WESTAR Procedure #6:  
Selection of Training Providers
Purpose:

These procedures are to be used during the training provider selection process for educational opportunities offered by WESTAR’s Training Program, in whole or in part, using federal grant funds.

Definitions:

General Notes:  

These procedures are intended to ensure that WESTAR selects training providers in accordance with WESTAR’s policies and federal standards, when federal funds are used for contractual relationships greater than $500.
Process Steps/Descriptions: 

The following steps outline the approach used to identify training providers that represent the best overall value, in terms of quality and cost, and in consideration of the goals and objectives of WESTAR’s training program. Not all of the steps are applicable under all circumstances, but in all cases selection should be based on the “best overall value” principle.

The first step will be to identify the training needs of WESTAR’s state and local agency clients. The process used to identify training needs is outlined in an attachment to this procedure titled “WESTAR’s Training and Education Program.” 

1) Review training provider list crafted by EPA OAQPS Education and Outreach Group’s Air Pollution Training Institute, and updated by STAPPA/ALAPCO’s Joint Training Committee;
2) Conduct an Internet Search to identify additional potential providers
;
3) WESTAR crafts a Request for Proposal for each educational opportunity, and publishes the RFP on WESTAR Council’s Alerts web page;
4) WESTAR’s Training Manager contacts each training provider to gather information on the training provider, and to understand the educational opportunities they offer including course objectives and descriptions, agenda topics, areas of special focus, and preliminary costs.
5) WESTAR reviews/critiques information submitted by training providers, and reviews/critiques pertinent information with agency staff to compare the “fit” to agency needs;
6) WESTAR contacts specific provider(s) about submitting formal budget proposal.

NOTE: Budgets are typically defined by:

(1) number of course days;

(2) number of instructors that comprise the team that teaches the course;

(3) course topic and complexity of the topic (modeling is one example of a course topic that is more expensive to conduct);

(4) location where the course is offered (university lab, computer lab);

(5) entity or individual contracted with (e.g.; universities add administrative and general costs, and overhead costs which are generally higher than other providers);

(6) whether the course was initially designed & development using EPA STAG grant funds; 

(a) courses designed and developed using EPA funds are less expensive to offer, at least on face value, because:

(i) design and development costs were covered by EPA;

(ii) future risks are assumed by EPA not the training providers;

(b) courses designed and developed without EPA funds are generally more expensive because:

(i) design and development costs were covered by the instructor, and these costs need to be recouped;

(ii) of inherent risks due to the fact that all of the course development costs were supported by the contractor without any assurance that the costs will be recouped in the future.
1. course design and development are extensive processes which means that these non-subsidized training providers must invest large amounts of time and resources over relatively long periods of time before any return-on-investment is realized.

(7) whether the course update occurred using EPA funds.  EPA annually awards STAG funds to various entities to keep APTI courses updated.  Courses updated using EPA grants are less expensive than those updated without grant funds.

(8) update frequency cycle is reflected in the cost of courses.  Course topics in areas of constant flux need to be updated more frequently than those in a more static environment, and therefore, can cost more;

(9) whether the potential training provider is a recipient of EPA STAG funds such as Rutgers ACC, University of Texas, University of Illinois, University of Cincinnati;

(a) there are significant cost differences between EPA-subsidized courses and non-subsidized courses (example: keeping things constant Rutgers ACC reports that in almost all cases the cost difference between a subsidized and non-subsidized course is double – as reflected in a document created for STAPPA/ALAPCO’s Board)

(10) Multi-Jurisdictional Organizations compete against private/public sectors for the subject matter experts’ time, and against the private sector business’ revenues.  Training is only one of many revenue streams that make up the entire revenue portfolio of these providers because of the limited demand for air quality training, and as such, demand for their expertise and time is at a premium, and divided;
7) WESTAR reviews the information submitted by training provider(s).  If multiple providers exist, WESTAR will evaluate the proposals based on an assessment of the following factors:

· Most advantageous to WESTAR

· Price

· Quality

· Any other factors specific to this training 

Based on this evaluation, WESTAR will decide which agenda is best suited to satisfy the needs of the agency, and which will do the best job of meeting WESTAR’s and the agency’s expectations and needs.  If only one qualified provider is available, WESTAR will perform a cost and price analysis. 
8) WESTAR conducts a reference check on those training providers with whom WESTAR has not established a previous working relationship;
9) Contract awards are made to the “overall best” proposal with appropriate consideration given to the offeror’s understanding of the work to be performed, subject matter experience and expertise, teaching skills and abilities, past performance and quality, and cost proposal, when considered together, are determined to represent that which is most advantageous to WESTAR Council, and offers the greatest value.

References:  

· WESTAR Policy # GA-00-02: Contracting and Procurement

ATTACHMENT
WESTAR’s Training and Education Program
BACKGROUND/NARRATIVE:

The vision of WESTAR’s training program is to utilize grant funds to identify, design, develop and deliver needed, cost-effective, responsive, and western-states-focused educational opportunities for state and local air agency staff. These educational opportunities enhance the professional development of air quality regulators, and provide forums and networks for air quality professionals to stay current with ever changing air quality regulatory issues and technology. WESTAR anticipates the following agency personnel performance benefits:

· Directors and planning staff have better information to use in planning and in their decision-making processes;

· Air monitoring personnel are better equipped to perform equipment deployment and maintenance, data collection, analysis, and quality assurance / quality control tasks;

· Permit engineers are better equipped to review permit applications, assess potential environmental impacts of proposed operations, and ensure that adequate controls are required on air pollution sources;

· Compliance and enforcement personnel are better equipped to assess and promote compliance, initiate enforcement actions, and return facilities to compliance, and have a better understanding of the options for creating effective and balanced compliance and enforcement programs;

· Relationships between agencies and permittees are enhanced as staff exude higher levels of confidence, knowledge, and sensitivity in dealing with the regulated community.

And, the following environmental benefits:

· Reductions in emissions of criteria and hazardous air pollutants;

· Improvements in local, regional, and national air quality;

· Greater degree of conformance with ambient air quality standards;

· Smaller percentage of the population exposed to harmful levels of criteria and hazardous air pollutants;

· Improved facility performance;

· Improved compliance rates;

To accomplish the Training Program’s vision, WESTAR primarily employs three channels to identify near-future training needs of western air agencies.  These channels typically identify more potential educational opportunities than can be financially supported, therefore, all of the identified educational opportunities are put through a rigorous set of decision parameters, as determined by WESTAR’s Training Committee and approved by WESTAR’s Air Directors, in order to pare the number of potential courses. Educational opportunities identified as “high priority” are elevated to WESTAR’s Annual Training Schedule.

The three main channels are:

· State-Specific Training: each state is asked to identify at least one high priority, state-specific training need.  The purpose of the state-specific educational opportunity is to assist the specific agency in achieving its upcoming year’s business goals and objectives.  WESTAR’s Training Manager works cooperatively with staff from the specific air agency to assess an agency’s needs, and identify educational opportunities that can address these needs.  These state-specific educational opportunities are delivered as geographically close as possible to the physical location of the agency (or agencies) requesting the training.  This close proximity helps reduce the number of barriers that typically inhibit attendance (barriers include such issues as travel costs, budget constraints, travel restrictions, and workloads), increase an agency’s ability to send numerous staff to high priority trainings, and enhance its opportunity and ability to cross-train staff, when appropriate.  Once identified, WESTAR’s training manager and air agency staff work together to identify specific educational opportunities that closely addresses the agency’s need.  If necessary, staff and training manager work together to fine-tune the course agenda to ensure a closer match between the need and the training.

· Committee-Directed Training; each WESTAR committee is asked to review its upcoming year’s activities, responsibilities and priorities, as assigned and approved by WESTAR’s Air Directors, and identify those educational opportunities that will assist the group in achieving these activities and priorities.
· Specialty Training: WESTAR stakeholders scan the horizon looking for issues that will impact WESTAR member agencies in the future including newly promulgated rules/standards or soon-to-be rules/standards, and for opportunities with the potential to enhance the way business is done. 
These identification channels allow WESTAR to: 1) identify and address fundamental air quality training needs in a timely, flexible, and resource-wise manner; and 2) identify critical, new or newly promulgated rules/standards/ guidance/issues that affect western air agencies and address these immerging issues in a timely, flexible, and resource-wise manner.

WESTAR’s Training Program’s Annual Training Schedule is comprised of both pioneering (never before seen) educational opportunities which are designed & developed by WESTAR’s staff, and standardized educational opportunities. Both types of educational opportunities are mainstays of WESTAR’s training program, and are of paramount importance to the professional and personal development of western air staff.

· Pioneering Courses provide staff the opportunity to: 1) “get-up-to-speed” on new regulations, guidance, rules, and emerging “hot tops”; 2) become acquainted with how other air agencies operate and the processes used by other agencies; 3) gain knowledge on how programs are developed and implemented; 4) expand their understanding through the experiences of other agencies or “lessons learned”; and 5) work cooperatively to address emerging issues.

· Standardize Courses provide staff the opportunity to: 1) become familiar with and gain a solid understanding of foundational issues and information; 2) more effectively and efficiently perform day-to-day job responsibilities; and 3) perform job responsibilities with enhanced confidence and skills.

WESTAR’s training program recognizes the value and importance of both types of training, and is committed to the ongoing professional and personal development of all western air quality agency staff through these pioneering and standardized educational opportunities. WESTAR is strongly committed to meeting the current and near-future needs of its member agencies and agency staff, while being resource-wise with the flexibility necessary to ensure quality and spur advancement. Striving to provide quality “just-in-time” training opportunities over a long planning horizon in a field inherent with change and uncertainty is difficult, and WESTAR recognizes that at various times national and/or western-specific issues may arise that trigger alterations to the WESTAR’s training schedule in order to more accurately address the “most pressing” needs of our agencies. 

Upon completion of the needs assessment, and crafting of its Annual Training Schedule, WESTAR begins the process of identifying potential training providers.

IDENTIFYING A QUALIFIED TRAINING PROVIDER
The entire pool of potential air quality instructors is very small, and the pool of qualified subject matter expert instructors is even smaller as a result of several factors, including:

(1) Instructor Qualifications:

(a) Air quality professionals generally arrive at educational opportunities highly skilled, well-educated, and very knowledgeable.  As a result, they are quick to judge the credentials of instructors, easily and quickly detecting inadequacies in the instructor, quickly passing judgment on the instructor, and competently drawing comparisons to former instructors that they considered subject matter experts.  An instructor’s inadequacies immediately raise red flags in the minds of attendees’ about the credibility of the instructor, about the level of respect that they have for the instructor, and ultimately about the perceived value of the overall learning experience.  Many times this lack of respect completely invalidates the entire educational experience for not only a single individual but for a large number of attendees;

(b) Instructors should be seen as being more knowledgeable and skilled than the attendees;

(c) Work experiences are very important credentials/qualifications to the attendees in order to create an environment of credibility;

(d) Subject matter experts with both governmental and industry experience are respected and prized as they are able to talk knowledgeably about both side of the equation;

(e) Instructors must not only be highly skilled and knowledgeable in the subject matter but must also possess highly honed teaching skills.  It is not enough to just be a subject matter expert; instructors must also be able to present the material in an effective manner, creating an environment that engenders learning.  Being an effective instructor is an extremely difficult skill to master, taking years, if not a lifetime, to master;

(f) Instructors must exude approachability, personality, and likeability.

(2) Course Design & Development Requirements:

(a) Designing and developing agendas, and crafting course materials are extremely long and arduous processes.  Typically, these processes can take over a one year to complete, meaning that potential instructors have spent numerous hours drafting and redrafting agendas and course materials.

(b) Final agendas are generally a reflection of the individual instructor, and are very personalized to instructor to closely match to his/her specific teaching style and personality.  This means that an instructor has spent considerable time and resources manipulating the agenda until he/she is comfortable with it;

(c) Instructors must not only be subject matter experts, as outlined above, he/she must be possess some curriculum design expertise in order to create an appropriate flow for the material, and must understand the applicability of various learning style techniques, and how to incorporate these learning style techniques into the agenda.

(3) Limited Demand for Courses: 

(a) At many governmental air quality agencies there may be only one person charged with specific job responsibilities.  Even in the largest air quality agencies such as California or New York the number of staff with specific job responsibilities is generally limited meaning that nationwide there is a limited number of staff with interest in a specific course (limited demand);

(b) Although staff turnover is generally higher in state and local air quality agencies as compared to other industries, it is not substantially high enough to create extensive demand for courses;

(c) The combination of a limited demand and limited turnover means a small pool of potential attendees (limited demand);

(d) Agency out-of-state travel budgets are generally limited and restrictive which also suppresses overall demand for air quality educational opportunities.

As a result of the above factors and EPA’s goal of facilitating the professional development of state, tribal and local air pollution professions by enhancing the skills necessary to understand and implement environmental programs and policies, in early the 1970s EPA recognized the need to establish an Air Pollution Training Institute (APTI) to oversee the design, development and delivery of air pollution training educational opportunities; educational opportunities that still exist today.  In order to design and develop the APTI educational opportunities the Education and Outreach Group (EOG) in EPA created Area Training Centers (ATC) at various universities geographically located around the United States such as Rutgers University, University of Illinois, and California Polytechnic State University – San Louis Obispo.  

EPA contracted with these Area Training Centers (ATC), subsidizing the entire design and development of needed training courses including agendas and course materials.  EPA further broadened its contractual relationships with the ATCs by annually awarding funds to the Centers in order to subsidize the registration fees of state, tribal and local air quality professionals.  Therefore, ATCs waive registration fees for state, local and tribal air quality professional but charge registration fees for US EPA staff, other governmental staff, and private sector staff.

As a result of these contractual relationships with the ATCs, the fees that universities charge are fairly well-known typically ranging from $1700 per day to $3500 per day.  Although the course materials and agendas for these courses are readily available, the expertise necessary to teach these courses generally presides in the university systems, even today.  ATCs operations have remained fairly constant over the years.  

Many times, because of the above circumstances, the list of qualified training providers is limited to one, and frequently, if there is more than one training provider offering the course, the instructor facilitating the course is the same instructor (e.g.; University of Texas, Arlington offers a Control of Particulate Matter course which is taught by Jerry Crowder.  The University of Illinois at Chicago also offers a Control of Particulate Matter course which is also taught by Jerry Crowder).  As a result, there may only be one person and/or one provider offering the course.
� The number of qualified training providers in the air quality management field is very limited due to a variety of factors. This issue is discussion in the attachment “WESTAR’s Training and Education Program”
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