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ABSTRACT 

The purpose of this paper is to determine what 
opportunities exist for Montana municipal employees to 
improve their skills and to examine the status of a 
comprehensive training program for them. While the State 
of Montana has created a Professional Development Center 
(PDC)/ offering courses such as purchasing and 
procurement/ advanced editing skills# and planning and 
organizing# it appers that such a comprehensive training 
program for municipal employees is not available. 

A review of the literature focuses on two important 
areas: the concept of training and the needs assessment 
process. The concept of training is defined and examined# 
and advantages it provides to the individual as well as to 
the organization are presented. 

A focus on the needs assessment process incorporates 
a three-fold analysis for determining training needs# as 
described by McGehee and Thayer. An examination of the 
U.S. Civil Service Commission needs assessment model is 
presented as well. The information gathered in this 
literature review is used in developing and conducting a 
preliminary needs assessment. 

A preliminary needs assessment is conducted# through 
the use of the interview process with professional city 
administrators# who represent five of the largest Montana 
municipalities. Their perceptions of training needs for 
city employees# as well as their views of a comprehensive 
training program are explored and documented. 

The results of the preliminary needs assessment show 
conclusively there is not a comprehensive training program 
for Montana municipal employees# and there is a need to 
improve the current training deficiencies. 

A recommendation to conduct a needs assessment at the 
city government level is presented to show# if elected 
officials appreciate how a needs assessment determines 
skills their employees need, they may be likely to 
allocate the necessary resources for such an effort. The 
role of Montana State University# as a land grant 
institution# is examined as a primary resource for 
development of a comprehensive training program. 
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CHAPTER 1 

INTRODUCTION 

"Quality staffing is essential to governmental 
efficiency and the most valuable resource an 
organization has is its employees," 

- U.S. Civil Service Commission 

There is a continuing need in government for talented 

and highly qualified people. Usually, individuals want to 

develop their potential and expand their capabilities; 

the resulting rewards include higher self-esteem and 

self-confidence. However, if this opportunity is absent, 

low self-esteem, poor morale, and overall organizational 

stagnation are likely results. 

Developing subordinates helps maintain a staff of 

talented, ambitious people. If such employees are not 

able to fully utilize their capabilities and potential on 

the job, high turnover rates are frequent outcomes. All 

in all, individuals who develop skills, attitudes and 

knowledges are working more effectively, 1 and 

consequently, make government operate more efficiently by 

improving the quality of government service to the public. 

Employee development is defined in a number of 

different ways. One view is that it is the growth of an 

individual "in all respects, both within and without the 

confines of his or her job." 2 Pomerleau argues that this 
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growth comes primarily from within the person/ and that it 

can be developed to full potential if the opportunity is 

afforded the individual. 

Another view states that employee development is an 

activity which involves an interaction of the person, the 

job and the environment in a manner which is intentionally 

designed to speed further development of the employee. 

Employee development is also referred to as a planned 

effort to improve overall performance by improving 

information, developing skills, conditioning attitudes, 

and enhancing perspectives. Any related training 

activities must be geared specifically to reflect the 

maximum applicability of the job. 

Management in government faces tremendous 
challenges now, not only from the citizenry, who 
demand accountable, active management, but from 
itself, in a desire to continually improve. 
These challenges will increase as law, 
technology and society reach new levels of 
complexity and make new demands on government.3 

Indeed, employee development can provide public 

employees with the opportunities to enlarge their 

understanding and modify their background in order to 

improve their overall effectiveness in the delivery of 

public goods and services. Training in the areas of 

technical, managerial and public relations skills is 

essential, not only to the development of employees, but 

to the overall improvement in the art of personnel 

management as well. 
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Training 

The Committee on Training of the Public Personnel 

Association defines training as a process which aids 

employees in achieving effectiveness in their present or 

future work by developing appropriate habits of thought 

and action/ skill/ knowledge and attitudes. 

This definition emphasizes that training is most 

certainly a process/ in that it is not an action which can 

be completed in one day. It is the employee's 

responsibility and no one can do the training to or for 

the individual; however/ it is management's responsi¬ 

bility to aid in this development. Most importantly/ this 

definition relates training to the work/ and only through 

such a qualification can public expenditures for training 

be justified. 4 

Caiden defines training as any learning which 

establishes a particular pattern of behavior in a work 

situation. He suggests that training includes concern for 

the employer's reputation/ pride in work and confidence in 

the organization. He stresses that training should "aim 

to capture the imaginative excitement about learning/ best 

seen in young children/ but so often destroyed by bad 

parents and bad teachers." 5 

Caiden believes that training is not new; rather/ 

the amount of professional and academic interest in 

training has increased. Indeed/ Hyde and Shafritz argue 
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that the rising commitment in this area can be seen 

through "the establishment of larger, sophisticated 

training programs, greater numbers of staff being hired as 

training specialists, and increasing support for external 

educational and tuition assistance programs." 6 

This phenomenon is due to a concern, which follows 

along the lines of an "our children can *t read" syndrome. 

Work supervisors feel employees don't know their basic 

work skills such as typing, computing, writing or ana¬ 

lyzing. This attitude stems in part from our educational 

system and its difficulties; additionally, there is an 

obsession with credentials and certification, which often 

is totally unrelated to entry-level jobs and the necessary 

skills required to perform adequately. 

The need for basic training objectives, which are 

described as "so commonplace in municipal organizations 

that the need for them is nearly universal," 7 can be ob¬ 

jectively justified. Training can provide an employee 

with specific skills he or she does not have or should 

improve, information which enables him or her to perform 

the current job more efficiently, and a better under¬ 

standing of the objectives and programs of the city 

organization as a whole, as well as with outside agencies, 

whose activities might touch upon those of the city. 

Employees can be retrained when management changes 

job content or method. This is particularly important in 
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light of increasing technology and the increasing scope of 

governmental activity/ which bring about even more demands 

for new training programs. Additionally/ government 

employment often requires skills which aren't readily 

available in the labor market/ and more minority groups 

are applying pressure for their legal rights in the 

employment process. Perhaps most importantly/ people see 

that by providing workers with opportunities to improve 

themselves/ overall motivation and productivity can 

dramatically increase. 

Traditionally/ the support for and implementation of 

training programs in the public sector has not been good. 

With the exception of the military/ Hyde and Shafritz 

suggest that of all the "major functions of personnel, 

training and development have probably been the most 

neglected ."8 Indeed/ U.S. Air Force Regulation 40-410/ 

Section A / notes that: 

It is Air Force policy to provide the training 
necessary to ensure the maximum efficiency of 
civilian employees in the performance of their 
official duties. Full opportunity to partici¬ 
pate in training and development programs will 
be given every employee who needs training and 
meets standards and requirements prescribed by 
law [or] Executive Order. 9 

The federal government has recognized the need for 

effective training programs for its employees. Section 

4103/ Title 5 of the United States Code reads that: 

In order to increase economy and efficiency in 
the operations of the agency and to raise the 
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standards of performance by the employees of 
their official duties to the maximum possible 
level of proficiency/ the head of each agency • 
. . shall establish operate, and maintain a 
program or programs . . . for the training of 
employees in or under the agency. 10 

Additionally, the statute stresses that each program 

should provide for the encouragement of self-training by 

employees. Here, the key to such a goal is the on-the-job 

recognition of any increases in proficiency and skill. 

Training at state and local levels of government can 

be the primary factor in improving many government activi¬ 

ties. For example, it can be used as an effective method 

for overcoming "bureaucratic passivism and/or resistance 

to change"!! when implementing new administrative systems, 

programs or policies. 

Public employees, through their unions, as well as 

the public in general, demand training opportunities so 

that public service can be provided at optimum effective¬ 

ness. As a result, public sector organizations are 

becoming more aware of the importance of training, and are 

placing an increased emphasis on it. 

Federal Level Training Efforts 

The Intergovernmental Personnel Act of 1970 (IPA), 

serves as one of the best examples of an attempt by the 

federal government to aid municipalities in training 

efforts. This act was designed to: 

. • • strengthen management capabilities, 
contribute to problem solving through improved 
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personnel processes/ assist the process of 
decentralizing power whereby government can be 
brought closer to the people/ and through the 
achievement of these purposes/ enhance front¬ 
line delivery for most public services, 12 

The U.S. Civil Service Commission was authorized to 

help municipalities carry out training programs for em¬ 

ployees/ and provide funds to assist in this effort. The 

act awarded grants for graduate-level study by employees 

selected by local governments/ provided temporary assign¬ 

ments of employees between federal agencies/ local 

governments and universities/ and offered employees 

admission to federal agency training courses on a shared- 

cost basis. 

The act emphasized that training is important in 

these particular areas: equal employment opportunity/ 

supervision and management/ personnel and labor relations/ 

office skills and communications/ bookkeeping/ accounting 

and auditing/ managerial sciences and automatic data 

processing. 

The U.S. Civil Service Commission was also 

encouraged/ under this act/ to develop intergovernmental 

training centers/ many of which are still active. These 

include: Missouri's Suburban Network for Management 

Development and Training; state regional training centers 

located in California; the Public Executive Institute in 

Virginia/ which provides training for state/ county and 

city employees; the Center for Government Training in 
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Tennessee; and the Kansas Center for Action Training. 

A Personnel Mobility Program was established through 

the IPA/ in order to share knowledge to solve mutual 

problems and provide learning experiences for partici¬ 

pating employees. The idea behind this feature was to 

encourage the exchange of talent between local and federal 

units. It offered an easy opportunity to share required 

expertise in different subject areas between federal 

agencies and state and local governments for a period of 

time which could not exceed two years. 

Although the IPA stimulated much training and 

development activity in American municipalities/ and over 

62 percent of some five million dollars went to local 

needs# the funding for its programs gradually decreased 

and today are non-existent. 13 

Montana's Professional Development Center 

In Montana/ state government officials have initiated 

training opportunities for employees through the creation 

of the Professional Development Center (PDC)/ with its 

primary goal being "to develop the skills/ abilities and 

knowledges of all levels of state management personnel so 

they/ in turn/ may better serve the citizens and interests 

of the State of Montana." 14 

Courses offered through the PDC program include 

property management/ purchasing and procurement/ confron¬ 

tation and communication/ media relations/ advanced 
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editing skills, managing conflict, remote supervision, 

planning and organizing, public relations in the public 

sector, and women in management. 

It is easy to see from the aforementioned course 

listing that the PDC has recognized the need for enhanced 

professional competence in the areas of technical, 

managerial and public relations responsibilities. 

These introductory comments are intended to highlight 

the importance of training in the overall development of 

government employees and in the improvement of quality 

service to the public. We have briefly examined how both 

the federal government and the State of Montana have 

recognized the need for effective training programs and 

have initiated training opportunities for their respective 

employees. 

The focus of the paper now shifts to an examination 

of the status of and the need for a comprehensive training 

program for Montana municipal employees. 

General Areas Addressed 

The purpose of the paper is to conduct a preliminary 

needs assessment to investigate the status of and need for 

a comprehensive training program for Montana*s local 

government employees. Elements to be investigated 

include: who decides which employee(s) will attend 

training; how are the training priorities set; how do 

city commission/council members feel about allocating 
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funds for training programs; are federal dollars avail¬ 

able to aid municipalities in training their employees; 

do unions have any input into training programs and who 

attends them; what are the training sources used and what 

are the potential training resources which might be 

incorporated? 

The research steps taken by the author to answer 

these guestions included: 

1) an examination of the needs assessment pro¬ 
cess and its role in developing effective 
training programs; 

2) a preliminary training needs assessment with 
senior Montana local government officials to 
obtain their perceptions of needed training 
programs for municipal employees. 

The basic policy questions to be addressed by this 

research strategy are: 

1) How can a thorough needs assessment help in 
developing and/or improving a comprehensive 
training program for Montana municipal 
employees? 

2) If the preliminary investigation shows that 
a needs assessment must be conducted/ should 
an initial needs assessment be targeted at 
one specific group? That is, in order to 
gain the support from elected and 
administrative officials for such a large 
comprehensive effort/ should a particular 
group be targeted to participate in an 
initial needs assessment? This option is 
not intended to pinpoint one group/ for 
example/ elected officials. The objective/ 
rather/ is to gain the select group’s 
support for such an effort throughout all 
levels of local government. 

3) What is the role/ if any/ the Montana 
unversity system should play if a thorough 
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needs assessment is to be carried out? More 
specifically/ does Montana State University/ 
as a land grant institution/ have a special 
role to play as a potential resource for 
centralized needs assessment capability and 
in developing a Montana local government 
training center? 

These basic policy questions are explored in 

succeeding chapters/ and in the following paragraphs/ a 

brief summary of the contents of each chapter is provided. 

Organization Of The Paper 

A preliminary needs assessment is conducted/ and the 

status of a comprehensive training program for Montana 

local government employees is examined. The conclusions 

drawn from interviews with five local government officials 

at the senior management level verify the inadequacy of a 

comprehensive training program. This paper is directed to 

both elected officials and city administrators/ in an 

effort to draw attention to this problem. 

A thorough needs assessment is the essential step 

necessary to discover training deficiencies and implement 

resulting training corrections. The second chapter of 

this paper is devoted to a detailed description of the 

needs assessment process/ incorporating two important 

theories: McGehee and Thayer's organizational/ operations 

and person analyses/ and the U.S. Civil Service 

Commission needs assessment procedural model. 

A presentation of the preliminary training needs 

assessment/ based upon in-depth interviews with profes- 
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sional city managers in five Montana municipalities^ is 

described and documented in Chapter 3. 

Chapter 4 contains a proposal for conducting a 

training needs assessment for all Montana municipalities/ 

with an initial needs assessment focused at the elected 

official level. The primary objective here is to 

demonstrate to these allocators of scarce resources/ that 

a needs assessment can determine the training deficiencies 

they are experiencing either as individuals or as a group/ 

and with the resulting corrective training programs/ how 

their decision making skills can be enhanced. Such 

participation in a program and experiencing first-hand the 

resulting benefits may make these elected officials less 

hesitant in supporting a comprehensive needs assessment 

for all municipal employees. 
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CHAPTER 2 

NEEDS ASSESSMENT 

The first and most important step to take when 

considering developing and implementing a comprehensive 

training program for municipal employees/ is to discover 

which training deficiencies exist/ in order that they 

might be corrected. The tool used to discover these 

deficiencies is the needs assessment. After all/ training 

simply for the sake of training is unjustified. The needs 

assessment tool is used to ensure that training is 

relevant to both the short-run performance deficiences in 

the organization as well as the long-run career 

development needs of its employees! 1 

A study prepared by the Philadelphia Region Training 

Assistance Services of the U.S. Civil Service Commission 

defines the needs assessment process as basically one of 

data-gathering/ and introduces a model consisting of the 

following six stages: 

1) determining the purposes and objectives of 
the needs assessment; 

2) identifying the kinds of information needed; 

3) designing the data-gathering approach; 

4) gathering data; 
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5) analyzing and verifying data; 

6) setting training priorities. 2 

Stage One - Purposes And Objectives 

The U.S. Civil Service Commission study indicates 

that one cannot determine what data to gather or how to 

gather it until one knows what he or she is trying to find 

out. The study warns that there is an inherent danger 

which lies in any needs assessment — the assumption that 

only one reason exists for doing a needs assessment. Such 

narrow-mindedness can severely limit the nature and 

usefulness of resulting data which is gathered.- 3 

McGehee and Thayer recommend a three-fold analysis 

for determining training needs; organization analysis/ 

operations analysis/ and person analysis. 

Organization analysis entails looking at an organ¬ 

ization^ objectives/ resources and the allocation of 

those resources as they relate to the objectives. Such an 

analysis determines where/ within the organization/ 

training emphasis can and should be placed. It is 

important to note that in this stage/ "to a certain 

extent/ employees [are focused on] in an impersonal way."4 

Tracey states that organizational needs are difficult 

to assess/ in that they emerge from organizational goals/ 

objectives and priorities/ and include objectives such as 

improving productivity/ building morale/ and bettering 

competitive status. Such an analysis helps to identify 
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real organizational needs as contrasted with expressed 

wants. 5 

Organizational analysis relates training needs to the 

goals and objectives of the organization; links organ¬ 

izational needs to individual employee training and devel¬ 

opment needs; identifies the external forces affecting the 

organization/ such as employee life styles and value 

systems; detects internal changes in communication/ 

leadership style/ and power centers/ and analyzes reasons 

for high turnover and grievance rates or labor-management 

confrontations. 6 

Moore and Dutton point out that since training is 

necessarily concerned with the optimal use of scarce 

resources and goal achievement/ organizational purpose 

must be carefully studied. 7 Training programs usually 

fail because training needs assessments do not consider 

system constraints which often prevent a transfer of 

learning gained from training to the job/ according to 

Goldstein. It is important to obtain top management input 

into the needs assessment process/ since it creates many 

of these constraints. 8 

Along these lines/ care should be taken in addressing 

the adequacy of the human resources of the organization. 

Vinton et al./ suggest that human resources planning 

skills inventories/ managerial inventories and replacement 

charts are some tools which may be of value in this 
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process. An additional factor worth considering is that 

by comparing output with input efficiencies/ results may 

be reached which indicate that tasks have not been 

properly organized in conjunction with other factors of 

output. 9 

The organizational climate/ the "attitude or pattern 

of attitudes [which] arises from the specific experiences 

an individual has had and his or her interpretation of 

these experiences/" 10 is an important element to weigh 

when conducting a needs assessment. Verheyen and Olivas 

pay close attention to the organizational culture in 

describing their summary of the needs assessment process 

conducted for the City of Phoenix/ Arizona. 

In an effort to identify the type of training which 

would generate "maximum mileage" from a limited training 

budget/ the authors knew that the "total change process 

required close integration of added knowledge/ skill/ and 

ability with an examination of past practices/ norms and 

authority structure." 11 The organizational culture of 

the Phoenix city government was assessed and plans were 

developed accordingly to assure that the new knowledge/ 

skills and abilities were not only used/ but reinforced on 

the job. 

Cultural change needs/ identified in this study by 

the city management/ included developing ongoing training 

and development programs; developing a process of 
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employee evaluation based on performance; improving the 

staff-city council relationship; improving the personnel 

system; examining city services in light of objectives; 

lowering the decision-making level; and strengthening 

internal communications. 12 

A needs assessment study conducted by state leagues 

of cities in Arkansas/ Kansas/ Maine/ Michigan and 

California in conjunction with the National Training and 

Development Service (NTDS)/ identified problem areas which 

continually influence organizational climate. These 

concerns include political and intergovernmental 

relations/ finances/ growth/ community relations/ minority 

groups/ demography/ housing/ transportation/ parks/ social 

and human needs/ and the development of desirable 

industry. 13 

Operations analysis is the orderly and systematic 

collection of data about an existing or potential task or 

a cluster of tasks usually called a "job." Its purpose is 

to determine exactly what an employee must be taught in 

order to perform the task or job so that he or she 

contributes maximally to the overall attainment of 

organizational goals. 14 

Tracey adds that job needs assessments may be easy or 

difficult to conduct/ depending on the type of job which 

is analyzed. Occupational/ job and task analyses can 

indicate the content of the training in terms of required 
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behaviors (what the employee must do); conditions of 

performance (what the employee is given to do the job/ and 

the surrounding environment affecting the job perfor¬ 

mance); and the criterion of performance (the standard 

the employee must meet, or how well the task or job is 

actually performed). 15 

Personnel analysis/ McGehee and Thayers third step 

in achieving needs assessment objectives/ focuses on the 

individual/ and involves determining the knowledge/ 

attitudes and skills of the incumbent in a position as 

well as the attitudes and skills one must develop if he or 

she is to fulfill job requirements. 16 Tracey explains 

that an individual employee needs assessment can be 

readily identified through careful analysis of the 

physical and mental characteristics/ background/ education 

and training experience/ knowledge and skills/ motivation/ 

past performance and career orientation of the individual. 

There might be needs which originate in the 
employee's current job/ and evolving job (the 
job that today's job will become)/ in possible 
future assignments and career plans/ which can 
be met by training and development programs of 
all types. These needs are identified by 
determining what skills/ knowledge and attitudes 
an employee must develop to perform the duties 
and tasks of a current or future job. 17 

Tracey points out that another area to consider when 

determining needs assessment objectives is that of group 

needs/ which are related to specific job levels or 

categories of employees. Careful analysis results in the 
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identification of requirements for necessary "inter¬ 

ventions" such as team-building programs# role clarifi¬ 

cation exercises or leadership training. It also affects 

decisions about who gets trained for what and whether new 

resources will be allocated. 

A National Training and Development Services (NTDS) 

study suggests that problems in this area# which require 

more attention# include improving employee motivation# 

increasing competence in semi-skilled positions# resolving 

the union-civil service conflict# providing equal pay for 

equal work# recruiting high quality managers# upgrading 

salaries in certain classes# improving personnel 

classifications# orienting new employees# retaining 

quality personnel in smaller cities# and securing greater 

interdepartmental cooperation. 18 

Other factors to consider in the needs assessment 

process are that the assessment can vary greatly in size# 

according to the number of employees it covers# and in 

scope# according to how many different purposes it might 

serve. These two important factors determine# what is 

referred to in the U.S. Civil Service Commission training 

services model# as "certain identifiable areas of 

concern." 19 

Needs assessment objectives# which fall under 

employee development concerns# include determining if 

training is needed at all# assessing individual and 
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organizational skills deficiencies and developmental 

needs/ and obtaining information needed for the 

development of training courses. 

Personnel and staffing concerns may entail/ for 

example/ objectives such as assessing work force skills 

for intermediate or long range manpower planning to insure 

a competent/ skilled work force/ and identifying 

underutilized employees and their training needs to 

enhance the possibility of upward mobility. 

Administrative and management concerns exist which 

may call for needs assessment objectives such as the data 

necessary for an annual training plan or for a budget 

plan. These multiple objectives imply that the training 

needs assessment is a process concerned with many types of 

information/ all of which play a role in management 

decision-making 20 As a result/ it becomes important to 

have a framework which insures that all relevant data are 

gathered; it is the second stage in the model which 

serves this purpose. 

Stage Two - Kinds Of Information Needed 

Data are collected at this stage which (1) define the 

need, (2) identify the solution, (3) specify those needing 

training and (4) provide planning details for the delivery 

of training. 

Defining The Need 

Data which define the training need can be approached 
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from a performance analysis perspective; that is, the 

immediate training need is determined by comparing the 

desired level of performance with the actual level of 

performance. The difference between the two is the 

discrepancy/ and it is this discrepancy which defines the 

training need/ assuming that the cause of the problem is 

due to some kind of knowledge or skill deficiency. 21 

McGehee and Thayer feel that the operations analysis 

provides information as to where training is needed in the 

organization/ of what the training should consist/ and who 

should receive the training. 22 For example/ whether the 

desired level of performance requires particular skills 

among a number of employees in the work force/ or specific 

individual skills in order for a municipality to meet a 

state or federal regulatory requirement/ by identifying 

the discrepancy between the existing and needed skills 

training/ needs can be defined and dealt with 

appropriately. 

Additionally/ the concept of immediate needs versus 

long range needs must be dealt with when collecting data 

which define the training need. Long range needs are 

determined by comparing the actual level of performance 

with the projected desired level of performance. If 

career development is presented as an organized/ system¬ 

atic process/ it is easy to identify the specific know¬ 

ledge/ skill and ability requirements necessary for advan- 
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cement. Long range training needs might also identify 

planning for organizational or mission changes. 

McGehee and Thayer point out that failure to perform 

an adequate operations analysis can result in: 

. . . . unneeded effort in developing skills 
essential to the performance of a task in a 
necessarily the way it should be performed to 
make the maximum contribution to the attainment 
of organizational goals. Operations analysis 
determines whether or not job content is in line 
with organizational objectives. 23 

Identifying The Solution 

Data which identify the solution to a training need 

can be most clearly defined through answers to two 

questions. What kind of training is appropriate for 

meeting the identified need: formal classroom training# 

on-the-job training# correspondence courses or other 

methods? What are the sources available for meeting the 

need: in-house# universities or private consulting firms? 

Gathering The Data 

The data-gathering step in the model serves the 

purpose of specifying and defining training populations. 

Two levels of perspective populations are identified here: 

individual and organizational. The individual level data 

help to define the training problem and the best solution 

for a discrepancy. Information gathered here includes the 

person's career background# any previous training 

received# and the individual's career aspirations. These 

date come in handy when determining training on a 
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case-by-case basis. 24 The warning is clear: "Training 

programs run the risk of being limited in value if 

training needs have not been individualized. In addition/ 

trainees must perceive a personal benefit in training 

sufficiently to provide motivation to learn and actually 

change behavior." 25 

Data gathered at the organizational level refers to 

common characteristics of potential training populations, 

and must be considered if the training need goes beyond 

the deficiences of individual cases. The description 

should include the following factors: the trainee's 

career background, previous training, time with the 

organization, time in the job, supervisor(s), organiza¬ 

tional section and geographical location. 26 

Identifying potential populations according to their 

common characteristics helps provide additional data which 

may reveal the true nature of a problem. For example, if 

a group of employees with a common training need all have 

the same supervisor, it implies a different kind of 

problem, than if their only common characteristic is the 

amount of time on the job. "The identified knowledge or 

skill deficiencies may be the same in both cases, but it 

would probably not be most effective to respond in the 

same manner." 27 

This process is useful to the trainer, who might be 

called on to organize a program based on the common char- 
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acteristics of potential training populations. The data 

make it possible to effectively group trainees according 

to background and skill level/ and programs can be 

specifically tailored to trainee needs. 

Planning And Delivering Training 

The last step in the identification of information 

needed to meet training objectives is the acquisition of 

logistics data/ which answer questions about who will be 

trained/ where and when the training will take place/ and 

at what cost. Although these data are normally obtained 

in the other three steps/ which have already been 

identified at this stage/ a checklist of questions here 

helps in assuring that all needed data have been gathered. 

The checklist contains the following questions: 

1) WHO? How many people/ their names/ 
organizational sections and 
geographical locations; 

2) WHEN? Training schedule including the 
dates and length of training/ 
when the skills are needed or 
required/ and the workload 
demands which affect trainee 
availability; 

3) WHERE? Training source - in-house or 
nongovernment/ and geographical 
location of training; 

4) HOW MUCH? Course tuition/ travel and per 
diem/ time lost from the job/ 
and other costs. 28 

Stage Three - Designing The Data-Gathering Approach 

There are many different methods which aid in 

obtaining information necessary in performing a thorough 
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needs assessment. Informal mechanisms include feedback 

from supervisors or other line personnel concerning 

problems in procedures or operations/ observation by 

management officials or training specialists in the course 

of job duties/ or organizational documents such as 

management records and reports about different aspects of 

agency operations/ which may indicate problem areas or 

projected training needs. "In terms of keeping a finger 

on the pulse of an organization/ these data sources can be 

extremely valuable." 29 However/ they are insufficient in 

a systematic needs assessment if used solely. 

Formal needs assessment mechanisms are needed to 

bring greater reliability to the whole process. These are 

standardized instruments which are designed and used for 

the specific purpose of identifying training needs and 

gathering the information necessary to meet those needs. 

The wide array of tools commonly used include position 

descriptions/ position analysis questions/ performance 

appraisals/ recording on-the-job behavior/ coaching/ 

interviews/ exit interviews/ assessment centers/ pre¬ 

program surveys/ attitude surveys/ training needs surveys/ 

personnel audits/ critical-incidents behavior recording 

and career path planning. The following paragraphs 

provide a brief description of these formal needs 

assessment tools. 



28 

Position Description 

This instrument should contain the following 

information for each person and his or her position: 

1) specific statement of results to be accom¬ 
plished in the position by the person, and 
how the results will relate to the 
organization's overall mission; 

2) clear identification of the amount of money, 
resources and personnel he or she is 
responsible for; 

3) others in positions who report to him or 
her, and their areas of responsibility; 

4) technical, administrative and humanrelations 
skills he or she must use in the position; 

5) principal problems he or she is called upon 
to solve, and degree of freedom and autonomy 
available in initiating needed action; 

6) nature of policies, priorities, procedures, 
rules and methods he or she establishes; 

7) principal areas of accountability and key 
results he or she is responsible for 
achieving. 30 

It is important to note that job descriptions tend 

to be static. They fail to reflect changes in technology, 

to show the interdependency of positions, or to set 

performance standards. "The criteria for determining 

effectiveness tend to be subjective and situational. This 

tends to make the process of determining training needs 

more difficult." 31 

Position-Analysis Questionnaire 

This tool measures in psychological terms, the input 

an employee must deal with in performing a job, and the 
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results he or she is expected to achieve. The 

questionnaire may list a number of employee skills or 

behaviors# and direct the respondent to rate himself or 

herself on a 3/ 5/ or 10 point scale. 32 Another form 

might ask the employee to rate the importance of behaviors 

and how well he or she performs them. Some questionnaires 

provide room for written answers in order that an employee 

may include enough information so that someone else can 

determine the employee^ knowledge or skills deficiencies 

or developmental needs. Sometimes companion forms are 

supplied and completed by appropriate supervisors. 

The questionnaire technique offers many advantages/ 

according to Tracey. "It is timely/ reliable and it 

provides quantitative data; it can be specific to indivi¬ 

dual employees; it involves participants directly; it is 

moderate in cost." 33 However/ the probability exists 

that there will be no response or not enough. As a 

result/ both the questions and the responses may be 

misinterpreted. 34 

Performance Appraisals 

The performance appraisal/ through the use of 

measurable objectives/ provides data which assess training 

needs as performance deficiencies are exposed and 

analyzed. 35 This tool is useful if it assesses how well 

individuals accomplish specific or essential tasks and 

goals. If/ however/ it is based on the assumption that 
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various traits are the keys to success in the job, it will 

not be effective/ if the resulting training is based on 

those traits. 

The performance appraisal must assess how effect¬ 

ively employees accomplish predetermined objectives. The 

degree of reliability depends on careful observation by 

superiors of their subordinates* performance and a careful 

analysis of their subordinates' abilities and needs for 

improvement prior to the appraisal session. 36 

An advantage to this method is that through the 

linkage to job performance deficiencies/ the job 

relatedness of the training is insured. Additionally/ the 

data are easy to gather and are readily available. 

Standardized forms make the data easy to tabulate and 

analyze. A disadvantage to the process includes the fact 

that since it is based on past performance/ the appraisal 

may not provide data on current developmental needs or 

employee potential. 37 

Recording On-The-Job Behavior 

Recording on-the-job behavior provides insight into 

what the employee actually does. Watson suggests that an 

effective device to use in this endeavor is the activity 

form, developed by Horne and Lupton. Different work 

activities are listed, including: (a) the methods of 

information exchange - telephone, meeting or letter; the 

time of day the exchange is made, and how much time it 
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encompasses; (b) the contacts in the exchange person/ 

group or organization; and (c) the purpose of exchange - 

giving, seeking or reviewing information, plans, advice or 

decisions. 38 This information helps to identify the 

proportion of time spent in work and for what purposes and 

in what places. 

Coaching 

Periodic coaching sessions with subordinates can 

also provide insight for superiors. Supervisors can learn 

how work situations look from their subordinates 

perspectives, what difficulties have been encountered, 

where help is needed, and where a need exists for 

improvement. 

Interviews 

A well-planned interview, consisting of a series of 

person-to-person questions, can help build a more complete 

assessment of training needs. Pertinent questions 

include: 

How do you visualize your job? What are your 
principal roles? What are your main 
responsibilities? What major objectives are you 
expected to accomplish? What strategies and 
plans do you have to accomplish these 
objectives? Why are you pursuing the particular 
objectives mentioned? What are the principal 
objectives of your boss and what strategies and 
plans is he or she following to reach them? 39 

These questions help the supervisor see how clearly 

an individual understands his or her role within the 

organization, and if the corresponding responsibilities 
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are clear. They also help to determine the creativity of 

one^ strategies in accomplishing certain goals/ which the 

employee identifies with the objectives of his or her 

supervisor. Insight can be gained in determining how well 

the overall goals have been communicated and accepted. 

A careful interpretation of the significance of the 

individual*s answers is the key to gaining useful 

information in determining relevant training needs. An 

important advantage to the interview system is that 

personal contact allows for any follow-up and clari¬ 

fication of questions. The format allows for free 

expression of opinions and suggestions/ and unanticipated 

data can be surfaced through the expression of the 

employee * s feelings about a problem and any solutions to 

it. Additionally/ non-verbal clues may be observed and 

recorded. 40 

Limitations to this process include the fact that it 

is time consuming and difficult to administer to large 

populations. It must be carefully constructed to avoid 

biased data/ and there is the added danger of using 

unskilled interviewers. If more than one interviewer is 

used/ the interview schedule as well as the interviewee 

reliability may not be satisfactory. Additionally/ the 

results may be difficult to quantify and the interviewee 

may feel a lack of trust or feel "on the spot" and conceal 

true feelings and opinions. 41 
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Oral interviews played a key role in the Phoenix/ 

Arizona municipal government needs assessment process. 

Verheyen and Olivas conducted such interviews six months 

prior to a city-wide employee attitude survey. In total 

21 department executives^ 25 mid-managers (divisional 

managers)/ a cross-section of first-level supervisors in 

field and office operations and unions were interviewed. 

The systematic process which followed allowed each 

interviewee the opportunity to expand on perceived 

training needs. "The structured process also permitted 

data to be collected which could be labeled reliable." 42 

Interpersonal communications/ decisionmaking/ productivity 

improvement methods/ human behavior skills/ and stress and 

time management were the high priority training objectives 

identified in this process. 

Exit Interviews 

The exit interview is conducted with terminating 

employees/ and can shed light on any deficiencies in 

training activities. However/ Tracey warns that 

interviewees may not be cooperative/ and unless turnover 

is high/ the small number of cases extends the data 

collection over several months or perhaps years. 43 

Assessment Centers 

Although this method was originally established to 

improve the objectivity/ accuracy and reliability of 

employee selection/ it is commonly used to determine 
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training needs. 44 

The various knowledges and skills of employees are 

evaluated by observers/ through the use of an assortment 

of group and individual exercises such as simulations/ 

games/ in-basket exercises/ role-playing and decision 

making exercises. 

This method gives employees a chance to demonstrate 

skills or potential which they might not be able to do on 

the job/ and can indicate weaknesses that may be remedied 

by effective training. Through the resulting evaluation 

process/ one can effectively make recommendations 

regarding an employee^ fitness for promotions. 45 

Watson is careful to point out that it would be 

foolish to use this method as the sole source of data 

determining training needs/ since it examines just a 

selected set of knowledge and abilities. It is very 

time-consuming/ and difficult to administer for large 

populations. Additionally/ it examines personal charac¬ 

teristics/ which are difficult to change. "It is much 

easier to cause change in a person's level of knowledge or 

skill." 46 

Pre-Program Surveys 

A pre-program survey obtains insight into an 

employee's work and level of sophistication. General in 

nature/ this questionnaire is given to the participant 

several weeks before the start of any training program. 
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Some drawbacks do exist/ in that its completion requires 

more than an hour/ and its scope is limited to particular 

areas or functions. 47 

Attitude Surveys 

The attitude survey is frequently used to uncover 

employee concerns and dissatisfactions and/ as a result/ 

is a good indicator of training needs. According to 

Tracey/ in order to be most useful/ the survey must 

consist of clear and specific objectives. Questions must 

be: stated clearly; understandable to all employees; 

easy to answer quickly; and above all/ deal with issues 

of interest and concern to them. 48 

Surveys can provide structured/ prompt (computer- 

scored) information/ and direct the attention of the 

respondent to important items. However/ a problem exists 

in that the attitude survey may ignore appropriate items 

which can be valuable in determining training needs and to 

which the respondent may have significant insight. 49 

For example/ to set up their attitude survey/ 

Verheyen and Olivas interviewed a sample of employees/ and 

developed a questionnaire to which over 50 percent of the 

employees responded. A consultant collated and assembled 

the data collected/ and a team of employees from each 

department was set up to analyze the results and recommend 

desired changes. "Each team reviewed training on improved 

personnel relations/ establishing group process standards 
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and the process of group critique•" 50 The groups 

established individual work procedures and meeting 

schedules to meet a prearranged deadline for making their 

recommendations. 

Issues over which employees voiced concern in this 

survey included: 

1) An increase in communications from the city 
manager; 

2) Improvement in supervisory training; 

3) An increase in information flow on pay and 
fringe benefits as compared to other local 
employees; 

4) Providing an employee newsletter; 

5) Providing additional in-house training/ 
crosstraining/ safety training and job 
rotation; 

6) Improving communications; 

7) Providing career pathing and career 
counseling; 

8) Providing better recognition for employee 
achievement; and 

9) Providing team building activities. 51 

Copies of these reports were presented and 

distributed to management/ the mayor/ the city council and 

the press and: 

[w]ithin one month/ all 8/000 employees received 
a copy of the executive summary. Each 
department had its survey results printed on the 
back cover so that employees got city-wide data 
and comparative departmental data. Analysis 
teams within each department solicited employee 
comments and examined data to identify areas for 
improvement. After several months/ they had 
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identified over 400 actions to improve the 
organization; most were highly specific for 
each department/ but other city-wide issues were 
more easily identified. 52 

Content-clarifying statements, including basic 

supervisory skills, employee appraisals, motivation, 

problem-solving, lowering the decision-making level, and 

recognition for employee achievement were used in 

developing training program content. From the information 

gathered, a series of training programs, mostly in-house 

in nature, were established. 

As another example, in Grand Junction, Colorado, the 

NTDS administered an attitude survey to city employees. 

The final product produced a list of employee needs and 

desires, along with suggested action options to help the 

city solve some of the problems identified. Then a survey 

was administered to members of the community to ascertain 

their needs and desires. "In both cases, the council 

listened, took action, and continues to communicate with 

both groups." 53 

Training Needs Surveys 

This type of survey is important, because people are 

likely to respond more favorably when placed in training 

programs which they recommend. However, this approach has 

a built-in bias, because those being trained may not 

recognize their own deficiencies or other problem areas 

which are in need of development. 54 All in all, survey 

feedback is extremely important in identifying and helping 
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to solve both the individual and organizational problems. 

"Survey feedback has been shown to be a powerful and 

effective change treatment in and of itself." 55 

Personnel Audits 

A personnel audit is an inventory of the skills and 

talents available in an organization. It can be helpful 

in projecting the kinds and numbers of employees needed by 

the organization in the future. 56 

Recording Critical-Incidents Behavior 

This technique was developed by Flanagan/ who 

describes critical job requirements as those behaviors 

which are crucial in making the difference between doing 

the job effectively or ineffectively. 

Critical incidents are normally reported by 

superiors/ peers or subordinates in the form of stories/ 

anecdotes or reports. They may also be first-hand 

observations made by qualified observers. The overall 

goal of this method is to provide answers to questions 

such as: 

What was done that led to effective or ineffec¬ 
tive job performance; what factor/ if done 
differently/ would have made a difference; and 
what attitudes/ values/ abilities/ knowledge 
(present or absent) led to success or failure? 57 

Parry and Robinson have developed a tool/ the 

critical incident survey/ which they say enables them to 

"get inside the heads of participants as the participants 

identify problems they have faced recently." 58 The 

survey asks the employer for the case history of a 
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specific situation at work that "went wrong," After 

reviewing the incident in one's mind, the participant is 

asked to describe it with enough detail, so that a person 

who has never heard it before could easily visualize the 

nature and the scope of the particular problem. Parry and 

Robinson suggest that three questions be answered by 

participants in this order: 

1) What was the problem or situation? 

2) What factors caused or contributed to the 
situation? 

3) Could the incident have been avoided? 
How? 59 

Career Path Planning 

Career path plans are a series of successive 

positions a person will typically occupy as he or she 

advances in the hierarchy of the organization. They can 

provide insight into the long-range training needs of 

employees; insight which can make the overall training 

effort become more comprehensive and consistent over time. 

As previously mentioned, in this stage of the needs 

assessment model, formal needs assessment mechanisms bring 

greater reliability to the whole needs assessment process. 

However, the phase of determining the data-gathering 

approach is not complete until a process of validation has 

been determined for the data-gathering instruments. 

"Validation means building into the data-gathering process 

some testing mechanism to determine the extent to which 
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the chosen instrument does the job it was intended to 

do." 60 Validation is extremely important in the needs 

assessment for the construction of any efficient/ 

cost-effective training program. 

Stage Four - Gathering Data 

As already noted in the third stage of the needs 

assessment model/ informal data-gathering is not 

systematic and typically does not follow established 

procedures. The fourth stage in the needs assessment 

model provides some helpful tips to review when using the 

more reliable formal needs assessment tools in the 

data-gathering process. It is important to follow these 

few simple procedures to ensure that the needs assessment 

process has been thorough. Key factors to review/ 

suggested in the model/ include the following: 

1) Get explicit support and backing of top 
management; 

2) Explain how to use the instrument to every¬ 
one who is involved/ and make sure they 
understand what is being asked; 

3) Explain the purpose for which the data is 
being gathered and why it is important; 

4) Emphasize the need for frankness and thor¬ 
oughness/ and when appropriate/ assure 
anonymity; and 

5) Set definite time frames for the return of 
the data. 61 

The model cautions that although these principles may 

seem obvious/ failure to observe them may needlessly 

impede the completion of a successful needs assessment. 
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Stage Five - Analyzing And Verifying Data 

The fifth stage in the needs assessment model 

concerns organizing the data into a manageable format. 

Indeed# the model shows that it may be possible to skim 

over the raw data and pick out significant patterns or 

trends, but this superficial approach is not constructive 

in developing a comprehensive picture of essential 

training needs. All data must be considered and compiled 

in such a way that they are understandable and useful to 

all who will be involved in the final decisions about 

training programs. 

The model stresses that the nature and design of any 

mechanisms used as part of the needs assessment process 

will have a strong influence on how data are reported. 

This is a key factor which makes the design and selection 

of the needs assessment tools so critical. Data about 

alternate solutions, about those needing training, and 

about planning details must be gathered and compiled 

separately This ensures that those who will make the final 

decisions about training programs are able to consider and 

evaluate more alternatives. 

Due to the variety of approaches and instruments 

which may be used in the needs assessment process, the 

questions asked in analyzing data will vary from situation 

to situation. Thus, when examining the data, it is 

essential that a careful analysis and verification of 
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results is conducted. 

The general approach to examining, analyzing and 

verifying data, presented in the needs assessment model, 

should take place in any thorough needs assessment. This 

process is examined in the following paragraphs. 

Analyzing Data 

Before any formal analysis of data begins, a 

hypothesis is typically formed, either consciously or 

unconsciously, as to what important factors are to be 

considered. For example, needs may be categorized 

according to distribution by job category, and could 

indicate a hypothesis that those factors may be related to 

the need. If the data are returned in terms of training 

needs in individual skill areas, then data may be grouped 

according to categories of needs, such as interpersonal 

skills or knowledge of personnel regulations. 

When the data have been organized and categorized by 

whatever criteria are most important, the groupings should 

be reevaluated. Do they make sense? In the model, if the 

data do not reveal patterns or trends or suggest 

generalizations, the hypothesis should be re-examined; 

invalid assumptions may have been made. "The more 

different ways data is [sic] organized and analyzed, the 

more information becomes available to formulate 

generalizations about training needs and organizational 

problems." 62 The benefits in looking at data from 
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multiple perspectives are that problems and sources of 

training needs may be more clearly identified, and that 

steps may be taken to eliminate the source or correct 

problems before training becomes necessary. 

Verifying Data 

This process involves a follow-up on findings with 

those people who originally provided the input. It is 

valuable in that it explains irregularities in data and 

provides answers to questions which may arise during the 

data analysis step. "Once the data has [sic] been 

organized into a format which makes it manageable for 

decision-making, it is a fairly simple matter to make 

spotchecks." 63 A spotcheck is the process of going back 

to those individuals who gave input during the 

data-gathering process and comparing the interpretation of 

the data with their perceptions of what it means. The 

question to be asked is: "This is what the data appear 

to say - can you explain why this may be?" 64 

These follow-ups may be done through informal 

contacts, short interviews, or small group meetings. This 

feedback assures that a clearer picture of the needs of 

the organization is presented. 

Stage Six - Setting Training Priorities 

Once needs have been defined, decisions must be made 

as to how they will be met. Decisions for allocating 

training resources should be logically based on a 

determination of the relative importance of different 
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training needs. This last stage in the needs assessment 

model helps to answer questions as to which needs are 

crucial and which are less pressing. The following 

factors are suggested in the model for consideration when 

setting priorities: 

1) Impact: 
What will be the effect of failure to meet 
the need for the short run and the long run? 
What is the potential for ripple effect if 
the training is given? 

2) Scope: 
How common is the need, how many people does 
it affect, and where in the organization 
does it show up? 

3) Policy and Priorities: 
Ts training mandated, what are top manage¬ 
ment's program priorities, and what are the 
training policy guidelines? 

4) Time: 
what is the immediacy of the need and does 
it have to be met within a certain time 
framework to have value or impact? 

5) Need Type: 
Ts it an organizational need that must be 
met in order for the agency mission to be 
carried out, or is it individualized and 
oriented toward training for individual 
employee development? 

6) Feasibility: 
What kind of investment would it take to 
meet the need, and is it realistic? 65 

There are two criteria which should be met by a good 

priority system. It should be clear and it should 

discriminate among the levels of importance of different 

kinds of training. In this way, the needs assessment 

process will not have been done in vain, and the overall 
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achievement of agency goals and development of the work 

force can be effectively met. 

All in all/ a thorough training needs assessment 

helps to identify performance deficiencies/ training 

priorities/ appropriate training/ training related to 

problems and any other previously unidentified problems. 

It also provides a better return for the training dollar/ 

data for improved career development/ and the rationale 

for the training budget. 

Other benefits from conducting a needs assessment 

include an employee^ satisfaction with himself or her¬ 

self and the job; showing that management is interested 

and concerned about its employees; helping to meet 

organizational goals; improving supervisor employee 

relations; maintaining a better quality work force; 

improving productivity and identifying problem areas and 

the possible prevention of problems; insuring the best 

use of time and money; and identifying underutilized 

employees. 

Vinton notes that the review of the literature 

reveals some "depressing deficiencies in the research in 

this [needs assessment] area." 66 Indeed/ McGehee and 

Thayer/ while stressing the importance of conducting a 

thorough and adequate needs assessment/ summarize the 

problems in achieving this goal: 

Training will not come of age until it abandons 
the intuitive approaches of the solution of 
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training problems... specifically/ an adequate 
training program depends on securing reliable 
data as a basis to answer: who is to be 
trained/ and in what are they to be trained/ how 
are the results of training to be evaluated. In 
order to approach the securing of answers to 
these questions/ we must effectively utilize 
research techniques and methods of 
investigation. We cannot rely on the opinions 
of experts/ the enthusiasm of our trainees/ the 
acceptance of top management/ and logic alone to 
answer these questions. 67 
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CHAPTER 3 

A PRELIMINARY NEEDS ASSESSMENT: 
PERCEPTIONS OF FIVE MONTANA LOCAL GOVERNMENT OFFICIALS 

A comprehensive training program now exists at the 

state government level in Montana, as evidenced by the 

Professional Development Center (PDC), mentioned earlier 

in this paper. While local government officials are 

welcome to participate in many courses offered by the PDC, 

it appears that such a comprehensive training program for 

municipal employees is not available. A preliminary needs 

assessment, conducted through personal interviews with 

five senior officials, investigates the present status of 

local government training programs for Montana municipal 

employees. 

Interview Methodology 

The five city administrators interviewed were: City 

Manager Jim Wysocki, Bozeman; Chief Executive Don 

Peoples, Butte-Silver Bow; Chief Administrator Alan 

Tandy, Billings; Acting City Manager Bill Verwolf, 

Helena; and City Manager Al Johnson, Great Falls. Table 

1 lists each community size, budget, and form of 

government for comparative basis with other Montana 

communities. 

These city officials were selected to be 
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Table 1 
Comparison of Local Governments 

City 
Form Of 

Government 
1982 

Population 

FY 86 
Budget 

All Funds 

Billings Charter/Manager 68/787 $ 80,788,777 

Bozeman Commission/Manager 22/532 8,355,045 

Butte- 
Silver Bow 

Consolidated City/ 
County Elected 
Manager 

35/753 16,322,347 

Great Falls Commission/Manager 57,143 46,226,745 

Helena Charter/Manager 24,289 17,303,574 

interviewed because they work for five of the larger 

cities in Montana/ and deal with a great diversity of 

problems. They are the day-to-day practitioners who must 

strike the delicate balance between the wishes of the 

elected officials who represent the local citizenry/ and 

the actual administration of those wishes/ which are 

carried out by city employees. Their ultimate goal is to 

ensure the most efficient delivery of public goods and 

services with the taxpayers* dollars. 

All interview notes are handwritten , no tape 

recording device was used in order to reduce any 

uncomfortable feeling on the part of the interviewee• 
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Each interview lasted approximately 50 to 60 minutes and 

the same questions were asked in the same order at each 

interview: 

1) How are training needs determined? 

2) How is the training prioritized? 

3) Who receives more training - line or staff 
personnel? 

4) What federal money is available for training? 

5) Do unions have any input into training or who 
attends them? 

6) What possible training sources are available 
for municipal employees? 

7) Is the PDC program utilized? 

8) How could training be improved? What poten¬ 
tial resources could be used? 

The comments of these officials were summarized into 

succinct areas in order to best document each individuals 

perceptions. The following paragraphs relay the results 

of the interviews. 

Determining Training Needs 

The cities of Butte-Silver Bow/ Billings/ Great Falls 

and Helena have a personnel technician or specialist to 

help coordinate training programs for employees/ and for 

the most part/ it is the immediate training needs which 

are focused on and dealt with. In other words/ only 

short-term deficiencies are met/ while the long-term needs 

seem to be neglected. 

Great Falls does not have a "training specialist/ as 
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such/” according to City Manager Al Johnson, but the 

personnel technician works with various departments to 

determine specific, immediate needs which can be addressed 

in workshops. He explains that the "impetus is internal, 

and evolves out of the obvious needs in the particular 

department, as noted by the department head." 1 

Don Peoples, Chief Executive of Butte-Silver Bow, 

also learns of training requests through a particular 

department head, who works to meet those needs with the 

help of the personnel specialist. "However, we only have 

one specialist for the whole county, approximately 400 

employees. The personnel specialist is spread rather thin 

as a result•" 2 

In Bozeman, the department head determines what 

training is necessary. City Manager Jim Wysocki explains 

that it is usually decided on a case-by-case basis, 

although he notes that police and fire training is planned 

"with more anticipation." 3 

Chief Administrator Alan Tandy works with a personnel 

department that initiates and sponsors a number of 

programs. He points out that the Billings police and fire 

departments each have a training officer. He notes that 

employees are evaluated at least once a year, and the 

training deficiencies are acknowledged. "The needs are 

assessed more on a one-year basis than anything else." 4 
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Training Priorities 

Interviews with these city officials relate that 

supervisors and upper management receive more training 

than other city employees/ except in the area of public 

safety, where a great deal of attention is given to 

training programs for police/ fire and utility employees. 

Tandy explains that "training capacity varies by 

department and function/ especially in the areas of police 

and fire protection; training is lower in other areas/ 

such as clerical/ where department and function is less 

established." 5 Wysocki adds that these areas receive 

the most training/ "due to the high degree of 

specialization." 6 

Indeed/ Helena Acting City Manager Bill Verwolf 

thinks that "it's true in most cases that more supervisors 

attend training programs than other employees/ and that 

the ratio is probably twice as much. With the police and 

fire departments/ the ratio is probably the other way 

around/ because there's so much information that those 

employees need to know." 7 

Johnson feels that "training is broad across the 

board. As you get to mid-level employees and up/ training 

and skills are stronger than lower-level groups." 8 He 

notes that there are two types of training - the highly 

specialized/ technical area and the management skills 

area: 
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If the skill is technical/ the training must be 
kept current; it must be kept up with the state 
of the art* Other skills/ whether they are 
supervisory/ management or personnel related/ 
are areas we may take for granted. When an 
organizational/communications system breaks 
down/ it usually is not because of ill will/ but 
because skills were lacking in that area. 9 

Johnson points out that if, for example/ there is a 

hard worker/ perhaps an electrician or engineer/ who gets 

promoted/ the assumption is that because of the promotion/ 

he or she will automatically be a "good" manager. He 

stresses that particularly in the "area of Customer 

relations/1 where front-line people represent the city 

more than [he does] as city manager/ there is a need for 

training." 10 

Tandy considers foremen and supervisors to be 
the: 

• • • • in-between people who get neglected 
because of the difficulty of getting allocations 
of funds. It*s hard to send these people to 
programs/ because often they aren*t likely to 
enroll in a college course unless it*s something 
oriented to their needs; they've come through 
the ranks. 11 

Wysocki adds that: 

When you go from line to division supervisors/ 
there are problems. Usually the person has 
worked up through the ranks/ and has had no 
development of the skills needed to be a 
supervisor. The first line supervisor is always 
the crudest/ and as [the individual] progresses 
up/ there is a more polished person in there. 12 

Wysocki acknowledges that the first level supervisor 

could be a foreman in a bargaining unit/ who finds he must 

now divide his attitudes and/or loyalties. The next line 
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supervisor could be an an assistant superintendent/ 

....probably a guy who has moved up/ and now has 
a hard time differentiating between *1 was one 
of the guys/ now I'm not.' It's important [for 
such an individual] to understand what duties 
have changed/ and the resulting responsibility 
to management to argue for and discuss things 
with that in mind. 13 

Determining Employees Eligible To Attend 
Training Programs 

It has already been noted that meeting immediate 

training needs as they arise is an important goal for the 

city executives; however/ their philosophies vary greatly 

as to which individuals should attend training programs. 

Johnson stresses that his "main emphasis is to 

utilize the best person and send him or her to that 

training/ so that [the individual]/ in turn/ can hold 

'in-house* workshops and train others in the same area; 

it's a concept of training trainees to train." He argues 

that in this manner/ an "expanded use of the training 

dollar" is achieved/ and while it may not be the "most 

optimum way to train for those who are unable to attend/ 

it is an excellent way to entice the city commission to 

fund such programs." 14 

Indeed/ training has traditionally received an 

especially tough time with budgeting. Hyde and Shafritz 

point out that "[given] the scarce resources environment 

that many public organizations inhabit/ there is generally 

little doubt as to which will be the first area to be 

sacrificed in a budget crunch." 15 
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Decisionmakers invariably cut certain categories of 

line-item expenditures which they view as including 

outside area travel and consultants* fees. "Training has 

found itself hard pressed to maintain any continuity/ much 

less identity." 16 

The City of Great Falls receives approximately 

$25/000 for its training budget/ although in recent years/ 

the amount has been cut/ according to Johnson. He 

explains that for a time, the city brought in professors/ 

who were conducting training courses at Malmstrom Air 

Force Base/ to present in-house training/ and initially it 

was hoped that employees at all levels might be involved. 

However/ Johnson relates/ problems soon arose. "It 

became too expensive/ and there was no end to it. 

Eventually/ all departments wanted to be involved/ and 

this was very costly. We simply couldn*t afford the 

luxury of paying a professor to come in." 17 

Individual employees working for the city of Billings 

are sent to training with the idea that they will train 

others within the particular department/ "especially if 

it's in an area requiring specialization or expertise." 

Tandy works with a centralized budget figure of $22/591 

for the fiscal year/ and relates that he has a "chal¬ 

lenging time dealing with eleven city council members who 

are full of diversity. They don*t advance or promote any 

squandering of taxpayers* money/ and it*s hard for staff 
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to get training approval. It's always the first to go 

when cutbacks occur." 18 

Butte-Silver Bow Chief Executive Don Peoples always 

tries to send individual employees to training seminars or 

meetings. "They are expected to give a report/ both in 

writing/ as well as verbally/ to staff. It has been very 

effective." He adds that although less than one percent of 

the budget goes toward training/ the city commission's 

attitude is "very supportive. Training is looked at as a 

special objective." 

Wysocki says that it depends on the type of training 

offered to determine whether or not to send one person. 

For example/ one employee went to the FBI Academy for 

three months/ and he came back and shared the techniques 

he learned through visual aids and discussion. 

On-the-job training is where most of the 
training comes from at the present time/ and 
will probably continue into the future. 
However/ if training is desirable or necessary/ 
where we can bring the instructor in/ it can be 
cheaper and you can get more people trained and 
qualified in one group than if you send people 
away. 20 

Wysocki notes that specialty training has to be 

budgeted/ and so, for example/ the Bozeman police 

department receives $2,500 to $3,000 for such training. 

"Of the total budget allocation, "less than one percent 

goes to training. There should be more, but there is a 

perception problem." He mentions that the city commission 

"didn't argue last year about allocations, and actually 
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increased the number of line items considerably. 21 

Verwolf states that his employees "do some sharing. 

[For example]* we might send a mechanic to a major diesel 

course and have him come back and share. The City of 

Helena is small enough so that many of the functions are 

determined by one person." 22 He cites the fact/ for 

example/ that he has only two people who "need to know" 

what is entailed in the area of personnel regulations. 

Verwolf notes that guidelines exist which ensure that 

the same people don't go to training programs every time. 

"Training is emphasized more on the basics. We are 

careful to distribute training so that everyone gets a 

shot at it. It's difficult to release employees for a 

long time; in fact/ we can't/ so we have to make sure 

it's quality training." 23 

Additionally/ Verwolf emphasizes that the city 

commission is always very critical of the amount of 

taxpayer dollars allocated to training: 

They support it/ but want it to represent 
training, not trips. Six years ago, the 
commission became very training and travel 
oriented and wanted employees to be exposed to 
as many ideas as possible. The current 
commission's attitude is good, but it's 
important that they know in advance which 
information will be picked up. 24 

All five city executives agree that today, training 

at the municipal level also suffers greatly from a lack of 

federal funding. The city of Billings "used to receive 

some, but it faded away," 25 according to Tandy. 
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Peoples says that Butte-Silver Bow doesn't receive any 

money, except for a small amount which goes to the police 

department, and "its availability has decreased 

considerably." 26 Helena doesn't receive any federal 

dollars "anymore," 27 while the only aid Great Falls 

receives might be in the form of administrative 

allocations from block grants. The city's Community 

Development Program, sponsored by the Department of 

Housing and Urban Development, serves as an example. As 

Johnson puts it, "the problem with federal money is that 

it's here today, gone tomorrow. It's so temporary. We 

need to find more practical ways of training." 28 

Wysocki explains that the only federal aid Bozeman 

receives might be in the form of money for job training 

for younger people. He explains: 

We used to have Law Enforcement Assistance 
grants (LEAA), but it's gone. Sometimes a 
federally subsidized program may include some 
training. For example, if the EPA is working on 
something, the registration fees might be 
relatively small. The National Training and 
Development Service (NTDS) used to have funds to 
support programs like managing, which started in 
1976. However, it only operated until 1979 or 
1980; I haven't seen anything on it recently. 
The Center for Improvement of Public Management 
may have federal money. There's the Rocky 
Mountain Conference, but it's largely foundation 
money; it's for elected or appointed officials. 
Other training programs might be sponsored by 
the ICMA [International City Managers 
Association] or taught by professors who have 
technical assistance or federal money, but it, 
[federal money] is fast going. 29 
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Union Input Into Training Programs 

The degree of union input in the development of 

training programs in the five Montana cities is an 

interesting factor to note. Wysocki states that unions 

don't have "any input at this stage; however/ it could 

work its way into contracts/ even though it currently 

exists as a management prerogative." 30 

In Butte/ such input has "been discussed in 

negotiations/ but we have never received any agreement on 

it/" 31 according to Peoples. Although unions in Helena 

have no direct say/ Verwolf notes that the police contract 

has a provision which requests employees to do "40 hours 

of additional training outside of their normal work hours. 

The city requested it, and the contract allows for it." 32 

The unions in Billings "have control/ indirectly/" 

according to Tandy. For example/ in the fire contract/ 

the safety commissioner "might identify training needs or 

requirements/ and they then become a labor-management 

effort. The Teamsters have initiated some things/ 

although they don't have special veto power." 33 In 

Great Falls/ unions have no input into training. 

Possible Training Sources for Municipal Employees 

What possibilities do these city executives see as 

far as obtaining sources for better training 

opportunities? One readily available option would be to 

utilize the programs that the state Professional 
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Development Center (PDC) already offers. 

Great Falls city employees have used PDC programs/ 

and Johnson feels that "the breadth of their program is 

good; especially in the area of clerical skills/ the 

training is good." 34 The city employees of Helena are 

fortunate in that it is easy to send them to PDC courses/ 

and as Verwolf emphasizes/ "[they] take advantage of 

it!" 35 Peoples says his employees have never used the 

PDC/ while Tandy had not heard of the program. Upon 

further investigation/ Tandy was informed that Billings 

receives the literature/ but that employees had not taken 

advantage of the course offerings/ and he did not know 

why. 

Johnson feels that it would be an "excellent idea" if 

the Montana League of Cities and Towns sponsored a joint 

workshop on issues for a particular group of city 

employees. "The smaller cities simply don't have the 

resources to sponsor such programs. The bigger cities 

have more resources and can aid or assist communities in 

terms of 'how-to;' Great Falls has provided technical 

assistance to smaller cities." 36 

Johnson stresses that there is a problem which 

exists/ in that although there are some similarities/ 

there is a diversity of needs. "There is a difference in 

the scope and type of operating say/ for example/ between 

Great Falls and Choteau." 37 
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Peoples says that one of the best sources of informa¬ 

tion in the area of technical training comes from the 

Department of Engineering at Montana State University. 

"The department makes training films which are excel¬ 

lent." 38 

Wysocki says that the state Workers* Compensation 

Office is "largely charged to train in Montana, but it is 

largely understaffed. You need to request it and get on a 

list. An alternative is to talk to your insurance 

company." 39 Through liability insurance companies, it 

is possible to get basic training for laborers and office 

workers in safety factor areas, such as handling a certain 

piece of equipment, handling hazardous chemicals, or 

wearing protective clothing. The companies are a good 

source for training, but have "never really been 

utilized," according to Wysocki. 

Data processing equipment and new software are areas 

which will require more training, according to Wysocki, 

although "IBM will provide the training initially. 

Microcomputers in the future will need more attention; it 

will require retraining or initial training for people who 

have never had to deal with it, and this particular area 

is usually undersupplied." 40 

On-the-job training is the best way to pass 

information on to new volunteer programs. Wysocki thinks 

it is one of the best ways to give an individual "the 
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basic knowledge area" of the particular training. In 

fact/ he would "like to do more [volunteer programs] and 

use volunteer firemen and reserve policemen. I'd like to 

have them go through 'ride-along' programs or other basic 

training programs so they could assume some specific 

duties from time to time." 41 

Johnson would like to see a continuing education 

program developed. "Oregon State University sends out 

instructors; their continuing education program is 

literally 'on-the-road.1" 42 The instructors travel to a 

city like Great Falls and offer a three day (at best) 

instructional session/ and the cost is minimal. "If more 

instruction could be brought to the area/ the more 

successful the training would be. It would be super if it 

could be done on a regional level. It would appear that 

the biggest inhibitor is distance." 43 

Verwolf would like to see "an increase in safety 

classes/ and defensive driving courses offered more often. 

We need a better use of state-offered classes for people 

with basic responsibilities." 44 

Wysocki feels that there could be "two or three-day 

training sessions provided at MSU for employees to pick up 

required specifics." He cites/ for an example/ concern 

with the Fair Labor Standards Act/ and "how you need to 

know what you're doing/ or else. It's not just for big 

cities; it's much more far reaching." 45 
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He explains that a good example of what MSU has 

already done concerns developing an orientation for local 

government study commissions/ which may/ every ten years/ 

review local government, "This way/ every [time/ these 

study commissions] will know what [they are] doing!" 46 

In very technical areas/ Wysocki would like to see MSU 

"act as a coagulant and put together instructors for 

things like EPA regulations/ or things in the area of 

personnel. Statewide or regional offerings would be 

great/ depending on the subject matter," Along these 

lines/ school districts/ counties and cities "all have the 

same needs/" such as management civil rights as applied to 

personnel regulations/ or requirements for handicapped 

persons in public buildings/ and "MSU could come into 

play." 47 

Peoples perhaps best summarizes the status of 

training at the local government level in Montana with 

this statement: 

We haven*t begun to scratch the surface of 
training needs; we simply don’t have the 
resources. The university system has a big role 
to play/ especially in the area of continuing 
education programs. It would be nice to work 
more closely with [Montana] Tech to get 
continuing education based on local government 
employee needs. We have provided assistance for 
those employees who take courses at Tech/ 
perhaps working out time off/ or even paying 
tuition in some cases. However/ with the 
current budget crunch with the cities/ training 
demands have to be met by someone else. 48 
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CHAPTER 4 

PROPOSAL 

The argument presented throughout this professional 

paper is that a thorough needs assessment must be 

completed in order to develop an accurate understanding of 

training deficiencies. The resulting "interventions" or 

training programs will be much more reliable and valid. 

This argument is directed to both city administrators and 

elected officials in order, first of all, to draw their 

attention to the lack of a comprehensive training program 

for municipal employees in Montana, and secondly, to help 

them understand that the needs assessment process is the 

key to help municipal governments develop an effective 

training program which will ultimately aid in the 

efficient delivery of public services. 

In order to accomplish these two goals, it is 

proposed that a thorough needs assessment be undertaken 

first at' the city commission/council level in order to 

enlighten municipal leadership as to the skills they may 

lack, yet need, in order to be effective decisionmakers. 

This is an extremely important factor to consider, 

especially when making value allocations of scarce 

resources. 
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If they can appreciate what a tailor-made training 

program can do for them, elected officials may grow to 

appreciate what it could do for the overall efficiency of 

the local government entity. Indeed, if they can 

understand and support the needs assessment process, they 

will be more likely to support the programs developed to 

meet the deficiencies discovered as a result, and may be 

less hesitant in allocating resources for the training. 

Consequently, due to this support from "upper management," 

municipal employees may be more receptive and willing to 

participate in training programs. 

Many arguments exist for conducting a needs assess¬ 

ment at this level. Most local officials, especially in 

the smaller communities, serve on a part-time basis and 

receive little or no pay for their efforts. As a 

consequence, they do not have the time to develop the 

degree of expertise in government and its delivery system 

that characterizes professional managers as well as 

full-time elected officials in larger units. 

The Cooperative Extension Service (CES) notes that 

the turnover in local officials over the past several 

years "appears to have been in excess of 40 percent every 

two to four years. This rate of change means that some 

method of continued training. . . must be considered." 1 

In Montana, 60 percent of the commission and council 

seats are up for election every two years, according to 
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Alec Hanson/ Executive Director of the Montana League of 

Cities and Towns; Inc. Typically; the five-member 

councils are elected for a four-year term; and every two 

years; a certain percentage of those 630 seats are up for 

re-election. 2 

In light of this turnover rate; small units of local 

government are in particular need of assistance because 

they cannot afford to spend the money charged by the 

private consultants or are unable to support travel to 

state and national workshops; according to the CES report. 

This situation virtually ties the hands of local 

communities in any attempt to develop and maintain the 

skills of their part-time representatives. 

Another argument for assessing training needs at this 

i 
level is that in their role as "elected representatives of 

the people"; these officials are given certain prerog¬ 

atives and responsibilities which require that they have 

an understanding of a variety of issues. "Often they must 

learn these roles by trial and error; a method that does 

not lead to efficiency and credibility. Sometimes by the 

time these officials become skilled; they resign; move or 

are voted out of office." 3 Educational programs can and 

must be designed to help these individuals understand 

their roles and responsibilities more clearly; once 

established; they are likely to be heavy in demand simply 

due to the considerable turnover among elected officials. 
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Such programs for commissioners in Montana are rather 

limited. Outside of the League conventions/ "there are 

very few commissioners involved in any kind of direct 

training program. Most programs are [run by] a state 

university or other professional organizations for 

professional employees, (i.e. - for city managers, clerks 

or finance employees)," 4 according to Hanson. He adds 

that commissioners are limited to training because of the 

minimum availability of training, and that the League 

does^t really offer "training" as such. It mostly 

provides information on laws and court decisions and 

development on state and federal policy that affects local 

government. "Training is educational rather than on-the- 

job." 5 

One last argument in favor of conducting the needs 

assessment process at the local legislative level is that 

there has been an expansion of governmental functions and 

activities due to increased citizen expectations, the 

imposition of state and federal mandates and guidelines, 

and greater interdependency between individuals and their 

respective communities. The CES report notes that "many 

local officials have found themselves needing help to 

understand, plan or implement the programs and services 

provided by government." 6 

The Cooperative Extension Service (CES) recognizes 

that "participants in local government face a rapidly 
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changing environment, with new aggressive constituencies 

questioning credibility and demanding accountability and 

expanded services." 7 CES clearly points out that one 

of the responsibilities of the land-grant university is to 

extend the knowledge and research base of the university 

to the people of the state to improve the quality of life. 

Montana State University, then, in carrying out this 

mandate, has a key role to play in the implementation of a 

needs assessment for elected officials, as well as for 

local government employees. 

A study by the Institute for Local Self-Government 

found that city and county officials were convinced that 

continuing education for public administrators was impor¬ 

tant. These officials felt that public institutions 

should accept as students any person who showed a willing¬ 

ness to learn and was capable of conducting inquiry. 

It is the mission of a university to do the 
things that other institutions can*t. It should 
be ready to move forward along new lines in 
continuing education - to experiment, to 
generate and try out original ideas and 
approaches in instruction, research and public 
service. Through learning naturally, from a 
program of continuing education and public 
affairs, the university can introduce 1 the 
innovative function* to urban affairs. 8 

These officials argue that only universities contain 

the intellectual resources to help "embattled changing 

times; public employees appear to want and need 

additional education in "theoretical and academic subjects 
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which touch on community development/ sociology and human 

relations," 9 

As a land 1 grant university, it is essential for 

Montana State University, through the Department of 

Political Science , to take an active role in the 

development of a comprehensive training program for 

Montana municipal employees. Indeed, the Department of 

Political Science might serve as the focal point for this 

significant project by tapping/ consolidating and 

expanding the energy and talent of the already existing 

pool of resources available to Montana municipalities. 

The personnel specialists which Billings/ Great 

Falls/ Helena and Butte-Silver Bow have hired/ the Montana 

League of Cities and Towns, the Cooperative Extension 

Service, and the Continuing Education program are but some 

of the resources which can provide valuable input and 

enhance the development of the needs assessment process. 

Admittedly, great costs may be incurred in conducting 

the needs assessment process, both in dollars and time 

spent. As noted in interviews with Montana city 

administrators, training itself suffers from a lack of 

federal funding and the municipalities do not have the 

necessary resources to even begin to attempt to determine 

training needs to develop a comprehensive training 

program. Here is where one other important resource can 

play a key role in the undertaking of a needs assessment 
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process - the graduate students enrolled in the Masters in 

Public Administration (MPA)) program, sponsored by the 

Department of Political Science. 

MPA students, having received special training in the 

planning and managing of public programs, can provide the 

required proficiency in the development and implementation 

of the needs assessment process. MPA students will 

benefit by participating in a project where they will 

receive "hands-on" experience by working with each 

critical element in the steps taken to uncover the 

training needs of Montana municipal employees. 

As partial fulfillment of the requirements to obtain 

the MPA degree, an intership is required and is "expected 

to provide the student with first-hand administrative 

experience, while also providing the occasion to relate 

academic knowledge to actual administration situa¬ 

tions. " 10 The needs assessment project provides MPA 

students with the outstanding opportunity to do just that 

- to gain administrative experience and apply academic 

knowledge in the development and implementation of tools 

designed to uncover and correct training deficiencies 

affecting Montana municipalities. 

The five city administrators interviewed earlier in 

this professional paper were favorable to the involvement 

of MPA students in the needs assessment process. Each 

city executive pointed out that these interns would bring 
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an extra element to the project/ in that such interns have 

traditionally possessed a great deal of enthusiasm. Great 

Falls City Manager Al Johnson states that "intern 

productivity is higher. [I have] used interns from 

Montana State University/ the University of Montana and 

the College of Great Falls/ and always try to include 

funding for intership programs in the budget." 11 Acting 

City Manager Bill Verwolf is impressed with the energy and 

sincerity of the [MPA] students." 

Montana State University also benefits from active 

participation in this project. It fulfills its obligation 

of extending its knowledge base to the people of the state 

as a land-grant institution/ and joins the ranks of other 

land-grant universities across the nation/ which have 

worked closely with municipalities in meeting their 

research and training needs. 

Most of these land-grant universities operate 

training centers/ in addition to regular academic 

programs/ such as the Center for Training and Career 

Development at the University of Tennessee; the Institute 

of Public Service at the University of Connecticut; the 

Georgia Municipal Association and the Institute of 

Government at the University of Georgia; the Institute of 

Public Administration at Indiana University; the Bureau 

of Public Administration at the University of Maine/ 

Orono; the Institute for Training and Development at the 
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University of Southern California; and the John Jay 

School for Criminal Justice# City College of New York. 

Two research institutes# at the University of California# 

Berkeley ad at the University of North Carolina# have been 

in operation for many years. The program at the 

University of North Carolina also provides continuing 

education for local government officials. 12 

Most importantly# through the results of a thorough 

needs assessment process# Montana's elected local 

government officials can learn what challenges exist for 

them as city commissioners and council members by taking a 

closer look at the deficiencies they might be experiencing 

as individuals and as a group. With an appreciation of 

seeing how a thorough needs assessment can aid in the 

designing of an effective training program designed to 

meet specific problems# and in the end# seeing how it can 

actually benefit them# city officials will be more 

receptive towards the needs assessment process itself. 

As previously mentioned# if the city commissioners 

and council members are supportive of the process# then 

the employees will be more apt to go along with a needs 

assessment# especially if they are given an opportunity to 

provide their input. As a result# Montana municipalities 

will learn what deficiencies exist# and will learn whether 

the problem(s) might be handled on a regional or 

state-wide training level. Through the establishment of 
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an effective training program, municipal employees will 

help local government work more efficiently by improving 

the quality of government service to the public. 

Eventually, the concept of training might even 

encompass the public as a whole. Since it is taxpayers* 

dollars which help to support municipal training programs, 

it might be beneficial for officials to include citizens 

in the overall assessment process, as well as the 

resulting training programs. 

Gardner argues that while traditional training 

attempts to convey general skills and knowledge to help an 

employee become a better manager, a more perceptive budget 

officer, a faster reader or an improved letter writer, the 

use of what he terms "action training" at the municipal 

level may be very advantageous. 

Gardner defines action training as a method which 

helps to determine the environment of an organization in 

the community, and pinpoints both the problems and the 

opportunities that exist. It is a diagnostic procedure, 

involving those people who will be directly affected by 

the outcome. It functions on the theory that people can 

learn and change by actively assisting in the collection 

of data, defining the problem, and experimenting with 

possible solutions. The process requires: 

[a] focus on objectives; an understanding of 
the context in which the proposed action is to 
take place; overcoming resistance to the 
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proposed action by developing a clear 
understanding of the change itself and the 
reasons behind it; or by eliminating or 
modifying the proposed action, thereby helping 
responsibility, to acquire the needed knowledge 
and skills to be effective in the implementation 
process. 14 

Gardner lists, as an example, a project launched in 

Sioux Falls, South Dakota. The city created a Center for 

Community Organization and Area Development for the 

purpose of dealing with a wide array of problems, 

including developing water systems and securing a new 

hospital. "The work of the center has resulted in the 

construction of an effective community development network 

composed of 200 small communities, comprising a total 

population of more than 250,000." 15 

The model uses members of the community as part-time 

enablers, that is, "men and women [who] live in the 

community and devote eight hours a week to the community, 

thereby enabling their community to identify its needs and 

to achieve them." 16 These enablers include, among 

others, housewives, farmworkers, clergymen, social 

and bankers. 

E. Delano Lind points out that such a "team¬ 

building" process creates a sense of cohesiveness among 

management, enablers, citizens and agency personnel. "It 

is built upon and fanned by the idea that there is, in any 

population, a tremendous amount of undiscovered inventive¬ 

ness and creative thinking." 17 He argues that these 
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previously untapped qualities are discovered and brought 

out through action training. 

Lind further argues that "the people own what happens 

in the community/ even when public agencies deliver 

services. When it is all done/ citizens proudly declare/ 

*This is our project!*" 18 Above all/ he emphasizes that 

action research and training ensures that the changes will 

come/ "not by default/ but by design." 19 

Indeed, Montana State University/ through the 

Department of Political Science/ might eventually be able 

to establish an Action Training Center/ as the League of 

Kansas Municipalities was able to do/ in conjunction with 

several private colleges/ community Colleges/ state 

universities and the state education commission. This 

successful venture focuses on training in internal 

management strategies/ and its objectives include: 

1) building a continuing commitment to training 
and organization development by state and 
local governments; 

2) identifying and developing resources for 
public service training/ particularly within 
higher education institutions; 

3) developing a public service training system 
which reflects overall needs/ combined with 
overall resources; and 

4) marketing a "training activities package" 
throughout the state and local governments. 20 

The League of California Cities developed a model of 

a well-designed action training and research plan called/ 

"An Action Plan for California Cities. it Participating 
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cities/ numbering 411 in all, addressed concerns/ 

including how to: 

1) direct attention to the most significant 
issues likely to face municipalities in the 
next 20 years; 

2) gain organizational consensus about critical 
choices necessary in harnessing a 
satisfactory future for cities; 

3) achieve "spirited" citizen participation; 

4) provide greater leadership possibilities; 

5) attract the attention of the "outside world" 
to priorities facing cities; and 

6) make the voice of the League more effective 
at the state capitol. 21 

Mayors/ council members/ city managers/ attorneys/ 

planners and other city officials were asked to 

participate in processes aimed at making the critical 

choices necessary in shaping the future of local 

government. Four priority areas were addressed: 

encompassing environmental control and land use; the 

social responsibilities of cities; the achievement of an 

adequate and reliable revenue base; and public service 

employer-employee relations. A consideration of the 

governmental structure was an intricate part of all four 

areas of inquiry. 

Some participants prepared a handbook to summarize 

existing League policies relating to the four areas/ and 

issues papers/ which suggested possible alternatives/ were 

prepared. Then the Leagued thirteen divisions and nine 
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functional departments, mayors, city managers, city 

council members, attorneys, finance officials, city 

clerks, police chiefs, public works officers and park and 

recreation officials, worked on the plan for one year. 

An important part of this whole process was the use 

of action training. For example, at a departmental 

meeting, more than 300 city managers and assistants heard 

keynote speakers discuss the four priority topics. They 

later met in workshops to debate the issues and make 

specific recommendations for solutions. Here, recommen¬ 

dations to the action plan were considered by the League’s 

board. Finally, along with the board’s suggestions, the 

plan was submitted to all cities for review and comment. 

The League’s general assembly adopted the action plan with 

only a few clarifying amendments. 

Implementation efforts included the creation of a 

task force of mayors and council members, whose mandate 

included: achieving legislative authorization of the 

plan, consolidating the League's relationship with univer¬ 

sities, and expanding workshops and institutes. "All of 

these efforts foster participation, generate ideas, 

nourish a public conscience that supports action, and 

renew the feeling of commitment to an ever-evolving action 

plan." 22 

As mentioned earlier in this paper, the needs 

assessment is the tool which aids in the development of 
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worthwhile training programs. 

A thorough needs assessment of the training 

deficiencies for elected officials will pave the way 

toward a better understanding and appreciation of the 

benefits such a process will have for Montana municipal 

employees. The long term results will be more meaningful 

participation in such training programs by city 

council/commission members/ administrators/ municipal 

employees and citizens, and the overall "teamwork" 

objective of improving the delivery of public services 

with the taxpayers* dollars. 
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CHAPTER 5 

CONCLUSION 

Through a preliminary investigation/ this paper has 

documented and described the lack of a comprehensive 

training program for Montana municipal employees. 

Personal interviews with senior local government officials 

support the need for such a program. The advantages that 

training programs can afford elected officials as the 

result of an effective needs assessment have been 

presented. 

A fundamental conclusion is made by Butte-Silver Bow 

Chief Executive Don Peoples who notes that municipalities 

do not have the resources to meet training needs/ and that 

these needs must be met by "someone else." 

The answer lies with Montana State University. 

Through its role as the state's land grant institution/ it 

has a mandate to expand its knowledge base to the people 

of Montana. Montana State University/ through its 

Political Science Department/ holds the key to pooling and 

consolidating the existing training resources/ which are 

or could be made available to municipalities. As an 

illustration/ the personnel specialists/ which four of the 

larger cities in Montana employ/ are exemplary of existing 
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training resources which could provide other Montana 

municipalities with invaluable expertise and assistance. 

These specialists/ working closely with the Department of 

Political Science and its MPA internship program, could 

create and develop needs assessment instruments especially 

tailored to discover Montana local government training 

need. 

The advantage for MPA students involved in this 

project is that they would participate in a project which 

would give them first-hand administrative experience in 

the development and implementation of needs assessment 

tools designed to uncover and correct training 

deficiencies affecting Montana municipalities. 

It appears feasible that the Department of Political 

Science could learn from and draw upon the successes of 

training programs developed and initiated by the cities of 

Sioux Falls, South Dakota, and Phoenix, Arizona; the 

League of Kansas Municipalities; the League of California 

Cities; and the other universities across the United 

States mentioned in this paper. A careful critique of 

these and other case studies, through follow-up research, 

will help Montana municipal government needs assessment 

project workers avoid the pitfalls others have experienced 

in conducting such a process. Further research may also 

reveal, or lead to the creation of, innovative methods 

which may be helpful in reducing the "depressing 
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deficiencies" evident in existing research dealing with 

training needs assessment. 

Admittedly/ the long-range project of developing and 

conducting a needs assessment project for Montana 

municipalities is expensive. However/ the short-range 

goal of conducting a needs assessment at the elected 

official level and developing a training program can be 

economically feasible. 

Initially/ it may be possible to secure some type of 

grant to conduct a needs assessment at the elected 

official level. The Cooperative Extension Service (CES) 

notes that institutions such as the Rockefeller/ Kellogg 

and Mott Foundations/ grant endowments for training 

efforts. However/ a problem exists in that the grants are 

usually seed programs; that is/ funding is provided to 

get a program started or to experiment with new ideas or 

approaches/ and the expectation is that long-range funds 

will be obtained somewhere else. CES notes that "many 

programs have been tried/ but abandoned/ because there 

were no funds to continue them." 

If Montana State University/ as the state land grant 

institution/ were able to obtain and allocate enough 

resources to accomplish the aforementioned short-range 

goal/ there is the chance/ that by recognizing what the 

resulting training program can do for themselves/ the 

council and the commission members will better understand 
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and appreciate what such an effort could do for the 

overall competency and productivity of the Montana local 

government entity. Thus/ support and cooperation may be 

enhanced between these officials and Montana State 

University in the allocation and use of these resources 

for a needs assessment and implementation of a resulting 

comprehensive training program for municipal employees. 

In conclusion/ a needs assessment of training 

deficiencies at the Montana local government level will 

secure reliable data to ensure that elected officials and 

city administrators will know the answers to these three 

important questions: who needs to be trained; in what 

are they to be trained; and# how are they to be trained. 

The resulting training programs will help to develop 

municipal employees who can work more effectively/ and 

thus/ make local government work more efficiently. The 

ultimate goal of improving the quality of the delivery of 

public goods and services will be attained. 
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