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Artifact Title

Training Needs Assessment Report For X National Park, Jilin City, PRC

Description

Summer of 2005 in partial fulfillment of the requirements for ADE5189 (Staff Training and Development -- Dr. Peter Easton) 

Conditions of Completion

The guidelines were to conduct a training needs assessment for an organization of my choice.

Scope

This report summarizes the findings of the training needs assessment conducted for the X National Park Tourism Division in the City of Jilin, P.R. China. It includes a brief introduction of the organization and important opportunities and challenges it is confronted with for the time being; analysis of the performance problem and the possible causes; recommendations of training and non-training solutions; and the methodology used for data collection, analysis and validation. 

My Role 

The project was completed on my own with the information from the personnel of the Division, literature and Internet resources. 
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For X National Park, Jilin City, PRC.
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Executive Summary
This report summarizes the findings of the training needs assessment conducted for the X National Park Tourism Division in the City of Jilin, P.R. China.  

Content

The report includes the following sections:

1. A brief introduction of the organization and important opportunities and challenges it is confronted with for the time being. 
2. Analysis of the performance problem and the possible causes. 
3. Recommendations of training and non-training solutions. 
4. Methodology used for data collection, analysis and validation. 
Performance Problem

The tour guides are not performing their job well. 
Recommended Solutions 

Based on the findings of the study, the following recommendations are made for the X National Park Tourism Division: 
1. Pre-service training (self-instruction module and face-to-face workshop)

2. A tour guide reference book serving as job performance aid

3. Establish a performance evaluation system and change current wage scale
4. Expand the Office of Human Resource 
Background
I. Introduction

X National Park is located in Jilin City, P.R. China. It was established in 1927, but has undergone renovations and expansions many times since then. Since 1997, the park has been owned by the state and run by X National Park Tourism Division (XNPTD) designated by the Jlin City Travel Bureau. The mission of X National Park is to provide quality service to tourists and make contribution to the development of the local economy of the city. Its long-term development goal is to become the number one tourist attraction in the three provinces in northeast China by 2020. The organizational structure of the division is shown in Figure 1. 
Figure 1. Organizational Chart of XNPTD  
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This report mainly focuses on the performance problem of the tour guides in the Office of Customer Service. 
II. Challenges 

The principal challenges X National Park is currently confronted with include:

1. High customer dissatisfaction. The management received 26 tourist complaints about poor guide service in the first quarter of 2005. 
2. Rising competition from the resorts and parks nearby. 
3. Lack of professional tour guides because Jilin’s tourism industry is underdeveloped compared with those in South China. 
III. Opportunities

In the future, X National Park should take advantage of the following important opportunities:

1. At the beginning of each year, the city travel bureau provides the park a certain amount of grants to support its development based on the park’s profit of the year before. The more profit the park can make, the more grant it will get in the following year. 
2. Both the national and the local governments have established policies to support the development of the tourism industry. 
3. After China entered WTO, the annual number of foreign visitors is on the increase. 
Unit-Level Performance
I. Performance problem of the tour guides 

The tour guides serve as an interface between the national park and the tourists; their performance directly decides customer satisfaction, which then influences the park’s profit and its future development. The major symptoms of the tour guides’ poor job performance are: 

1. cut-and-dry introduction and explanation of the sight spots in the park
2. failure to meet the special needs of the tourists efficiently, such as obtaining a wheel chair for the elder people in a timely manner
3. failure to deal with irate/unsatisfied tourists
II. Causes of the problem
Based on the internal and external data collected in this study, two possible causes of the performance problem are concluded: 
1. Lack of knowledge and skills. Only two of the eleven tour guides are licensed professionals. The rest are all high school graduates who have not received any formal training on how to become a tour guide, therefore are faced with high stress on the job. 
The pre-service training the HR office provides is merely a book on the history and sight spots of the park, written by the former director of the park. And the tour guides are expected to study the book and recite the content on their own. The pre-service training does not touch on such issues as presentation skills, or interactions with customers at all. 
2. Lack of motivation. Like many other state-owned organizations in China, XNPTD does not have an appropriate system of performance evaluation, let alone providing proper incentive and reward for good performance (or punishment for poor performance). The tour guides (and other service staff of XNPTD) are paid according to individual length of service (the number years an employee has been working for the park), with which the new tour guides are unsatisfied. 
Training needs
The first cause of the performance problem indicates a need for formal training for current and future tour guides, while the second cause demonstrates a need for organizational change. Therefore, the performance of the tour guides in X National Park requires both training and non-training solutions. 
Recommendations
I. Training solutions
Three training interventions are proposed for all the tour guides: 

1. Self-instruction module (pre-service training)
Content: (1) detailed introduction of the history and sight spots of the park; (2) skills of presentation and customer interaction a tour guide should possess; (3) practice and test questions on important information.
Delivery method: print-based self-instruction book
length: 20 hours
2. Workshop (pre-service training)
Content: (1) a brief lecture on presentation skills and customer interaction skills; (2) role plays; (3) performance evaluation of role plays and feedbacks provided by the trainer. 
Delivery method: face-to-face workshop delivered by professional trainers
Length: 2 hours
3. Tour guide reference book (job performance aid) 
Each tour guide will be provided a post-card size, laminated reference book including critical information to help them perform their jobs well. 
II. Non-training solutions
1. Establish a performance evaluation system and change current wage scale. The Office of Human Resource should take the responsibility to evaluate staff job performance regularly and use the performance data as a determinant for wages. 
2. Expand the Office of Human Resource. Professional training specialists are needed to help implement the aforementioned training solutions because according to the director of XNPTD and the manager of the HR office, the current HR staff is inexperienced in carrying out complicated training interventions. 
Annex1. Methodology
Because of the time constraint and the geographical distance, I decided to conduct telephone interviews and review the existing data the park provided me. 

I. Interview with the management

Interviewee: the director of XNPTD
Important interview questions: 

1. Describe the mission of the park.
2. Explain challenges and opportunities the park is confronted with.
3. Describe the most important business problem facing the organization. What are some possible causes of the problem in your opinion? 
4. What is the expected performance of your organization? 

Interviewee: the manager of the Office of Customer Service

Important interview questions: 

1. Describe the most important problem facing the Office of Customer Service. What are some possible causes of the problem in your opinion? What is the expected performance of your work group? 
2. What kind of training did the group receive? What kind of training do you think is necessary for them but has not been provided? 
3. Do they receive enough support from the management and other parts of the organization?

4. Are your staff members satisfied with their job? Do you think they do their best on the job? 
5. Are your staff members motivated to work? What kinds of incentives/rewards are necessary to motivate them? 

II. Interview with the tour guides

Interviewees: individual tour guides

Important interview questions: 

1. Do you think you have enough knowledge and skills to perform your job well? What knowledge and skills would you like to learn more about if you have the opportunity? 

2. What is the hardest part of your job? Do you think proper training can improve your performance?
3. What kind of training did you receive? What kind of training do you think is necessary for you but has not been provided? 

4. Do you receive enough support from the management and other parts of the organization?

5. Are your satisfied with your job? 
III. Review existing data

I also reviewed existing data about customer complaints the management provided. 
IV. Validation 

After analyzing all the data I collected, I concluded the performance problem of the tour guides, possible causes of the problem and recommended solutions to solve the problem. I presented my findings to the director, the manager of HR office and the manager of Office of Customer Services via phone calls and obtained their feedbacks. 
References 
Piskurich, G. (2000) Rapid Instructional Design: Learning ID Fast and Right. San Francisco, CA: Jossey-Bass/Pfeiffer. 
_1180034062.vsd
Name
Title�

Name
Title�

Name
Title�

Name
Title�

Name
Title�

Name
Title�

Name�

Team Title�

Company Name
��

�

�

Company Name
Department Name�

Title
��

�

�

X National Park Tourism Division�

Director�

Travel Bureau�

�

Office of Human Resources�

Report to�

Office of Marketing�

Office of Customer Service�

Etc.�

�

Manager�

Tour guides�

Provide funding to�

Other customer service staff�


