This paper received a 55/60 (low A) grade.  (This version is not quite complete, as it lacks the cover page and many of the appendices.)  The paper’s major weaknesses were being rather vague about the problem analysis and not relating the material on evaluation closely enough to class material.  (The name of the store was changed to “Clothing Store” to maintain confidentiality for this version.)
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Company Background:


Clothing Store in Boulder is one of ten nationwide locations selling designer clothes.  Each store location is unique in itself, for the owners do not believe in conforming to the corporate structure methodology.  The owners wish to maintain a boutique-like environment, which will allow each store manager freedom to meet her local market needs.  In incorporating its cultural structure, Clothing Store's goal is to provide a unique experience to its clients.  The clothing is natural and comfortable and attracts customers who desire unique merchandise and excellent customer service.  Employees personalize the client's experience by offering tea and providing friendly service by explaining the style, cut, fit and washing instructions for its garments.  There are no mirrors in the dressing rooms, so the client must come out and move around in the clothes to get a feel for the fit and to allow employees the opportunity to customize the outfit for the client.  This provides the sales staff the opportunity to get personally involved with the client and to build a future relationship, which helps to achieve the company goal of working to build trusting, long-term, repeat clientele.

Problem Diagnosis:


Our main contact person is Carolyn, the store manager.  During our first meeting with Carolyn, we spoke on the current company structure and the current training program – its weaknesses, strengths, and her needs and wishes of incorporating a better system.  Daily, Carolyn faces lack of support from upper management.  She feels that there is a lack of communication, and that upper management does not want to delegate some of their current responsibilities to the store managers.  One issue hampering her productivity is that crucial information is not always received in a timely manner.  She is also faced with an ongoing product problem of inconsistent delivery dates, broken sizes, for example, having a small top and a medium pant, and inconsistent sizing.  Therefore, she cannot meet her store’s financial goals due to the lack of consistent products.  Carolyn has expressed her concerns to upper management, but it seems to have fallen on deaf ears.  Despite the importance of the above issues, we feel they are out of our control and are not a training issue.  Therefore, we are not going to deal with these issues further.

Carolyn did discuss the issue of the current new hire-training program as being a concern that fits into the realm of this project.  The current training program is a ten-day process implemented on a haphazard basis where things are explained as the issue or problem comes up.  Part of the program's weakness is that there is little follow through or consistency of information given.  This has resulted in each sales associate receiving different information at different times.  One area that is highly lacking in specific training and knowledge is the area of opening and closing procedures, where there are no written guidelines developed.  The store could benefit from a reference guide that instructs a new employee on a step-by-step process of these procedures along with other related mechanics of the daily operation.

Carolyn feels that she is not using the sales associates to help her in the current training process.  She has taken on the entire new hire training process, which is overwhelming for her.  While Carolyn is training she is neglecting her managerial responsibilities to train new employees.  Since she is dealing with two major tasks (training and managerial duties), she often cannot concentrate on either task.  With lack of training guidelines, the trainees are not getting standardized and complete information about the philosophies of Clothing Store.  They are learning the quick and simple method of operating the store rather than a fully encompassing orientation.  


Aimee has been our subject matter expert, due to her long-term employment with the company.  However, to eliminate any biases we also developed a questionnaire, which was provided to the other sales associates of Clothing Store.  This provided us with more feedback on additional viewpoints regarding the training methods currently utilized.  There was a discrepancy between the concerns noted in the survey and Carolyn’s concerns.  On the whole, the employees felt the training was decent and productive.  However, we felt that maybe they did not feel comfortable criticizing the training because it was not a confidential survey (it was supposed to be, but they all wrote their names on it).  We also felt as though they did not have other training to compare it to, so they were pretty neutral about it.  Despite their lack of concern about the current training program, we decided to continue with the project because it will hopefully alleviate some of Carolyn’s stress.

It was stated that the employees do not initiate, think, or act for themselves, and this is due to a lack of communication in clearly defining the employee's role of expectations and duties.  In addition to this statement, perhaps it is due to a lack of knowledge or tools being provided to the employee to help him/herself.  Another issue at hand is that Carolyn's plate is too full; she would like to delegate more duties/responsibilities to the rest of her team.  

Needs Assessment:

To add value to the organization, it is our recommendation to streamline the current training program with better communication of the employee's role and expectations.  We plan to create a checklist that details all areas to be covered during orientation.  In addition, we intend to provide the company with a reference guide to be used as a tool in order for the employee to be more self-sufficient.  Together, these suggestions should support the sales associates and free-up Carolyn to manage her own responsibilities. 

Organizational Analysis


The organizational goals of Timbuktu are to 1) sell clothes 2) give excellent customer service that sets Timbuktu apart from other specialty stores and 3) clienteling, which encourages employees to think of customers as clients and to give them special service.


Timbuktu’s organizational resources include a knowledgeable store manager, store management support of the new training program, and a strong reputation.  Training can only benefit the store, and will in no way be disadvantageous.


The organizational climate of Timbuktu is quite cohesive.  The employees feel as though they are part of a team, which makes it a very positive environment to work in.  Management wants the orientation training and the employees are willing and ready to learn.


There are a few environmental constraints at Timbuktu.  These include lack of time to create a training program and limited time to put it into effect, no computer access, and a small budget for training.

Task Analysis


The job description at Timbuktu is quite basic for sales associates.  It is more detailed for management, but we will not be training them in our orientation program.  Basically, trainees will be asked to handle sales; customer service; merchandising; cash register duties; operational duties such as sales goals, cleaning, opening/closing, transferring merchandise, and checking in merchandise.  The KSA’s needed for this job include the ability to interact with customers, a positive attitude, cash register understanding, being comfortable with people, and making customers feel welcome.  Employees are evaluated weekly through performance summaries and annually through a performance appraisal.

There are a number of areas that can benefit from this orientation.  First of all, employees will have a greater understanding of their responsibilities, thus helping them to be self-sufficient in starting and completing tasks.  Due to the small size of the store, this is mandatory in supporting the role of teamwork.  Carolyn should feel free to delegate more responsibilities to the sales associates, which should lessen her stress and free up her time to complete her managerial duties.  In practice, all of this will provide better client service.

Person Analysis

Presently, employees are pretty effective in their duties; however, it takes a long time before they become proficient at their tasks and duties.  Some of the employees know some things, while others know different things.  Between them all, they can figure out what they are to be doing, but there is no way to know if a person is correct if she is the only one with the answer.  Also, employees waste time trying to find the right answer.  Employees are rather successful, but there is certainly frustration about the lack of product knowledge.  The employees want to learn as much as possible so they can feel as if they are doing their job well.

Orientation is part of the training solution because it will make all new sales associates effective in their job.  Carolyn will be able to alleviate some of her current responsibilities that should be done by the sales associates.  Through training, Carolyn can effectively ensure that the employee knows what is happening at Clothing Store and the company’s philosophies.  Having a training program that is inconsistent is difficult for the sales associates and sometimes causes friction in the work place.  When a situation arises where the associate needs training, it is usually during a time when there is no one around to train them or it is during an uncomfortable situation (i.e. refusal of a check).  By having a cohesive new hire orientation and training program within the first couple of days, it ensures that the store is expressing current goals and objectives for the sales associates and not leaving new employees with the feeling of being left in the dark.

We feel that upper management is important in the intervention of this training program.  With upper management’s support and input, Clothing Store will be able to implement this training program in all of its stores.  We also feel if each store had a computer, this would increase communication and promote greater teamwork throughout the company.  Furthermore, Carolyn would be able to communicate that she is out of a particular product and could inquire on existing inventory, thus freeing up some of her valuable time.  Monetary constraints and upper management priorities prevent all of this.  

Clothing Store
Impact Map

	Trainees
	New Knowledge Skills
	Job Behaviors
	Job Success Indicators
	Business Objectives
	Strategic Goals

	All new sales associates
	Computer operations
	Open/close register

Enter data

Ring up a sale
	Successful sales without problems    or need of assistance from mgr

Little computer data entry error

Satisfied clients
	Lower % of computer error
	

	
	Opening/Closing procedures
	Ensuring that the store is presentable for the client

Make sure computer is open
	Clean environment for clients

Easy access with register
	Presentable store

Little error in computer operation
	Receive recognition for being the best boutique in Boulder

	
	Fabric knowledge
	Knowing the wash ability:

treatment, shrinkage, and care for the product
	Being able to answer questions that the client might have about the care of the product
	Decrease return of merchandise from clientele by 5%
	Increase sales by 15%

	
	General merchandising knowledge
	Demonstrate knowledge of merchandising
	Being able to work freight to the floor and merchandise it to the companies standards
	Increase sales by selling outfits instead of single pieces
	Providing a unique shopping experience for repeat clientele business

	
	All other Boulder employees, other Timbuktu store employees, and upper mgmt
	Create a “family” like atmosphere

Create a network for problem solving
	Comfort level of being able to contact store owner/designer and ask questions regarding the business

“Friendly” shopping environment for clients
	A pleasurable shopping experience for the clients, which will create a “want” for return business from clients
	

	
	Learn specific job 
	Perform duties that are set out in the orientation
	Satisfy clients by providing outstanding service
	Increase sales
	

	
	Learn Timbuktu’s philosophy
	Demonstrate knowledge of Timbuktu’s philosophy
	Emulate philosophy through actions

Competently perform duties without mgmt directive
	Return business of current and new clients

Employees do duties without being asked
	

	
	Timbuktu’s policies
	Operate within set guidelines
	Not violating policies
	Providing a standard for the work environment
	


Training Objectives

1. Create accurate guidelines and a formal orientation checklist to ensure that all sales associates are given the same knowledge.

2. After training, trainees should be able to run the store effectively, 

efficiently, and appropriately.

3. Learn to promote organizational objectives and feel a part of the team.

4. Create a sense of ownership to the company.

In achieving these objectives, employees will have the ability to answer 

client questions and provide them with great customer service.  This will ensure that customers are satisfied and therefore return for future business.

Training Delivery/Content


The training method that we chose to use for the orientation into Timbuktu is a formal checklist and reference manual.  This information is detailed, but generalized to all locations.  We wanted this orientation to be kept like this so all stores can eventually implement this orientation.  We feel that since the store is so small and turnover is low, a one-to-one presentation of the material is most suitable.  The training needs to be delivered by Carolyn or an individual that Carolyn trains.  Whoever the trainer is, that person must be knowledgeable of the store, training, and common practices and information.  We have tried to make the trainer’s manual and reference manual easily adaptable to other trainers besides the store manager.  It is important that the training is consistent to ensure that all employees are given the same training and knowledge.  The training should be taught in accordance with the checklist, which is broken up into seven sections, representing seven days of training.  The training does not have to be delivered in seven consecutive days, but can be stretched out up to two weeks.  The trainer needs to teach each item on the list in order and then initial when finished.  The days of training need to be kept in order to assure consistency and complete coverage of the material. 


The reference manual is to be given to the trainee during the last session of training.  The trainee should use this as a supplement to the training to find answers to commonly asked questions or needed forms.  Also, since it is in a loose-leaf binder, the trainee can remove any of the inserts to make copies for actual use in the store.  We recommend that a copy be given to each trainee for their personal use and that it be updated with new product knowledge or any other pertinent information.

Training Evaluation Design


For the purpose of evaluation, we decided to use questionnaires, observation and interviews, which will parallel Timbuktu's small size and it's monetary constraints.  These three approaches do not require a great deal of implementation time, will provide quick feedback, and do not cost very much.


There are three sets of questionnaires that we have created to measure the trainee's retention throughout the training session.  Each questionnaire is to be answered before the trainee begins the next set of sessions. The first set will cover materials in sessions 1, 2 and 3 and will be distributed at the beginning of session 4.  The second set covers materials in sessions 4 and 5 and is to be answered before session 6.  The third set deals with sessions 6 and 7 and should be completed at the end of the entire orientation.  The questions are purposely generic in order to give the trainee flexibility to express her responses and to motivate the trainee for the next session.  We wanted to avoid asking very specific and detailed questions in order to encourage the trainee to answer appropriately and honestly.  Also, in some training areas such as fabric knowledge, we feel it is inappropriate to ask detailed questions right after the training because it is a continuous learning process.


In addition to that, we also have another set of questionnaire that will ask trainee's feedback about the training as a whole. The main purpose is to acquire trainee's perspective regarding the quality of the training. Question will be such as, how do they feel about the training, is the training helps them to do their jobs better, is the training's delivery motivating them to learn the material efficiently and what kinds of improvement that they feel is needed to improve the training.


Observation will be a good approach especially to determine transfer training. This is suitable to evaluate trainee's performance primarily for on going learning process such as the fabric knowledge. Trainee's self-confident while dealing with customers will be one of the characteristics to measure this.

From time to time, Carolyn might need to have an informal interview with the trainee. She may have it through out their daily conversation. This is to show her concern about their involvement in the training and in addition to continuously follow through the impact of the training to the organization.

What We Would Do Differently


We feel that the company has a deeper issue at hand than new hire training.  The upper management needs a defined structure of how they would like to see the company running.  From the needs assessment, we discovered that the three owners of Clothing Store are over-budgeted for work tasks.  The owners need to be able to trust their lower management with some of their tasks in order to run a smoother business.


In the scope of our project, we feel what one of the things we would have done differently is to survey past sales associates to see why they left and what should be done to better the new hire training.  We felt that it would have benefited our project to find out why past sales associates left and to see if it was possibly connected to lack of knowledge.


We also felt that it would have benefited our project to meet with the owners.  We feel that they are an important asset to creating a new hire orientation.  This company is their vision and it would have benefited our project to have their input and see what they feel is important to the new hire orientation.  As stated above, the owners do not have a great deal of time to spend doing extra activities, so spending time with us was out of the question.  However, a meeting with them could have been beneficial. 

 The questionnaire that we created did not provide us with the information that we thought we would get.  The sales associates and Carolyn did not have the same vision of new hire orientation.  We discovered that some of the questions that we thought were objective were not.  If we had it to do again, we would think of our questions in a different perspective.  Also, we would try to ensure that the questionnaire was completed in a timely manner and confidentially. 


We also feel it would have been beneficial to interview all of the current employees to find out their true views of the current training program, but time limitations prevented this.   If we had talked with them, we would have been able to probe deeper into the questions and hopefully get their honest answers.   Since questionnaires often do not allow for deeper understanding, it would have been helpful to be able to ask why they answered a question the way they did.  
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