is mandatory they participate should they be offered a position.
	As they will be new hires to the company or current employees who transfer into the department, learners will quite likely not be very familiar with one another when they begin the program.
	All learners are now and will be collocated in the same physical office area. And all learners are now and will be at the same level within the department of each company involved. 
	The Training Administrator job description requires only a high school education. Proficiency in the English language is a Company employment requirement as well as by the Federal Aviation Administration for the pilot and mechanic certificates and ratings required. An above average reading ability to read and comprehend legal terms, phrasing and language is required. The Maintenance Training Administrator job description requires appropriate certifications and ratings as a mechanic. However, the person currently performing the function does not possess such a certification. The current Pilot Training Administrator possesses the significant pilot certifications and ratings as required by the job description for a Pilot Training Administrator.
	Previous staff levels included individuals with as much as 10 years in the position and as little as new hires with no years in the position. Current staffing levels have one individual with three years experience and the other person with zero experience (Vanderpool, 2010).
	Currently, the untrained and inexperienced “draftee” employee filling the Maintenance Training Administrator position is very dissatisfied in this role. Therefore, motivation is suffering. If the screening process is on target, future new hires in this position should be much more motivated and satisfied (Norris, 2009).
	Currently, the untrained and inexperienced “draftee” employee is very receptive to training to increase their substandard performance. Future new hires should likewise be receptive to training as they would be eager to succeed in the position. Sponsors and management are eager to establish the training so as to fully document the procedures involved in this job function. It has been expressed by management in the interviewing phase of this analysis that they were unaware the job function involved so many variations of policy and procedure s. This contributes to the belief in the need for the training (Martin and Vanderpool, 2010).
	Both pilots and mechanics in these Training Administrator positions would be interested in maintaining and enriching their pilot and mechanic certificates and ratings while assigned to this tasking.
	No such biases have been identified in this current situation. As new personalities come into the position as hiring increases, relevant biases may be identified at that time.
	The Training Administrator function requires constant use of computers and software to accomplish the various job taskings. Therefore above average comfort with computers and multi-tasking are required.

Content Analysis
The analyses above indicate that both a job analysis and a detailed task analysis are appropriate to the situation. Accomplishment of the detailed job analysis will allow discovery and documentation of what the job function of a Maintenance Training Administrator is. The task analysis will document the exact details of the policies and procedures that make up the job tasks of the function. The job analysis will be done after the needs analysis and the task analysis after that.
  	From this list of tasks, those that require training as identified by the needs analysis can be identified. This will not only be accomplished by interviews with SMEs at the organizational level in the Company but also at the vendor companies through whom the options are exercised by the customer. 
Any and all written documents applicable to this job function (contracts, policy manuals, software user manuals, job aids and job descriptions, etc) must be identified as part of this process as well. Any and all software utilized and versioning must also be identified. These will all be the basis from which the learning content will be developed. 	
Design
1. Scope of Project (Focus)

Goal: To train the procedures for enrolling a mechanic into factory-authorized model-specific maintenance training under the terms of the purchase contract.   

Audience: New hire employees or those new to this job function

Design Time and Milestones: Courseware design for this curriculum will take eight weeks broken out as follows:

· Week 1 = Diagramming authorized/unauthorized courses and what courses are exchangeable under the terms of the contract.
· Week 2 = Documenting the location of where entitlement terms and other relevant details are found (online storage, scheduling system software notes package, hard copy data vault storage, etc)
· Week 3 = Documenting the procedure for validating ownership and authorization of the entitlement package, use of AirBase and/or  AOS software to research and document absolute ownership of the package and/or how to contact the Customer Service Technician (CST) to obtain part or all of the above information.
· Week 4 = Documenting the procedures involved in creating a customer record in AOS software, the various data fields therein and how to generate a Training Request.
· Week 5 = Creating and validating enrollment scenarios to use for learner practice in the training.
· Week 6 = Developing the Trainer’s Guide for this curriculum.
· Week 7 = Developing the course evaluations, student evaluations and conducting the pilot course (“dry run”).
· Week 8 = Implementing revisions discovered in the pilot necessary for curriculum implementation

2. Delivery

Content: This course will cover the tasks, contractual details and software inputs involved in properly authorizing the enrollment of a customer student into training as authorized by the purchase contract.

Method:

· On-the-job training under the guidance of a trained Training Administration employee
· Job aids once they are developed

Training Time 

· To properly train an employee to be able to properly interpret the purchase contract entitlement conditions and be able to create an accurate Training Request 100% of the time will take approximately one month.

Problems and Opportunities:

· Lack of available software user’s guide for AOS and AirBase software
· Lack of availability of focus and dedication of an experienced Training Administrator

3. Objectives

· At the end of the first week of training, the trainee will also be able to state from the courses listed in the contract training provider’s course catalog are eligible to be taken utilizing an entitlement slot for a given aircraft make and model and which are not.
· At the end of the second week of training, the trainee will be able to identify all of the components and of both the first and second package of entitlements.
· At the end of the third week of training, the trainee will be able to state which of the courses listed in the contract training provider’s course catalog can be exchanged for others using the entitlement package as provided in the purchase contract. 
· At the end of this four-week course, the trainee will be able to effectively (without supervision) and accurately (within contractual constraints and allowances) enroll a mechanic into factory-authorized maintenance training utilizing a specific aircraft’s entitlement slot for such training.
· At the end of this four-week course, the trainee will also be able to effectively identify if there are any eligible entitlements remaining to be used for this training on a given serial number of aircraft.

4. Materials 

· Relevant portions of the contract between the Company and its factory-authorized training provider
· Current contract entitlement pricing sheet (latest revision 2007)
· Software User’s Guide for the AOS software

5. Who Is Involved

· Instructional designer(s)
· Subject Matter Expert(s) = Company Senior Training Administrator
       = Training vendor scheduling personnel
· Company Department Management = dedicate focused manpower
· Training vendor scheduling personnel = dedicate focused manpower

6. Topical Outline

I. Concept of purchase contract entitlement training
II. Contractual role between the Company and its factory-authorized training provider 
III. Authorizations provided for in that contract
IV. Relevant portions of the purchase contract
V. “1st package” entitlements, authorizations and uses
VI. “2nd package” entitlements, authorizations and uses
VII. Ownership/authorization of purchase contract entitlements
VIII. Sources: AOS, “T” drive, data vault, etc
IX. AOS and AirBase software
X. Training Request preparation and disposition



7. Administration and Evaluation

· Manager of Training Support will schedule Training Administrators into this course
· Manager of Training Support and the Senior Training Administrator will evaluate and review the initial course and recommend updates and revisions to it 

8. Links

· This curriculum will be a requirement of the Performance Management Plan for both new hire employees or those employees otherwise new to this job function
· This curriculum can link to other customer service and customer conflict management training

Lesson Plan
Lesson Plan: 	Module 2	Title: Maintenance Training Administration Initial	Revision:        0
Number of Pages:    3		Module Title: 1st and 2nd Package Entitlements	     Time:   30 minutes
Training Materials:
Hardware: 
· a computer capable of operating the software as listed below
	Media:
· Narrated PowerPoint presentation (2007)
· Microsoft XL 2007
· Microsoft Word 2007
Audience: New hire Maintenance Training Administrators 
1. Individual self-study done preparatory to OJT session
1. OJT mentor will orally evaluate learner to measure learner’s understanding of material
Location of Program: y:/Mktg_Training/Maintenance Training Administrator Orientation Course 

	Slide
	Content
	Contract Reference

	1
	Module title slide
1. “Notes” link to print out Word document of key points
1. Fill the blank format
1. Kept for future reference
	N/A

	2
	Review from previous module
	N/A

	3
	Objectives
1. Explain the contractual provisions for entitlement training (sales contract/concession memo)
1. Explain the two ways entitlement training can become a part of the sales contract (Company concession or customer payment)
1. Explain the difference between Initial and Update training
1. List the components of standard entitlement for each family of aircraft
1. Explain the difference between first package and second package entitlement packages.
	N/A

	4
	Requirements for model-specific maintenance technician training
1. Not a US FAA requirement, but
1. May be component of insurance coverage for maintenance facility
1. Is a requirement of the European Aviation Safety Agency (EASA)
	EASA regs

	5
	Contractual concept and definition of entitlement
1. “Entitled” to attend training as specified part of the purchase
1. Specified in contract and concession memo
	3.1.1, 3.1.2

	6
	Training packaged as part of the sale 1: concession made by the Company
1. Concession made by the Company during sale
1. To “sweeten the deal”
1. Paid by Company out of the proceeds of the aircraft sale
	Entitlement Training Supplement

	7
	Training packaged as part of the sale 2: Purchased by customer at time of sale
1. Paid up front by the customer along with payment for the aircraft
1. Discount?
1. Avoid having to hassle with invoicing, etc later
	Entitlement Training Supplement

	8
	Contractual provisions for entitlement package
	N/A

	9
	Definitions of Training: Initial, and Update training
1. Initial = Learners are assumed to have little or no experience on the make and model aircraft on which they are being trained. 
1. Focus = component location, normal operation, inspection, service & repair of aircraft systems. Special emphasis on troubleshooting, adjustment, and rigging procedures of more complex systems.
1. Update = Learners are assumed to be familiar with the make and model aircraft on which they are being trained. 
1. Training focuses on merely refreshing key system designs, concepts, maintenance procedures and equipment as well as introducing applicable new design changes, regulations and maintenance procedures.
	3.1.1, 3.1.2, 3.4, Vendor fact sheets

	10
	Obligation period
1. 2 years after:
1. final acceptance of the aircraft by the customer, or
1. after the commencement of the first training event.
1. Whichever comes first
1. Further extension requires management approval
1. Manager approving the extension needs noted on Training Request (discussed later in this course)
	3.1.3

	11
	Standard Entitlement/First Package: Definition
1. Standard = Part of every sales contract
	3.1.5

	12
	2007 contract entitlement price sheet (sanitized in this exercise for company confidentiality reasons)
1. Prices shown are deeply discounted from vendor retail rate
1. Applicable to Standard entitlement/First package training slots only
1. Set for seven (7) years by contract between vendor and Company
1. These amounts will be posted on Training Request as discussed later in this training course
	Contract entitlement price sheet

	13
	First Package Components: Aircraft Family A
1. Aircraft family A = 1 Maintenance technician
	3.1.5, 3.2.2

	14
	First Package Components: Aircraft Family B
1. Aircraft family B = 2 Maintenance technicians
	3.1.5, 3.2.2

	15
	First Package Components: Aircraft Family C 
1. Aircraft family C = 2 Maintenance technicians
	3.1.5, 3.2.2

	16
	First Package Components: Variation 1
1. If customer opts to exchange 2 Pilot Initials for 2 Transitions, 
1. 1 Maintenance Technician Initial slot available  
	3.1.5, 3.1.8

	17
	First Package Components: Variation 2
1. If customer opts to exchange 2 Pilot Initials for 4 Transitions,
1. 0 Maintenance Technician Initial slots available
	3.1.5, 3.1.8

	18
	First Package Components: Variation 3 
1. If customer opts to exchange 2 Pilot Initials for 3 Transitions,
1. 2 Maintenance Technician Initial slots available
	3.1.5, 3.1.8

	19
	Second Package: Definition
1. Aka “Optional Extra Training”
1. Exact duplicate of 1st package training, or
1. Any approved variation thereof
1. 25% off retail price
	3.5

	20
	Variations of Second Package training
1. Concession made by the Company during sale
1. To “sweeten the deal”
1. Paid by Company out of the proceeds of the aircraft sale
1. Paid by the customer
1. Originally purchased by Company 
1. Rebilled to the customer when invoiced by the training vendor
1. Paid by the customer 
1. Paid up front by the customer along with payment for the aircraft
1. 25% off retail price
1. Avoid having to hassle with invoicing, etc later Purchased by the customer and paid for upfront along with the payment for the aircraft
1. Concession as part of sale and purchased by Company and rebilled to the customer are the most common
	Entitlement Training Supplement, para. 2

	21
	Paid by the customer 
1. Paid up front by the customer along with payment for the aircraft
1. 25% off retail price
1. Avoid having to hassle with invoicing, etc later Purchased by the customer and paid for upfront along with the payment for the aircraft
Concession as part of sale and purchased by Company and rebilled to the customer are the most common
	

	22
	Identifying applicable Second Package entitlement
1. Concession memo
	3.1.5, Entitlement Training Supplement,

	23
	Second Package Components: Aircraft Configuration A
1. 2 pilots, 1 maintenance technician
	3.1.5, Entitlement Training Supplement,

	24
	Second package Components: Aircraft Configuration B
1. 1 pilot, 1 maintenance technician
	3.1.5, Entitlement Training Supplement,

	25 
	Second Package Components: Aircraft Configuration C
2 pilots, 2 maintenance technicians
1. 3rd pilot option available on XXX and YYY model aircraft
1. Offered at special rate on these 2 aircraft instead of the 25% of
	3.1.5, Entitlement Training Supplement, para. 5, b, v.

	26
	Used Aircraft Entitlement
1. Billed separately at special rate of 50% off of retail price
1. Billed all as 1st package
1. No 2nd package on used aircraft
	Entitlement Training Supplement, para. 5, b, iv.

	27
	Invoicing appropriate amount
1. Will be discussed in later modules regarding Training Requests and appropriate software
	N/A

	28
	Lesson end
	N/A




See attached PowerPoint 2007 presentation titled 

Evaluation Plan
Objectives:
By the end of this lesson, you should be able to: 
1. Explain the contractual provisions for entitlement training (sales contract/concession memo) 
5. This objective will be evaluated by experienced training administrator (TA) and training administration management as well as by company contract sales administrators (CSTs).
1. Explain the two ways entitlement training can become a part of the sales contract (Company concession or customer payment)
6. Evaluated by experienced training administrator and training administration management as well as by company contract sales administrators (CSTs).
1. Explain the difference between Initial and Update training
7. Evaluated by experienced training administrator and training administration management and vendor training company managment staff.
1. List the components of standard entitlement for each family of aircraft
8. Evaluated by experienced training administrator and training administration management, company (CSTs) and vendor company management.
1. Explain the difference between first package and second package entitlement packages.
9. Evaluated by experienced training administrator and training administration management and vendor training company billing department personnel.
Evaluation method:
Formative evaluation will be done via the above mentioned methods as well as trial runs on sample test groups simulating newly hired and yet largely uneducated employees.
Summative evaluation would be done by the CST & TA department management.
Revision Plan
Person responsible for revising the training:
The instructional designer (ID) responsible for creating this curriculum will be the one who will revise the training.
Timing of revisions:
The course will be reviewed periodically to evaluate need to update, revise its content. This review and revision will occur annually unless contract revisions change or it is otherwise deemed necessary to do so. If a contract revision or renegotiation occurs, this will necessitate an immediate change. Other changes deemed not critical will be incorporated into the next scheduled revision. 
Versioning:
Each revision will be “versioned.” The initial course version will be released as version 1.0. Subsequent major revisions will be versioned with increasing numbers to the left of the decimal (e.g, version 2.0). Minor revisions will be versioned as a “point” revision to the last major revision (e.g., version 1.1).
Coordination
As the courseware development department is a department of one, any notifications of revisions will be routed to the ID. The ID will coordinate these changes with respective management and SMEs as necessary. These management representatives and SMEs can come from either the company and/or the vendor training company and any department within either company as necessary. 
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