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CHAPTER 10   TRAINING





10.01 POLICY





	a.  In order to ensure high quality service to VA customers, it is essential that all personnel receive continuous formal, job-related training.





	b.  A comprehensive training program, including the basic orientation phase, is important in the development of knowledgeable employees.  It should establish objectives which will meet the initial training needs of new employees and the continuing training requirements for experienced employees and supervisory personnel.  Training should be based on an evaluation of the training needs of the Division and deficiencies identified during quality reviews and recommendations from Central Office visits.  The program should also cross-train as many employees as possible to promote continuity and flexibility of operations.  To the extent possible, supervisors must provide the opportunity for individuals to improve their knowledge, skills, and abilities through education and training experiences.





	c.  The training program should not be limited to that offered locally within VSD.  Supervisors should be aware of the various training programs offered by the Veterans Benefits Administration (VBA) such as New VBC Training, Introduction to New Supervisors, Telephone Techniques, etc.





10.02 DEFINITIONS





	a.  Formal Training.  Formal training is training which is documented and evaluated by management.  This does not include on-the-job training.  It does include training accomplished through classroom instruction, computer assisted instruction and other individual training activities such as review of manuals, circulars, and other written job-related materials issued by local or Central Office management.





	b.  New Employee Training.  New employee training consists of formal training and observation periods in which the new employee works with an experienced employee observing job performance.  This training must be closely supervised and evaluated during the first months of employment.  A reasonable length of time may be devoted to formal training which may be interspersed with the observation period at the VSO's discretion.  Thereafter, new employees are expected to learn "on the job" while completing end products.





	c.  Cross-Training.  Cross-training occurs when an experienced employee is temporarily assigned to a job not included in his or her position description, to broaden his or 
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her knowledge, experience, and usefulness to the organization.  Cross-training enables management to use employees to their full capabilities and ensures that critical tasks can be completed during absence of assigned personnel.





10.03  FORMAL TRAINING REQUIREMENTS





	a.  In-house Technical Employees





	(1)  Twelve hours per quarter of formal, job-related training for all in-house technical employees.  This requirement applies division-wide.  Personal Interview Activity receptionists and other clerical employees in regular contact with the public will attend technical training sessions as appropriate.





	(2)  Twelve hours of formal training specifically related to the Fiduciary and Field Examination (F&FE) program to F&FE Unit personnel each year.  Employees conducting field examinations on a part-time basis should be included in this training.





	b.  Outbased Technical Employees





	(1)  Thirty-two hours per year of formal training, including customer service concerns and human relations issues, will be provided for all outbased technical employees.  Education compliance survey specialists and field examiners assigned to the regional office and estate analysts may be included in this training in lieu of the requirement in paragraph 10.03a(2).





	(2)  At least 12 hours of the refresher training must pertain to the fiduciary program for technical employees whose duties include performing field examinations or estate management activities.





	c.  Clerical.  One and one-half hours per quarter of formal, job-related training will be provided for all clerical employees including those at subordinate locations.  Clerical employees should be cross-trained in as many clerical elements of the division as possible.  They should also receive sufficient training in areas of benefits programs, eligibility criteria, and claims procedures, to ensure general knowledge of regional office systems and an ability to support technical and supervisory staff.





	d.  Customer Service/Human Relations





	(1)  One and one-half hours per quarter in addition to the required technical and clerical job-related training for all division employees assigned to the regional office must be devoted to customer service/human relations issues.








10-2


�



November 4, 1994							M27-1, Part I


									Change 47





	(2)  Two hours of customer service/human relations training will be included as part of the 32-hour refresher training program scheduled for all outbased personnel.





	(3)  The concepts of customer service and human relations are different but interrelated and both incorporate the value of quality.  Customer service defines the methods through which we deliver our services.  Human relations techniques describe the way in which we interact with our customers.  Both reflect a quality level of our performance.  Some suggested topics include:





	(a)  information about what our customers want or need,





	(b)  how to provide service as timely as possible,





	(c)  ways to ensure that information and assistance are free from error,





	(d)  completeness of information and assistance,





	(e)  interviewing and communication skills.





	(f)  sensitivity issues (i.e., sexual trauma, personal assualt, claims development and related interviewing techniques).





	e.  Equal Opportunity Training.  All new employees who will conduct on site Equal Opportunity reviews or investigations must be trained on their responsibilities under the various equal opportunity laws.





10.04  SUPERVISORY DEVELOPMENT





	In addition to the regular program of training, VSOs are encouraged to consider the implementation of a continuing program of supervisory development primarily for, but not limited to, supervisory personnel.  See M-P5, part I, chapter 410, and FPM chapter 411 for further information.





10.05  TRAINING COORDINATORS





	a.  Appointment





	(1)  One training coordinator and an alternate will be appointed.  Such appointments are major steps in emphasizing the importance of training and will be coordinated with the station Director's office.  The designees will be at the GS-7 level or above but need not be in supervisory positions.  The persons selected should not only be interested in serving but must have time available from other assigned duties.





	(2)  Position descriptions of employees designated as training coordinators will include their training responsibilities.  Rotation of the training coordinator 
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position is permissible; however, it is suggested that this rotation be no less than semiannual in order to promote continuity within the training program.





  	b.  Primary Responsibilities.  Training coordinators will be responsible for the coordination, implementation, and evaluation of all training activities, including the maintenance of  a VSD training library.  Training coordinators will be expected to:





	(1)  Evaluate training needs of the Division,





	(2)  Establish and recommend training schedules consistent with those needs,





	(3)  Select qualified training instructors.  Ensure that instructors are properly prepared and advise them to encourage maximum staff participation.  Encourage the use of audiovisual and other training aids to enhance the quality of instruction,





	(4)  Maintain records of training hours for all employees,





	(5)  Coordinate the preparation and submission of the Annual Report of Training Activities During Past Fiscal Year (IRCN 1056-0PM-AN) with the field station Human Resources Division (MP-5, pt. I, ch. 410),





	(6)  Establish evaluation procedures for training sessions, such as periodic monitoring and testing, and 





	(7)  Encourage the use of audiovisual and other training aids by instructors.





10.06  TRAINING REPORTS





	a.  Training coordinators will maintain either VA Form 5-3913, Training Course Record, or an automated equivalent, which will be used as the basis for reporting formal training hours in DOOR.





	b.  Documentation of new employee and cross-training plans, schedules and hours spent in training will appear in DOOR feeder·material.





	c.  At the end of each fiscal year coordinators will report total training hours for the division to their Human Resources Division.  The coordinator will also maintain a supply of VA Form 5-4691, Report of Employee Training, on which individuals may report any individual training courses of 8 hours or more.  If any block of VSD training on one subject, i.e., interviewing 
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techniques, is 8 hours or more, the training coordinator will report this to the Human Resources Division using VA Form 5-4691 for each employee.





10.07  TRAINING LIBRARY





	a.  A library of resources and training aids will be maintained by VSD training coordinators.  The library will be easily accessible to all employees.





	b.  It is important for training coordinators to update the training library with training aids, references, etc., as they are developed or identified, and to delete out-of-date training aids as necessary.





	c.  A charge-out system should be devised locally to avoid loss of materials.





10.08  RESOURCES AND TRAINING AIDS





	a.  Advisor.  The Advisor program is the computer based training program developed by the Veterans Assistance Service for VSD personnel.  It includes detailed instruction in eight benefit programs (Compensation, Death Benefits, Pension, Education, Loan Guaranty, Insurance, Vocational Rehabilitation, and Medical).





	b.  Central Office (CO) Library.  The CO Veterans Health Adminiistration (VHA) Library (142D) has information resources that could be very useful to training coordinators and other personnel in the preparation of training sessions.  These VHA resources are made available whenever possible to all personnel in VA.  VA Medical Center (VAMC) libraries have lists which reflect CO and field station holdings.  Books, journals, and audiovisuals in the CO Library collection, as well as local VAMC collections, may be borrowed through the Chief, Library Service (142D), at each VAMC.





	c.  VALNET (VA Library Network).  In addition to the resources of the CO Library, VALNET, which is comprised of all the health services libraries in the VA system, has been developed.  These libraries participate in various resource sharing activities such as interlibrary loans.  The resources of the entire network can be accessed at any VA library.





	d.  Audiovisual Software Delivery System.  A vital component of VALNET is the VA audiovisual software delivery system, maintained by the CO Library, which is also accessible to all employees in VA.  Every VAMC library has a distribution schedule to aid in accessing the system.
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	e.  Use of Video Cassettes.  Video-cassette training aids may be obtained from resources such as VA medical centers and other Federal or State agencies.  Although they are effective training instruments, they should not be viewed as complete training packages.  The ideal length of viewing time is from 15 to 20 minutes.  Video-cassette training aids, therefore, can be easily adapted to 30-minute training sessions by using them to supplement various training methods such as lecture, discussion, and role-playing.





	f.  Other Resource Locations.  Training coordinators should not overlook local public and school libraries as possible sources of training resource materials.





	g.  Fiduciary Program





	(1)  Special training might be requested from the Vocational Rehabilitation and Counseling Division or a VAMC psychiatrist, psychologist, social worker or psychiatric nurse on personality disorders and mental illness and in uses of medications (types and doses) to control these disorders/illnesses.  A representative of the banking industry might be available to provide training in the field of investments.





	(2)  It is desirable that all personnel responsible for performing field examinations or estate management functions receive training from the District or Regional Counsel on legal aspects of the Fiduciary program.  If such a program of training is not already in existence, a memorandum should be forwarded to the legal support staff requesting periodic training sessions for personnel assigned to the regional office activity.  Topics for discussion might include the State statutes regarding guardianships/conservatorships, commitments, exemptions (as they relate to the $1,500 limitation), attorney fees, fiduciary commissions, how VA regulations might conflict with State statutes in the areas of bonding and fees, and any deficiency trends identified during quality review.  The legal support staff will be requested to provide training to outbased personnel who perform field examinations during their scheduled training sessions.  This training for outbased employees may be waived if the training sessions for in-office employees are taped and provided to the outbased employees.





	h.  Human Resources Division Assistance.  The station Human Resource Division can provide valuable assistance to training coordinators in the preparation of annual training reports and in explaining regulations and procedures governing employee training.  The station training coordinator may be responsible for station supervisory training programs and be helpful in obtaining training materials from outside sources.
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