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CHAPTER I

INTRODUCTION

Training and development programs are not new to the

banking industry. Many of the larger banks -utilize a variety

of training programs for loan officer personnel,which were

developed in the early forties.1 For the most part, however,

these programs are more experience than formal training.2

One such program is the officer training program at

Texas Commerce Bank. Texas Commerce is the lead bank in the

Houston-based holding company, Texas Commerce Bancshares.

The holding -company owns an additional thirteen banks in

Texas. In the officer training program at Texas Commerce

Bank, an officer trainee works through a series of job assign-

ments for two years. He then moves into a commercial lending

division of the bank,-where he serves as an apprentice loan

representative. A trainee is promoted to loan officer when

performance merits, and the entire process usually takes two

and one-half to three years to complete. The major objectives

of the program are to (1) expose a trainee to all divisions

1"Bank Training Programs Vary Greatly," Banking, L
(December, 1957), 56-57.

2Daniel M. Glasner, "Development of Bank Managers,"
Bankers Monthly, LXXXVI (July, 1969),, 36-37.

1
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of the bank, and (2) give him enough credit analysis

experience to prepare him to make lending decisions.

Unfortunately, the program has more disadvantages than

benefits, due to the current conditions in the banking environ-

ment. The program simply cannot meet the demand for well

prepared loan officers on a timely basis. Rapid growth in

holding company acquisitions, a normal rate of turnover, and

an increasing growth rate in the commercial lending divisions

themselves are overtaxing the system. In addition, the program

does not conform to the fundamental principles of good training

3well enough to be measurably effective as a learning process.

Therefore, the bank faces an increasingly critical need for a

relatively short, effective training program for its future

commercial lending officers.

Purpose of the Study

The research attempts to determine how an 'effective loan

officer training program should be designed and implemented

in Texas Commerce Bank. A comprehensive program would prepare

newly hired college graduates for positions as commercial

lending officers as quickly, thoroughly, and effectively as

possible.

In order to accomplish this objective, three steps are

necessary in the research. The first step is to determine

3 Charles B. Off and Doren D. Boutin, "Training Program
Design," Training and Development Journal, XXI (August, 1967),
20-23.



3

the generally accepted principles of training and development.

Application of these principles in a program certainly

increases the likelihood of successful training results. The

second step is to survey a sample of the banking industry to

determine what approaches to this problem are currently in

use by other banks. If successful procedures, techniques, or

ideas are now working for banks similar to Texas Commerce,

perhaps they can be adapted to work -in this bank. The final

step in designing the program is to tailor the gathered

information for the specific needs of Texas Commerce. The

purpose of this step is to assure that the principles of step

one and the successful approaches from step two are realis-

tically and specifically matched with the training needs at

Texas Commerce Bank.

Definition of Terms

There are a number of frequently used terms in the bank-

ing industry which have various meanings outside the industry.

The following definitions should eliminate confusion about

such terminology.

Management Training Program--Loan Officer Development

Program.--In the banking industry the commercial loan officers

eventually climb .the organizational hierarchy to become the

top managers in the bank.4 Therefore, management training

4 T. E. Hitselberger, "Effective Training Programs for
College Graduates," Banking, LVIII (January, 1966), 47-48, 100.
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program frequently is the title banks give their loan officer

training program. Management training program, the training

program, officer training program, and loan officer develop-

ment program all have the same meaning in this research. They

all mean the process used by banks to prepare college graduates

for commercial lending positions.

Trainee.--In the banking industry, trainee has so consis-

tent a meaning that the Cole Survey, a published annual salary

survey, lists a job description and reports salary ranges for

.5
the position. Generally, a trainee is -a college graduate who

has a business administration degree in either finance or

accounting. The six largest banks in. Texas all require at

least a bachelor's degree for a trainee.

Commercial Banking Department.--The banking department is

where each trainee hopes to spend his career. The following

chart of Texas Commerce Bank's department illustrates the

functional organization of a banking department. The com-

mercial banking department is the bank to most customers. The

officers in the various divisions of this department are the

primary customer-contact representatives and bear the major

responsibility for the bank's public :image.

The division titles indicate that banking expertise is cen-

tralized to offer concentrated competence to the bank's various

customers. The commercial divisions are the main income

5 Bank Officer Salary Survey (Boston, October, 1972), 137-
138, 177-178.
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producers and determine the relative success of the bank.

Positions in these divisions usually require the loan officers

to deal with businesses rather than individuals (except for

the Family Banking Divisionwhich is exclusively for individ-

uals).

Loan Administration Division.--The loan administration

division is a special staff division in a large bank, charged

with the responsibility of managing the bank's loan portfolio.

Loan administration is divided into two major functions; one

of these is Credit Administration, and the other is Loan

Documentation Operations. In the credit section, a trainee

learns to use the analytical tools of the loan officer trade.

Here he learns to evaluate financial statements, investigate

backgrounds, and properly prepare a decision on .the credit

worthiness of loan applicants. Once a decision is made to

grant a loan, the loan operations unit begins its work. The

major responsibility of this section is to see that the bank's

interest is completely secured in all loan transactions. The

documentation, collateral files, and loan agreements are all

responsibilities of this section. The credit and loan opera-

tions sections work together to provide lending officers

pertinent data needed to make correct decisions and properly

secure loans.

The manager of the Loan Administration Division serves as

chairman of the two loan committees at Texas Commerce. Loan
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committees meet twice a week to hear loan proposals and to

review loans extended during the week.

Training Activities--Job Experience Activities.--The

difference between training activities and job experience

activities needs to be clarified. A training activity is any

activity which simulates job conditions a trainee will face

as a lending officer. The primary objective of the activity

is learning an ability, skill, or procedure.

An example of a training activity is the mock loan

presentation in which the trainee presents a simulated credit

to a mock loan committee. This activity is designed to simulate

actual loan committee conditions. The trainee is videotaped

during his presentation, and later he receives structured

feedback on his performance.

The primary objective .of a job experience activity is

applying an ability, skill,or procedure in a live production

situation. One example of a job experience activity is the

assignment each trainee has in the credit analysis section.

Here the primary objective is production,with heavy emphasis

on producing a quality analysis for use by the loan officer.

Assumptions

Like all training courses, an officer development

6
program is only one part of the overall administration effort.

6 Leslie This, "Results Oriented Training Designs," Train-

ing and Development Journal, XXV (April, 1971), 8-14.
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Success of a program is not independent of the environmental

conditions in the organization. It should be made clear which

organizational factors are assumed .favorable at Texas Commerce

because these factors contribute tremendously to the success

of training efforts in the bank.

For a training effort of any kind to be successful, a

firm must make a strong management commitment to support the

program. Since this commitment does exist at Texas Commerce,

it is not developed further as a major point in this study.

A second important organizational factor intimately

related to the training program is the manpower planning

function. Carefully considering the manpower plans and

properly budgeting for staff are the only reliable procedures

for determining the number of trained employees needed per

year.8 Rather than devote an extensive effort to outlining

the budgeting process, long-range planning process, and man-

power planning system in use at Texas Commerce, it is assumed

for this research that these factors are favorable. Past

performance of the functions clearly indicate that this

assumption is valid. Therefore, it is assumed that a reason-

able, bankwide annual forecast of trainees needed and a

quarterly projection of specific divisional trainee needs

are available.

7David King, Training Within the Organization (England,
1964).,

8 Ibid.
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There must be an effective college-relations, recruiting,

and employment function within the organization for quality

standards to be applied consistently in selecting a trainee.9

The importance of hiring qualified, interestedand enthusiastic

trainees cannot be overemphasized. The employment function at

Texas Commerce has been good for many years, and it is assumed

that quality trainees are brought into the program as needed.

The final assumption about organizational factors concerns

the amount of available expertise in the organization that can

be utilized in the training efforts. Although it cannot be

assumed that personnel possessing vast experience, knowledge,

and expertise are good instructors, it can be safely assumed

10that the personnel are available as resources.

Since the above assumptions are based on past performance

by the bank management and staff, excluding these important

aspects of successful training from consideration does not

affect this study. Assuming the factors favorable does allow

for a centralized focus of the research on the training program

itself.

Limitations

Many other training and development programs are in effect

at Texas Commerce. However, the focus of the research is

9Charles E. Kozall, "The Air Left the 'Bag'--A Training
Program that Failed," Training and Development Journal, XXV
(July, 1971), 22-25.

10 Martin Broadwell, "Training the Trainers," Personnel,
XLIII (September/October, 1966), 50-55.
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entirely on the officer development program. Including all

the programs would require far too much detail for one thesis

project. The complexity of the programs would require separate

in-depth study, and there would be little continuity throughout

the report regarding personnel, methodology, and objectives.

Therefore, the officer development program is examined as the

only subject of the research.

The research includes a survey of sixty-eight other banks

in the United States, ranging in deposit size from $.875 billion

to $2.75 billion. The banks are limited to this size category

for two reasons. First, larger banks are used .as models in the

American Bankers Association published training materials.

Therefore, the information on these banks is readily available

through the literature. Second, smaller banks do not have

extensive formal officer training programs and cannot provide

valuable data for consideration in structuring a program for

Texas Commerce Bank.

The assumptions outlined previously require placing a

limitation on the applicability of recommendations of the

research. Organizational factors may be as favorable in

another bank as they are in Texas Commerce, but it must be

pointed out that a program is only as' effective as the

organizational limits within which it must operate.

llKing, _p. cit.
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Therefore, if the recommended program is to be successfully

used in another bank there must be (1) strong management

commitment; (2) functional, effective employment procedures;

and (3) professional manpower planning.

Selection of the Subject

The training and development function at Texas Commerce

Bank has been a formal organization unit since November, 1970.

One of the priority projects for the function is an in-depth

audit of the existing training procedures employed throughout

the bank. The bank's management is especially interested in

recommendations about the officer development program since

it is the source of future bank managers. Therefore, the

program is a major part of the training audit and is the

subject of this research report.

Research.Procedures

The research procedures undertaken to solve the problem

of this study are divided into three distinct parts. The first

is a comprehensive review of the literature in the general

training and bank training fields. The emphasis in this step

is on compiling all pertinent data about sound training

principles which could be used as a theoretically -valid base,

for a good training program. The second step involves a

survey of the training directors of sixty-eight banks to

determine the current status of training programs in banks

comparable to Texas Commerce. The emphasis of the survey is
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on determining to what extent the banking industry is

utilizing sound training principles in training efforts

currently underway. The data developed .from this survey

provides readily comparable information, because the banks

surveyed are roughly the -same -size ($.875-2.75 billion in

deposits). Since the five major Texas banks are included in

the survey, it is also comprehensive enough to indicate how

well Texas banking measures up to the rest of the industry.

The third step in the research procedure involves personal

interviews with the Commercial Lending Division managers at

Texas Commerce. From these interviews, it is possible to

determine the organization philosophy regarding loan officer

training programs. The specific inputs from these managers

are excellent guidelines in developing final recommendations

for the program.



CHAPTER II

REVIEW OF THE LITERATURE

A review of the published resource material in training

and development accomplishes several objectives. First, it

firmly establishes what goes into construction of a well

designed training program. Secondthe published material on

banking programs identifies the industry's current position

in the field of training -and development. Finally, it provides

a comparison between published studies and this -research

effort.

Training in General

In the general training category of resource material

there consistently appears a number of fundamental considera-

tions for all training -and development efforts. There is

certainly a definite pattern to follow, in designing a good

training program, and that pattern does not vary much in

the opinion of many training experts.

Ten steps should be carefully followed in designing a

training program. These steps are (l) define training

needs; (2) set objectives as they relate to the needs; (3)

choose training -activities to accomplish the objectives; (4)

select and prepare -participants; (5) select and prepare

13
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trainers; (6) outline timetables, schedules, and training

supplies needed; (7) secure necessary facilities and equip-

ment; (8) establish an evaluation system; (9) determine costs

and budget for the program; (10) fix organizational unit and

individual responsibility for the program.

These factors are built into various models for demonstra-

tion of relationships. One of these models is the- Spiral Model

2of the Training Process. In this model, relationships between

factors in regard to timing and sequence are illustrated.

There are a number of key points in determining training

needs that must be given attention. First, the needs have to

be real in the minds of the line managers. For them to

accept and support a training program, it must be designed to

solve a current pressing problem that the managers recognize.

For example, a line manager in a department store is receptive

to a customer relations training program if his staff has three

formal complaints registered against it for rudeness to custom-

ers during one month. Training programs are too often -unsuccess-

ful because the programs address problems that do not reflect

performance needs in the organization.4 Extreme care should be

.Robert L. Craig and Lester R. Bittel, editors, Training

and Development Handbook (New York, 1967).

2 Rolf P. Lynton and Udai. Pareek, Training for Development
(Illinois, 1967), p. 19.

3Martin Broadwell, The Supervisor and On the Job Training
(Massachusetts, 1969), pp. 20-21.

4 Kozall, _o_. .cit.
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given to determining the real, specific training needs in the

organization.

Many good tools are available to use in developing train-

ing needs. Depending on the situation, one works as

successfully as another. Options included questionnaires,

5performance appraisal reports, and personal interviews . No

matter which method is used, one constant is always included

in the procedure. The division or person responsible for

measuring and controlling performance in the organizational

unit approves the-list of training needs before the program

design proceeds further.6

Training objectives are actually the needs translated into

measurable, specific goals to be achieved by the training

effort.7  Good objectives clearly define exactly what the

program will do if it is successful. The key to setting ob-

jectives for a training program is to make sure they are

8objectively measurable. An example will demonstrate this

point.

Good objective: Upon completion of the program,
the participants will be able to score above the 90
per cent accuracy level on all skills tests without
using manuals or other training aids.

Bad objective: The participants will improve
their accuracy on the skills test.

.'-E.,A. Prieve and D. A. Wentorf, "Training Objectives--
Philosophy or Practice," Personnel Journal, XLIX (March, 1970),
235-240.

6 Ibid. Ibid. 8Off and Boutin, op.cit .
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In the good objective, there are essential parts which

always appear. The order in which they appear does not matter,

nor does. the objective necessarily have to be one sentence.

However, each of the following elements needs to be included.

The conditions which must exist are clearly outlined. "With-

out use of a textbook," and."using only a fixed ratio analysis,"

are conditions under which the trainee is required to demon-

strate acceptable performance. Also, conditions include when

the behavior is expected. "After the training class," and

"during the initial training phase," are two examples. A

terminal behavior must be included in the objective. Terminal

behavior is the observable, measurable performance activity

required to demonstrate the result of the training. For example,

"the trainee will orally present a loan presentation," or "the

trainee will spread the statement," both illustrate how the

behavior required is observable and measurable. The third

element of a good objective is a minimum level of acceptable

performance. This measure determines both quality and quantity

of behavior desired. "Without revisions being required on 90

per cent of the analysis assigned," illustrates the minimum

level of achievement.

When all elements are properly joined together, a mean-

ingful objective can be outlined as illustrated in the follow-

ing statement:

Upon conclusion of the training class, the
trainee will be able to analyze the credit
application completely. The fixed ratio- analysis
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technique will be used exclusively, and the
trainee's work should need no revisions on
at least 90 per cent of the analyses assigned.

When objectives are clearly outlined in this manner,

trainees, trainers, and all persons involved with the program

know exactly what is expected, when, and how it is expected

to be done.9

Good objectives serve both as guides for the participants

and as reference points for the evaluation- system used .in the

program. Therefore, good objectives are doubly important for

the training program. They eliminate confusion about where

the program is going, and they eliminate doubt as to results

achieved .10

Once objectives are set, it is possible to select train-

ing activities which should produce the desired results. Since

the effectiveness of any technique depends on the objective of

the program, it is not the best practice to use one activity

universally. One of the most distressing things about train-

ing programs on the market today is the extensive misuse of

training activities. Fads seem to enter more into the

technique selection than the objectives of the program. Forc-

ing training activities into the program design when they do

not fit generally results in participant frustration and

9 Ibid.

1 0Donald L. Kirkpatrick, A Practical Guide for Supervisors
Training and Development (Massachusetts, 1971), pp. 88-103.

lKozall, op. cit.



19

dissatisfaction. Current examples of often misused training

activities are videotaped role plays, group encounter tech-

niques, audio visuals, learner-controlled experiments, and

programmed text material. All of these have been completely

successful in the right training situation. However, all

have proven just as unsuccessful in the wrong situation.

Transactional Analysis is the latest fad to sweep the

training industry. Seminars, workshops, laboratories, books,

films, tapes, and slides are available on the subject.

Transactional Analysis is touted by training consultants as

the tonic to cure all ills in customer relations, superior-

subordinate communication, and interpersonal relations.

As many trainers find out the hard way, there are no.

panaceas- in the training field. Procedures, activities,

techniques, and experiences must be chosen carefully to

facilitate accomplishment of the objectives.1 2  There is

another equally important point to be considered in selecting

the proper training activity. The activity should simulate,

as nearly as possible, the actual job conditions.1 3  Close

resemblance of activity to job behavior significantly increases

successful transfer of learned ability to the job. If the job

requires committee decision making and team effort, the train-

ing activities should involve considerable group interaction,.

1 2Ibid.

1 3 Ibid.
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including some exercises in group decision making. If, how-

ever, the actual job requires rapid individual decision making

which does not allow for consultation with others, attention

must be given to individual skills and abilities. Activities

emphasizing individual effort in a competitive situation are

in order. Group case studies in .this instance would do little

to develop independent decision making skills. Another positive

influence results because the closer the training resembles an

actual on-job situation, the better the trainee will accept it;

and his positive attitude can add tremendously to the effective-

14ness of the training.

At this point in designing the program, participants and

instructors are selected. At first, this seems simple enough;

however, it is far more involved than choosing newly hired

employees for trainees and using experienced managers for

trainers.

Important factors in selecting instructors include the

obvious, knowledge or experience in the subject area, and the

not so obvious, a real desire on the part of the person to be

an instructor or trainer.15 A good instructor is one who

knows and applies the principles of good training in his

approach. The good instructor knows something about individual

learning processes and various techniques to accomplish desired

1 4 Leonard Ackeman, "Training Programs: Goals, Means and
Evaluations," Personnel Journal (October, 1968), 725-726.

1 5Martin Broadwell, "Training the Trainers," Personnel,
XLIII (September/October, 1966), 50-55.
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learning under different sets of circumstances.1 6  Finally,

the good instructor must be a good two-way communicator. He

must require active feedback from the trainee throughout the

17
training process.

Selecting participants for an executive development

program is so important that most organizations handle it with

a special employment function. The training effort is wasted

unless good quality and ample quantity of participants are

quaranteed by this function.

The most measurable impact of training on the organiza-

tion is in dollars spent. Like all other functions in a well

managed organization, the training efforts are carefully

budgeted.18 The following cost factors are generally con-

sidered when training budgets are being prepared.

TABLE I

THE COSTS OF TRAINING

Fixed Costs Variable Costs

Salaries Training Aids
Taxes and Employee Benefits Books, Films, Brochures,
Overhead Allocations and References
Equipment and Supplies Maintenance and Repairs

Careful control and accurate planning for these costs gives

the training director a better basis for justifying training

16 Ibid.

1 7 Ibid.

1 8Craig and Bittel, p. _cit., 96-97.
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expenses. Training is a business and must take on the

responsibility of supporting itself. Not only must a train-

ing program prepare trainees for productive jobs, but it must

also justify the cost of the function as :it operates.1 9  The

price for a training program must be adequately explained and

planned for, and it must be reasonable in relation to the

objectives of the training program.

A well designed program is carefully planned to include

a specific, yet flexible timetable and schedule.2 0 To be

useful, the schedule and timetable must be written. Verbal

communication is seldom adequate since there may be a con-

siderable time lag between the original communication with

participants and the starting date of the program. The most

important consideration in this part of the program is flexi-

bility. Unless time is being used as a speed measurement in

the evaluation process, the time and schedule .should be stated

in ranges rather than specific numbers. This allows for

accomodation of unexpected events or difference in individual

learning ability without total program revisions.

Facilities and equipment 'are the next two items a train-

ing director must design into an effective training program.

Facilities and equipment are extremely important as the

Ibid., pp. 604-605.

2 0 Ibid., pp. 556-592.
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environment and transportation vehicle for a program. Their

impact on the training results can be quite dramatic, especially

when they are inadequate. Nothing detracts more than physical

discomfort or faulty equipment in the training situation.

Facilities must be comfortable and complete. Equipment must

be in good mechanical condition and must be set up properly

21ahead of time. Overlooking or ignoring details on these

two elements not only causes embarrassment, but also has a

serious negative effect on results.

The two final steps in putting all the principles to

work in one program are, (1) developing -an evaluation system;

and (2) establishing organizational responsibility for the

program.

A relevant evaluation system contains objective, measure-

able feedback on the various points already discussed. To be

objective, the feedback must be specific and performance-

related.22 To be measurable, it has to involve a set of

23quantity and quality criteria. In addition, the evaluation

system includes pre-training measurement as well as post-

training measurement.2 4  This one step is probably the most

2lIbid., pp. 410-427.

2 2 King, 2p. cit.

2 3William R. Tracey, Evaluating Training and Development
Systems (New York, 1968)

24 Ibid.
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ignored procedure in training evaluation today. The reason

for this seems to be trainer and trainee reluctance to take

tests or to be judged on a quantitative basis. One fact

remains, however, and must be faced eventually; the only way

to know the true value of the training effort is to measure,

as specifically as possible, the impact of the program itself.2 5

Usually the evaluation process is handled by the person

in .the organization who is responsible for the entire program.

There should always be one organizational unit responsible for

the implementation of the program. This unit has the job to

see the program implemented as carefully as it has been

26
designed. The job is important enough to demand the skills

of a professional training and development manager. Not only

must this person be able to design and implement programs, but

he must also be able to evaluate the entire process objective-

ly. Finally, he must instill confidence and respect in the

programs throughout the organization.

Training in Banking

The banking industry does not enjoy the reputation of

being a particularly innovative, progressive, or aggressive

2 5Ibid.

2 6Charles H. Pyron and Kathi Flanagan, "A Survey of
Company Development Programs for Newly Hired College Graduates,"
Training and Development Journal, XXIV (February, 1970), 45-
48.
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industry. Unfortunately, the training efforts in banking

are no exception, even though banks have used training programs

for many years. Only in the late fifties and sixties has

banking begun to catch up with business and industry in general

in the area of measurably effective training and development.2 7

In the area of training measurement for example, most banks

are still using time spent in training as the criteria for

measuring the extent of trainee learning. Future loan officers

spend six months training in one department, six months in

another, and so on until, at the magic two-year mark, they are

ready to go into a commercial loan officer position.28In-

sufficient emphasis is placed on what is to be learned, how,

and why,. The thought is implied that spending time in a

department gaining experience allows the trainee to learn what

is necessary.

Time is one good measuring device for training results,

but there are two distinct disadvantages in using it as the

exclusive measuring tool. First, it eliminates the incentive

for a trainee to exhibit initiative in learning faster,

because he knows that, regardless of how well he does, he must

go through the full time period. Second, it does not define

2 7 T. E. Hitselberger, "Effective Training Programs for

College Graduates," Banking, LVIII (January, 1966), 47-48, 100.

28 Alvin Haggerty, "Loan Officer Development Systems--A
Commentary, " Journal of Commercial Bank Lending, LII (January,
1970), 4O-42
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a measurable behavior objective. There is no requirement for

specific knowledge to be gained nor is there any activity

designed to require application of the knowledge gained.2 9

Hence, the trainee receives negative feedback in two ways.

He cannot get ahead by demonstrating superior performance nor

can he readily determine whether or not his performance is

satisfactory. Most banks are now considering ways to improve

their training efforts.3 0 Some progress is being achieved in

the application of training principles to the banking officer

training programs.

One good example of this progress can be seen in the

training program at North Carolina National Bank.31 After an

in-depth evaluation of its training program the bank is trying

a new approach. The new program is based on three sound

training principles. First, the bank has an organizational

commitment from the president and managers to participate in

and support the program. Top management personnel not only

supervise on-job training, but also appear in the classroom

training sessions as instructors. There is no doubt in the

minds of the North Carolina National trainees that management

cares about them. Another key point in the restructured

program is the change from a time-measured .program to a

2 9 Ibid.

30 George S. Odiorne,. "Training Bank Officers in:Modern
Management," Banking, LII (May, 1961), 55-57.

3 1 Joseph B. O'Shields, "A New Approach to Bank Manage-
ment Development," Bankers Monthly, LXXXIV (August, 1967),
39-40.
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learning-and performance-measured program. Objectives are

outlined and, if the trainee achieves them early, he is

rewarded by movement into new and increasingly challenging

positions. Progress is based on performance, not seniority.

The third key element in their new approach is a combination

of classroom activities with on-job training assignments.

Further indication that banking has almost come of age

in the training field is found in an article describing the

need for more extensive use of individualized standards and

objectives in officer training programs within banks.3 2 The

merits of formal evaluation of a program are emphasized in

the article. The article also deals with transfer of train-

ing knowledge to on-job, application. Transfer of knowledge

is more complete when the training activities closely simulate

job decision making conditions.

As the banking industry moves forward in the seventies,

greater amounts of training sophistication will be apparent.

More and more articles can be found stressing the importance

of the ingredients for excellence in training within banking,

and this trend will hopefully continue.

The most often mentioned factors in regard to loan

officer training center around objectives, evaluation, and

attention to learning conditions. Job descriptions, two-way

3 2C. Royce Hough, III, "The Recruitment and Training of
Today's Generation of Graduates," Journal of Commercial Bank
Lending, LII (July, 1970), 23-28.
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formal feedback system, and individual .participant differences,

are other much discussed topics in the training literature of

the banking industry. All of these are indicators that banks

are more than ever concerned about quality in the training

effort. Nonetheless, some of the old banking traditions in

training seem to persist, and it will probably remain this way

for some time. Such old standbys as job rotation continue to

be the focal point -of many banks' loan officer training efforts.

Experience in terms of years, not in terms of content, still

seems to be of major importance.3 3

In summarizing the literature reviewed it would be fair

to conclude that banking is currently making some strides in

the area of training program design. The reason for this

recent improvement is obviously the increased use of training

principles as guidelines in the program development stages.

Rather than rely completely on "two years experience"' to get

the job done, some banks are now trying to train their future

34
officers.

Similar.Studies

The published literature on banking training programs

contains only two reported efforts similar to the present

research. The first of these is a series of articles

3 3Haggerty, op. cit.

3 4Clarke, op. cit.
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published in Banking during the latter part of 1957 and first

quarter of 1958. Banks were asked to describe their training

programs so that others might benefit from their experience

in the training field.3 5  The responses vary from the ridic-

ulous to slightly sophisticated. One bank even states that

only two of the last fifteen trainees hired made officers in

36less than ten years. Another starts all trainees in the

37mail room. Some of the more sophisticated banks report the

use of conferences, classroom training, and specified job

rotation in an effective manner.

The second of the similar studies elaborates considerably

on training techniques as used in bank development programs.

In 1956 and then again in 1961, Phillip Moore, president of a

private research firm, surveyed the 308 largest banks to find

out the extent of sophistication in bank training efforts. This

report contains significant differences in the two studies,

indicating considerable forward progress in bank training.3 8

Comprehensive coverage of training from a general stand-

point is available in the published .literature. -However, not

35 "Bank Training Programs Vary Greatly," Banking, L
(December, 1957), 56-67.

36 JohnL. Cooley, editor, "Executive Training Clinics,,"
Banking, L (December, 1957), 54-55.

37 Ibid.

3 8 Phillip W. Moore, "The Growing Interest in Executive
Development," Banking, -LIV (January, 1962), 50-51, 117.
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enough specific, current information on banks is available.

Therefore, Chapter III includes the results -of a survey to

gather this specific data.

Several of the questions appearing in .Phillip Moore's

survey are also in the survey of this research study.



CHAPTER III

BANKING INDUSTRY .SURVEY

The current literature on .training programs in banks is

relatively limited. A few articles appear in the regular

banking periodicals, but these are more questioning-type

articles than.informative writings. It seems as if an author

is always ready with an article on "Where Do We Stand?",

"Where Do We Go From Here?", or "Where Did We Go Wrong?"

Invariably, the author winds up his effort with the admoni-

tion, "if we don't get on the ball, banking is doomed."

Reflective or self-analytical articles can be helpful; how-

ever, little specific, useful .advice is offered by the authors

of these articles.

To get current, realistic data about training in banks,

a short survey was sent to sixty-eight banks across the nation.

The feedback from these banks is quite revealing although not

too surprising. The following analysis of the responses

indicates the wide range of training sophistication today

among banks of similar size to 'Texas Commerce.

Of the sixty-eight questionnaires, thirty-six replies

are included in the results. No attempt is made here to

quantify this data for use as statistically significant fig-

ures. The attempt is not to prove anything statistically,

31
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rather it is to find out what other banks are doing. There-

fore, all questions are discussed in terms of total information

received rather than being analyzed on a statistical basis.

Question one is, "Does your organization .have an officer

development program?," and question two is, "when did the

program originate?" Of the thirty-six banks replying, thirty

have an officer training program, and six do not. After look-

ing at the responses of the banks reporting no training program,

it is evident that some banks simply do not like the term

training program and are actually using job experience

activities exclusively for training purposes.

The training programs currently in use have been in

effect for some time. Only one program is reported under

three years old. Three programs are reported in effect for

four years and three others between five and nine years. The

rest are over ten years old. Eight of these are over fifteen

years old. This seems to support the statements in chapter

one about banking's long-time interest in the training field.

Items three and four are "What are the major objectives

of your program?," and "Outline the specific training experi-

ences/activities used to accomplish these objectives." It is

on question number three that there seems to be the most

accord among banks replying. Only five different major

objectives can be distinguished .from among the many responses.

All of these objectives are mentioned by the participants.
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Some banks stress one objective more than another, especially

in branch versus non-branch situations, but the consensus is

fairly obvious. The objectives are. (1) to prepare the

quantity and quality of personnel for lending .officer posi-

tions as demand dictates (2) to train future lending officers

and accomplish production of routine work at the same time;

(3) to properly prepare BBA's and MBA's for commercial lending,

credit, or branch management as assignments; (4) to give broad

general exposure to operations and management; and (5) to

orient trainees to the banking industry and the organization.

In order to accomplish these objectives, the banks are

employing a wide variety of training and job experience

activities. Heavier emphasis is on the job experience

activities in the majority of the banks. To summarize data

for this question, the responses are split into two categories:

training activities and job experience activities. The number

of times each activity is mentioned .is indicated in the table

below.

TABLE II

ACTIVITIES REPORTED BY THE SURVEYED BANKS

Training Activities Job Experience Activity

(12) Credit Classes (13) Credit Assignment
(4) Operating Classes (4) Operations Assignment
(3) Sales Training (3) Loan Documentation
(1) Management Training Assignment

(7) Branch Assignment
(12) Loan Division Assignment
(3) Miscellaneous Assign-

ments
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While details are somewhat sketchy, the explanations

usually include a sentence or two about rotating job assign-

ments through the areas indicated in the table, with exposure

and experience seemingly the major objectives.

Question five, "How many trainees are currently in your

officer development program?," is included to find out how

extensive the training effort is in the responding banks,

Twenty-two of the thirty-six reporting such training programs

currently have over ten trainees in .their program. All of

the branch banks report over twenty-five in their programs at

present. Only one bank has less than five. This would seem

to indicate that banks are currently investing large sums of

money, energy, and time into their officer development pro-

grams.

Items six and seven are included to see how the banks

are determining whether or not the programs are successful.

Item six is, "Describe your performance appraisal procedure

for trainees." The responses, again, are tremendously varied.

The most frequently reported procedure is a semi-annual formal

review system. This response is made by ten banks. Six banks

report formal written evaluations at the conclusion of each

training module. Only one bank reports formal evaluations on

less than .a twice-a-year basis. The most commonly reported

procedure regarding who performs the review is to have the

line manager or officer responsible for supervising and

instructing the trainees to conduct the review. The staff
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training man generally conducts follow up reviews at a later

date. Few responses indicate a sophisticated performance

evaluation system. One bank reports use of pre- and post-

tests for training activities and objectively measured

performance ratings in job experience activities. The rest

report such performance evaluation measures as how a trainee's

work compares with the best analysts and loan officers.

Instructor critiques and graded exercises are also utilized

extensively.

Responses to question seven reveal the major weakness in

the programs of -most banks. The question is, "How do you

measure the effectiveness of your program?" The responses of

all but one bank indicate minimum effort devoted to actually

evaluating the training program itself. Trainee feedback,

low turnover, and job performance after the program are the

most frequent responses (four banks report all three). A

distressing fact is that none of -these elements can measure

specifically the effectiveness of the training program. Good

job performance and .low turnover are especially poor measures

when used alone. Both may result in spite of the training

program just as easily as because of the training program

for there are many elements affecting these two items.

Trainee feedback is relatively useful as an indicator of the

program's effectiveness. Other measures reported are equally

inadequate to measure the training program when used
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exclusively. Some of the other responses are the program's

ability to meet personnel needs, management acceptance of

trainees, and number of division and department managers who

come through the program. Only one bank reports formal

evaluation of the program in relation to predetermined

objectives.

Question eight is included to determine, "Who is

responsible for the training program in your organization?"

Twenty-five report responsibility rests with the training

director, personnel director, or employee relations director.

Three banks report the responsibility being assigned outside

the personnel function. The most frequent response is train-

ing director, training manager, or training coordinator.

Seventeen banks report this position in their response. The

amount of time, money, and effort mentioned previously, plus

the responses to this question, certainly seem to indicate

that banks are committed to the training and development

effort.

Questions nine through twelve are included in the survey

to develop information for comparison on those banks which

report not having a formal training program. Only six banks

report having no formal training programs, and their responses

to question nine, "How do you prepare new employees to assume

loan officer positions?" are similar. Job experience assign-

ments are reported in credit, loan documentation, and specific

lending divisions.
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Responses to question ten, "What advantages-do you feel

this method has over the training program?," are most interest-

ing and are indicative of a lack of sophistication in the

training field on the part of the reporting banks. The

advantages can be summarized in two specific responses. One

is, "A guaranteed job is available while learning is taking

place." The other is, "Learning is related directly to the

area of responsibility." Both responses indicate insufficient

knowledge of training and how.these principles can be employed

successfully. If the training activity is designed and

implemented properly, the learning is directly applicable to

the job situation. If the training program is worthwhile,

the trainee has a contribution to make and is performing job

duties while in the program.

Response to question eleven, "How many people do you hire

annually as loan officers?," shows that these six banks

actually do not hire enough new employees each year to justify

an extensive training effort. The range of new hires annually

runs from two to eleven in these banks.

Question twelve, "Who has the responsibility for this

procedure?," shows the responsibility being placed in the

personnel function.

In summarizing the data, a few general conclusions are

apparent from the survey. First, banks have been in the

officer training business for a relatively long time. They
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have committed considerable resource and effort to making

their programs succeed. However, they are still proceeding

in an unsophisticated manner. Many banks charge the respon-

sibility for their program to the realm of personnel

administration and have professional training -personnel to

administer -the program.

The single glaring weakness in bank officer training

programs is the lack of meaningful evaluation of the program

and participant performance due to poorly defined program

objectives. .Apparently, considerable effort needs to be

directed toward clarifying program objectives, carefully

selecting activities to accomplish the objectives, and

designing a useful evaluation procedure to monitor -results.



CHAPTER IV

RECOMMENDATIONS

The officer development program recommendation which

follows incorporates as many of the principles of training

and as much of the successful programs of other banks as

could be used at Texas Commerce Bank. The program is

presented in the same sequence recommended .in the general

training section of the review of training literature.

Primary considerations are, (1) determining needs, (2)

establishing measurable objectives, (3) defining specific

training activities, (4) developing workable evaluation

procedures, and (5) fixing organizational responsibility for

the overall program. Secondary emphasis .is on (1) select-

ing and preparing trainees, (2) securing facilities and

equipment, (3) determining outlines, schedules, and timetables,%

(4) costing and budgeting the program, and (5) selecting and

preparing trainers. Organizational environment, management

support, and personnel involved at Texas Commerce are the

principal factors which influence primary emphasis for the

program. Secondary emphasis areas are the strengths of Texas

Commerce Bank, and rather than extensively revise or change

an area of strength, an effort is made to build on these

strengths, thereby improving the weaknesses.

39
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Training Needs

The seven commercial lending division managers, loan

administration division manager, president, chairman of the

board, marketing director and personnel director were

interviewed to elicit ideas about our commercial loan officer

training needs. The investigation identifies major areas of

specific needs as follows: Financial Analysis/Decision Making

Skills, Customer Relations Skills, and Organization Capability

Knowledge. Thirteen specific needs can be identified under

these three major headings; five in the technical or financial

area, four in the customer relations area, and four in the

organization capabilities area.

TABLE III

TRAINING NEEDS IDENTIFIED AT
TEXAS COMMERCE BANK

Financial Analysis/ Customer Organization
Decision Making Relations Capability

Skills Skills Knowledge

Credit Analysis and Business Develop- Services
Investigation ment Available

Loan Documentation Interpersonal Competitive
Communication Position

Lending Policies and
Procedures Evaluation of Goals and

People Objectives
Legal Implications

Marketing Strategies Personnel
Loan Pricing Policies
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Division managers rank the importance of various needs

differently. However, they all agree these are the specific

needs to be met by our officer training program.

Objectives

It is a relatively easy process to develop the objectives

for the recommended program from this list of needs. Each

objective is stated in accordance with important guidelines.

First, each objective relates to a specific need, and second,

each objective statement is valid according to the criteria

for good training objectives. The objectives are classified

in the same three major headings as the training needs.

Within the Financial Analysis/Decision Making Skills

heading, seven objectives are recommended as follows:

(1) At the conclusion of the orientation phase of train-

ing, the trainee will be able to achieve at least a score of

75 per cent on the commercial banking regulations quiz.

(2) Each trainee will participate in and receive

satisfactory ratings in the classroom training series. This

will include one credit seminar, two mock loan committee

meetings, and the department manager's organization classes.

The trainee will attend classes during his first twelve months'

employment.

(3) Prior to beginning analytical work, a'trainee will

demonstrate the ability to conduct legal, useful credit

inquiries on the telephone. A minimum of three inquiries will

-WIll
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be satisfactorily completed on the customers of at least

four different lending divisions.

(4) At the conclusion of the training program, the

trainee will be able to specifically and accurately discuss

the principal points of Texas Commerce Bank's lending

philosophy, policies, and procedures, both in general and in

relation to particular loan customers. In an interview with

a lending division manager, the trainee must discuss loan

limits, lending principles, loan pricing, and loan security

to the satisfaction of the division manager.

(5) At the conclusion of the training program, a trainee

will be able to spread, analyze, and prepare a recommendation

on any credit application within the time schedule requested

by the loan officer. -The analyses and preparations will need

no revisions when reviewed by the credit manager on at least

90 per cent of all analyses completed; with a minimum of ten

analyses having been completed during the assignment.

(6) Upon completion of the training program, a trainee

will be able to accurately determine the rate to be charged

on at least nine of any ten loan applications.

(7) Before assignment to a lending division, a trainee

must be able to describe the procedure for securing the bank's

interest in the various loans the particular division makes.

The loan operations manager will review the descriptions and

must indicate the trainee knows enough about loan documenta-

tion to assume lending responsibility.
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It should be mentioned that these are the major objec-

tives of the overall program. -Each of these objectives has

a number of more specific sub-objectives which relate directly

to training activities. Sub-Objectives are discussed in the

training activities description.

Under the Customer 'Relations Skills heading, five major

objectives are recommended:

(1) Upon completion of the orientation .tour, each trainee

will be able to satisfactorily outline the major points in

the Texas Commerce Bank marketing philosophy. These outlines

are evaluated by the marketing director, and the outline must

be judged satisfactory before the next training step is begun.

(2) At the conclusion of the orientation tour, each

trainee will demonstrate a general knowledge of the bank's

major customers, important corporate relationships and civic

endeavors. -Written outlines are submitted to the training

director, who evaluates the work.

(3) Before assignment to a lending division, each trainee

will demonstrate the ability to conduct productive business

development calls. The trainee is to receive satisfactory

grades on three videotaped role plays of business development

calls. The basis -for these evaluations will be the selling

guidelines taught in the sales training.class.

(4) Upon conclusion of training, the trainee will be

able to define the basic concepts of good oral communication.
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Satisfactory competence must be demonstrated during the

training program in communicating effectively with the loan

prospect ,the dissatisfied customer, an emotionally upset

person1 supervisors, subordinates, and .co-workers.

(5) Prior to moving into a commercial lending division

each trainee will be able to develop necessary personal

information through an interview for accurate character

judgments on at least 75 per cent of the applicants inter-

viewed.

Under the Organization Capability Knowledge heading,

four objectives cover the developed needs:

(1) Before completion of the orientation tour, each

trainee will develop his own set of organization charts

illustrating division responsibilities, personnel, and

relationships to the overall organization. The charts must

be approved by the training director prior to the trainee

being assigned to the next training phase.

(2) Upon completion of the department manager's classes

on the organization, each trainee must demonstrate an extensive

understanding of the bank's historic, present, and projected

competitive position in the industry. Knowledge of the bank's

specific services and capabilities must be satisfactorily

demonstrated to the appropriate department manager.

(3) Upon completion of the training program, the trainee

will be able to accurately explain personnel policies, benefits,
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services, and responsibilities which apply to him as an

officer of the bank.

(4) After the organization classes, the trainee will be

able to explain the budgeting process and.financial planning

system Texas Commerce Bank uses to determine if the bank is

achieving its planned goals.

Training Activities, Job
Experience Activities

Success of the training program depends heavily on the

training activities. Therefore, the recommended activities

are carefully selected to insure maximum transfer of knowledge

and ability from the program to the first job. The suggestions,

ideas, complaints, and desires of the commercial division

managers play a significant role in the selection process.

Activities are simulations of real job problems. Included in

this section are the job experience activities which go along

with the training activities. The activities are listed under

the three major headings described in the previous section on

objectives. The activities are presented in outline format for

clarity and consistency.

Financial Analysis/Decision

Making Skills

Activity.--The American Banking Association programmed

learning course in financial statement analysis is the first

learning phase for a new trainee assigned to credit.
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a. Purpose: The purpose of this activity is to

enable a trainee to demonstrate understanding and

ability to work with the basic principles of financial

statement analysis in preparation for assignment to the

credit analysis section. Specifically, the trainee will

be able to demonstrate, ability to (1) spread financial

statements in the prescribed manner, (2) properly use

ratio analysis and trend analysis, and (3) interpret

performance statements and peak debt position.

The programmed course starts the trainee in his

credit assignment and equips him with a good financial

analysis background. Using the course as a measurement

before and after the assignment, it not only works as a

measurement of learning in the course but also as a pre-

test of knowledge prior to the next job assignment.

b. -Format: Financial Statement Analysis is a

programmed, self-scored study course. It is a series of

four exercises progressing from the basics of statement

spreading to the advanced techniques of financial

analysis.

c. Instructors: A credit analyst is available

for help or guidance if needed by the trainee; however,

no instructor is required for administering the course.

d. Performance Evaluation: A post-test gives the

trainee and trainer immediate feedback on trainee

knowledge of the material.
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Activity.--The American Banking Association publishes

another excellent basic program entitled Loan and Discount

Programmed Instruction Course. The four books in this

series closely follow the format of the four financial

analysis books.

a. Purpose: The Loan and Discount activity

teaches the fundamentals of loan documents to the

trainee. -At the conclusion of this activity, the

trainee should be able to identify the types of

promissory notes, secure collateral, recognize correctly

drawn loan agreements, explain the process of attaching

receivables, inventories, and other forms of collateral,

and outline conditions of negotiability.

b. Format: The course is programmed instruction

booklets with post-tests for each lesson. The programmed

format guarantees a flexible course which accomodates

individual learning speeds.

c. Instructors: The training director evaluates

performance, and the loan operations manager is avail-

able for guidance if needed.

d. Performance Evaluation: A post-test at the end

of each unit gives the trainee immediate feedback on

knowledge gained.

ActivitV.--A mock loan committee meeting is a classroom

training activity which occurs once each quarter.



48

a. Purpose: The activity is designed to closely

simulate the actual loan committee meetings at Texas

Commerce. After completing two of these exercises,

the trainee is prepared .to make acceptable loan presenta-

tions as outlined in the performance evaluation section

below.

b. Format: A meeting consists of one and one-half

hour discussions of loan proposals. The trainee analyzes

a credit application, constructs the loan presentation,

and makes the presentation before a committee composed

of senior lending officers. The officers make a

committee decision on the outcome of each presentation.

Each trainee's presentation is videotaped for analysis

and direct feedback.

c. Instructors: The credit section manager serves

as committee chairman and performance evaluator on the

technical part of the presentation. The training ,

director helps evaluate the presentation for style and

communication ability.

d. Performance Evaluation: The presentations are

video taped and analyzed by the credit section manager

and the training director. Technical evaluations are

prepared by the credit manager, and technique evalua-

tions are prepared by the training director. Each

trainee then reviews his presentation with the training
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director and receives -verbal, written, and visual

feedback on his performance. Each trainee must make

at least two satisfactory presentations prior to being

assigned to a lending division.

Activity.--A Loan Administration class series is the

second type of classroom training :activity for the trainee.

a. Purpose: The Loan Administration classes are

advanced classes designed to round out the trainee's

knowledge in the Financial Analysis/Decision Making

area. At the conclusion of these classes, the trainee

can demonstrate -ability to (1) determine proper

interest rates for various types of loans, (2) discuss

and apply the elements of the Texas Commerce lending

policies and procedures, and (3) initiate and follow

up on procedures relating to problem loans.

b. Format: One hour sessions are held twice

weekly for four weeks. Each class consists of case

studies and individual problem solving exercises from

the actual loan files. A trainee presents written case

recommendations and problem solutions. In addition,

two trainees per session present their solutions to the

class, and the other participants critique the presenta-

tions and solutions.

c. Instructors: -The loan administration manager

instructs the classes and evaluates performance.
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d. Performance Evaluation: The written case

solutions and problem solutions serve as primary

evaluation tools. Each problem or case turned in is

graded by the loan administration manager. In addition,

each trainee is tested on course content prior to and

upon conclusion of the classes. The test is to be in

the form of a case study prepared by -the loan administra-

tion manager.

The loan administration series increases the trainee's

knowledge sophistication about the lending process and

teaches him to function more effectively as a loan officer.

The other activities under Financial Decision Making are

job experience activities primarily. While on-job training

occurs to some degree, each trainee should be ready to produce

before assignment to one of these activities. Again, the

primary function of these activities is applying the skills

and knowledge taught in the class training activities.

There are two job experience activities recommended for

inclusion.in the Financial Decision Making category. One is

as a credit analyst in the credit.section of the -loan adminis-

tration division.

Activity.--Credit Analyst is the first specific job

assignment most trainees receive.

a. Purpose: The analyst assignment gives the

trainee a broad application experience in all types

of-credit analysis and.investigations. The spreads,
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analyses, and presentations produced by the analyst are

actually used by the lending officers in on-job situa-

tions. The experience with a variety of divisions also

allows the trainee to begin deciding which division is

most attractive to him for a future assignment.

b. Format: The trainee functions as a regular

employee in the credit section of loan administration.

The trainee handles routine credit analysis and

investigation work as assigned by the analyst super-

visors.

c. Instructors: The analyst supervisor and credit

section manager supervise the activities -of the trainee

while in this assignment and conduct on-job training.

d. -Performance Evaluation: The trainee receives

written and verbal evaluations on each completed analysis

project. In addition, if a regular formal performance

evaluation falls during this assignment, the credit.

section manager performs the review. Volume, quality,

and timeliness are the primary job evaluation measures

in this assignment. Loan officers for whom .the trainee

prepares analyses also supply performance evaluation

information to both the credit section manager and the

training director.

Activity.--A loan operations representative is the other

financial analysis job assignment.
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a. Purpose: The trainee must be able to properly

secure the bank's interest in every loan situation. In

this assignment, the trainee applies what he has learned

in the loan documentation training activity. The

trainee secures notes, takes collateral, and properly

writes loan agreements for actual loan customers. This

experience is also designed to allow the trainee to apply

his learned skills in a wide variety of loan situations.

b. Format: The trainee actually works in two jobs

during this assignment. First, at the teller back-up

desk, the trainee applies his skills in the areas of

collateral, interest rates, administration, and the

loan filing system. In the second job as a loan teller

the trainee prepares loan documents and agreements and

takes collateral for the loan officers and customers

with new loan situations.

c. Instructors: The assistant manager of the

loan operations section is the supervisor of the trainee

while he is in the loan operations assignment. It is

the assistant manager's responsibility to instruct the

trainee -and evaluate his-performance.

d. Performance Evaluation: Performance on the job

is closely monitored by the assistant manager, as mistakes

in this particular area of the bank are disastrous.

Accuracy, volume, and thoroughness of work are the key
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evaluative factors on .the loan operations job. If the

trainee's formal performance evaluation date occurs

during this assignment, he is reviewed by the loan

operations assistant manager. Upon completion of the

job assignment, the assistant manager discusses overall

trainee performance with the training director. The

training director then includes this information in the

next formal review for the trainee. The evaluation

interview in either case is conducted by the training

director.

All trainees either complete each of the above activities

or demonstrate the necessary skill levels to make the activity

unnecessary. This can be done through achieving a satisfactory

rating on the post-test for -any one training activity. The

following activity is optional and will only be experienced

in special cases.

Activity.--The American Institute of Banking courses are

required for trainees with insufficient finance and accounting

education.

a. Purpose: The courses enable a trainee with

inadequate education to acquire a basic understanding

of the principles, language and techniques of finance

and accounting.

b. Format: Entry level college classes are taught

by AIB instructors on the same basis as a three-hour
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course in college. Lecture, discussion, cases,

problems, and written papers are all a part of the

courses.

c. Instructors: The instructors for these courses

are bankers from the Houston banking community. Usually

they are either financial accountants, internal auditors,

or commercial loan officers.

d. Performance Evaluation: Written tests and

assignments are graded and a final grade is given as a

measure of performance in the course.

Customer Relations Skills

Activity.--The Wilson Learning Corporation's Counsellor

Selling course is the only training activity recommended in

this area.

a. Purpose: Counsellor Selling is designed so a

trainee is able to demonstrate satisfactory knowledge

of the techniques of being a banking counselor. The

trainees are able to identify and explain the customer

relations considerations that make customers and

prospective customers eager to do business with the bank.

b. Format: Forty class hours of training combining

the behavioral sciences, and communication skills are

included in this course. Counsellor Selling is designed

to be completed .in .five full-day sessions. The course

combines programmed text material, role playing
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activities, practice sales calls, and skill building

exercises.

c. Instructors: One of the commercial lending

division senior officers or a division manager instructs

the course. .All instructors complete the instructor

training course before -teaching the course.

d. Performance-Evaluation: The trainee writes

exams, is videotaped and receives peer group critiques

during the course for performance evaluation. The

instructor and training director both review performance

at the conclusion of the course.

Two on-job experience activities are in the customer

relations phase of the training program, and both are in the

Family Banking Center. Family Banking is the retail lending

division in the commercial banking department. The customer

contact frequency is very high in this division; therefore,

it presents excellent application opportunities for the

customer relations skills.

Activity.--A new accounts representative is the first

assignment in the Family Banking Center.

a. Purpose: The job allows the trainee to apply

his customer -relations training in a high volume contact

position. A trainee deals with customers ranging from

extremely rich to extremely poor and from quite happy to

those who are extremely upset. His primary purpose in
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this job is to open new checking or savings accounts

and to sell as many of the other bank ,services to the

customer as :he might need.

b. Format: As new accounts representative, the

trainee works in the Family Banking center and serves

customers coming into the lobby. He is also given a

number of prospective customers to call on for new

business development.

c. Instructors: The manager of the Family Banking

center is the supervisor and main instructor during the

trainee 's assignment to this area.

d. Performance Evaluation: The division manager

is responsible for evaluating the trainee's performance

and uses criteria such as number of new accounts opened,

number of calls made, results achieved on these calls,

number of additional services sold to a customer

seeking only one service, and customer compliments or

complaints. If the trainee's regular formal performance

evaluation occurs during this assignment, the division

manager conducts the review.

Activity.--Installment loan representative is the second

assignment in Family Banking.

a. Purpose: This activity has the same objectives

as the new accounts representative with one addition.

The trainee must apply both his customer relations
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training and financial analysis training in dealing

with the customer. In this assignment, the trainee

must demonstrate ability to produce loan accounts.

b. Format: This assignment has the same format

as the new accounts representative assignment.

c. Instructors: The division manager is respon-

sible for guidance and instruction.

d. Performance Evaluation: This also follows the

same pattern as the new .accounts representative.

Organize ation Capability
Knowledge

In the third major category of needs, three training

activities are recommended to accomplish the objectives.

Activity.--Organizational information classes give the

trainee a good overall perspective of the divisions.

a. Purpose: The department manager's organiza-

tional class series enables the trainee to demonstrate

a thorough knowledge of the organizational structure.

Also, it enables the trainee to identify the major

services of each organizational unit, the relationships

between organizational groups, and the competitive

position of the bank in regard to each of these services.

b. Format: The classes are held twice weekly for

two hours per session, and thereare ten sessions. The

classes are group discussions and involve considerable

trainee-instructor dialogue.
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c. Instructors: Each department manager and the

president conduct two sessions.

d. Performance Evaluation: A written examination

over the class series is administered by the training

director at the beginning and end of the training

series. -Each trainee's performance is based on how

specifically and completely he identifies the organiza-

tion staff, functions, services, and competitive position.

In addition, class participation effects the evaluation

of performance. The trainee is expected to ask ques-

tions and respond to specific questions during the

classes.

* Activity.--Quarterly organizational update meetings are

held to acquaint the trainee with late developments effecting

the organization.

a. Purpose: The update meeting enables .the trainee

to understand and explain new developments of importance

in-the banking industry.

b. Format: Quarterly meetings are held to discuss

current topics of interest to Texas Commerce and the

banking industry in general.

c. Instructors: The instructors for these

meetings are chosen on the basis of expertise, instruc-

tional ability, and closeness to the development or

topic to be discussed.
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d. Performance Evaluation: Written examinations

given prior to and at the end of the session are used

to evaluate the activity.

Activity.---An orientation tour of the operations and

banking divisions is the beginning of the program for most

trainees.

a. Purpose: The tour is planned so the trainee

is able to demonstrate a clear understanding of the

organization structure and relationships. He is able

to identify names,. function, and locations throughout

the organization.

b. Format: The trainee follows a schedule of

division interviews for the first twenty-one working

days in the program. In each interview, the trainee

develops an organization chart, basic function list,

and staff profile.

c. Instructors: The orientation phase is

coordinated by the training director, and each division

manager is responsible for the instruction .in his unit.

d. Performance Evaluation: The division managers

evaluate the trainee on his effort in the division visits.

The training director reviews the performance appraisals

with the trainee at the conclusion of each visit and at

the end of the total tour. The trainee submits his

charts, lists, and profiles for evaluation, one unit at

a time.
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Upon successful completion of all thirteen major

activities, the trainee is ready to move into a commercial

lending representative position. His on-job training

continues, but he is no longer considered a member of the

officer training program.

Workable Evaluation Procedure

Consistency, objectivity, immediate feedback, and

regularity are the critical factors which influence the

program evaluation procedures. The overall evaluation

process involves several component evaluation systems. The

performance of trainees, the training activities themselves,

and the instructors all must be evaluated.

In measuring the trainee's performance pre-tests, post-

tests, and delayed follow-up measurements are utilized

throughout the program. Videotape role plays, oral presenta-

tions, and interviews serve as good performance evaluation

tools. In the table below each training and experience

activity is listed, and the recommended evaluation procedure

is checked as it applies to the particular activity. Evalua-

tion tools are recommended to evaluate trainee performance;

however, if each trainee consistently evaluates poorly in an

activity, this might be an indication that the activity itself

needs a careful evaluation. In every case a trainee's

reaction to the activity and supervisor or instructor is

solicited.
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TABLE IV

RECOMMENDED EVALUATION TOOLS FOR THE TRAINING
AND JOB EXPERIENCE ACTIVITIES
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ABA Statement
Analysis Course X X X X

ABA Loan and
Discount Course X X
Loan Administra-
tion Seminar
Credit Analyst
Assignment
Loan Operations X X X XAssignment
Mock Loan
Presentations X X X X

AIB Basic
Banking Courses XXX
Family Banking
Installment Loan X X X X X
Assignment
Family Banking
New Accounts X X X X X
Assignment
Counseller

X X X X XSelling Course
Orientation
Tour X X X

Department X X XManagers
Class Series
Quarterly X
Updates
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The evaluation procedures should give meaningful program

revision information and reduce trainee frustration.

In order to assure consistency, objectivity, and measure-

ment based on performance, the evaluations of all trainees

should be written. Only behavior relevant to achieving the

stated goals of the activity are to be considered. Written

evaluations encourage regular feedback, because the evaluator

is required to process the form immediately upon completion

of the activity. The sample forms in the appendix are

recommended for the -program and illustrate the points outlined

thus far.

With a written evaluation system, the trainee knows

immediately where he stands on each major objective in the

program. He can clearly see where his performance is above

or below expectation and can make improvements on .the basiis

of specific information. It is recommended that each trainee

be counselled in a formal performance interview at least

quarterly while in the training program.

Organizational Responsibility

The training program was an unassigned responsibility

in Texas Commerce as of 1970. There was a scheduling clerk

in personnel handling the coordination of activities, the

trainees were counselled informally by a senior loan officer,

and the manager of operations was handling official hiring,

placement, and performance reviews. No individual had
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responsibility for the program. Therefore, it is necessary

to establish clearly who is responsible for the program

hereafter.

On the basis of the present research, it is evident that

most banks place primary responsibility in .the training and

development organization unit or in personnel. Certainly,

the program should .be managed by -the training director. The

program design and implementation should be his direct

responsibility. It is further recommended that the training

director be responsible for coordination. of schedules,

conducting quarterly performance reviews, counselling with

trainees about performance and problems, monitoring all

program evaluation feedback, and making program revision

recommendations as necessary.

This recommendation is based on two factors. First,

the training director is the most knowledgeable person in

the organization regarding training and development programs.

He is the most qualified to effectively manage a training

function. .Second, the training director's primary respon-

sibility and .the foremost factor in measuring his performance

is producing programs that work. He does not have to worry

about producing loans and deposits first and good trainees

second .as a loan officer would. Therefore, he is more likely

to devote the time, effort, and enthusiasm to -making the

program effective than the loan officer.
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The loan officer and .line division managers should have

important responsibilities in the training effort. Their

responsibilities are different from those of the training

director. The supervising loan officers or division managers

serve as teachers and evaluators of the trainees. Their total

effort is teaching the trainees technical skills and abilities

and evaluating application of the newly acquired knowledge.

They should be responsible for their inputs to the program

only. The training director should be held accountable for

the results of the entire program.

Securing Facilities and Equipment

The facilities and equipment necessary for the program

are available and have been for many years. There is a

comfortable and well equipped training room with all the

necessary training aids. Videotape equipment through black-

boards are available for all classroom training activities.

On each job experience activity, the trainee is assigned a

particular desk, necessary equipment, and supplies. Since

this is an organizational strong point, no further -recommenda-

tions are made to improve this aspect of the program design.

Determination of Timetable

and Schedules

It is recommended that time be disregarded at the out-

set due to the fact that time has been the sole evaluative

factor for so long. Instead, it is recommended that the
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trainee be allowed to move at his own pace, strictly on

the basis of accomplishment of objectives outlined in the

training and job experience activities. Eventually, some

realistic, experience-based time parameters can be placed

on the program. Implementing this recommendation removes

the temptation of managers to rely on time in evaluating

the performance of the trainees. It forces them to be more

result-conscious.

In contrast, a definite schedule of the program from

beginning to conclusion is recommended. The following chart

illustrates an order which is a logical progression allowing

for each activity to build on and expand the preceding one.

Moving through the.program should be a progressively more

complex learning experience. The schedule is based strictly

on achievement objectives, and no time recommendation is

desirable at this time. The trainee goes through all initial

activities before entering intermediate activities, inter-

mediate.before advanced, and the advanced training immediately

preceeds assignment to a lending division. It is definitely

recommended that trainees start the program individually

and.proceed through it at individual pace. The only group

activities will be the classes. It is recommended that each

class be held twice a year. Holding them once early in the

year (first quarter), and then again late in the year (end

of the last quarter) assures that class availability matches
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trainee progress. The two times coordinate well with most

trainees entering the program from college campuses.

Budget and Program Costs

Each functional unit in the Texas Commerce organization

budgets in a very sophisticated .budgeting process which has

been successful for several years. Under this system, the

training director is required to budget expected costs for

all training and development efforts for the next year.

Since the system is working well and since the program has

always received the financial support to make it possible,

no new recommendations are made for this factor.

Selecting and Preparing Trainers

Competent, conscientious, enthusiastic people make up

a large part of the staff at Texas Commerce Bank. Since the

selection of instructors is limited to available staff, this

is indeed fortunate for the training director. The only

thing .the training director must be concerned with Ia

adequately preparing the staff members to instruct both on

the .job and in the classroom.

In order to prepare line officers and managers to be

good trainers, three efforts are recommended. First,selected

reading material is to be made available to the prospective

trainer. This material includes principles of learning, on-

job training procedures, classroom training techniques, and

training aids utilization. Second, all instructors are
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evaluated in written feedback from the trainees in regard

to their performance as trainer. Finally, videotape practice

sessions are available for the instructors to provide direct

performance feedback.

The training director's job is to see that instruction

is of a consistently high quality throughout the on-job

experiences and training activities. Therefore, it is

recommended that the training director meet quarterly with

trainers to review the program and their instruction efforts.

Conclusion

Only time will tell whether or not the recommendations

in this chapter will produce -a successful program. It is

possible to say now that a bank officer.development program

can be developed on the basis of good training principles.

It can also be said that with an enthusiastic, serious effort

most banks -could greatly improve their training and development

programs. They could do so by moving away from the age-old

traditions of time evaluated, experience only training pro-

grams and moving toward objective oriented, performance

evaluated training programs.

This effort is underway at Texas Commerce, and.hopefully

the results will soon be-evident.,
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~ONN~1~.70UETIONNA IRE.

1. Does your organization currently have an Off icei Development Program?
(If your answer is "no" proceed to question #9).

yes

no

.2 When did the program originate?

3. What are the major objectives of your program?

4. Outline the specify ic training experiences/activities used to accom-

plish your objectives?

5. How many trainees are currently in your Officer Development Program?
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6 Describ.e your performance appraisal. procedure for trainees.

7 How do you measure the effectiveness of your program?

8. Who is responsible for the training program in your organization?

position (functional title

organization unit depth . division,
section, etc.)

*** Answer questions 9 - 12 only if your answer to question #1 was "no".

9. How do you prepare new employees to assume loan officer positions?
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10. What advantages do you feel this method has over the training program

approach?

11. How many people do you hire annually to develop as loan officers?

12. Who has the responsibility for this procedure?

.- position, (functional title)

organization unit depot. , divi-
sion, section, etc.)

*** Check here if you
survey replies.

would be interested in having a summary of the

Send to: Name

Title

Bank
Address
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PRE-TEST FOR

MEMBER BANK MANAGEMENT TRAIN TING PROGRAM

1. Describe the most important performance measures we
use to gauge relative success of our member banks.
Include a brief, specific explanation of what factors
effect these measures, how and why.

2. How do you select media for your advertising efforts?

3. What should you consider in making selections for

your Board of Directors?

4. Describe your approach to motivation of others? What

do you feel are important considerations in getting
people to work for you willingly and consistently?

5. Discuss our budgeting process. Why do you think this
will or will not be an important tool for you as a
bank manager?

6. What factors do you feel are most important for the high
turnover in non-exempt jobs?

7. What should be most emphasized in your business develop-
ment programs?

8. Identify several areas of community involvement which
would be highly desirable for your bank to actively
support.

9 List: several of the legal 'considerations, that have a
day-to-day effect on your banks operations and explain
their importance.

10. Discuss the planning process you feel is most effec-
tive in helping you plan - both short and long range.

11. What expertise in the following areas iss available to
you within the holding company and how do you make use
of it?

a. Loan Administration, Credit Analysis
b. Business Development
c. Data Processing
d. Personnel Administration

e. Advertising
f. Investments

g. Item Processing
h. Purchasing, Supplies, and Equipment
i. Expense Control & Profit Planning

j.. Profit Planning



1972 TRAINING CLASSES OUTLINE

I. Texas Commerce Bancshares

A. Session One Jody Grant (Nov. 14, 10:00 - 11:30 AM)

1. Holding Company Basics - Objectives, Strategy,
and Competition

2. Mechanics, Procedure & Legal Considerations

a. An Acquisition from Beginning to End

B. Session Two - Jody Grant (Nov. 16, 10:00 - 11:30 AM)

1. Current TCB Activity and Status of our Acquisi-

tions

2. Implications for Immediate Future

a. Business Considerations

b. Organizational Considerations

II. The Texas Commerce Organization

A. Session Three - Ben Love (Nov. 20, 2:30 - 4:00 PM)

1. Recent Historical Perspective - Growth, Compe-

titive Position, Organizational Developments

a. Planned vs. Actual
b. Key Factors & Events

2. Current Situation & Organization Philosophy

a. Short & Long Range Goals
b. Planning Process

c. Critical Performance Measures

d. Competition Considerations

B. Session Four - Ben Love (Nov.-22, 2:30 - 4:00 PM)

1. Important Organizational Relationships

a. Customers of Unique Importan e
b. Affiliate Banks
c. Civic, Political, & Other Relationships

74
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II. The Texas Commerce Organization (Cont'd.)

2. The Board of Directors

a. The Selection Process, Structure & Functions
b. Relative Influence & Actual Involvement

III. Texas Commerce Bank - By Departments

A. Session Five & Six - Tom McDade Investment Dept.

(Nov. 28 &-30, 10:00 - 11:30 AM)

.1. Functional Organization - Who Does What, Why, and
How

2. Objectives & Planning - Investment Philosophy &
Decision Process

3. Departmental Relationships

4. Measures of Performance - Criteria, Frequency &
Results

B. Session Seven & Eight-Harry Simms Trust Dept.

(Dec. 5 & 7, 10:00 - 11:30 AM)

1. Functional Organization

2. Objectives & Planning

3. Departmental Relationships

4. Measures of Performance - Criteria, Frequency &
Results

C. Session Nine & Ten - Jack Horner - Administration Dept.
(Dec..12 & 14, 10:00 - 11:30 AM)

1. Functional Organization - Who Does What, Why,
and How

2. Objectives & Planning - Philosophy & Decision

Process

3. Departmental Relationships

4. Measures of Performance - Criteria, Frequency &
Results

14,*
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III. Texas Commerce Bank - By Departments (Cont.d.

D. Session Eleven & Twelve - John Cater - Commercial
Banking Dept. (Dec. 19 & 21, 10:00 - 11:30 AM)

1. Functional Organization

2. Objectives & Planning

3. Departmental Relationships

4. Measures of Performance - Case Studies of Good
& Bad Accounts



INSTRUCTOR EVALUATION FORM

. ADVANCE PREPARATION - (Outlines, Pre-Assignments)

2., ORGAN IZAT ION & PROGRESS ION OF PRESENTAT ION -

3. QUANTITY & QUANTITY OF INSTRUCTIONAL MATERIALS - (Aids, Handouts,
Resource Material)

4. DELIVERY - (Speech, Mannerisms, Enthusiasm, etc.)

5. LEARNER INVOLVEMENT - (How much active participation, other than

listening)

6. BEST POINT ABOUT PRESENTATION -

7. ONE MOST NEEDED IMPROVEMENT -

Pers 1005 NS
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TEXAS
COMMERCE

BANK

NATIONAL ASSOCIATION

TRAINEE'S DEPARTMENTAL APPRAISAL REPORT

DEPARTMENT

DEFINE THE FUNCTION OF THIS DEPARTMENT AND BRIEFLY EXPLAIN HOW IT FITS IN THE

OVERALL ORGANIZATION.

HOW HELPFUL WERE THE SUPERVISORS AND EMPLOYEES IN TEACHING YOU THE FUNCTIONS

OF THIS DEPARTMENT?

WHAT WOULD YOU SUGGEST TO IMPROVE THE PERIOD OF TRAINING IN THIS DEPARTMENT?

WHICH OF THE TRAINING METHODS OR PROCEDURES IN THIS DEPARTMENT COULD BE UTI-
LIZED IN OTHER AREAS YOU HAVE BEEN TO?



TEXAS COMMERCE BANK NATIONAL ASSOCIATION
STAFF PLANNING

ANNUAL APPRAISAL REPO RT'

(CONFIDENTIAL)

APPRAISAL DATE:
NAME TITLE AGE:

DEPARTMENT AND DIVISION YEARS OF
SERVICE:

APPRAISED BY: HOW LONG YOU HAVE YEARS THIS
SUPERVISED OFFICER: ASSIGNMENT:

PRESENT RESPONSIBILITIES:
(BRIEF OUTLINE OF BASIC FUNCTIONS OR RESPONSIBILITIES AGAINST WHICH TO CONSIDER HIS PERFORMANCE.)

PERFORMANCE APPRAISAL
(RATE ON EACH FACTOR ON ACTUAL PERFORMANCE DURING THE PAST YEAR. EXPLAIN BASIS FOR YOUR RATING IN EACH
CASE. IF NOT APPLICABLE, STATE WHY.)

KEY

1-OUTSTANDING PERFORMANCE 4-GENERALLY AT EXPECTED LEVEL -
AVERAGE IN THIS FACTOR

2-CONSISTENTLY ABOVE EXPECTED LEVEL - 5-BELOW EXPECTED LEVEL
OCCASIONALLY OUTSTANDING

3-GENERALLY AT EXPECTED LEVEL - 0-NOT APPLICABLE
OCCASIONALLY ABOVE

FACTORS EXPLANATIONS

KNOWLEDGE AND SKILL

1. HIS KNOW-HOW:
The application of specialized or
technical training, or practical ex- 2
perience needed for the job.

3

4

5

0

ORGANIZING AND ADMINISTERING

2. HIS PLANNING: 1
The development and installation
of methods, procedures or sched- 2
ules and the economic use of time
to achieve desired results. 3

4

0



KEY: 1-OUTSTANDING PERFORMANCE 2-CONSISTENTLY ABOVE EXPECTED LEVEL -
OCCASIONALLY OUTSTANDING

3-GENERALLY AT EXPECTED LEVEL
OCCASIONALLY ABOVE

___________ ______________80

3. HIS ORGANIZING:
The utilization of subordinates'
time and abilities effectively to 2
maintain an efficiently operating
unit. 3

4

5

0

4. HIS TRAINING OF I
OTHERS:
The provision for training to meet 2
performance standards and for de-
velopment of those who show po- 3
tential.

4

5

0

5. HIS DELEGATING: I
The assignment of specific respon-
sibility and authority to subordin- 2
ates and the follow-up for perform-
ance. 3

4

5

0

6. HIS COMMUNICATING: 1
The adequacy of information given
to subordinates, superiors and 2
others.

3

4

5

0

DEALING WITH PEOPLE

7. HIS TEAMWORK: 1
The effectiveness of work relation-,
ships with subordinates, superiors 2
and others ihn the bank.

3

4

5

0

8. HIS LEADERSHIP: 1
The ability to inspire others to
greater achievement and to motiv- 2
ate them by example.

3

4

- 5

0



4- GENER ALLY AT EXPECTED.LEVEL-
AVERAGE IN THIS FACTOR

5- BELOW EXPECTED LEVEL 0

81

9. HIS APPRAISING
AND COUNSELING: 2
The objectivity of appraisals of
subordinates: the counseling to 3
seek self-improvement

5

10. HIS GENERATING
OF GOODWILL:
The promotion of a good image of

the bank through contacts with 3
customers and the public.

4

5

0

PERSONAL CHARACTERISTICS

11. HIS ORIGINALITY:
The creativity or inventiveness in
the field of ideas; the perception
to sense new opportunities for the
bank.

12. HIS ADAPTABILITY:
The ability to view situations in

proper perspective; to recog-
nize and adjust to new or changed
conditions.

13. HIS MOTIVATION:
The physical energy or drive to

achieve set goals; the initiative to

capitalize promptly on new ideas;
the performance under pressure.

14. HIS ACCOUNTABILITY:
The recognition and acceptance of

responsibility; the ability and will-
ingness to act, under normal and
exceptional circumstances.

SPECIAL ACHIEVEMENT

15. HIS CONTRIBUTIONS:
Directly or indirectly, to the benefit

of the bank, through extra effort in
selling bank services, increasing pro- 3
fits, or reducing costs.

4

17

2

3

4

5

0

1-2

3

4

5

0

1~~~~

I1.-

1

2

3

4

S

0

2

4

5

0
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5
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-

-

-

-NTAPPLICABLE



OUTSTANDING - QUALIFICATIONS FOR ADVANCEMENT TO HIGH LEVEL MANAGEMENT POSITION

CONSIDERABLE - CLEAR POTENTIAL TO ADVANCE ONE LEVEL ANDPOSSIBLY HIGHER

SOME - POTENTIAL TO HANDLE EXPANDED RESPONSIBILITIES AT PRESENT LEVEL - PERHAPS
ADVANCE ONE LEVEL

LIMITED - AT OR NEAR CAPACITY IN PRESENT POSITION, OR LIMITED DUE TO PERSONAL FACTORS

IF PROMOTABLE - ESTIMATE WHEN READY FOR NEXT ADVANCEMENT:

READY NOW

NEEDS MORE TRAINING OR EXPERIENCE

NEEDS CONSIDERABLE DEVELOPMENT

IF PROMOTABLE - WHAT IS BEING DONE TO BROADEN HIS CAPACITY? IF NOT NOW AN OFFICER, WHEN WILL HE B

QUALIFIED?

BY:
SUPERVISING OFFICER

DATE

IITAn Cm nD A 1AE l u A nn f 1uiio n i e)

--

RATING OF POTENTIAL aCHJECK'THE'ONE MOST* NEAR LY APPLICABLE: 82



COMMENTS: (ANY FURTHER INFORMATION REGARDING HIS PERFORMANCE.)

83:

CHANGES NOTED:
(MAY RELATE TO PERFORMANCE, HEALTH, ATTITUDES, SPECIAL COURSES, STUDIES OR TRAINING UNDERTAKEN OR

COMPLETED, OR ANY CHANGES WITHIN THE PAST YEAR.)

OVERALL PERFORMANCE APPRAISAL:
PLEASE CHECK THE WORD(S) MOST NEARLY DESCRIBING YOUR OVERALL OPINION OF HIS PERFORMANCE ON

HIS PRESENT ASSIGNMENT.

SUPERIOR

EXCEEDS POSITION REQUIREMENTS

MEETS POSITION REQUIREMENTS

IMPROVEMENT NECESSARY

POTENTIAL: FOR BANKWIDE PLANNING PURPOSES:

(OBJECTIVE OPINION AND ANALYSIS OF HIS POTENTIAL FOR ADVANCEMENT TO NEXT LEVEL OF MANAGEMENT

AND TO HIGHER MANAGEMENT LEVELS,-INDICATING POSSIBLE ALTERNATIVE AVENUES. CONSIDER PAST PER-

FORMANCE, CAPACITY AND WILLINGNESS TO ACCEPT GREATER RESPONSIBILITIES, PERSONAL GOALS, INTEL-

LECTUAL CAPACITY, AND OTHER PERSONAL QUALITIES SUCH AS GROOMING, HABITS, ATTITUDES, AND

BEHAVIOR.)

Y.O



COMMENTS OF REVIEWING OFFICER: (IF OTHER THAN SUPERVISING OFFICER)l
84

BY:

REVIEWING OFFICER

COMMENTS OF DIVISION OR DEPARTMENT HEAD:(IF OTHER THAN SUPERVISING OR REVIEWING OFFICER)

BY:
DIVISION OR DEPARTMENT HEAD
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Division or Section
Trainee

Ratin&Standards

5 3 2 1

OUTSTANDING SUPERIOR SATISFACTORY ADEQUATE MARGINAL

Rarely achieved Performance Expected per- Meets minimum Below minimum

by others above expected formance for a. requirements for requirements for

level - Occa- trainee a trainee a trainee

sionally out-
standing

Please rate each point below by the above numbering system.

Attitude
Interest in learning functions of your area.,'.. . . -. . .

Questions asked by him . . . . . . - - . - - - - . * .

Dependability and punctuality. . . . . . . - - - * * * .

Initiative . . . . - . 0 --. * * * * * * * * *

" . " S - -

* * 0 * * *

* 0 0 * 0 *S *

" 0 S0 S* " S0 _ ________

Comments:

Comprehension
Attentiveness to explanations . . . * . * - * * * * * * * * * * *

Understanding of explanations . . . 0 0 0 - 0 - - . * - * * * *

Understanding of basic area concepts and relation 
to other bank areas

Comments :



Personal
Neatness - * - - - - - - - - - -

Courtesy .0--0- 0- 0- - -- -*

Manners. W - - - - - - - - -

Maturity-and self-confidence.aa - 11
Comments:

What are his strong points?

What are his weak points?

Has his time spent in your area been worthwhile from a training standpoint?

Division or Section HeadDate

)



MANAGEMENT EVALUATION REPORT
87

Trainee Division or Section

Rating Standards

5 4 3 2

OUTSTANDING SUPERIOR SATISFACTORY ADEQUATE MARGINAL

Rarely achieved Performance Expected per- Meets minimum Below minimum

by others above expected formance for a requirements for requirements for

level - Occa- trainee a trainee a trainee

sionally out-
standing

Please rate each point below by the above numbering system.

Attitude
Interest in learning functions of your area.

Questions asked by him . . . .

Dependability and punctuality. .

. I I I I " I S I I S 9 0.I S.9

. " S S S S . -0 4 9 0 0 0S 9 0 - -. 0

. S S " S S S 0 5 5 0 5 0.5 . . 9-9 9 9 S S 9

Initiative . . . . . . . . . . . 0 -* * * --* * * .. *

Comments:

Comprehension
Attentiveness to explanations . 0 a - -- - - *

Understanding of explanations , . . . . . 0 - -

Understanding of basic area concepts and relation to other bank areas . 9 9

Comments:

-EZ]

-E~

"rlii
"4LTI
"Li

, -l II. 00.1 . M A|i1 N



88

Personal
Neatness . .

Courtesy 4 . ...** * * ** * * 111
Manners . . .. .0 0.0 0 0 0 0 0 I 0 0 0 0 a a 0

Maturity and self-confidence

Comments:

What are his strong points?

What are his weak points?

Has his time spent in your area been worthwhile from a training standpoint?

Division or Section HeadDate.
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