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Introduction

	Title
	Establish and Maintain Duty-Aligned Curricula and Individual Training Plans (ITPs). 


	Procedure Number
	GAXXX#-XXX

Supersedes: N/A


	Effective Date
	DRAFT


	Purpose of this Document
	The purpose of this document is to identify, describe, and present guidance regarding the standards, responsibilities, processes, and procedures of the PEMU Duty Alignment and ITP Development within the local training program.


	Areas Involved
	This procedure is applicable to the following departments:

· GMP Process Maintenance and Engineering

· LTC Utilities

· Development Facility Services

· GMP Engineering and Maintenance Services

· GMP Maintenance Support Services, and

· Quality Control.


	Reasons for Revision
	New Source document


	Areas Impacted


	Areas impacted are all departments within GPME business area.


Contents

	Content in this document
	The table below lists the topics in this document. 
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	Definitions
	Follow the table below to identify terms that are not found in QA Glossary or GBIP glossary:


	Term
	Definition

	Proper Task
	- A root task or indexed task title that represents a group or set of subtasks or drills that when combined can be identified as one task.  Example would be Brushing Teeth (proper task) all supporting tasks can be demonstrated independently, however when performed in sequence we can define this task as brushing teeth.

	
	


Overview

	Purpose of Duty-Aligned Curricula and ITPs
	The purpose of duty-aligned curricula is to provide a means for ensuring that personnel are qualified (prepared and capable) to perform job tasks associated within the duties of their respective job roles.  

The duties associated within these roles or functions are aligned to performance standards required to complete the tasks according to the established measurement criteria.  

These duties or proper tasks are trained on by personnel through the assignment and management of each individual Training Plan (ITP) by each employee and supervision. 

Identifying, capturing, and maintaining process and procedure information within these job roles further supports the designs of area functions and processes.  These objectives align the duties with process interfaces to become more effective and efficient, thus further supporting the organization’s business goals. 




Duty-Alignment and Performance Variables

	Holistic approach to duty-alignment
	Rummler, (1995) lends a unique methodology to apply areas and their inter-functional relationships within the systems of the organization by identifying, defining, and linking levels of performance and performance needs throughout the entire organization. 


	Systems view of an organization that include missing parts of the common organization chart; Customers, products, and flow of work.


[image: image1.png]Manufacturing Marketing and Sales

Customers

orders




* Adapted from Rummler, (1996).


	Focus on systems through performance
	This holistic approach to duty-alignment focuses and refines the system’s relationships regarding three levels of performance and the corresponding performance needs:


	Performance Level
	Performance Need

	· Organization

· Process, and 

· Job/Performer.
	· Goals, 

· Design, and

· Management.


Continued on next page

Duty-Alignment and Performance Variables, Continued

	Three levels of performance
	Follow the steps in the table below to identify the three levels of performance as discussed by Rummler, (1996): 


	Organization
	Process
	Job/Performer

	· Systems look at the relationships with its market, basic structure, major functions, inputs, and outputs.
· Strategies, organization-wide goals and measures, organization structure, and deployment of resources.

	· Organization is only as good as its processes.

· Resource inputs, complex throughputs, and produce outputs through cross-functional work processes, such as the new-product ‘pipe-line’ process, the Dry Bulk process, the Marketing and Sales process, the packaging process, the distribution process, the active ingredients process, etc. 

· Ensure that process goals and measures are installed to meet organization’s goals through design, customer, regulatory, and safety requirements.

· Working effectively and efficiently, and

· Continuously assessed to meet with changes in goals and requirements.

	· Organization outputs are produced through processes.  Processes, in turn, are performed and managed by individuals doing various jobs and roles.  The performance variables that must be managed at the job/performer level include:
· Hiring and promotion 

· Job descriptions

· Job position duties and responsibilities

· Standards

· Feedback, rewards, and

· Training.


Continued on next page

Duty-Alignment and Performance Variables, Continued

	The Three Performance Needs
	Follow the table below to identify the three performance needs: 


	Goals
	Design
	Management

	· The Organization, Process, and job/performer levels of each need and their specific standards that reflect the customers’, regulatory, and industry expectations for output products and service quality, quantity, timeliness, and cost.
	· The structure of the organization, process, and job/performer levels need to include the necessary components configured in a way that enables the goals to be effectively and efficiently met.
	· Each of the three levels requires management practices that ensure the performance level goals are current and are being achieved.


	Combining performance levels and needs
	· Nine Variables of Performance- results from combining the three levels of performance and the performance needs.  
· These variables represent a comprehensive set of improvement levers that can be used by Executives, Managers, and Analysts through a holistic and systematic view of the organization.



Continued on next page

Duty-Alignment and Performance Variables, Continued

	Nine Variables of Performance
	Follow the table below to identify the nine variables of performance:
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Continued on next page

Linking Strategy and Performance through Duty-Alignment
	The Framework for Duty-Aligned Curricula
	Duty-aligned curricula establish the links between organizational goals, process designs, and job/performer management.  

· From the Organization Goals, which establishes strategy and identifies the desired end-states of the strategic objectives, vision statements, and planning horizons?  These goals establish criteria to design processes that will implement the strategy throughout the entire organization system and functional areas of the organization.  

· These processes and/or procedures are captured within the BET Maps developed and assigned to the roles responsible for carrying out the designed processes.  The procedures identify and sequence objectives that must be met in order to accomplish the procedures and/or processes. 
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	· The objectives and standards are communicated through BETs, which are courses that individuals train upon to gain the knowledge, skills, attitudes, and abilities to achieve the required standards criteria.

· Individual performance standards are measured against established objectives and goals through the use of testing and evaluations.

· Measuring these performances to ensure processes are being completed effectively and efficiently qualifies and validates the desired results.  These results directly reflect against the organization’s strategic goals.  These assessments allow for further development of needed standards and serves as a feedback loop if any changes should occur.  


Key Information Types

	Process versus Procedure Information
	· Process information-  “what employees have to know” for creating, maintaining, and approving duty-aligned curricula and ITPs in the GPME business area.

Example:  “The when, where, why, what, and who”.

· Procedure information- “what employees have to do” for establishing and maintaining duty-aligned curricula and ITPs in the GPME business area.

Example:  “The how to do it”.


	Job functions, duties, and tasks
	· Job functions are the objectives, responsibilities, and personal considerations outlined in a job description.  They are further defined as the role, title, or position held by an individual.

Example:  A Mechanic in the High Purity Water Area.

· Job duties are significant areas of work assigned by supervision.

Example:  Preventive Maintenance of HPW XX1 Pump.

· Job tasks are discrete units of work performed by an individual.

Example:  A mechanic verifies the torque of the gasket bolts in order to perform PM of HPW pump XX1 job duty.


Process Flow Diagram for Duty Alignment and ITP Management
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Roles and Responsibilities

	Who is responsible for what?
	Use the table below to identify the responsibilities for duty-alignment.
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   DANGER
	Who
	Responsible for…

	
	Unit Heads/

Line management
	· Training Program, ITP Management, and Duty-Alignment, which include but are not limited to:

· Identify duties within the area of responsibility.

· Verify knowledge, skills, and abilities requirements for duties and responsibilities.

· Approve duty-aligned curricula for each job duty in area of responsibility.

· Assign and approve BETs and BET Maps to ITPs via BET Map Groups.

· Assign and approve ITPs.

· Review ITPs, BET Map Groups, and BET Maps. 

	
	Subject Matter Experts (SMEs)
	· Identify key activities or tasks that occur in the work area that will be established as duty requirements.

· Assist Unit Heads and Training department in the development of curricula to support identified duties.

· Assist in approval process of training materials for ITP assignments.

	
	Individuals
	· Identify key activities or tasks that occur in work area that will establish duty criteria.

· Inform supervisors of job or task changes that are new to the business process.

· Inform supervisors of gaps in current job activities.

	
	Training Department
	· Assist in identifying duties and responsibilities

· Assist in confirming gaps in existing training.

· Provide analysis, design, development, implementation, and evaluation resources.

· Partner with Unit Heads to create duty-aligned curricula.

· Create BET Maps for duties.

· Administer, maintain, and update ITPs and curricula in SAP/LEADS.

· Assist in development criteria of training for duties.


Establishing Duty-Aligned Curricula and ITPs

Creating Duty-Alignment and ITPs
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Procedure
	Follow the steps in the table below for Establishing and Maintaining Duty- Aligned Curricula and Individual Training Plans (ITPs):


	Step
	Who
	Action

	1.
	Unit Head and Training Department (partner)
	Identify all functional areas to be analyzed.



	2.
	Training Department and SMEs (partner)
	Identify and analyze key activities-

· Identify key activities that occur in each quality system functional area.

· Analyze each activity by breaking it into individual role tasks.

Result: Annotate appropriate forms.

	3.
	Unit Head and Training Department (partner)
	Group tasks into manageable duties by considering MOTT-TC:

· Mission

· Operation (systems, functions, or internal)

· Team (personnel)

· Tasks (function or Proper Task)

· Time available, and

· Constraints.

	4.
	Unit Head and Training Department (partner)
	Establish Performance Requirements-

· Determine the knowledge, skills, and abilities that exemplify superior performance for each job duty.

· Create Task, Conditions, Standards

· Action, Conditions, Standards, 

· Audience, Behavior, Conditions, Degree or

· Performance measures checklist.


Continued on next page

Creating Duty-Alignment and ITPs, Continued

	Procedure, (continued)


	Step
	Who
	Action

	5.
	Unit Head and Training Department (partner)
	Identify required local and prerequisite training required for each duty.

· General

· Specific

· Collective (team) tasks, and

· Individual tasks (Proper tasks to support tasks).

Note: Most duties have prerequisite training requirements and local training requirements for topics that relate to Good Manufacturing Practices (GMP) and/or local site.


	6.
	Unit Head and Training Department (partner)
	Identify the gaps in existing training.

· Conduct front-end analyses.

· Assess current training landscape

· GQS concurrence

· Training standards for qualification

· Evaluation and qualification levels

Result: Annotate appropriate forms.

	
	

	
	
	If…
	Then…
	

	
	
	New training needs to be developed,
	Design, develop, implement, and evaluate training. (See K103-SOP-MC-04-002 and Engineering and Maintenance Training Department for Guidance).
	

	
	
	Training already exists,
	Proceed to next step.
	

	
	

	7.
	Training Department
	Identify pre-existing BETs for both local and Prerequisite Curriculum.


Continued on next page

Creating Duty-Alignment and ITPs, Continued

	Procedure, (continued)


	Step
	Who
	Action

	8.
	Unit Head and Training Department (partner)
	Create BET Maps for identified duties that combine-

· Corporate, divisional, or local training that is determined to be a prerequisite to the job duty, such as-

· On boarding (SOFTSKILLS)

· Compliance

· Management/Leadership, and

· Duty Specific/ Job skills.

Note: Figure 2 illustrates an example of how duty-aligned curricula may be established.

	9.
	See below-
	Approve BET Maps- 

	
	

	
	
	Who
	Does What /Task 
	

	
	
	Training Department
	· Print BET Maps for review by Unit Heads.

· Route the ITPs for approval. (see GBIPSOP# 00362).
	

	
	
	Unit Head
	· Review curriculum for content, context, and-

· If correct- sign approval.

· If incorrect- send back for revision.
	

	
	
	SME
	Review curriculum for content and-

· If correct- sign approval. 

· If incorrect- send back for revision.
	

	
	
	Quality Control (QC)
	Review GMP related curricula for compliance and, 

· If correct- sign approval.

· If incorrect- send back for revision.
	

	
	
	Governance Counsel
	Review and Approve IAW established authorities concerning GMP and Non-GMP maps governance criteria. [More information to follow as this governance body is designed and their functions are identified.] 
	

	
	


Continued on next page

Creating Duty-Alignment and ITPs, Continued

	Procedure, (continued)


	Step
	Who
	Action

	10.
	Unit Head 
	Determine Duty Assignments for personnel-

· Identify personnel who will be performing duties/functions, and

· Assign duty-aligned curricula (BET Maps) to personnel (ITPs) as appropriate. 

	11.
	Training Department
	Assign (add) BET Maps to ITPs in SAP/LEADS. (see GBIP SOP#00174 and current GA109# procedure).

	12.
	Training Department
	Archive final approved BET Map reports and master documents within retention protocol.

	13.
	Unit Head

(see table below for decision matrix)
	· Approve and sign all ITPs for personnel in respective work area to ensure curricula are appropriately assigned.

	
	

	
	
	If…
	Then…
	

	
	
	ITP is as originally assigned (no changes)…
	Approve ITPs and return to Training Department to be archived.
	

	
	
	Change has occurred on ITP…
	· Complete an ITP and BET Map change Request From
· Complete approval process, and

· Return to Step 10.
	

	
	
	Yearly review…
	· Complete an ITP and BET Map change Request From
· Complete approval process, and

· Return to Step 10.
	

	
	


Continued on next page

Creating Duty-Alignment and ITPs, Continued

	Procedure, (continued)


	Step
	Who
	Action

	14.
	Training Department
	File all required documents IAW appropriate Documentation Procedures and Record retention protocol. (See GBIP SOP# 00462 and Corp QA policy; Part 16) and current GA 109# procedure.

	[image: image7.png]



	15.
	Individuals
	Complete all training listed on ITPs according to the due dates assigned. (see GBIP Job Aid for Accessing Training and Training and Training Information: job aid link).
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Information
	
	
	

	
	END
	
	


Duty-Aligned Curricula Example

	Duty-Aligned Curricula Example
	The following figure is an example of how Duty-Aligned curricula can be established. 






Summary

	Duty Alignment 
	The sequencing and design of tasks within the established standards allows for individuals to improve performance and establish qualification credentials through the satisfactory completion of BETs and BET Maps that are developed around their respective duties in their roles.  This will allow for further qualification development.

This alignment effort further supports the processes and functions within the sub-systems established by the organization and improvements to the processes by making them more effective and efficient.  This continuous improvement of job performances and processes achieves the organization’s business goals and strategy.
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	Approvals
	Approval of Establish and Maintain Duty-Aligned Curricula and Individual Training Plans (ITPs) requires the signature of:

· Unit Head, Global Process Maintenance and Utilities

· Quality Control Representative
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Once the components of the BET are completed, the individual is qualified to perform that duty independently.  Documentation of Training History form is evidence of this qualification on the duty through the use of evaluation techniques within the training.
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BET #1- Self Study Introduction to welds





BET #2- CBT Welds





 BET #3- OJT/observation. document work 





BET Maps for Required Local and Pre-requisite Training.
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BET Map set at function/ role level duties
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BETs that represent incumbent duties and responsibilities.





BET Map set at function/ role level





GPMETT001





00052790   PEIN165


00136645   KGL0041


00145136   KGL0042


  








GPMEJT002





MP11042


MP11043


MP114





BET Maps for Specific Functions/Roles/Skill sets.
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