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ON-THE-JOB TRAINING BASICS

OJT Basics:  The basic purpose of On-the-Job Training is to allow an employer to hire an individual who would not otherwise qualify for the job and to teach them the skills needed to perform at the entry level or at the next level.  The activity is based upon a contractual exchange between the employer and the provider of services.  The employer is provided  with a partial wage reimbursement for an agreed-upon training time period in exchange for the provision of training by the employer and a commitment to retain the individual if the training is successfully completed and the OJT employee is retained.  
OJT is a hire-first program.  The trainee is actually an employee of the company that has agreed to provide the training.  IOJT training payments to employers are deemed to be compensation to the employer for the extraordinary costs associated with training participants and the costs associated with the lower productivity of the participants.  
In the Workforce Investment Act, employers may be reimbursed up to 50 percent of the wage rate of an OJT participant for the extraordinary costs of providing the training and additional supervision related to the OJT.  The Workforce Investment Act does not have a time duration, but in Washington the average is three and one-half months to four months.  Many local areas limit the OJT to six months duration.  
During the course of the OJT, the trainee must be treated as a regular employee and should receive wages and benefits at the same level as similarly employed workers.  Not all jobs are appropriate for OJT.  The emphasis on training automatically eliminates all jobs that require no more than a brief initial orientation period.  Similarly, because reimbursements are intended to compensate the employer for decreased productivity, jobs that pay by commission or piecework are generally considered inappropriate.  Additionally, seasonal and temporary jobs should likewise be avoided because the desired outcome is long-term retention into full time employment at the completion of training.
Assessment:  The assessment process is used to substantiate that each trainee has a need for the training that is to be provided and has the capability to benefit from this training.  The decision to assign a participant to OJT should be based on consideration of the individual's employability skills, skill deficiencies, and interests.
OJT can also be inappropriate for a variety of other reasons.  The trainee should generally possess at least the threshold level of basic and work readiness skill proficiency to ensure the possibility of success.  Placement into OJT before a trainee is ready can negate earlier achievements and undermine motivation and self-confidence.  Additionally, the placement of trainees who fail to meet even basic employer expectations will diminish the credibility of the Council within the business community.  The initiation of an OJT for an unemployed registrant is generally delayed until the trainee:
1) has identified interests and aptitudes that match the prospective training;
2) has expressed an occupational preference based upon sound and current labor market information;
3) understands and/or exhibits the attitudes and behaviors that employers require;
4) appears motivated and committed to a best effort;
5) has sufficient basic, work readiness and occupational skills to learn job skills;
Marketing OJTs to Employers:   
Operation of a successful OJT program requires the participation of businesses with a capacity for and commitment to quality training.  To achieve this aim, service staff must:
1) have a well-conceived marketing strategy that reaches enough employers to allow training and employment opportunities that match the needs and interests of program applicants;
2) have a thorough understanding of the product, the OJT Program/Agreement;
3) sell the benefits of OJT to interested employers and select only those with the "qualifications" to use OJT effectively;
4) provide needed technical assistance to the business to create and implement a training plan;
5) service each "account" regularly by monitoring progress, troubleshooting, and resolving problems;
6) use each success as a sales opportunity to obtain repeat business and get endorsements and referrals to other businesses.
Not all businesses are appropriate for OJT.  In most instances OJTs are marketed to employers in ones and twos.  There are two basic approaches, with variations, each of that is effective at the appropriate time: the client-centered approach and the employer-centered approach.
The client-centered approach begins with a "training-ready" participant; assessment indicates the presence of requisite basic and work readiness skills and an occupational interest founded on adequate and accurate information and exploration.  The service provider "packages" the participant and approaches employers who are known to hire people in the chosen occupational field.  Thus, the individual trainee is being "sold" to the business along with the program's services.
The employer-centered approach starts with the business contact.  Many methods may be used to recruit interested employers including advertising in the media, direct mail, telephone solicitation, cold calls, presentations to business and service organizations, and networking.  Yet no matter how the initial contact is made, the OJT is always "sold" by a personal contact with the employer to explain the benefits and advantages.  Thus an interested employer may identify one or more job classifications for which trainees are desired.  If the business is qualified and the position is appropriate, it is then incumbent upon the Coordinator to present and "sell" the position to prospective trainees.

Development of a well-trained and stable work force is arguably the greatest advantage of OJT to an employer. The benefits of a well-developed and properly implemented training plan include increased productivity, reduced turnover, and ultimately new training opportunities.
Service providers should incorporate into the sale approach the offer to teach the employer how to write job descriptions, perform task analysis, specify performance criteria and on-the-job competencies, and design effective training activities.  Effective training aids business by promoting the effective use of human capital.  Stress that employees who are helped to realize their potential are not only more valuable inherently but also value their job more and tend to stay longer.  Reducing the costs of turnover is but one advantage of well-implemented training.  A good OJT with an effective training plan will help a business far more than a check for half the wages.  It will add value to the company's human capital and provide a tool for future growth. 
Lastly, the availability of the wage reimbursement makes it financially possible for the employer to provide training that might not otherwise be accomplished.  Add up the potential savings for the employer.  
The key to repeat business and referrals to other employers is customer satisfaction.  For this reason, ongoing contact with the employer and fast response to any OJT problem is critical.  The improvement in trainee skills, documented by evaluations against the training outline, demonstrates the worth of the OJT.  Local employers do not live in a vacuum.  They quickly become aware through business contacts, fellow members of associations and clubs, or from customers what services are available and how effective those services are.  When approaching a potential OJT employer, always be prepared to offer five success stories that have some relevance.  Develop a list of previous OJT employers who would be willing to share their successful OJT experience with a prospective OJT businessperson.  
The Pre-Award Review:  Contracting process begins with a systematic exchange of information between the prospective employer and the agency.  An on-site visit to interested employers includes the following:  
1) explain the program;
2) learn about the business;
3) identify and describe the job(s) to be filled;
4) observe the work setting and environment; and
5) review the administrative systems and the business' capacity to insure fiscal integrity.
If initial discussion indicates that the business may be appropriate for an OJT, it is necessary to gather and record detailed information that insures that the business can comply with the required administrative standards, in effect to "qualify" the business for OJT services.  The process entails an interview with the owner or manager, inspection of documents or forms, and observation of the premises and work setting.  Additionally, the requirements of the OJT contract, the Terms and Conditions, are explained to the employer.
The purpose of this process is to determine whether:
1) the business is solvent;
2) it has the capacity and resources to adequately train;
3) successful training will provide a long-term job;
4) the business's turnover rate is reasonable;
5) the health, safety, and working conditions are reasonably safe and sanitary;
6) adequate Workers' Compensation or accident insurance coverage is in effect;
7) adequate payroll and record keeping systems are in place;
8) any positions are covered by collective bargaining agreements, and if so whether the bargaining agent approves of and will concurs in writing with the training plan;
9) there is a need to avoid an OJT because other employees are currently in layoff status or currently employed workers will be displaced by a trainee or the OJT would infringe on promotional opportunities of currently employed workers;

