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EXECUTIVE SUMMARY

The XYZ financial institutions have decided to enhance the training for loan officers by designing negotiation tools as an immediate resource for seeking credibility from the borrower.  Inconsistencies from branch to branch as to the quality of information submitted per member for loan applications has resulted in a need to create deliverables requiring elaboration of loan application information. The proposed deliverables will include a quick reference handbook and a job aid for member information. Alternative solutions include a web based reference form to mirror the handbook. 

Inconsistent detailed information gathering from loan officers include: recognizing repayment miscommunication from the member; determining how to phrase loan terms; determining decisions addressing actual need for the loan; determining best long-term interest rates for the member; demonstrating how to negotiate for collateral loans securing lower interest rates; and demonstrating the establishment of repeat business by meeting member needs. (Appendix A provides a sample questionnaire sent to all loan officers followed by personal interview information to begin an analysis process.) 


A loan officer acts as a liaison, determining the needs for the loan and guiding the member through the process of applying for the loan. An institution’s financial loan officer creates an avenue for lending monies to members seeking to purchase a home, or buy a car, pay for college tuition, or provide for personal needs, among many other applications. Loan applications are especially demanding when interest rates are low. During critically rushed times, the need to address all aspects of an application becomes even more significant. Loan officers are responsible for gathering personal information from their members to assure a quality loan beneficial to the borrower as well as the institution. Member resources and time must be accurate (inconsistencies begin at the gathering level).


Currently there are two-hundred sixty three (263) financial branches located throughout the state. Within each branch are three to five loan officers. Every loan officer throughout the state will receive and be trained to use the handbook and job aid deliverables. The results of using the deliverables will provide consistency of member information and ultimate service for the member. Quality decisions during peak loaning periods will be assured through dual communication from the member to the loan officer. Implementing the handbook and job aid deliverables will benefit negotiations for securing lower interest rates for the member and establishing a confidence relationship between the member and the financial lending institution. Implementing the deliverables pinpoints differences between negotiable and non-negotiable loan items. The job aid will identify the goals of the client and identify any disagreement issues which might otherwise be overlooked during non-verbal communication. 


The project is to began August 30, 2006 and is to be completed February 09, 2007. Each deliverable and training session will be to specification following financial procedures and state policy. Total proposed budget expenditures are $43,109.96 (Details provided in Gantt Budget). 

PHASE I: PROJECT PLANNING
· Assuming front end analysis is complete and structured deliverables are the best solution
· Determining the Project Scope

· Organizing the Project

SCOPE MANAGEMENT

Determining Scope for Loan Officer Negotiation Skills
	Need
	XYZ bank indicates Loan Officers need readily available information on how to improve their negotiation skills for personal loans. XYZ bank has expressed a need to enhance the training of negotiation skills for Loan Officer Employees.



	Items of need determined through performance, interview, survey and observation analysis: 
	· Loan officers are not completely implementing the basic concepts of negotiation

· Loan officers are not completely implementing how to Identify the differences between negotiable and non-negotiable loan items

· Loan officers are not completely implementing how to determine the importance of negotiation with a client

· Loan officers are not completely implementing how to determine the beneficiaries of negotiation

· Loan officers are not completely implementing how determining proper negotiations can satisfy the client and the financial institution

· Loan officers are not completely implementing how to identify the negotiating goals of a client

· Loan officers are not completely implementing how to identify disagreement issues

· Loan officers are not completely implementing how to determine non-verbal communication



	Objectives

(intellectual and verbal skills)
	After completing the course, loan officers will be able to:

· Determine the basic concepts of negotiation

· Identify the differences between negotiable and non-negotiable loan items

· Determine the importance of negotiation with a client

· Determine the beneficiaries of negotiation

· Determine how proper negotiations can satisfy the client and institution

· Identify negotiating goals of the client

· Identify disagreement issues

· Determine non-verbal communication 



	Target Audience(s)
	Financial Institution Personal Loan Officers



	The Context in which the skills will be used


	Clients desiring to obtain items but not limited to: i.e. home, vehicle, business, other personal  loans

	Job Aid
	· A member survey sheet providing space for answering pertinent information regarding the goals for a loan


	Deliverables
	· A handbook divided into sections pertaining to loan item of interest. Example: Instruction on how to negotiate vehicle loans 


	Constraints
	· Periodic lectures with videos of live negotiating instruction

· The products are in agreement with administration and management of Personal Lending Financial Institutions

· The goals are in compliance and confidentiality of banking policies and procedures

· Each instructional tool is to be accessible for implementation by December 20, 2006

· Each tool will be scheduled for review and update, if new information is required for lending institutions, once a year for the next five years beginning the first week of September 2007



	Alternative Analyses
	· Split screen computer monitoring of handbook skills

· Requirement for each loan officer to participate in the learning techniques is necessary for the growth and measurability of the effectiveness of the goals.

· Required resource information must be made available for the completion of each task to successfully be designed.

· Subject Matter Experts must be available during the development process in order to formatively evaluate and refine the instructional tools. 



	Other Constraints
	· The most effective solution to the problem of a loan officers negotiation is within the loan officers using the available tools for reference and skill

· There is cohesive agreement between the terminal goals and the proposed instructional techniques

· Each tool will be developed by a professional team as indicated in the section on Phases and key personnel

· Each tool will have a required budget as indicated in the MS Project report

· Each tool will have a projected completion timeframes as indicated in the MS Project report



	Resources
	· Global Financial Advisor Administrator
· Chief Executive Officer

· Branch Financial Manager

· Budget Officer

· Project Manager

· Instructional Designer (MIT student intern)

· Multimedia Developers
· Subject Matter Expert (Loan Officer)

· Human Resource Manager

· Executive Secretary



	Risk
	· Identification of negotiation skills

· Thorough qualitative analysis (prioritizing deliverables)

· Thorough quantitative analysis ( analyzing the projects schedule, cost, management plan)

· Quality planning

· Communications (between stakeholders and PMO team(s))

· Attendance of Loan Officers

· Value placed by management

· Meeting December 20 deadline

· Acquiring necessary materials for completion of deliverables



	Information Gathering
	· Access to affordable credit services

· Competitively priced services

· Meeting the member’s needs for credit

· Conveniently available personal loans

· Secured or unsecured loans

· Collateral requirements for secured loans

· Impartial and informative advice using Chrome Carbook programs

· Charges for Carbook services

· Deed or Trust loan

· How much is financed

· Courtesy Deed or Trust Loan

· Repayment Options 

· Insurance until loan paid (single or joint)

· Tax Return statement

· New or used vehicle Loans

· Overdraft protection

· Debt/Income Percentage

· Disposable income

· Retirement plan used as collateral



	Budget
	· Gantt / Pert Chart details provided in Project_final2 



	Schedule
	· Details provided in Work Breakdown Structure




THE PROBLEM DEFINED

· Loan Officers need to:

· (Refer to Appendix A to review Loan Officer Questionnaire)

· (Refer to Appendix A1 to review Loan Officer response to each of the following determined critical skills)
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PHASE II: NEGOTIATION SKILLS DEVELOPMENT
· Gather Information (Refer to Appendix A2 for schema breakdown)

· Determine the Gap

· Develop the Blueprint

· Create the Materials

· Test Draft Materials

· Produce Master Materials

THE GAP

The Negotiation Gap
	
	What Is
	What Should Be
	Gap

	1.
	Loan officers are not able to quickly identify negotiating goals of the client


	Loan officers should quickly identify the negotiating goals of the client
	· Identifying client goals

	2.
	Loan officers are not equally negotiating for the client and the financial institution
	Loan officers need to determine to negotiate for the client and the financial institution


	· Balancing client and institution needs

	3.
	Loan officers are not quickly determining the beneficiaries of negotiations


	Loan officers should quickly determining the beneficiaries of a negotiation and discuss this knowledge with the client


	· Client beneficiary acknowledgment

	4.
	Loan officers are not projecting the importance of negotiating with a client


	Loan officers need to project a feeling if importance towards a client
	· Clients leaving a negotiation without feeling a sense of “win”



	5.
	Loan officers are not continually reviewing the basic concepts of negotiation
	Loan officers need to continually review the basic concepts of negotiation
	· A readily available handbook of negotiation material



	6.
	Loan officers are not determining when to negotiate and when not to negotiate


	Loan officers need to be able to determine when to negotiate and when not to negotiate with a client


	· Knowledge of when and when not to use negotiating skills

	7.
	Loan officers do not always  understand non-verbal communication


	Loan officers need to understand the importance of non-verbal communication


	· A pictorial job aide illustrating non-verbal communications

	8.
	Loan officers are slow to identify disagreement issues and avoid those issues which might not present a satisfactory solution to the best interest of the client and the financial institution


	Loan officers need to quickly identify disagreement issues and avoid those issues if a satisfactory solution is not in the best interest of the client or the financial institution


	· A job aide categorizing disagreement issues to avoid when entering a negotiation with a client


LOAN OFFICERS NEGOTIATION BLUEPRINT
· Create the Materials

· Test Draft Materials

· Produce Master Materials
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RISK MANAGEMENT

· Risk as described by PM to Budget Officials

Risk Breakdown Schedule and Management of Risk
For Loan Officer Negotiations 
	Definition
	Condition: Dealing with uncertainties

Schedule: Conforming within established workable schedules
Costs: Identifying and designing for potential weaknesses
Quality: Continuous monitoring for new risks



	Probability
	Using structured interviews with management and Loan Officers the probability of the risk occurring is low.

Using the formula Rs = Rp X Rc the over-all probability of the risk occurring is low. ( s = structure, p = probability, c = cost). When using the preceding formula, risks of priority consideration will begin with the higher number.



	Responses
	In order to continually monitor and keep risks at a minimum the following actions are implemented for the condition as explained in the following chart:

· Identifying schedules for management meetings

· Commitment to project from Loan Officers

· Designing for additional Float 

· Designing for .02 cost increase

· Assigning interested teams to help with monitoring



	
	

	Condition:

Consequence:
	· Identifying schedules for management meetings:

Without identifying specific management schedules, risks for production are increased from low to high. Subsequent Loan Officer meetings are delayed and float days are minimized.



	Condition:

Consequence:
	· Commitment to project from Loan Officers: 

Without designing to use specific questions and statements to identify the necessity for utilizing newly designed deliverables, the participation interests and thought rendering answering of survey or interview questions will be minimized increasing the risk to high. 

The entire team must be involved when identifying risks. The Subject Matter Experts know the company, the pitfalls, the growth potentials. The responsibility of the Project Manager during focus meetings is to listen, then organize the data.

Utilizing the Delphi Technique is structurally important to maintain low risks. Consequences of not establishing who will coordinate the focus meetings, who will record the information, who will communicate the results of the focus group meeting to the rest of the Loan Officers will increase the production risk from medium to high.
Documentation is necessary to maintain a low risk environment. Changes will occur and must be anticipated and pre-approved to keep additional management costs to a minimum.


	Condition:

Consequence:
	· Designing for additional Float:

Without designing a risk profile of team member participation, or technology dependency for deliverable production, or projecting future material information, the risk for user implementation ranges from medium to high. 

A Risk Manager must give a best guess up front. Start with the critical paths then list the risk as to importance and dollar cost amount. Details of each risk must be accounted for and any possible change in the project recorded.

An understanding of who are the Key people to the project and how dependant is the project to the Key people should they leave or be re-assigned. Planning must be for high risk and a plan to deal with the risk identified and put into the over-all project, including potential increased cost.

Compare the real data to the risk data and divide each task into smaller tasks. The results of task division will minimize the risk factor of high to low.



	Condition:
Consequence:
	· Designing for .02 or 20% cost increase:
Without designing for possible cost increase considering material and production inflation, considering staff promotions or re-location or termination, the impact of risk will increase from low to high.

Not considering how likely these situations are to occur, and not considering a plan for addressing any one, or all of the above situations, will result in increasing the overall risk from low to high.

Any of the above situations occurring during the project will increase the overall cost. Statistically, 25% more work will be required as a result of the change.

If work is increased, the cost will be increased significantly. There should have been an initial agreement for additional monies to be placed in a contingency fund once the probabilities of risks are identified. 


	Condition:
Consequence:
	Assigning interested teams to help with monitoring:

Without investigating who is interested the project and assigning those individuals to team leadership roles the probability of risk will increase from minimum to high.

Consideration for leadership roles must begin with observation, trial surveys looking for accuracy of answers, enthusiasm for input and follow-thru with acceptance of suggestion by the potential leader, and availability of time and resources and permission from management.

Without a thorough investigation of who would make a good team leader and the acceptance of the team leader by fellow workers, the probability of risk will increase from low to high.

The Project Manager must have good connections among all lines and continually evaluate the risk.

A good team leader will be aware of and report continuous risk probabilities to the project manager reducing high risk to low risk. (if the probability goes down therefore the cost will be lowered).  


RESOURCE ESTIMATES
·  (Refer to Gantt for complete Budget Report per Task)
· The PM will participate in all budget meetings and request including reserve funds for unexpected events. The unexpected events are to be thoroughly explained by the PM to the budget committee. The project is expected to be on time, under budget and to specification.
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· Instructional Materials Cost Specifications
· (Refer to Appendix C1 for breakdown of Phases to Design, Develop and Implement a Negotiation Handbook and Job Aid for Loan Officers)
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MAJOR MILESTONES

· (Task Name, Duration, Start and Finish dates)
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WORK BREAkDOWN STRUCTURE
· (Refer to Appendix B1 Schema for Articulating the problem)

· (Refer of Appendix B2 for a detailed WBS ).
1 
Organizational Scope for Financial Loan Officer Negotiations Project


1.1
Goal clarification



1.1.1
Determine clarity of loan officer negotiation skills



1.1.2
Define knowledge implemented by loan officers during 




negotiations



1.1.3
Define skills applied by loan officers during negotiations



1.1.4
Determine proposed results of applying new differential techniques



1.1.5
Determine the environmental privacy during member negotiations


1.2
Identify team members


1.3
Determine time line



1.3.1
Create time line


1.4
Determine costs



1.4.1
Create budget


1.5
Create a proposal presentation (outline process)
2
Formal Needs Assessment / Gap Analysis 


2.1
Conduct needs assessment for negotiation differentials



2.1.1
Determine what is happening (Learner Analysis) during 




negotiations




2.1.1.1
Observe loan officers during member loan negotiations





2.1.1.1.1
Create checklist to match different branch 






loan officers





2.1.1.1.2
Observe the loan officers with members





2.1.1.1.3
Examine results



2.1.2
Interview loan officers




2.1.2.1
Create interview script




2.1.2.2
Conduct structured interviews




2.1.2.3
Analyze results



2.1.3
Determine what should be happening during negotiations




2.1.3.1
Review company negotiation procedures



2.1.4
Identify Gaps during negotiations




2.1.4.1
Identify root causes of gaps




2.1.4.2
Identify costs of gaps



2.1.5
Obtain management approval for needs assessment
3
Conduct Instructional Analysis for loan officers


3.1
"Classify goals into domains of learning (attitude, cognitive, 



psychomotor)"


3.2
Identify entry behaviors



3.2.1
Identify loan officer attitudes needed to perform tasks



3.2.2
Identify pre-requisite knowledge and skills needed to perform tasks
4
Context Analysis of Learning Environment 


4.1
Collect context analysis data in performance setting



4.1.1
Observe performance environment for loan officers



4.1.2
Describe performance environment for members



4.1.3
Review results of the context analysis data for member and officers


4.2
Analyze Gaps



4.2.1
Determine gap



4.2.2
Determine compatibility of site with deliverables
5
Write Performance Objectives


5.1
Review scope to confirm accuracy of intended learning


5.2
Write terminal objective and write the learning objectives


5.3
Schedule a time for objectives to be completed
6
Develop Assessment Task


6.1
Write criterion-referenced test items for loan officers


6.2
Revise test items as needed 


6.3
Design long-term evaluation instrument


6.4
Create survey



6.4.1
Determine survey information 



6.4.2
Write items to be included



6.4.3
Secure content validity and revise
7
Develop Instructional Strategy


7.1
Determine how instruction will take place and what media selected


7.2
Sequence and group content into units (order to be presented)


7.3
Develop instructional strategy for each unit
8
Develop Instructional Materials


8.1
Create a handbook and submit for approval


8.2
Create a job aid and submit for approval


8.3
Create awareness materials and submit for approval


8.4
Revise information based on feedback from loan officers and branch 


manager
9
Formative Evaluation


9.1
Test with fifteen loan officers from three branches


9.2
Revise
10
Meet with Branch Manager once revisions are completed for final approval


10.1
Final Approval Meeting
11
Review Instructional Materials


11.1
Review materials before sending to offices
12
Conduct Training and Gather Feedback 


12.1
Conduct training with loan officers


12.2
Gather Feedback



12.2.1
Review results



12.2.2
"Present results with Branch Managers to CEO, loan officers and 



HRM"
CONSTRAINTS

· Scheduling lectures for negotiation training
· Products must be in agreement with administration and lending financial institutions policies and procedures

· Goals must be in compliance and confidentiality of banking policies and procedures
· Each deliverable to be implemented and accessible by February 2007
IDENTIFYING THE CRITICAL PATH 
· Determining float days for Scope
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TEAM DEVELOPMENT and POSITION DESCRIPTION

· (Refer to Appendix C for Hourly Allocation)
· It is the responsibility of the Project Manager (PM) to assign teams for each task. The team leaders are chosen with the help of the Human Resource Manager and the Branch Financial Manager. Each task is rendered due diligence and value by the PM and is divided into small chunks to help avoid delayed completion. 
Project Manager (PM): The PM has the authority to manage the entire project and leads the planning and development of all project deliverables. The PM will be responsible for managing the budget and work plan for all PM procedures including scope and risk. The PM will determine team member roles and establish communication structure. The PM will conduct structured interviews with the SME, the HRM and any other personnel lending pertinent information to complete the project. The PM will coordinate and control the project from inception to finishing point, meeting the project’s requirements for completion on time, within costs, and to standard.
Global Financial Advisor Administrator (GFAA): The principal task of the GFAA is to assist the Project Manager through supporting the activities and supplying any requested records, work-plans, files or contractual activities. GFAA provides financial monitoring of project expenditures and assures proper security standards. GFAA participates in mass-media related activities for each branch communication. The GRAA will participate in creating the budget.

Local Branch Financial Manager (BFM): Developing strategies for long-term goals of the Credit Union is one of the responsibilities of the BFM. The BFM will work closely with the PM to oversee the investment of funds, approve the associated risks, and support the institutions acquisitions for technical implementation. The BFM works closely with the HRM to determine compliance with policy and procedures as provided by local, state, and federal ethical guidelines. The BFM defines the knowledge and skills to be implemented by loan officers during negotiations. The BFM will be important when determining team member roles, time-lines for completion of each task, and helping to observe the loan officers with the PM. 
Chief Executive Officer (CEO): The CEO holds the title of president and maintains a position on the board of directors. He/she, as the senior manager, is a major stakeholder responsible for overseeing the activities of the entire company. The CEO will review all materials before sending to outside branch offices. The CEO will determine with the GFAA and the BFM the overall budget allocation for the project.

Human Resource Manager (HRM): The HRM professional makes sure that appropriate matches are made between Loan Officer and team managers. The HRM is responsible for supporting the financial institutions business strategy and long-term goals. The HRM assures compliance with laws and regulations affecting the employees and the client/members. The HRM has strong organizational skills and will quickly shift from project to project while handling personnel decisions relating to position assignment. The HRM will help to classify the domains for loan officers setting the groundwork for negotiation performance.

Subject Matter Expert (SME) – (Loan Officer): The SME is a member of a project team who is extremely knowledgeable about the content for production. The SME will act as a consultant regarding material input and subsequent training for the implementation of new deliverables. The SME is a Loan Officer, a domain expert who has specific knowledge of how to communicate and build negotiation solutions. The SME is significant to the PM in obtaining a realistic needs assessment and acceptance of new deliverables. The SME will identify root causes of gaps and help to determine pre-requisite knowledge and skills which will be required to perform the task. The SME is responsible for writing the learning and terminal objectives as well as helping to schedule a time of objective completion.
Executive Secretary (Exec S): The secretary will handle all correspondence for the PM, distribute necessary files to appropriate teams. The Executive secretary keeps records, takes minutes of the meetings, and distributes the corrected/updated materials as appropriately assigned by the PM. The Exec S will also be responsible for determining the environmental privacy during member negotiations and compatibility with deliverables for each loan officer. The Exec S will participate in meetings designed for media selection and instruction and be expected to assist the PM if necessary.

Graphic Artist (GA): The Graphic Artist is capable through expressing a talent of imagination, will design aesthetically intriguing deliverables. The deliverables will include a handbook, a job aid, and an awareness flyer. The Graphic Artist is a financial institution employee and understands the needs of the corporation and the importance of communication between Loan Officer and member/client. The GA will also be responsible for revising information based on feedback from the loan officers and the branch manager.

Instructional Designer (ID): The ID will review all company negotiation procedures and review findings with HRM to ascertain policy adherement. The ID is an assigned Intern from UNCW who is in charge of developing the methodology and delivery system for Loan Officer Negotiation products. The ID will apply instructional learning theory to the content design of each deliverable. 

Budget Officer (BO): Summarizing the estimated expenditures including proposals for financing the Loan Officer Negotiation deliverables is the responsibility of the Budget Officer. The Budget Officer will work under the direction of the PM to determine the total sum of money allocated to the Negotiation project. Built into the budget are monies placed in an escrow account for unexpected expenditures. The PM is expected to not use the escrow funds unless there has been an unavoidable circumstance which causes change to the project.

Writer/Editor (W/E): The Writer/Editor is responsible for bringing together deliverable learning and instructional technology into comprehensive materials development and presentation. Content mapping for identifying critical principles of loan officer negotiations is organized with graphical information for quick reference. The Writer/Editor will work closely with the Subject Matter Expert and comply with team deadlines and PM assignments. The W/E is responsible for creating the handbook, the job aid and the awareness materials, all of which must be submitted for approval and revised.

Materials Team (MT): The Materials team leader will be selected as suggested by the LFM. The MT will be responsible for reporting to the PM any proposed acquisition of materials needed for the production of Loan Officer Negotiation deliverables. The MT will appoint a sub-team to schedule time and place of printing and delivery.
Evaluation Team and Analyst (ET A): The evaluation team will be responsible for scheduling and conducting a summative evaluation of the Negotiation deliverables. The Evaluation process will not include the PM due to a possible conflict of interest. 
PHASE III: FOLLOW-UP

· Produce
1. Create and implement a prototype for evaluation

· Distribute
1. Distribute final deliverables 

2. Assign teams for training

3. Assign teams for evaluating deliverables

· Evaluate

1. Schedule a once a year review for five years to determine value of handbook

2. schedule evaluation to include monitor implementation of handbook material

3. Evaluate member repeat business
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Analysis completed for
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Appendix A
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Personal Loan Negotiation Skill Information

 from Financial Loan Officers
The Branch Manager has given permission for Loan Officers to write negotiation information in the provided boxes on the following pages.

There are eight (8) statements of which Loan Officers may describe an actual negotiation OR how a Loan Officer might perceive member negotiations.
· Please fill in the blanks as if  speaking with a member in the branch office

· A personal interview between the Project Manager and individual Loan Officers will follow the completion of the questionnaire to assure information communication and accuracy

· When the questionnaire is completed please hand the documented information to the branch secretary
Thank you for your cooperation with the attached negotiation scenarios.

I.
Identify Negotiating Goals of The Member

	·  What is meant by “Affordable payments”


	

	

	· When does a member need “Financial Counseling”


	

	


	II.
Determine How Proper Negotiations Can Satisfy The Member And The Financial Institution


	· How do Loan Officers assure members the financial institution is looking out for the member


	

	


	III.
Identify Disagreement Issues between Member and Financial Institutions

· Discuss the following disagreements with financial/credit guidelines:


	· High debt


	

	· Income ratio



	

	· Poor credit




	IV.
Determine Non-Verbal Communication


	· How does a Loan Officer determine a member acting nervous, irritated, or anxious


	

	· What is meant by member rolling of the eyes


	

	· What is meant by member sighs


	


	V.
Identify the Differences Between Negotiable
And Non-Negotiable Loan Items


	· What is meant by: Negotiable “slightly out of guidelines when qualifying for loan”


	

	

	· What is meant by: 40% is standard - 41% an institution may contract a loan



	

	

	· What is meant by: Non-negotiable – no more than $500.00 on salary advance


	

	


	VI.
Determine the Basic Concepts of Negotiation



	· What is meant by: “Both parties make concessions”


	

	

	· What is meant by: “Determine needs vs. wants of member”


	

	


	VII.
Determine the Importance of Negotiation with a Member


	· What is meant by: “Maintaining a solid relationships with members”


	Answer 1



	Answer 2



	Answer 3




	VIII.
Determine the Beneficiaries of Negotiation



	· How do negotiation satisfy members


	Answer 1



	Answer 2



	Answer 3




APPENDIX A1 (Loan Officer response)

 [image: image9.emf]Financial Loan Officers 


need readily available 


information to improve their 


negotiation skills for 


personal loans. 


Determine 


the basic 


concepts of 


negotiation


Determine 


the 


beneficiaries 


of negotiation


Determine non-


verbal 


communication 


Identify the 


differences 


between 


negotiable and 


non-negotiable 


loan items


Determine how 


proper 


negotiations can 


satisfy the client 


and the financial 


institution


Identify 


negotiating 


goals of the 


client


Determine the 


importance of 


negotiation 


with a client


Identify 


disagreement 


issues


Identify 


affordable 


payments


State Financial 


Counseling 


opportunities


List examples of how 


the financial  


institution is 


providing services for 


a client's best interest


State 


disagreements 


with Financial/


Credit 


guidelines


State the issues with 


high debt/ Income 


ratio, poor credit


List the 


meaning of: 


acting nervous, 


irritated, 


anxious, roll 


eyes, sigh


State negotiable 


items: slightly 


out of 


guidelines when 


qualifying for 


loan.


State what is 


meant by 40% 


standard and 


41% allowance 


to loan


State non-


negotiable 


examples: (no 


more than $500 


on salary 


advance)


Identify how 


both parties 


make 


concessions


Determine needs 


vs. wants of a 


client


State how to 


maintain a long-


term 


relationship 


with clients


State what is 


meant by 


satisfied 


members


Determine if 


the offer meets 


the needs of the 


client


Determine if 


the offer is 


negotiable


Determine the 


right time to 


consider the 


offer 


Identify how a 


client can trust 


the financial 


institution they 


are negotiating 


with


State how Market 


Barometers are good, 


but  are only an 


average when 


negotiating a loan


Identify how a loan officer 


cannot assume because a 


client has excellent credit, 


and credentials, the client 


will qualify for the amount 


of loan they are asking for


Determine how a loan 


officer must keep the 


client aware of the 


practice of protecting 


their client in case of 


catastrophic dangers.


Identify to the client 


how lowest rates do 


not always mean 


better quality


Determine 


exactly what 


the client wants


Qualify the 


negotiation


Determine 


other pertinent 


information 


from your 


client


Identify how 


your client has 


been satisfied 


with other 


loans within 


your financial 


institution
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Financial Loan Officers 

need readily available 

information to improve their 

negotiation skills for 

personal loans. 

Determine 

the basic 

concepts of 

negotiation

Determine 

the 

beneficiaries 

of negotiation

Determine non-

verbal 

communication 

Identify the 

differences 

between 

negotiable and 

non-negotiable 

loan items

Determine how 

proper 

negotiations can 

satisfy the client 

and the financial 

institution

Identify 

negotiating 

goals of the 

client

Determine the 

importance of 

negotiation 

with a client

Identify 

disagreement 

issues

Identify 

affordable 

payments

State Financial 

Counseling 

opportunities

List examples of how 

the financial  

institution is 

providing services for 

a client's best interest

State 

disagreements 

with Financial/

Credit 

guidelines

State the issues with 

high debt/ Income 

ratio, poor credit

List the 

meaning of: 

acting nervous, 

irritated, 

anxious, roll 

eyes, sigh

State negotiable 

items: slightly 

out of 

guidelines when 

qualifying for 

loan.

State what is 

meant by 40% 

standard and 

41% allowance 

to loan

State non-

negotiable 

examples: (no 

more than $500 

on salary 

advance)

Identify how 

both parties 

make 

concessions

Determine needs 

vs. wants of a 

client

State how to 

maintain a long-

term 

relationship 

with clients

State what is 

meant by 

satisfied 

members

Determine if 

the offer meets 

the needs of the 

client

Determine if 

the offer is 

negotiable

Determine the 

right time to 

consider the 

offer 

Identify how a 

client can trust 

the financial 

institution they 

are negotiating 

with

State how Market 

Barometers are good, 

but  are only an 

average when 

negotiating a loan

Identify how a loan officer 

cannot assume because a 

client has excellent credit, 

and credentials, the client 

will qualify for the amount 

of loan they are asking for

Determine how a loan 

officer must keep the 

client aware of the 

practice of protecting 

their client in case of 

catastrophic dangers.

Identify to the client 

how lowest rates do 

not always mean 

better quality

Determine 

exactly what 

the client wants

Qualify the 

negotiation

Determine 

other pertinent 

information 

from your 

client

Identify how 

your client has 

been satisfied 

with other 

loans within 

your financial 

institution

Needs Assessment of Performance Technology

based on Observation, Interviews, Surveys and Group Meetings



APPENDIX A2 (Schema for PM)
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APPENDIX B (Articulating the Need)
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APPENDIX B1 (WBS with Resources)

	1
	
	Organizational Scope for Financial Loan Officer Negotiations Project

	1.1
	
	Goal clarification

	1.1.1
	"BFM,SME,Exec S"
	Determine clarity of loan officer negotiation skills

	1.1.2
	"SME,Exec S,BFM"
	Define knowledge implemented by loan officers during negotiations

	1.1.3
	"BFM,SME,Exec S"
	Define skills applied by loan officers during negotiations

	1.1.4
	"BFM,SME,Exec S"
	Determine proposed results of applying new differential techniques

	1.1.5
	"BFM,SME,Exec S"
	Determine the environmental privacy during member negotiations

	1.2
	
	Identify team members

	1.3
	
	Determine time line


	1.3.1
	"PM[25%],BFM"
	Create time line

	1.4
	"BFM,GFAA,BO,CEO"
	Determine costs

	1.4.1
	PM[50%]
	Create budget

	1.5
	
	Create a proposal presentation (outline process)

	2
	
	Formal Needs Assessment / Gap Analysis

	2.1
	
	Conduct needs assessment for negotiation differentials

	2.1.1
	
	Determine what is happening  (Learner Analysis) during negotiations

	2.1.1.1
	
	Observe loan officers during member loan negotiations

	2.1.1.1.1
	SME
	Create checklist to match different branch loan officers

	2.1.1.1.2
	"BFM,PM[50%]"
	Observe the loan officers with members

	2.1.1.1.3
	"PM[25%],BFM,SME"
	Examine results

	2.1.2
	
	Interview loan officers

	2.1.2.1
	"SME[25%],BFM[10%]"
	Create interview script

	2.1.2.2
	PM
	Conduct structured interviews

	2.1.2.3
	"SME,PM[50%]"
	Analyze results

	2.1.3
	
	Determine what should be happening during negotiations

	2.1.3.1
	"PM[50%],ID"
	Review company negotiation procedures

	2.1.4
	
	Identify Gaps during negotiations

	2.1.4.1
	"PM[50%],SME"
	Identify root causes of gaps

	2.1.4.2
	PM[50%]
	Identify costs of gaps

	2.1.5
	"PM[10%],BFM"
	Obtain management approval for needs assessment

	3
	
	Conduct Instructional Analysis for loan officers

	3.1
	"HRM,BFM"
	"Classify goals into domains of learning (attitude, cognitive, psychomotor)"

	3.2
	
	Identify entry behaviors

	3.2.1
	SME[10%]
	Identify loan officer attitudes needed to perform tasks

	3.2.2
	SME[25%]
	Identify pre-requisite knowledge and skills needed to perform tasks

	4
	
	Context Analysis of Learning Environment

	4.1
	
	Collect context analysis data in performance setting

	4.1.1
	HRM[10%]
	Observe performance environment for loan officers

	4.1.2
	HRM[10%]
	Describe performance environment for members

	4.1.3
	PM[10%]
	Review results of the context analysis data for member and officers

	4.2
	
	Analyze Gaps

	4.2.1
	SME
	Determine gap

	4.2.2
	Exec S
	Determine compatibility of site with deliverables

	5
	
	Write Performance Objectives

	5.1
	"PM[10%],BFM"
	Review scope to confirm accuracy of intended learning

	5.2
	"PM[10%],SME[25%]"
	Write terminal objective and write the learning objectives

	5.3
	"BFM[10%],SME[25%]"
	Schedule a time for objectives to be completed

	6
	
	Develop Assessment Task

	6.1
	SME
	Write criterion-referenced test items for loan officers

	6.2
	SME
	Revise test items as needed

	6.3
	SME
	Design long-term evaluation instrument

	6.4
	
	Create survey

	6.4.1
	SME
	Determine survey information

	6.4.2
	PM[50%]
	Write items to be included

	6.4.3

	"BFM,PM[50%]"
	Secure content validity and revise

	7
	
	Develop Instructional Strategy

	7.1
	"Exec S,HRM"
	Determine how instruction will take place and what media selected

	7.2
	"PM[50%],SME"
	Sequence and group content into units (order to be presented)

	7.3
	"PM[50%],SME"
	Develop instructional strategy for each unit

	8
	
	Develop Instructional Materials

	8.1
	"GA,PM[10%],W/E"
	Create a handbook and submit for approval

	8.2
	"GA,PM[10%],W/E"
	Create a job aid and submit for approval

	8.3
	"GA,PM[10%],W/E"
	Create awareness materials and submit for approval

	8.4
	"PM[10%],GA"
	Revise information based on feedback from loan officers and branch manager

	9
	
	Formative Evaluation

	9.1
	HRM
	Test with fifteen loan officers from three branches

	9.2
	"GA,PM[10%]"
	Revise

	10
	
	Meet with Branch Manager once revisions are completed for final approval


	10.1
	"SME,BFM,PM[10%]"
	Final Approval Meeting

	11
	
	Review Instructional Materials

	11.1
	"CEO,BFM,PM[10%]"
	Review materials before sending to offices

	12
	
	Conduct Training and Gather Feedback 


	12.1
	HRM
	Conduct training with loan officers

	12.2
	
	Gather Feedback

	12.2.1
	PM[10%]
	Review results

	12.2.2
	"HRM,SME,CEO,BFM"
	"Present results with Branch Managers to CEO, loan officers and HRM"


APPENDIX C

Phases of Structure to Design, Develop, and Implement a 

Negotiation Handbook and Job Aid for Financial Loan Officers
September 21, 2006 – November 30, 2006

Phase One

Project Planned

September 21, 2006 – September 28, 2006

Steps in Flowchart:

Project Planning Meetings – Rough Draft of Project Development Plan – Project Development Plan Reviewed by Branch Manager – Time and Budget Proposal

Team Members

· Global Financial Advisor Administrator
· Local Financial Manager
· CEO Stakeholder
· Project Manager
· Instructional Designer 
· Subject Matter Expert 1
· Subject Matter Expert 2
· Materials Team
· Budget Officer
· Human Resource Manager
· Writer/Editor
· Graphic Artist
· Secretary
· Evaluation team and Analyst

Phase One begins with an introduction to all team members as to the need for Financial Officers to have a negotiations handbook. The handbook will guide the Officers to proper negotiations to fulfill their responsibilities to the client as well as fulfilling responsibilities to the Financial Institution.


Phase One will be a brainstorming session designed to include scheduling and proposed budgeting. Minutes of the meeting will be recorded by the secretary and presented to all team members at the next meeting scheduled for September 28, 2006.


The Global Financial Advisor Administrator, the Local Financial Manager, the Budget Officer and Subject Matter Expert 1 are to review the minutes and submit revised suggestions and new suggestions to the Project Manager by September 26, 2006.


The Project Manager will meet September 27, 2006 with Instructional Designer, and the secretary to schedule Phase Two September 28, 2006 to discuss revisions to the September 21, 2006 meeting.

Phase Two

Content Planning

September 28, 2006 – October 11, 2006

Steps in Flowchart: Content Planning Meeting – Determination of Need Reviewed – Need Analysis Finalized as Completion of Terminal Objectives –Target Audience determined – Deliverables and Content teams formed

Team Members

· Global Financial Advisor Administrator
· Local Financial Manager
· Project Manager
· Instructional Designer 
· Subject Matter Expert 1
· Subject Matter Expert 2
· Materials Team
· Budget Officer
· Human Resource Manager
· Graphic Artist
· Secretary

Phase Two is scheduled to establish and finalize the need for Loan Officer Negotiation materials. The Global Financial Advisor and the Local Financial Manager will benchmark the approval for a Job Aid and a handbook to be designed as reference material for Loan Officers.


The Project Manger will assign the Instructional Designer (Intern from the UNCW MSIT program), Subject Matter Experts 1 and 2, the Local Financial Manager, and the Human Resource Manager to brainstorm possible Deliverable content. The Subject Matter Experts 1 and 2 will head the Content team. Suggestions and proposed material design layout needs are to be completed and ready to submit to the Graphics and Budget Officer by October 04, 2006. The Graphic Artist is attend each preliminary meeting to begin formulating Deliverables output.


The Secretary will record all information from the Content team and distribute the information to all team members. 


The Global Financial Advisor Administrator, the Local Financial Manager, the Project Manager and the Human Resource Manger will review the submitted materials from the secretary and submit revised suggestions and new suggestions to the Project Manager by October 11, 2006.


The Project Manager will meet October 11, 2006 with Instructional Designer 1 and the secretary to schedule Phase Three October 16, 2006 to discuss Content revisions and scheduling of Phase Three for October 16, 2006.

Phase Three

Development of Deliverables

October 16, 2006 – October 20, 2006

Steps in Flowchart:

Handbook: Finalize Content – Prepare the Design – Plan and execute a Formative Evaluation – Implement a Formative Evaluation – Revise mock-up of Handbook – Submit first draft of Handbook 
Job Aid: Finalize Content – Prepare the Design – Plan and execute a Formative Evaluation – Implement a Formative Evaluation – Revise mock-up of Job Aid – Submit first draft of Job Aid

Team Members:

· Global Financial Advisor Administrator
· Local Financial Manager
· CEO Stakeholder
· Project Manager
· Instructional Designer 
· Subject Matter Expert 1
· Subject Matter Expert 2
· Materials Team
· Budget Officer
· Human Resource Manager
· Graphic Artist
· Writer / Editor
· Secretary
· Evaluation team and Analyst

Phase Three is concerned with the design and development of two Deliverables; a Negotiations Handbook and a Negotiations Job Aid. The development of the Deliverables content will be structured by Subject Matter Experts 1 and 2, the Instructional Designer, the Human Resource Manager, the Graphic Artist, the Writer / Editor.


The format for the Handbook is designed to match other Financial Institution materials and will include, but not be limited to 8 pages of written content, two color type, blue and black, size of Handbook 4” X 8 ¼”, 40# vellum gloss. The content will be in compliance with all policy and procedural guidelines for Financial Institutions.


The Handbook design will include different colored tabs indicating loan negotiating materials for: Construction, Vehicle, Mortgage, and Personal. The Handbook will begin with a Table of Contents indicating how to find the correct Negotiation.


The Job Aid will be one sheet, laminated, size 4” X 8 ¼”, printed front and back, two colors, blue and black, 40# Card Stock. The Job Aid is a survey sheet providing space for answering pertinent information regarding Client goals for a loan
Phase Four

First Draft of Deliverables Completed

October 20, 2006 – October 30, 2006

Steps in the Flowchart:

First Draft of the Deliverables Completed

First Draft Edited for Content

First Draft Edited for Grammar

First Draft Reviewed for Design

First Formative Evaluation Scheduled

Team Members:

· Global Financial Advisor Administrator
· Local Financial Manager
· CEO Stakeholder
· Project Manager
· Human Resource Manager
· Evaluation team and Analyst

· Subject Matter Expert

· Secretary


Once the Handbook and the Job Aid have been designed, the draft materials are to be presented by the Secretary to the above listed Team Members to execute the first Formative Evaluation. 

Phase Five

Second Draft of Deliverables Completed

October 30, 2006 – November 06, 2006


Revisions from the Formative Evaluation are to be presented for implementation to the Project Manager, the Subject Matter Experts 1 and 2, the Graphic Artist, the Instructional Designer. 


Once the final revisions are made and recorded by the Secretary, the Project Manager will provide all team members with a revised draft for approval. Should no further corrections be necessary the Project Manager will schedule Phase Four. Phase Four will be held October 20, 2006 to discuss Awareness Activities.

Phase Six

Awareness Activities

October 20, 2006 – October 30, 2006

Steps in Flowchart:

Awareness Materials Designed, Implemented, Distributed

Team Members:

· Project Manager
· Subject Matter Expert
· Instructional Designer
· Local Financial Manager
· Human Resource Manager
· Graphic Artist
· Writer / Editor
· Secretary

Awareness materials are to be designed in the form of a flyer printed on distinctly colored 20# stock. The flyer is to be tri-folded and inserted in each individual paycheck envelope on the 30th of October, 2006. Each Loan Officer is to send a message to the Secretary validating receipt of Awareness material.


The flyer will be designed and developed by the Team Members listed above. The original draft is to be viewed and corrected, if necessary, by the Local Financial Manager and the Human Resource Manager.

Phase Seven

Second Draft of Handbook Completed

October 30, 2006 – November 06, 2006

Steps in Flowchart:

Second Draft of Deliverables Completed and Reviewed

Second Formative Evaluation Scheduled and revisions Implemented

Team Members:

· Project Manager
· Subject Matter Expert
· Instructional Designer
· Local Financial Manager
· Human Resource Manager
· Instructional Designer
· Graphic Artist
· Writer / Editor
· Secretary
· 15 Loan Officers

The second draft of the Deliverables is completed and the Secretary distributes randomly to a small group of Loan Officers for practice and evaluation. The second draft is now ready for a Second Formative Evaluation involving a small group of Personal Loan Officers.

The Loan Officers are to practice with the draft negotiation loan materials, and revise or suggest additional changes or input. The Loan Officers are to return the practice drafts, with or without revisions to the Secretary no later than November 06, 2006. 


Phase Eight is scheduled for November 07, 2006.

Phase Eight

Final Revisions of Deliverables

November 07, 2006 – November 08, 2006

Steps in Flowchart:

Final revisions of second draft deliverables completed

Handbook Materials sent to Printer

Team Members:

· Global Financial Advisor Administrator
· Project Manager
· Subject Matter Expert
· Instructional Designer
· Local Financial Manager
· Human Resource Manager
· Instructional Designer
· Graphic Artist
· Writer / Editor
· Secretary
· Printing Team
The Second Draft is completed, the Second Formative Evaluation is implemented and revisions are made. The Secretary will personally distribute and wait for a final approval to be signed off by the Global Financial Advisor Administrator, the Local Financial Manager, the Subject Matter Expert, the Human Resource Manager, the Instructional Designer, and the Project Manager.

Phase Nine

Scheduling for Completion of Handbook Printing

and Job Aid Printing

November 09, 2006 – November 23, 2006
Steps for Printing:

Arrange for Printer

Schedule Completion Date for Printing of Handbook and Job Aid

Schedule for 250 copies of Handbook Saddle Stitched

Schedule for 1000 copies of Job Aid

Team Members:

· Project Manager
· Instructional Designer
· Graphics Artist
· Subject Matter Expert
· Human Resource Manager

The Subject Matter Expert is to contact the selected printer and schedule a meeting for November 09, 2006. Press runs are expected to take place November 13, 2006 and November 14, 2006. The Subject Matter Expert, the Graphics Artist, and the Project Manager are to sign off on the press run. 


Two days will be allowed for stitching, folding, cover stock. Projected delivery date is to be November 23, 2006 at the latest.

Phase Ten

Delivery of Handbook and Job Aid

November 24, 2006 – November 30, 2006

Steps for Delivery:

Arrange for transportation of Deliverables

Arrange for distribution of Deliverables within each Branch

Arrange for Summative Evaluation of materials

Team Members for Delivery:

· Project Manager
· Instructional Designer
· Subject Matter Expert
· Human Resource Manager
· Secretary
· UPS

Complete delivery is made to the originating Branch office. The Secretary has complied labels for each branch within the State. The Deliverables are divided appropriately between the branches and shipped UPS November 27, 2006 for arrival no later than November 30, 2006.


Phase Eleven will be the scheduling for a Summative Evaluation.

Phase Eleven

Summative Evaluation

December 28, 2006

Steps for Summative Evaluation

Schedule  a Summative Evaluation

Team Members to be Present for the Summative Evaluation:

· Global Financial Advisor Administrator
· Local Financial Manager
· CEO Stakeholder
· Subject Matter Expert 1
· Subject Matter Expert 2
· Human Resource Manager
· Secretary
· Evaluation team and Analyst

The Summative Evaluation Team Members will meet December 28, 2006 to assess the value of the Loan Officers Handbook and Job Aid. The month of December is a time for increased financial loaning. It is important to compare the financial strengths and weaknesses and efficiency of a new product during stressful months.


The Project Manager should not be included in the Summative Evaluation due to a possible conflict of interest.
APPENDIX C1 (Project Resource Time Allocation in Hours)

	PM


Determine team member roles
Establish communication structure


Determine meeting schedule


Create time line


Create a proposal presentation (outline process)


Examine results


Conduct structured interviews


Review company negotiation procedures


Identify costs of gaps


Obtain management approval for needs assessment


Review scope to confirm accuracy of intended learning
Write terminal objective and write the learning objectives 
Write items to be included


Secure content validity and revise

Sequence and group content into units (order to be presented)

Develop instructional strategy for each unit
Create a handbook and submit for approval
Create a job aid and submit for approval

Create awareness materials and submit for approval
Revise information based on feedback from loan officers and branch manager
Revise

Final Approval Meeting


Review results
Review materials before sending to offices


Observe the loan officers with members

Analyze results


Identify root causes of gaps


Review results of the context analysis data for member and officers


ID


Review company negotiation procedures
 GA


Create a handbook and submit for approval


Create a job aid and submit for approval


Create awareness materials and submit for approval


Revise information based on feedback from loan officers and branch manager


Revise
GFAA

Create budget
BFM


Determine clarity of loan officer negotiation skills


Define knowledge implemented by loan officers during negotiations


Define skills applied by loan officers during negotiations

Determine proposed results of applying new differential techniques

Determine the environmental privacy during member negotiations

Determine team member roles


Establish communication structure


Determine meeting schedule


Create time line


Create budget


Observe the loan officers with members


Examine results


Create interview script


Obtain management approval for needs assessment


"Classify goals into domains of learning (attitude, cognitive, psychomotor)"

Review scope to confirm accuracy of intended learning


Schedule a time for objectives to be completed


Secure content validity and revise

Final Approval Meeting


Review materials before sending to offices


"Present results with Branch Managers to CEO, loan officers and HRM"
CEO


Create budget


Review materials before sending to offices


"Present results with Branch Managers to CEO, loan officers and HRM"
HRM


Determine team member roles


"Classify goals into domains of learning (attitude, cognitive, psychomotor)"


Observe performance environment for loan officers


Describe performance environment for members


Determine how instruction will take place and what media selected
Test with fifteen loan officers from three branches


Conduct training with loan officers


"Present results with Branch Managers to CEO, loan officers and HRM"
SME
Determine clarity of loan officer negotiation skills


Define knowledge implemented by loan officers during negotiations


Define skills applied by loan officers during negotiations


Determine proposed results of applying new differential techniques

Determine the environmental privacy during member negotiations


Create checklist to match different branch loan officers


Examine results


Create interview script


Analyze results


Identify root causes of gaps


Identify loan officer attitudes needed to perform tasks


Identify pre-requisite knowledge and skills needed to perform tasks


Determine gap


Write terminal objective and write the learning objectives


Schedule a time for objectives to be completed


Write criterion-referenced test items for loan officers


Revise test items as needed 


Design long-term evaluation instrument


Determine survey information 


Sequence and group content into units (order to be presented)


Develop instructional strategy for each unit


Final Approval Meeting


"Present results with Branch Managers to CEO, loan officers and HRM"
Exec S
Determine clarity of loan officer negotiation skills


Define knowledge implemented by loan officers during negotiations

Define skills applied by loan officers during negotiations


Determine proposed results of applying new differential techniques

Determine the environmental privacy during member negotiations


Determine compatibility of site with deliverables


Determine how instruction will take place and what media selected
BO

Create budget
W/E

Create a handbook and submit for approval


Create a job aid and submit for approval

Create awareness materials and submit for approval



	308.83 hrs

0.4 hrs
0.67 hrs
0.67 hrs
2.67 hrs
28 hrs
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