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MANAGING TRAINING & DEVELOPMENT    

Study Unit 1

THE SYSTEMS APPROACH TO THE MANAGEMENT OF TRAINING 
A system is a set of interrelated parts, all of which work together towards a defined goal 
Various parts of a system are usually interdependent

The systems approach 
A way of thinking, a tendency to think about problems in systems terms 

· Interdependence – should a change occur in any one component of the system, it will affect all the other components either directly or indirectly; the system should be seen as a functioning unit

· Synergy – outcome of the interaction & cooperation between the different components; interaction produces an output that exceeds the total outputs generated by the individual components 

Thinking in terms of systems helps the designer of training to isolate & define the problem as clearly & effectively as possible 
Helps trainer to analyse the problem in such a way that they can identify possible alternative solutions & strategies 

Helps trainer to choose from the alternatives & to develop the most acceptable combination of solutions 

Enables trainer to implement the solutions, to evaluate their effectiveness & to assess their effect on the training system & the enterprise as a whole

Many approaches to managing training follow the systems approach & share several features:
· The assessment of training needs & objectives

· The development of a particular training experience to fulfil these objectives 

· The assessment of the effectiveness of the training program 

· A consideration of the complex interactions of the programmes with the organisational context, including personnel selection, managerial style & work procedures 

Education, training & development also constitute a system 

They are part of a bigger system, a subsystem of the entire organisation 

This subsystem interacts with the other subsystems of the organisation & supports the entire organisation to achieve a common purpose 

The systems approach helps to combine all the various activities & phases of the training process into a meaningful whole 

Training is the way in which an organisation uses a systematic process to modify the knowledge, skills & behaviour of employees that will enable it to achieve its objectives

It is task oriented because it focuses on the work performed in an organisation based on job/task descriptions 

The job/task requirements will determine the training standards for a particular job 

It aims to improve employee performance in an organisation, usually when work standards are low because of lack of knowledge/skill & poor attitudes among individual employees/groups

Training can be a deliberate intervention taken or planned to address present &/or anticipated knowledge/attitude/skills shortcomings 

A training system aims to ensure learners pass the training course, provide further assistance to employees who don’t’ succeed at first, ensure the pass standard is attainable, and produce trained employees to fill positions in the organisation 

Concepts of education are those activities that provide the knowledge, skills, moral values that individuals will need in daily life

Activities cover a range of topics for a broad purpose – to promote an understanding of social traditions so individuals can contribute to society, include study of languages, numeracy, cultures & natural laws which form the basis of personal development, communication & creative learning 

Include learning activities that occur in an organisation; that managers & skilled & unskilled workers require 

Education creates a general basis that prepares the individual for life; training prepares the individual to perform specific tasks in a particular job 

Development refers to the development of employees as a group within an organisation, rather than that of an individual – takes place within the context of specific objectives/outcomes 

Management development refers to the knowledge, skills & attitudes that managers need to acquire to manage an organisation successfully – contains elements from education & training 
Training is seen as a system that comprises various parts or subsystems which work together towards a defined goal 
The systems approach enables the raining practitioner to isolate & define the training problem in such a way that it is possible to identify alternative solutions & strategies & to develop the most acceptable combination of solutions 

Study Unit 2

TRAINING AND THE MANAGEMENT FUNCTIONS 
The responsibility of the training manager is to manage the training function in such a way that it achieves the set objectives

All managers should accept personal responsibility for the training & development of their subordinates 
Management & the management functions
Management: a process whereby human, financial, physical & informational resources are employed for the attainment of the objective of an organisation 
Planning: determines the mission & goals of the business, including the ways in which the goals are to be attained & what resources are needed for the task 

Goal setting – visions, mission & formulating of goals 

Develop plans – choices between alleviative plans of action to reach goals 

Implementation – execution of the plan through organising, leading & control measures 

Determine training needs of the enterprise, analyze tasks & learning outcomes of a program, drawing up a strategic plan for training, drawing up an annual training plan, planning every learning intervention such as lesson planning & planning the training budget for the following year 
Organising: how to arrange, deploy & use resources & arrange the processes & the work 

Organising provides the mechanism through which the goals, determined in the planning process, can be attained 

From a business management perspective – entails:

· Allocating the human & physical resources to the relevant departments or persons 

· Defining duties

· Determining procedures to enable the business to attain its goals & objectives 

Management must deploy people, equipment, finances & other resources to achieve its goals

An organisation structure indicates work to be done & connection between various positions & tasks

Resources & facilities should be organised & co-ordinated so execution of training can be done 

The set objectives must be achieved; can be done by departmentalization, specialization & co-ordination 

A suitable training approach to achieve the strategy, applicable training aids, correct target group & students, the right trainers/facilitators, program content required for division & accommodation & general admin rules must be decided on

Organising in training entails:

· Organising the training department 

· Organising a course on supervisory training & communication skills, identify & co-ordinate resources, including training staff required to execute the plan

· Selecting suitable training methods, training aids & facilities & the trainers themselves

· Arranging accommodation & making admin arrangements for the training program & learners 

Leading/directing: activating & mobilising the resources for goal achievement 
Directing training staff in conducting training courses entails:

· Giving orders & directions to the human resources of the business

· Motivating the staff to direct their actions in accordance with the goals & plans

· Leading the organisation through effective communication to influence & motivate staff

Refers to steps taken to co-ordinate, lead & motivate students & training practitioners to enable them to voluntarily achieve set study objectives & outcomes 

Person in charge of the training process must endeavour to create an environment that is conducive to learning productivity 

The leadership style must create a positive learning atmosphere in which learners receive recognition & experience growth, autonomy & achievement of personal objectives 

Intrinsic motivation refers to content factors inherent in the learner/task & forms the basis of modern training theories 

Extrinsic motivation refers to contextual or external factors that are imposed on the task or the student by the trainer 

Leading/directing in training entails:

· Taking steps to motivate training & support staff (team building exercises, providing direction & guidelines for training staff)

Control: the process of monitoring & checking whether the organisation is working towards goal achievement 

Requires managers to detect any deviations from the plan & to initiate corrections 

Training practitioner must determine whether the organising efforts & guidance offered resulted in objectives/outcomes being achieved – if not, action must be taken to correct, but objectives must not be altered 
It is a continuous process

Emphasis is on evaluating the system as a whole, measuring the learning process & achieving organisational objectives 

Control in training entails: 

· Determine whether results have been achieved

· Determine whether training progress was executed as planned

· Determine whether outcomes were achieved 

· Assess whether the learner has learned & what changes to the course are necessary for future progress 

Study Unit 3

THE PLACE & ROLE OF THE ETC FUNCTION 
Place in an organisation is the position & its relationship with the organisations with which it interacts 

Role is the functions or activities that are carried out in order to look after the interests of members

An organisation consists of various components that try to achieve organisational objectives by means of different processes – marketing, production, logistics, finance, human resources component 

Components are organised according to each organisation’s needs & usually have subcomponents or subsections 

Education, training & development component is usually a subcomponent of the human resources function 
ETD function has a number of roles:
· Analysing the ETD needs of the organisation 

· Planning a curriculum 

· Developing training programmes

· Conducting (presenting) training 

· Evaluating the learning system 

· Managing a quality assurance system 

· Transforming new or existing employees into productive workers thereby contributing to the objectives of the enterprise through strategic planning & strategic human resource development 

Difference between ETD & HRD:

ETD forms part of the broader strategy of HRD

ETD provides short & medium-term interventions to ensure that the long-term goals of HRD are achieved

HRD is broader than the ETD process, which entails the phases of needs analysis, ETD design & delivery & the evaluation of ETD

The HRD function manages the entire system & the environment in which ETD takes place 

In HRD the emphasis is on the ongoing management of the learning environment & supporting the transfer & follow-up strategies needed to make ETD work 

Roles of the ETD practitioner 
The ETD practitioner in the organisation requires a wide range of skills in order to play a proactive role in human resource development 
Main function is to ensure employees perform to the best of their abilities, that their efforts are directed at all aspects of employee performance e

To make a meaningful contribution, training practitioner must be aware of overall business plan of organisation & accompanying objectives of various departments 

Training professional should link all training progress to overall business plan & the HRM plan 

Top management should be involved in training program & development of such program 

Strategist: ETD practitioner needs to link training plans to the strategic business plans of the enterprise & to formulate plans for training & development, policies & practices that accommodate the vision, mission & objectives of the enterprise as a whole 

Needs analyst: should be able to identify the learning & development needs of both individuals & groups 

Manager: should perform the traditional management functions of planning, organising, leading & control in order to achieve the objectives of the enterprise as a whole as well as those of the ETD function 

Consultant: acts as consultant when assisting in solving performance problems in the organisation & those of employees within the organisation; needs to investigate such problems, generate appropriate solutions & provide/recommend to them specialist expertise to help solve the problems; solutions can include both training & other management interventions 

Individual & groups learning facilitator: should be able to guide interventions that enable individuals & groups to learn in a group context or that enable individual learning needs to be satisfied; be able to utilise a variety of instructional methods, strategies & techniques & be able to guide interventions that will enhance & facilitate learning 

Learning designer: expected to design interventions in terms of outputs & outcomes, learning opportunities & delivery of training to facilitate & make learning possible; expertise, knowledge & skills in the analysis of training needs, the design, development, presentation & evaluation of training are essential for effective performance as an ETD practitioner; this include the roles of needs analyst, assessor, designer & evaluator

Assessor: required to assess the competency status of individuals against agreed quality standards, using outputs & outcomes as the basis for evidence 
Evaluator: required to evaluate the impact of ETD on the effectiveness of individuals or organisations 

Administrator: needs to provide support & logistical backup for the enablement of training; design training programmes, draw up the training budget, keep training record etc 

Study Unit 4

THE EDUCATION, TRAINING & DEVELOPMENT POLICY & THE ANNUAL TRAINING PLAN 
Policy – a plan of action adopted or pursued by an individual, government, party, business etc 
Can also be regarded as an expression of intent which gives general guidance to the organisation for conducting affairs an ETD policy gives direction to the organisation for its ETD initiative 

If the policy document is an expression of intent, it should indicate the intention of the organisation in respect of ETD

May include: 

· Aim of the policy

· Objectives of the policy

· Values of thee organisation in respect of ETD 

· Types of education to be provided by the organisation 

· Types of training to be provided 

· Development opportunities within the organisation 

· Financial assistance for ETD

All employees of an organisation should receive job content training throughout their careers

Annual training plan 

· Communicates the intentions of the training function for the forthcoming year which allows line managers & other role players to plan their activities accordingly, including the nomination of staff for training courses & programmes
· Enables the training manager to plan & allocate resources including trainers, facilities & funding 

· Enables the training manger to draw up a realistic training budget 

· Annual training plan facilitates the skills development legislation 

Should be a detailed statement of training that will be implemented over a specific period
Results from recognition of priority training needs in the strategic analysis process, the T&D policy & the resources available 

It is an integral part of the strategic training process 

It is the organisation’s short term operational plan that is based on strategic organisation & HRM goals

A typical plan includes:
· A detailed time plan of the training required for each department, allocated according to job classification & number of employees involved 

· A detailed time plan of the projected training for categories of staff that are not permanently allocated to a department 

· Specifications relating to each training item for the standard to be achieved, the person responsible for implementing it & the training strategy to be used 

· A summary of the budget allocation with regard to training for each department & the organisation as a whole 

Importance of planning is that it gives direction, promotes co-ordination between departments & people in an organisation, compels managers to look to the future, ensures organisations keep abreast of technology, ensure cohesion & promotes stability 

Study Unit 5

ADMINISTRATION OF EDUCATION, TRAINING & DEVELOPMENT (ETD)
Plays a supporting role in the management of training 
Records in the form of a database must be developed & maintained

Records should be relevant 

ETD records & information systems 
Management information systems provide a view of information flow as it develops during normal business activity 
The information is essential to manage organisations especially HRM information & training information in particular 

HR information is essential in facilitating decision making in all areas related to effective HRM of an organisation 

With the increasing link between general strategic & business planning the capacity for an HR information system to organise, store, process & manipulate employee related data becomes essential 

Guidelines for implementation of an information system
System needs - exact needs of an organisation must be analysed; training volumes (determining number of courses to be offered or number of employees to be trained by other institutions, number of students involved & training facilities required)

Training record needs – required for number of reasons (budgeting, cost per course, cost per student); training period require to establish a new product should be taken into consideration; work performance is a result of T&D & training records can possibly be of use in projecting future performance; also required for career planning 
Cost reduction needs – if records exist, proper planning can be carried out with regards to cost reduction; without records, decisions to cut budget can be made which could adversely affect organisation; training costs can be justified by increased training productivity & by training employees to reduce costs 

Legal requirements – organisations are compelled to keep records of workplace skills plans, learner ships, employment equity, levies paid etc 

Selecting a system 
Selection of a system depends on a number of factors – numbers of employees in an organisation usually determine complexity of the system 

Systems can be operated either manually or computerized 

Selection of a system is determined mainly by number of entries over a given period 

System design 
Certain elements are always present, regardless of size & type of system 
System diagram 
Starting point from which to define a system configuration 
Developing a system & towards an e-HR function 
Number of rules for developing a manual system:
· Minimize number of elements involved – the simpler the system, the more it will be utilized 

· Standardise the forms & procedures 

· Simplify the forms & procedures 

· Design a system as if it were intended for computer implementation – most likely inevitable 

Becoming essential to design & implement a multi-model system to enable HR department to have traditional HR functions executed 

T & D records 
Keeping records of completed T & D interventions is not a final objective by should be a means to achieving an end 
It is important for the training practitioner to keep correct type of records as these can assist in determining whether employees’ performance could be improved or not 

Trainers should direct their efforts at improving & developing employee performance 

This requires planning of record systems in such a way that they serve as useful reporting sources 

Availability of computers & changing technological environment are factors that should be taken into consideration 

Purpose of records 
· Make strategic ETD decisions 
· Keep track of the status of skills in the enterprise 

· Enable training management staff to respond to enquiries from top management & outside institutions 

· Guide employees in reaching their full potential in the organisation by devising individual development plans that suit their particular needs 

· Comply with statutory & other regulations 
Types of records 
Size of organisation will determine types of records that are kept
Main types: HR planning & career development data; records of courses attended & personal training records of employees; performance & development appraisal records; in-service training records & course evaluation records 

ETD costs & budgets 
Cost-effective training requires the careful allocation of financial resources reflected in a budget 
Budget is regarded as a control instrument & record keeping should be exact 

Building flexibility into the training budget is advisable for hidden costs 

If in-house training is offered, cost is normally not budgeted for, but the time & effort should be taken into account 
Budgets 
Organisations use budgets as financial control instruments
Budgets are part of the planning process & are an important controlling tool; they should be as flexible as possible to provide for unknown factors 

Training costs are not always clearly identifiable, decisions not always easy to make 

Certain expenses will be clearly identifiable, while other expenses will be concealed in the various departmental budgets 

Role of accurate record keeping in budgeting process is important – some budget items are normally based on historical data 

Budgets are prepared in a variety of ways: 

· Central budget (prepared by training manager)

· Individual budget (prepared by line managers)

· Shared budgets (training department budgets for generic aspects & line managers for specific, unique items)

Responsibility for a training budget lies with the training manager or is shared by the training & the line managers
When preparing a training budge, carefully consider:

· Existing & future training needs – existing training interventions will be retained; focus falls specifically on routine training aspects; line managers should be consulted to determine whether new training is required because of technological development & whether there are special training needs because of changing organisational strategies 
· Facilities & personnel available – make provision for suitable facilities & recruitment or retraining of training personnel 
· Salaries & development of personnel – make provision for salaries of training personnel & make adequate provision for expenses relating to personnel development 
· Sundry expenses – travelling costs, costs related to the development of training material guest speakers, refreshments, incentives unscheduled maintenance & hiring of equipment 

· Levies – skills levies & claims organisation may submit to SETAs 

Advantage of a central budget is that all training is based in one department & some measure of standardisation is introduced 

Disadvantage is line managers don’t assume responsibility for training within their section

In an individual budget, the line manager assumes full responsibility for the training budget & responsibility for training personnel 

Shared budget has the advantage of generic aspects, such as general training expenses transfer to a training manager, while line managers remain responsible for training outputs 
Training expenses must be justifiable in terms of overall business plans of an organisation 

Funding of training:

Government spends more on education than on funding training in organisations 

Organisation & individual are important sources of funding of training in South Africa 

Organisation fund industry related training & organisation specific training 

Individuals fund training by fees paid to training providers, loans to fund training which have to be paid back & accepting lower salaries during a period of training (apprenticeship & trainee contracts)

Contribution by donors should be co-ordinated & engineered by the country HRD strategy 

Donors are focusing their contribution on research initiatives, policy design, implementation of training & skills development systems 

Government is involved in a number of institutions to support training through grants & further education colleges 

Funds are generally generated from taxation levies on payroll & co-ordinated via SETAs & private expenditure (tax exemptions for individuals who spend money on training)
Cost effectiveness of ETD 
Can be determined by comparing training programmes or determining the monetary benefit of a training programme 
Latter option will require:

· Determining the cost of education, training & development 

· Calculate ETD costs

· Determine losses arising from training 

· Estimate the financial value of each trainee

· Weigh up the cost of ETD against the benefits derived from it 

Cost of ETD refers to all costs incurred in the development & design of training, as well as costs relating to the salaries & fringe benefits of the employees concerned 

When calculating ETD costs, there are two factors to consider:

1. Fixed costs (cost of facilities & registration)

2. Variable costs (cost of materials, time allocated to each student, accommodation costs & all costs related to the trainers & facilitators)

Losses result from training when employees attend training courses & the production level drops 

The increase in each trainee’s financial value is determined by measuring the increase in the productivity level, the improved quality of products & the increase in profits as a result of the training 

To weigh the cost of ETD against the benefits derived from it, the financial advantage is subtracted from the costs & this then indicates the cost-effectiveness of a training programme

Method to determine monetary benefit of a training programme without comparing it to other programmes
1. Determine the cost of T&D 
Includes costs involved in analyzing posts (salaries, fringe benefits, overall costs), design, material, instructional equipment such as video’s, administrative cost of training department 
2. Calculate the training cost 
Fixed costs & variable costs 
Distinction is made between direct & indirect costs 

3. Determine the losses resulting from training 
Arise because of lower production levels that occur when employees participate in a course

4. Estimate the financial value of each person who has completed training 
Includes aspects such as higher production, a better quality of product & higher profits resulting from training 
If measurable outputs are involved, the estimate is easier to make than in cases where there are no objective measuring instruments (from management training)

5. Weigh up the cost of training against its benefits 
Financial advantage is subtracted from the costs to determine the cost effectiveness of the programme 
The elements of record keeping for ETD costs & budget, which are important if an organisation is to have an effective ETD function 

Study Unit 6
MANAGING QUALITY ASSURANCE IN TRAINING 
NQF is a system which makes provision for qualifications – assures employers, learners & providers that learning outcomes are relevant, market related & in accordance with nationally recognised standards 
Makes provision for a recognised assessment process through which learners are certified to be competent in terms of recognised standards 
A qualification earned in the NQF system is valid & nationally recognised 
NQF is a system of assuring & continually reassuring learners & other users of the education & training systems that credits, awards or certificates, issued during the learning process, adhere to the standards registered on the framework, & that all forms of provision are geared to deliver learning to the same standards for accreditation purposes 

Objectives of the NQF
· Create an integrated national framework of learning achievements 
· Facilitate access to & mobility & progression within education, training & career paths

· Accelerate the redress of past unfair discrimination in education, training & employment opportunities 

· Contribute to the full development of learners 

· Enhance the quality of education & training 

NQF consists of a framework with 10 levels, each level described by a statement of learning achievement known as a level description 

The NQF provides the foundation for people to achieve national qualifications through formal & informal learning & in the process contribute to the government aims of equality, quality, access to opposition & the redress of past inequalities 

Benefits of the NQF
· It’s a consistent approach to education & training with an emphasis on meeting quality standards & practices
· There will be scope for industry, the professions & formal education to set their own standards but with the emphasis on national quality 
· In the process, training & nationally based quality will be available, industries which have never offered national training opportunities will be able to do so

· Learning will be able to take place on the job, at tertiary institutions, secondary schools & in private training establishments 

· Training industry will be better equipped to compete in international market & overseas workers will be able to have their quality assessed for equivalence against SA qualities registered with the NQF

· Detailed & credible reporting of individual attainment will be available to all stakeholders

Principles required to underpin qualifications & for the NQF to provide the benefits 
· Education & training should form part of a system of HRD which provides for establishment of an integrated approach to education & training, expressed in terms of nationally acceptable qualifications 
· Education & training should be & remain relevant to national development needs, industry & service sector needs, regional, local & community needs, individual development needs & needs relating to advancement of knowledge, science & technology 
· Education & training should have international credibility & credibility in industry & service sectors & amongst providers & learners with regards to being able to achieve the nationally agreed aims for education & training; these aims should be consistent with economic & social development priorities 
· Education & training should adhere to a coherent framework of principles & certification which may be established at national level, but should permit flexibility of interpretation required to meet needs of industry & service sectors, providers & learners 

· Education & training standards should be expressed in terms of a nationally agreed framework & nationally & internationally accepted outcomes that will be defined separately 

· To ensure transparency, opportunities should be provided for all significant shareholders to participate in planning & co-ordination of education & training 

· Access to appropriate levels of education & training should be provided for all prospective learners in a manner which facilitates progression 

· Education & training should make it possible for learners to move between components of the system on the successful completion of accredited prerequisites 

· Education & training should ensure the framework of qualifications permits individuals to progress through the levels of national qualifications via different appropriate combinations of the components of the system 

· Education & training should provide for learners to transfer their credits/qualifications form one learning institution &/or employer to another 

· Through assessment, education & training should give credit to prior learning obtained through formal, non-formal & information learning &/or experience 
· Education & training should provide for guidance of learners by persons who meet nationally recognised standards for educators & trainers 

The NQF is a qualification system which makes provision for the hallmarking of qualifications
It means assuring employers, learners & providers that learning outcomes are relevant, market related & in accordance with nationally recognised standards 

It makes provision for a recognised assessment process through which learners are certified to be competent in terms of recognised standards

This serves as assurance for employers & learners that a qualification earned in terms of the NQF system is valid & nationally recognised

To ensure general acceptance of & confidence in the NQF, a comprehensive quality assurance process has been put in place 

The development & registration of qualifications & standards on the NQF are subjected to the participatory & representative structures & processes of the National Standard Bodies (NSBs) & Standard Generating Bodies (SGBs)

The quality of provision education & learning & the legitimacy of certification of learners, are ensured through the ETQA (Education & Training Quality Assurers) system 
The NQF is a system of assuring & continually reassuring learners & other users of education & training systems that credits, awards, certificates, issued during learning process, adhere to the standard registered on the framework, & that all forms of provision are geared to deliver learning to the same standard for accredited purposes 

The inclusive nature of the quality assurance cycle ensure the responsibility for setting standards & for delivery of quality education & training, rests with the education & training stakeholders who participate in the SAQA process 

Drivers for the demand of quality in education & training
· Clients use quality as a primary consideration when selecting an education & training provider
· The requirement of the Skills Development Act for the payment of levies & the resultant increase in investment in training by organisations puts pressure on institutions to demonstrate return on investment 

· Graduates entering the global market place want certain guarantees that their qualifications meet international standards 

· Providers of education & training are compelled to revise & update their products constantly to ensure they remain relevant for changing needs

· Government warns the public & prospective clients of education & training providers repeatedly against using providers that do not meet legal requirements 

· Clients of learning programmes want proof of registration & accreditation of educaiton & training providers 

The key issue is that the main driving forces for quality in education training provision are not the official structures such as SAQA the SETSs or the NQF; the pressure comes from the clients & the learners – those who are paying for education & training services 

The principles of quality management 
Quality has to be set as a goal & then managed 
All managers of any education & training institution or function have to:

· Set very clear quality standards 

· Communicate the standards in a way that enables people to identify with the standards & commit themselves to achieving them because they know them to be important & believe that they are achievable 

· Lead by example & inspiration in the achievement of quality 

· Monitor & give feedback personally through the structures of teams & supervision 

A quality management system is a system designed to manage the continuous improvement of all processes in an organisation in order to meet customer expectations 

Traditionally, quality has been regarded as being the responsibility of the production & quality control functions of an organisation 

South African companies are now for the first time challenged to apply quality management in the field of ETD

Quality management encompasses a number of essential principles that are interdependent & must be integrated in a holistic manner to optimise organisational performance:

· All processes focus on delivering quality products & services to meet customer expectations, internally & externally 

· Processes & subprocesses are continuously improved 

· There is an active search for the root causes of problems in the system with an emphasis being placed on preventing these problems – the aim is zero defect

· Decision making at all levels is based on an analysis of data using statistical measuring techniques 

· All people are empowered & developed to play an active role in delivering quality products & services 

· A high performance organisational culture emerges from teamwork, interdepartmental cooperation & a flat organisational structure; there are sound customer-supplier relations that are both internal & external to the organisation; everyone is both customer & supplier inside & outside the company, depending on one’s particular role at any given time 

· There is a strategy in place to actively pursue local & international best practices 

South African companies need to radically rethink the way in which they implement ETD

When ETD managers move from managing ETD staff to managing quality, their whole perspective changes 

They realise that their function is to manage & improve ETD processes & not just to control the activities of their ETD staff members 

Instead, they focus on how ETD work flows through the organisation to deliver quality outputs their customers will value 

Study Unit 7
STRATEGIC BUSINESS PLANNING 
Strategic business planning involves a plan that indicates how an organisation will compete in order to be successful 
A plan that should indicate where the organisation is going over the medium to long term & what needs to be done to be successful 

It requires consideration of the organisation’s present strengths & weaknesses & future threats & opportunities 

SBP is usually top management’s chief concern & the highest priority of senior managers in the organisation 
The steps in strategic business planning 
Strategic Human Resources Development is geared to the strategic business plan & to help implement the HR strategy by improving knowledge & skills of employees of the organisation &/or knowledge & efficiency levels of interest groups outside the organisation 
HRD strategy is defined as the pattern of planned & unfolding activities that focuses on development capabilities to achieve current & future strategic objectives 

HRD is seen as planned & unfolding & HRD makes the achievement of business strategy possible 

HRD strategy development capabilities that are needed to deliver on current & future business strategies 

Strategic business planning is a cyclical process consisting of various phases:

1. Clarify the purpose – what is the purpose of the organisation & what should it be?

2. Select goals & objectives – what is the organisation trying to achieve?

3. Identify present strengths & weaknesses – what is the organisation doing well & what is it not doing well?

4. Analyse future threats & opportunities – what opportunities or threats will there be in the future?

5. Compare present S&W with future T&O – how can the organisation take advantage of future O & avert future T posed by the external environment considering its present internal S&W?

6. Decide on a long-term strategy – what should the long strategy be in order to take full advantage of O & aver the Ts posed by the environment? 

7. Implement strategy – what changes need to be made so that the chosen strategy can be pursued with the greatest chance of success? 

8. Evaluate strategy – how well do decision makers think the strategy will work & how well is it working?

A strategic plan is a proactive attempt to anticipate & select the best opportunities in a corporate environment, thereby making the best business decision & resulting in success for the enterprise

Managers or directors make these decisions or choices, decide on the strategy that they will implement after determining the outcomes & goals & drawing up the necessary policy 

Study Unit 8

STRATEGIC HUMAN RESOURCE DEVELOPMENT (SHRD)
The field of HRD has evolved so rapidly over the past ten year in South Africa & abroad that traditional training is under threat 
Traditionally, training was seen as a tool to give employees knowledge & skills to perform their work more effectively 

An increasing number of companies view HRD as an important business imperative to enhance competitiveness & overall business performance 

Companies that use HRD as a strategic business strategy are likely to outperform companies that do not 

HRD can be defined as all the processes, systems, methods, procedures & programmes an organisation employs to develop its human resources in order to equip its employees to contribute to organisational performance 

HRD encompasses training & non-training interventions 

People must be continuously developed, whether this process occurs as part of a training intervention or as a component of people development that occurs on a daily basis 

The role of HRD has broadened beyond training programme design 

Effective instructional design remains important, but HRD practitioners are increasingly asked to create innovative systems & mechanisms to ensure performance improvement in the workplace

The HRD practitioner is no longer only a trainer, but becomes a consultant to the rest of the organisation providing the support to ensure the achievement of business objectives 

Strategic Human Resource Development 
Human resource development has to be planned strategically 
It must have a purpose & one must examine existing strengths & weaknesses, threats & opportunities & determine a long-term strategy for training & development 

Development has to do with the development of employees & groups of employees in the organisation 

It is the process of changing an organisation through planned learning so they possess the knowledge & skills needed for the future 
· Changing the whole organisation 

· Changing perceptions & attitudes of stakeholders outside the organisation 

· Changing groups & individuals in the organisation 

· Changing them through planned interventions in order to equip them with the knowledge, skills & attitudes needed in the future 

SHRD implies a formal, systematic plan for all training & development that will support the overall business plan of the organisation 

Changes are so rapid & unpredictable that SHRD plans must be aligned on a more regular basis 

SHRD plans must be flexible enough to accommodate changes in the environment 

HRD strategies should be reviewed regularly

Key assumptions of SHRD 
There should be an overall purpose statement for organisations & HRD effort should be related to it 

Every major plan of the organisation should be weighed in terms of human skills available to implement it & alternative ways of obtaining those skills 

People at all levels in the organisational chain of command should share responsibility & accountability for HRD 

There should be a formal, systematic & holistic planning process for the organisation, HR department & HRD 

A model for SHRD
1. Clarify the purpose of the HRD effort 
The purpose statement must relate to the organisation’s purpose or mission as reflected in the strategic business plan 

A purpose statement that is based on these guidelines clarifies what HRD is supposed to do, & why 

It makes explicit how HRD contributes to the organisation’s purpose & helps to guide operations keeping HRD practitioners & other operating manager on track 

Question that could clarify the purpose of the HRD effort & assist in determining priorities:

· What purpose does HRD seek to attain inside/outside the organisation 

· What part of this purpose is the responsibility of the HRD department, supervisors, learners 

· What is known about learners, how can they be classified, how can this classification scheme be used in planning instructions 

· How are HRD activities currently benefiting the organisation, how should they benefit the organisation 

· How are HRD activities currently meeting learner needs, how should they meet learner needs in the future

· What is the organisation’s present philosophy about HRD, what should that philosophy be in the future 

Without a purpose, HRD practitioners may embark upon & successfully complete projects but may never know how they are contributing to organisational goals or improving job performance 

It is important that HRD practitioners clarify the purpose of the HRD effort in the organisation & ensure it’s aligned with the broad business strategies 

Examples of purpose statement for HRD:

· To provide training & development programmes that will improve productivity & support the strategic vision of the enterprise 

· To anticipate changing conditions & provide training & development programmes to help employees cope with change 

· To establish a series of programmes & courses that management can access to ensure that employees can do their jobs 

2. Assess present conditions

The starting point for planning all organized learning evens in an organisation is a comprehensive needs assessment defined as a broad systematic examination of conditions conducted for purpose of identifying general differences between what people should know/do & what they actually know/do 
The gap/training need could be viewed as a weakness but he assessment should identify talents, competencies & skills – strengths – emphasizing what is done satisfactorily & unsatisfactorily 

To execute a proper assessment of strengths & weaknesses:

· Identify learners & prospective learners & determine their location, contact number, motivation leve, ability to lear & what the most appropriate learning period would be 

· Classify learners into broad market segments 

· Compare actual to desired knowledge & skills for each learner market segment 

· Identify present learning needs for each market & learner market segment – W are identified when employees don’t possess skills they should have 

A well trained core of employees represents a strength 

Changes in the external environment create unique T&O for any organisation 
Levels at which training needs are experienced:

· Macrolevel – needs found both nationally & internationally 

· Mesolevel – needs experience at organisational level (focus is on enterprise as a whole)

· Microlevel – needs experiences at operation level by one person or small group (emphasises content of incumbents work & employee performance)

Training needs assessment determines the gap between what an employee should be able to do & what they can actually do, or are currently doing 

SHRD is an aid to implementing HRD & strategic business plans & the process through which an enterprise is changed 

This change is brought about by planned learning & by assessing the present conditions 

Both these actions should be related to & supported by the enterprise’s mission statement 

3. Scan the environment 

Organisation needs to become more future-oriented in decision making

Changes in the external environment over time create unique threats & opportunities for an enterprise 
Environmental scanning is describes as a structured examination of future external environment 
A systematic procedure for monitoring the world that sustains the organisation to identify O & T

Steps followed to execute environmental scanning:

· Classify external environment into sectors 

· Decide on a time horizon appropriate for the scanning efforts 

· Examine environment sectors for expected changes over the chosen time horizon 

· Try to infer the effects of environmental changes on the general public, external stakeholders, departments/work groups in the organisation, individual & job requirements 

· Identify future learning needs of the general public, external stakeholders, department/work groups, individual & job requirements 

· Reassess learning needs by market segment from a future orientation 

Results of environmental scanning should address two major questions:

· What major threats & opportunities will probably be posed by environmental changes that affect the firm’s dealings with the general public & key external stakeholders, the organisation as a whole, each work group, the career objectives of individuals & job performance or job requirements?

· What should the future status of the corporation be relative to the general public & key external stakeholders, the organisation as a whole, each work group, individuals as they progress towards the realisation of career objectives & job performance or job requirements 

Macro factors affecting training & education in South Africa:

· Population growth – organisation should develop training programmes that focus on adult learner & create a culture of lifelong learning so older workers can adapt to changing external influences; training efforts will have to focus on black population to give effect to employment equity legislation without neglecting other population groups; training programmes to manage diverse workforces needs to focus on literacy, numeracy, conflict handling, supervisory training & management & training of scarce skills; factors affecting population numbers are emigration, ageing White & Asian population, impact of urbanization on fertility & lifestyle/health preferences, HIV/Aids & number of immigrants to SA
· Low levels of education – a threat as in SA approximately 27% of country’s economically active population is illiterate; despite literacy programmes run by private sector & government departments, literacy levels in SA remain low; low levels of education are as a result of education & training policies in the past; illiterate, unskilled & semiskilled people are mostly black as a direct result of Bantu education; many people enter the job market without necessary education background; organisations have to assist them to further their education through adult basic education & other forms of continuous education which becomes costly 
· Unemployment – high unemployment levels in SA re related to high population growth, low economic growth, a declining number of production processes that require labour; department of labour will contribute towards employment creation by striving to ensure its labour market policies & strategies complement national growth & development objectives, develop implement, monitor & evaluate new labour market regulations in relation to new job creation strategies; unemployment can be improved by creating more job opportunities, providing people with more opportunities to create jobs for themselves, encouraging foreign capital investment, present education & training to encourage self-employment
· The supply of & demand for labour – labour legislation ensures fairness, acknowledges rights of workers & trade unions with the aim of encouraging long-term relationships between employer & employee; supply of labour consists of people & groups with a variety of skills, demographic profiles, personality traits, who sell their services at different prices, depending on geographic area & type of occupation & economic activity; supply of labour in the past increased due to high population growth, recently declined due to lower fertility rates due to higher education levels, better living standards, urbanization, more women working, a higher mortality rate due to HIV/Aids & influx of illegal immigrants; demand for labour derived from demand for goods provided by employer & affected indirectly by economic conditions in the country & directly by cost of labour & productivity of labour; the nature & competitiveness of the organisation will determine the demand for labour; problems in the labour market are poverty, income equality, unemployment, high cost of labour & low productivity; to improve skilled labour shortages, organisation can implement strategies to address HIV/Aids, focus on skills shortages & education & training of these groups, address increased globalised position & competitive environment in which it has to function 
· Technological acceleration – can enable organisation to communicate more efficiently & provide sophisticated services & products; speed of technological development can be credited to convergence of various cutting edge technologies, the internet which creates opportunity for information sharing, collaboration & improved learning in the workplace; technological innovation will increase the importance of training in the organisation because new entrants into the market must be trained & technological change necessitates continuous retraining; the global economy has shifted from asset-intensive to knowledge-intensive, driven by technology & availability of information; T&D programmes in the organisation need to keep abreast of changes in technology & how these changes will affect their business; they should constantly implement latest technology to improve their broader HRM activities & the T&D & develop initiatives 
· HIV/Aids – a threat; SA has one of the highest per capita HIV prevalence & infection rates in the world; it will influence projected population composition; Aids related death rates & HIV infections are so high in SA because of social & family disruption due apartheid & labour migration, inadequate knowledge of how to avoid Aids, high risk sexual behaviour, high levels of poverty & inequality & low status of women in many communities & crime & rape; human capital realisation, skills availability, skills shortages in SA will be affected by HIV/Aids; cost that will increase are group insurance, medical aid contribution, recruiting costs to replace labour; there will be losses in foreign direct investment brought about by lower levels of investor confidence, training & recruitment costs; surviving family members may be forced into low paid work, prostitution & crime which could place them in high HIV risk groups; organisations should consider developing an Aids risk profile, adopting a policy on HIV/Aids, conducting training sessions & monitoring trends as this issue can have detrimental effects to operation & sustainability of an organisation 
4. Compare present S & W with future O & T

Strengths in an organisation lead to success against competitors

Weaknesses, if not handled carefully, lead to competitive failure 

Proper knowledge or organisational S&W helps managers to decide what business to enter or leave, what resources to allocate to what activity & how to manage interactions between business units

An analysis of S&W provides valuable information for planning of job training & education

Studying S&W of different work groups provides information to plan employee & operational development 

With this knowledge, a training & education curriculum can be planned for each job, class or category

When results of environmental scanning are considered, two questions should be answered:
· What major T&O will environmental changes probably pose to organisational dealing with general public, key external stakeholder & the organisation as a whole
· What should future status of the organisation be relative to general public & key external stakeholders 

A threat is any expected deficiency between what is at present & what should be in the future that stem from lack of knowledge/skill

An opportunity is a future talent or competency 

Organisational strategy for HRD is established when SWOT are compared – beginning of the SHRD

Analysis of S&W & identification of needs stemming from strategic approach make HRD effort a tool for the long term, continuous improvement with a unified direction for all learning opportunities & provide opportunity to plan various curricula & courses 

· A training curriculum & programme can be planned for each job class or category; working with others in the organisation, HRD practitioners analyse the S&W of each job class; from the results, a general but organised sequence of learning experiences can be designed to orient & socialise newcomers to each job class
· An education curriculum & programme can be planned to prepare individuals for promotion or other career moves, to upgrade skills & find creative solutions to problems; an educational curriculum results fromt eh analysis of individuals’ present S/W compared with the requirements for success in possible future jobs; employee education helps individuals achieve their career objectives 
· A development curriculum & programme are the result of a comparison of present work group S&W; they consist of planned learning experiences designed to create a pool of group skills for dealing with tasks facing a group 
· A non-employee development curriculum & programme consists of planned learning experiences intended to rectify deficiencies or build on proficiencies in relations between an organisation & external groups it interacts with 

T&O compile the results of environmental scanning efforts & classify results of each trend as a T/O

T/O may vary in scope, some may apply to organisation, some to specific work groups, some to individuals pursuing career goals & others to requirement for performance in a job 

Classification of trends or their effects can be based on opinions of HRD practitioners, strategist or others 

Point of comparing present needs & talents with future needs & talents is to frame the choice of an organisational strategy for HRD

5. Choose a long-term organisational strategy for HRD 

Strategic choice for HRD is the same as strategic choice for business planning 
It is the decision to select the one strategy that is best suited to meeting the enterprise’s objectives

The decision involves focusing on a few alternatives, considering selection factors, evaluating alternatives against these criteria & making the actual choice 

Strategic HRD integrates long-tem, intermediate-term & short-term learning plans designed to cultivate talent needed by the organisation 

It helps meet the needs created by strategic business plans & HR plans 

Organisational strategy for HRD means a comprehensive, general instructional plan which supports achievement off strategic business plans & HR plan 

Choosing an HRD strategy means deciding on an organisational strategy for HRD, a long term direction for planned learning activities offered by the organisation

The resulting strategic choice is a unified learning plan that integrates HRD function as organisational development, non employee & employee development & employee education & training 

The process of selecting an organisational strategy for HRD is similar to the problem-solving process 

You have to find the problems, formulate them & identify appropriate ways to look at them, consider possible solutions & choose an appropriate solution 

· Identifying the gap 
The starting point in choosing a strategy is a perception that a gap does exist or will exist between what is & what should be 
Point at which future problems or opportunities for improvement are recognised 

Decide on a solution that feels will help close present of future performance gaps
In strategic business planning, a strategic choice is made after comparing and organisation’s present status & its expected future external environment 

This begins with a comprehensive review of factors that may affect its future success 

There is no single, generally accepted method of conducting such a review 

When choosing an organisational strategy for HRD there are four possible categories to analyse – all four are possible sources of learning needs:

· Internal work groups or departments 

· Individuals aspiring to new positions 

· Job requirements by job category 

· External groups – consumers, suppliers, distributors & the general public 

The strategy of the HRD effort depends on its purpose

It is important to consider S, W, O & T relative to the purpose defined earlier in the process

Once the gaps have been identified, the actual problem needs to be formulated – second step in choosing the strategy

For each present or future learning need, consider:

· What exactly is this need & how precisely can it be described 

· Why is it important now & how important is it likely to become 

· What are the current effects of this problem & what are the expected effects likely to be over time 

· What would probably happen if no action were taken to meet the need

· What would probably happen in the form of unintended side effects if action were taken now/in the future 

· How important is this need in meeting organisational objectives, individual career objectives & job requirements 

This information can be applied to the raw information obtain in the previous step 

The answer to these questions can be compared with the purpose of the HRD effort in determining whether action is warranted 

· Approaching problems that have been identified 
Once problem areas have been prioritised, HRD practitioners & line managers are ready to look at the problem 
When looking at the problem they should be interested in:
· Determining the cause of the problem 

· Finding a way to consider solutions 

Determining the cause of a problem is rarely easy, because there is usually more than one cause 

The cause is the reason why things have gone wrong or are expected to go wrong in the future 
Examples of causes may include:

· Lack of communication

· Negligence

· Poor standards of performance 

· Lack of performance standards 

· Decisions that deviate from organisational policies or procedures 

Once HRD practitioners & line managers have become aware that there is a difference between what is & what should be, have identified problems & prioritised problem areas & have sat down & looked at the problem in order to ascertain the possible causes of it, careful thought has to be given to possible solutions to the problem(s)

· Considering possible solutions 
No strategy is ever absolutely right or absolutely wrong 

The range of possible strategies for HRD is broad & the following could be considered: should the HRD effort – 

· Grow by doing more of what is already being done – adding to the planned learning activities 

· Retrench by doing less of what is already being done – cutting back on the number or type of planned learning activities 

· Diversify by changing the: 
learners served



Needs addressed 



Emphasis placed on each potential market of learners 



Projects/services offered 



Instructional methods used 



Subjects offered 



Content handled in each planned learning experience 

· Integrate with other efforts by increasing or decreasing HRD’s relationship with other functions or activities – linking HRD to other HR/organisational functions 

· Turn around otherwise failing HRD activities by first retrenching & then pursuing another HRD strategy – placing increased emphasis on education rather than on training 

· Combine any or all strategies – each group of learners may be the focus of one type of HRD activity rather than other groups or types of activity 

These strategies are all possible in any environmental conditions 

The question is how appropriate is each strategy

· How to select an appropriate organisational strategy for HRD 
Choosing an organisational strategy for HRD corresponds with the choice of a solution in the problem-finding process 
It involves narrowing down possible solutions to one that is:

· Workable & practical 

· Cost effective & cost-efficient 

· Likely to be accepted by others

· Likely to overcome weaknesses, build on existing strengths, avert future threats or seize future opportunities

HRD practitioners & top management strategists rarely have complete freedom to pursue what they believe is the best or optimal choice, rather they must consider possible strategies for long-term learning efforts based on tests of acceptability 

6. Implement organisational strategy 

Once the organisational strategy for HRD has been decided on, implementation must follow
Implementation is the process of turning plans into actions 

The implantation of the organisational strategy for HRD is perhaps the most important step 

Without careful forethought about what actions to take, when to take them & who should take them, no strategy will ever be successful 

Implementation can be considered as a series of steps in which training practitioners & line managers:

· Establish operational objectives for the training effort & review & revise training policies 

· Examine leadership in the business

· Review the structure of the organisation, training department & learning experience sponsored by the organisation (re-engineering of the training function is important)

· Review reward systems 

· Budget for resources to implement strategy 

· Communicate about an organisational strategy for training 

· Develop functional trainings strategies 

· Start implementing & executing the T&D initiatives 

7. Evaluate success of HRD effort 

Evaluating training is important because it:
· Provides information which can be used to improve planned learning, making it more effective in meeting needs, solving past performance problems & anticipating future opportunities 

· Sheds light on problems of all kinds, those stemming from lack of individual knowledge/skill & those stemming from other causes 
· Points out the results of training activities, demonstrating their efficiency 

· Generally stimulates improvement, providing feedback which triggers additional plans & actions 

In evaluating planned learning, HRD practitioners should begin by thinking about 6 fundamental questions:

· Who wants to know

· Who is doing the evaluating 

· What is the real focus of interest

· Should evaluation be carried out

· Why is evaluation necessary 

· How will the evaluation be conducted 

Study Unit 9

LEGISLATION AFFECTING ETD IN SOUTH AFRICA: AN OVERVIEW
The processes, structures & regulations concerning learning & qualifications that are contained in the NQF have a direct impact on how education & training should take place
The SDA has to be read & interpreted carefully in conjunction with the SAQA Act specifically 

There are other pieces of legislation that are extremely important – EEA, Basic Conditions of Employment Act, Labour Relations Act 

The national qualifications framework (NQF) & its principles 
Based on a credit system for achieving learning outcomes 
A learning outcomes is an ability developed by the learner that reflects an integration of knowledge & skill that can be transferred to different contexts 

Qualifications can be obtained by means of full-time or part-time study, distance education, work-based learning or a combination of these, together with an assessment of previous learning experiences & general experience 

Objectives of the NQF are to:
· Create an integrated national framework of learning achievements 
· Facilitate access to & mobility & progression within education, training & career paths 

· Accelerate the redress of past unfair discrimination in education, training & employment opportunities 

· Contribute to the full development of learners 

· Enhance the quality of education & training 

NQF is a new approach to E&T 

NQF consists of a framework with ten levels & each level is described by a statement of learning achievement – level description 

Level description provides a broad indication of learning achievements or outcomes for a qualification at that level

1st sub framework – Higher education comprises levels 5 – 10

2nd sub framework – General & further E&T – formal schooling & Adult Based Education comprises level 2 – 4 

3rd sub framework – Trade & Occupations (contemplated in the Skills Development Act)

NQF provides the foundation for people to achieve national qualifications through formal & informal learning & in the process contribute to the government’s aims of equality, quality, access to opportunities & the redress of past inequalities 

Benefits of the NQF:
· A consistent approach to E&T with an emphasis on meeting quality standards & practices 
· There will be scope for industry, the professions & formal education to set their own standards but with emphasis on national qualifications 

· Training & nationally-based qualifications will be available – industries which have never offered national training opportunities will be able to do so 

· Learning will be able to take place on the job, at tertiary institutions, secondary schools & in private training establishments 

· The training industry will be better equipped to compete in the international market & overseas workers will be able to have their qualifications assessed for equivalence against SA qualifications registered with NQF

· Detailed & credible reporting of individual attainment will be available to all stakeholders 

Set of principles required to underpin qualifications & for the NQF to provide the benefits:
· Integration – E&T should form part of a system of human resources development which provides for the establishment of an integrated approach to E&T, expressed in terms of nationally acceptable qualifications 
· Relevance – E&T should be & remain relevant to national development needs; industry & service sector needs; regional, local & community needs; individual development needs & needs relating to the advancement of knowledge, science & technology 

· Credibility – E&T should have international credibility & credibility in industry & service sectors as well as amongst providers & learners with regards to being able to achieve the nationally agreed aims for E&T; these aims should be consistent with economic & social development priorities 

· Coherence & flexibility – E&T should adhere to a coherent framework of principles & certification which may be established at national level, but should permit the flexibility of interpretation required to meet the needs of industry & service sectors, providers & learners 

· Standards – E&T standards should be expressed in terms of a nationally agreed framework & nationally & internationally accepted outcomes that will be defined separately 

· Legitimacy – to ensure transparency, opportunities should be provided for all significant shareholders to participate in  the planning & coordination of E&T 

· Access – access to appropriate levels of E&T should be provided for all prospective learners in a manner which facilitate progression 

· Articulation – E&T should make it possible for learners to move between components of the delivery system on the successful  completion of accredited prerequisites 
· Progression – E&T should ensure that the framework of qualifications permits individuals to progress through the levels of national qualifications via different appropriate combinations of the component of the delivery system 

· Portability – E&T should provide for learners to transfer their credits or qualifications from one learning institution &/or employer to another 

· Recognition of prior learning – through assessment, E&T should give credit to prior learning obtained through formal, non-formal & informal learning &/or experience 

· Guidance of learners – E&T should provide for the guidance of learners by persons who meet nationally recognised standards for educators & trainers 

The SAQA act & the SDA complement each other
ETD work needs to be aligned to both 

SAQA Act & Skills Development Act 
Objectives of the National Qualifications Framework (NQF) Act: 
· To create an integrated national framework for learning achievements 

· To facilitate access to, & mobility & progression within, education, training & career paths 

· To enhance the quality of E&T

· To accelerate the redress of past unfair discrimination in education, training & employment opportunities 

· To contribute to the full personal development of each learner & the social & economic development of the nation at large 

In order to meet these objectives, the legislation establishes the SAQA, which has the following main functions:

· To oversee the development of the NQF 

· To formulate & publish policies & criteria for the bodies that will establish E&T standards & qualifications 

· To oversee the implementation of the NQF
· To advise the Minister on matters affecting the registration of standards & qualifications 

· To be responsible for the control of the finances of the Authority 

The vehicle used to implement SAQA’s principles & to make them work is the NQF

Objectives of the SDA:

· To develop the skills of the SA work force by: 

Improving the quality of life of workers, their prospects at work & their labour mobility 

Improving productivity in the workplace & the competitiveness of employers 

Improving the delivery of social services 

· To increase the levels of investment in E&T in the labour market & to improve the return on that investment 
· To encourage employers by:

Using the workplace as an active learning environment 

Providing employees with the opportunities to acquire new skills 

Providing opportunities for new entrants to the labour market to gain work experience 

Employing persons who find it difficult to be employed 

· To encourage workers to participate in learnership & other training programmes 

· To improve the employment prospects of persons previously disadvantaged by unfair discrimination & to redress those disadvantages through T&E

· To ensure the quality of E&T in & for the workplace 

· To assist in:

Work-seekers finding work 

Retrenched workers re-entering the labour market 

Employers finding qualified employees 

· To provide & regulate employment services successfully by:

Establishing an institutional & financial framework comprising: 

· The Nation Skills Authority 

· The National Skills Fund

· A skills development Levy-gran Scheme as contemplated in the SDLA

· SETAs (Sector Education & Training Authorities)

· Labour Centres 

· The Skills Development Planning Unit 

Encouraging partnerships between the public & private sectors of the economy to provide E&T in & for the workplace 

Cooperating with the SAQA

The vehicles for this development are the National Skills Authority & the Sector Education & Training Authorities (SETAs), the bodies across industry that must make all this happen 

Study Unit 10 

IMPLEMENTING LEGISLATION: SAQA & THE NQF 
The National Qualifications Framework (NQF)
The NQF is structured along three horizontal bands:

1) The Higher Education & Training Band (HET)
8 - Doctorates & further research degrees 

7 - Higher degrees & professional qualifications

6 - First degrees & higher diplomas

5 - Diplomas & occupational certificates 

2) The Further Education & Training Band (FET)
GR 12 - 4 - Further education & training certificate 

3 

2

3) The General Education & Training Band (GET)
GR 9 - 1 - General education & training certificate 

Senior Phase Grades 7-9
ABET Level 4

Intermediate Phase Grades 4-6
ABET Level 3

Foundation Phase Grades 1-3
ABET Level 2

Pre-school Phase
ABET Level 1

Certification is across each of the bans & is in training & education – each band represents learning & its outcomes 
Learning opportunities are not linked to a single institution 
All qualifications are recorded 

Learners should be able to learn what is appropriate for them, where it is appropriate for them 

Focus on what combination of learning outcomes is required for the particular qualification that the learner has in mind & that meets the needs of national priorities & strategies 

Quality (assurance) & standards (generation)
Quality councils 
The main functions of the QC are to:
· Advise the relevant minister on matters relating to its sub-frameworks 

· Develop & manage the sub-framework in accordance with a multi-year rolling strategic plan, budget & implementation framework 

· With respect to qualifications for its sub-framework:

Propose a policy framework to SAQA for the development, registration & publication of qualifications, after consultations within the sector 

Propose a policy framework to SAQA for assessment, recognition of prior learning & credit accumulation & transfer, after consultations within the sector 

Ensure the development of such qualifications as are necessary for the sector, which may include appropriate measures for the assessment of learning achievement 

Recommend qualifications to SAQA for registration 

· With respect to quality assurance within its sub-framework:

Propose a policy framework to SAQA for quality assurance, after consultations within the sector

Ensure the integrity & credibility of quality assurance

Make provision for the delegation of powers to undertake quality assurance

Ensure that such quality assurance as is necessary for the sector is undertaken 

Publish reports on the outcomes of quality assurance processes 

· With respect to information matters:

Maintain a database of learner achievements & related matters for purposes of this Act

Submit such data in a format determined in consultation with SAQA for recording on the national learners’ records database

Study Unit 11 
STANDARDS 
A qualification is a planned combination of learning outcomes 
A qualification consists of a number of unit standards, each representing a number of credits the learner must earn 

Unit standards are statements supported by specific outcomes 

· A qualification is made up of unit standards

· A unit standard contains a number of credits & a number of outcomes 

· Both qualifications & unit standards contain outcomes 

What is an outcome?
An outcome relates to the end product of the learning process which enables a learner to perform in given contexts to given standards 
Outcomes applicable to the 3rd level module on labour relations: 

· Learners can apply the principles of strategic management & decision making to the management of labour relations in an organisation 

· Learners can formulate, implement & apply organisational level labour relations policies, procedures & practices 

· Learners can apply the principles of negotiation in order to conclude collective agreements within the organisational context 

· Learners can manage industrial action within an organisational context 

· Learners can effectively manage conflict within an organisational context 

SAQA prescribes different kinds of outcomes:
· Specific outcomes – different for each unit standard in each different learning field 

· Critical cross-field outcomes – designed by SAQA & must be applied to all learning areas

The critical outcomes are:

· Identify & solve problems in which responses display that responsible decisions using critical & creative thinking have been made

· Work effectively with others as a member of a team, group, organisation or community 

· Organise & maange oneself & one’s activities responsible & effectively 

· Collect, analyse, organise & critically evaluate information 

· Communicate effectively using visual, mathematical &/or language skills in the modes of oral &/or written presentation 

· Use science & technology effectively & critically, showing responsibility towards the environment & the health of others 

· Demonstrate an understanding of the world as a set of related systems by recognising that problem-solving contexts do not exist in isolation 

To contribute to the full personal development of each learner & the social & economic development of society at large, every learning programme must make the learners aware of:

· Reflecting on & exploring a variety of strategies to learn more effectively 

· Participating as responsible citizens in the life of local, national & global communities 

· Being culturally & aesthetically sensitive across a range of social contexts 

· Exploring educational & career opportunities 

· Developing entrepreneurial opportunities 

Unit standards 
Consists of a cluster of outcomes & represents a number of credits 
Unit standards are nationally agreed & comparable statements supported by specific outcomes & their associated assessment criteria together with other relevant & needed information 

Unit standards can be selected & packaged in such a way that they support & interrelate with each other to establish a qualification 

Purpose of unit standards: 

· The basis of a document for assessors to use

· A guide for learners

· A guide for educators in the preparation of learning materials 

HR practitioners are also interested in unit standards for:

· Performance appraisals 

· Recruitment criteria

· Career pathing

· Needs analyses of training 

· Licensing of professionals to practise in SA

Unit standards have a prescribed format:
· A unit standard title 

· Standard generations body name 

· A unit standard registration number 

· A unit standard level on the NQF

· The credits attached to the unit standard 

· The field & subfield of the unit standard

· The registration date

· Registration start & end date

· The purpose of the unit standard

· Unit standard range 

· The learning assumed to be in place & recognition of prior learning 

· Specific outcomes & assessment criteria (including embedded knowledge considered essential to the outcomes)

· Accreditation & moderation options for the unit standard 

· Embedded knowledge 

· Critical cross-field outcomes 

· A notes category which:

Must include critical cross-field outcomes supported by the unit standard
Should include references to embedded knowledge if not addressed
May include other supplementary information pertinent to the unit standard
Study Unit 12
THE SKILLS DEVELOPMENT ACT & THE SKILLS DEVELOPMENT LEVIES ACT – AN OVERVIEW 
The SDA was signed by the President on 20 October 1998, repealing the following laws:
· The Manpower Training Act

· The Guidance & Placement Act

· The Local Government Training Act

· Sections 78 – 87 of the Telecommunications Act 

A major amendment to the SDA mainly includes the broadening of the purpose; to provide anew for the functions of the National Skills Authority & its composition as well as SETA’s; to provide for apprenticeships; to increase the quality & quantity of artisans; to provide for Quality Council for Trades & Occupations 

Purposes of the Act
· To develop the skills of the SA workforce

· To increase the levels of investment in E&T in the labour market & to improve the return on investment 

· To use the workplace as an active learning environment, to provide employees with the opportunities to acquire new skills, to provide opportunities for new entrants to the labour market to gain work experience 

· To employ persons who find it difficult to be employed 

· To encourage workers to participate in learning programmes 

· To improve the employment prospects of persons previously disadvantaged by unfair discrimination & to redress those disadvantages through T&E

· To ensure the quality of learning in & for the workplace

· To assist work-seekers to find work, retrenched workers to re-enter the labour market & employers to find qualified employees

· To provide & regulate employment services 

The purposes of the Act to be achieved by:
· The National Skills Authority 

· The National Skills Fund

· A skills development levy grant scheme as stipulate in the SDLA

· Sector Educational & Training Authorities (SETAs)

· Labour centres 

· Quality Council for Trades & Occupations (QCTO)

· Department of Labour Provincial Offices 

· Artisan development &/or Institutes of Sectoral or Occupational Excellence 

· A Skills Development Forum in each province 

· A National Artisan Moderating Body 

National Skills Authority 
Main functions:
· To advise the  Minister of Labour on a national skills development policy & strategy & any regulations to be made 
· To liaise with SETAs & the national skills development policy & the national skills development strategy 
· To report to the minister on the progress made in the implementation of the national skills development strategy 

· To conduct investigations on any matter arising out of the application of the SDA & to liaise with QCTO on occupational standards & qualifications 

The National Skills Authority consists of a chairperson & 27 members appointed by the minister

The 27 members represent the following groupings:

· Organised labour

· Organised business

· Organisations of community & development interest, which must include:

A woman who represents the interests of women 

A person who represents the interest of the youth

A disabled person who represents the interests of people with disabilities 

· The interests of the State

· The interests of education & training providers 

· Those with experience in providing employment services 

· A non-voting member nominated by the South African Qualifications Authority 

Sector Education & Training Authorities (SETAs)
The Minister of Higher Education & Training may establish a SETA with a constitution for any national economy sector 
The Minister of Labour must take the following into account:

· The education & training needs of employers & employees

· Technologies

· The potential of the proposed sector for coherent occupational structures & career pathing 

· The scope of any national strategies for economic growth & development; the organisational structure of the trade unions; employer organisations & the government in closely related sectors; any consensus that there may be between organised labour, organised employers, & relevant government departments as to the definition of any sector; and the financial & organisational ability of the proposed sector to support a SETA

SETAs have various functions: 

· Develop a sector skills plan within the framework of the national skills development strategy 

· Implement its sector skills plan by establishing learning programmes, approving annual training reports, allocating grants in the prescribed manner to employers, education & training providers & workers & monitoring education & training provision in the sector as prescribed by the QCTO
· Promote learning programmes identifying workplaces for practical work experience; supporting the development of learning materials, improving the facilitation of learning; assisting in the conclusion agreements for learning programmes 

· Register for learning programmes

· Liaise with the National Skills Authority on: 

· The allocation of grants from the skills levy contributions to organisations that are implementing learnerships 

· The national skills development policy 

· The national skills development strategy 

· Its sector skills plan 

A SETA may consist only of members representing organised labour, organised employers, including small businesses; relevant government departments; any interested professional body; any bargaining council with jurisdiction in the sector 

A SETA may establish chambers in its sector & must have a constitution

A SETA is financed from the skills development levies collected in its sector; the money paid to it from the National Skills Fund; grants, donations & bequests made to it; income earned on services rendered in the prescribed manner; money received from any other source 

The money received from a SETA must be paid into a banking account at any registered bank & may be invested 

Learnerships & skills programmes 
A SETA may establish a learnership if the learnership firstly includes a structured learning & a structured work experience component 
Secondly, the learnership would lead to a qualification registered by the SAQA associated with a trade or occupation 

Thirdly, the intended learnership must be registered with the Director General 

Any reference to a learnership in the Act includes an apprenticeship & any reference to learner includes an apprentice

Learnership agreements are agreements entered into for a specified period between a learner, an employer or a group of employers & a training provider accredited by October the employer has the responsibility to employ the learner for the period specified in the agreement; to provide specified practical work experience; to release the learner to attend the education & training specified in the agreement 

The learner has the responsibility to work for the employer & to attend the specified education & training

The training provider must provide the education & training as well as the learner support specified in the agreement 

If a learner was in the employment of the employer part to the learnership agreement concerned when the agreement was concluded, the learner’s contract of employment is not affected by the agreement 

If the learner was not in the employment of the employer party to the learnership agreement concerned when the agreement was concluded, the employer & learner must enter into a contract of employment 

Disputes about learnerships must be referred to the Commission for Conciliation, Mediation & Arbitration (CCMA)

A learnership is a mode of delivering a learning programme that combines work-based experience with structured learning 

It is one of the means to achieving a qualification & a route to a career

Learnerships are aimed at equipping employees & those outside of work with the skills & knowledge required to competently perform an occupation that is clearly in demand 

A person who completes a learnership will be able to demonstrate the practical application of competencies (skills, knowledge, values & attitudes) in an employment context 

Learnerships are characterised by:

· The learner is registered with an accredited training provider

· There is a learnership agreement between the learner, education provider & employer 

· A registered assessor evaluates the work experience, & could recognise this as contributing to the qualification 

· An accredited training provider offers the structured learning component & could recognise this as a contributing to the qualification 

· It results in a SAQA registered qualification, with a minimum of 120 credits 

· It is registered by a SETA with the department of labour in the form of a leadership agreement 

The various SETAs have been or are all involved in the development of learnerships which are appropriate to occupations & fields of learning in the economic sectors 

Skills programmes are occupationally based; earn credits towards a registered qualification by SAQA, use accredited training providers & it may be founded by a SETA or Department of Labour 

Artisan development & Quality Council for Trades & Occupations (QCTO)
The Act makes provision for Artisan development by establishing a National Artisan Moderating Body & makes provision for the listing of trades & a National Register of Artisans
It requires that no person may obtain an artisan qualification unless they have passed a trade-test by an accredited trade centre

The QCTO is established by this Act & consist of 16 members & must advise the Minister on all matters related to policy concerning occupations standards & qualifications 

Financing skills development 
The NSDF must be credited with:
· 20 percent of the skills development levies as stipulated in the Skills Development Levies Act

· The skills development levies collected & transferred to the Fund

· Money appropriated by Parliament for the Fun

· Donations to the Fund

· Money received from any other source 

The money in the fund may be used only for the projects identified in the National Skills Development Strategy as national priorities or for such other projects related to the achievement of the purposes of the Act or as the Directo-General determines 

Skills Development Regulations promulgated 
Workplace Skills Plans 
The Act stipulates that a workplace skills plan is to be drawn up & that every workplace with more than 50 workers has to elect a skills development committee 
Skills Development Facilitator 
The Skills Development Facilitator (SDF) is responsible for the development & planning of an organisation’s skills development strategy for a specific period
This will include the development & implementation of the annual workplace skills plan & the submission of an annual training report 

The SDF also serves as a resource to the employer with regard to the criteria required for accreditation of courses, skills programmes & learnership development 

The SDF is normally responsible for:

· To assist the employer to become accredited with the relevant SETA

· To assist the employer & employees with the development of a workplace skills plan (WSP)

· To submit the WSP to the relevant SETA

· To advise the employer on implementing the WSP

· Assisting the employer with the drafting of an annual training report to the approved WSP

· Advising the employer on the SETA’s quality assurance requirements 

· Serving as a contact person between the employer & the SETA

The SDF can be an employee, a formally contracted, external person or a person who is jointly employed by a number of other employers to assess the skills development needs of the group of employers & employees concerned 

SDA: its aims 
To develop the skills of the South African work force
· To improve the quality of life of the workers (their prospects of work & work mobility)

· To improve productivity in the workplace & the competitiveness of employers

· To provide self-employment 

· To improve the delivery of social services 

To increase the levels of investment in education & training in the labour market & to improve return on that investment 

To encourage employers

· To use the workplace as an active learning environment 

· To provide employees with the opportunities to acquire new skills

· To provide opportunities for new entrants to the labour market to gain work experience

· To employ persons who find it difficult to be employed

To improve the employment prospects of persons previously disadvantaged by unfair discrimination & to redress those disadvantaged through training & education 

To ensure the quality of education & training in & for the workplace 

To assist 

· Work seekers to find work 

· Retrenched workers to re-enter the labour market 

· Employers to find qualified employees

How can these aims be achieved?
Through the Act as an ‘institutional & financial framework’
The National Skills Authority (NSA)
Functions: 
· To advise the Minister on

· A national skills development policy

· National skills development strategy 

· Guidelines to implement the strategy 

· The allocation of subsidies from the National Skills Fund

· Any regulations to be made 

· To liaise with SETAs on

· The national skills development policy 

· The national skills strategy 

· To report to the Minister 

· To conduct investigations

· To exercise any other powers & duties arising out of the Act

Representatives from:

· Business

· Labour

· Community & development interests (women, youth, disabled)

· The state

· Education & training providers

· Members with expertise

· SAQA

The National Skills Fund (NSF)
The NSF is to be created with:
· 20% of the skills development levies

· The levies collected where there is no SETA

· Money appropriated by Parliament 

· Interest on investments

· Donations to the Fund

· Money received from any other source

For projects identified in the national skills development strategy as national priorities or others the director-general determines 
Skills development levy-grant scheme 

Sector Education & Training Authorities (SETA)
The SETAs are the key to the effective implementation of the SDA & the Skills Development Levies Act
Labour centres 
The main functions of the labour centres are:
· To provide employment service for workers, employers & training providers, including improvement of such services to rural communities 

· To register work seekers

· To register vacancies & work opportunities 

· To assist prescribed categories of persons:

· To enter special education & training programmes 

· To find employment 

· To start income-generating projects

· To participate in special employment programmes 

The Skills Development Planning Unit 
This is a unit at the Department of Labour head office to address the national issues on policy & strategy 
The Skills Development Levies Act 9 of 1999
The purpose of the Act is to provide for the implementation of a skills development levy 
This is to encourage skills development of employees by their employers

The administration of this Act has to do with the details of implementing the Skills Development Act & how the purposes of the Act will be achieved – through the National Skill Fund & the levy-grant scheme

The financial arrangements require:

· Registration with SARS for levy purposes

· Close interaction with the relevant SETA

The amount of the levy is 1% of the payroll

The exceptions include government agencies & enterprises with an annual payroll of less than R250 000 & fewer than 50 employees

The levy is paid to the relevant SETA via SARS

The monies collected go to:

· The NSF (20%)

· The SETA (80%)

The SETAs therefore have the biggest responsibility for administering the money collected via the levies 

The SETAs are require to use

· Part of the money for their operational costs

· Part of the money to give to SARS for administrative costs 

· Part of the money to give back to the organisations that paid the levies (grant recovery)

Organisations that pay their levies receive a sizable proportion back, if they meet certain requirements:

· If an organisation has submitted its WSP & the name of its SDF to its relevant SETA, it is entitled to receive a grant recovery of 15% of the levy it paid 

· If an organisation submits a report containing the details of the implementation of its WSP, it is entitled to a grant recovery of 50% of the levy it paid 
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SECTOR EDUCATION & TRAINING AUTHORITIES (SETA)
For every economic sector there should be a SETA
SETAs are central to the effective implementation & functioning of the SDA
Their role is to work out & implement sector skills plans, promote learnerships & skills programmes & hand out funds in their sector

The functions of a SETA:

· Develop a sector skills plan within the framework of the national skills development strategy 

· Implement its sector skills plan by:

· Establishing learnerships

· Approving workplace skills plans

· Allocating grants in the prescribed manner to employees, education & training providers & workers 

· Monitoring the quality of education & training in the sector

· Promote learnerships by:

· Identifying workplaces for practical work experience

· Supporting the development of learning materials

· Improving the facilitation of learning 

· Assisting in the conclusion of learnership agreements

· Register learnership agreements

· Within a week of its establishment, apply to the SAQA for accreditation & must within 18 months from the date of that application be so accredited 

· Collect & disburse the skills development levies in its sector 

· Liaise with the National Skills Authority on:

· The national skills development policy

· The national skills development strategy

· Its sector skills plan 

· Report to the Director-General on:
· Its income & expenditure
· The implementation of its sector skills plan 

· Liaise with the employment services of the department & any education body established under any law regulating education in the Republic to improve information

· About employment opportunities 

· Between education & training providers & the labour market 

· Appoint staff necessary for the performance of its functions 

· Perform any other duties imposed by this Act or consistent with the purposes of this Act

Sector skills plans 
Each SETA has to develop a sector skills plan, according to the SETA functions stipulated by the Act
This plan needs to contain certain elements:

Introduction 
The establishment of the SETA


The role of the SETA


The purpose of the Sector Skills Plan 

Executive summary
List recommendations


List actions to be taken 


Identify by whom & how these will be addressed 

Sector profile 
Number of enterprises


Total employees nationally & by province


Size of enterprises & distribution in small, medium & large categories & by 
province 


Number of employees in the main occupational categories


Qualifications of people in the sector (NF links)


Other characteristics of the work force


Economic data – what percentage of GDP does the sector 
contribute

Policies & drivers of future change in the sector 


Current & anticipated government policy that has an impact on the 
sector 


Economic, market & business trends


Social issues – including those initiated by legislation 


Technology issues


Environmental issues


Current & expected legislation 

Current E&T supply for the sector 
Summarised description of the main providers 

Statistics on the amount of training that is publicly supported 


Statistics on the training of existing employees


The adequacy of the existing provision – capacity, resources 

SWOT analysis of the provision 
Qualitative & quantitative identification & description of the SWOT within & to 
ETD provision 

Sector mission 
Statement of the vision & mission of the sector


Policies – broad intent for indicated period


Strategy statements


Objectives – means to achieve these


Glossary of terms 

Employment & skills needs
Forecast of employment by occupations or occupational groups


Recruitment demand


Supply of people in those categories 


Changes in the skills profile of new recruits


Skills needs – initial & retraining needs – new & existing employees 

Implications of this data for Skills Policy & Skills Plan 

SETA action plans
2-3 pages 


The Sector Skills Plan is to be built on the base of the individual Workplace Skills Plan of each enterprise that falls within the area of responsibility of the SETA

The SDF is a crucial person in the role

The SDF must become the conduit & the catalyst – keeping information flowing & helping make things happen 

Collaboration between the SETAs & their enterprises/companies/organisations is crucial 
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WORKPLACE SKILLS PLAN, SKILLS DEVELOPMENT FACILITATOR & LEARNERSHIPS 
Each SETA is responsible for all companies, enterprises, firms or organisations within its economic sector
These companies are responsible for:

· Registering with the relevant SETA

· Appointing their own skills development facilitator 

· Drawing up their own workplace skills plan (WSP)

· Identifying priority areas for learnerships & skills programmes 

The skills development facilitator (SDF)
Responsible for the development t& planning of an organisation’s skills development strategy for a specific period
This includes the development & implementation of an annual WSP & the submission of an annual training report 

Serves as a resource to the employer with regard to the criteria required for accreditation of courses, skills programmes & learnership development 

The functions of a SDF
· Assisting the employer to become accredited with the SETA
· Assisting the employer & employees with the development of a WSP

· Submitting the WSP to the SETA

· Advising the employer on the implementation of the WSP

· Assisting the employer with the drafting of an annual training report against the approved WSP

· Advising the employer on the SETAs quality assurance requirements 

· Serving as a contact person between the employer & the SETA

Appointment of an SDF
· An employee

· A formally contacted, external person 

· A person who is jointly employed by a number of other employers to assess the skills development needs of the group of employers & employees concerned 

Criteria used to appoint a SDF
When selecting an SDF, employers should include any trainer, employee or union representative/s or advisory committee in the process 

· A good understanding of the National Qualifications Framework (NQF)

· The capability to conduct a training needs analysis & develop the organisation’s WSP for submission 

· The capability to compile reports to the SETA on the organisation’s implementation of its WSP

· If the organisation has not achieved accreditation by the SETA, the capability to prepare, submit & steer the company’s Application for Accreditation as a Training & Development Site OR to manage the contracting out of training & development to accredited providers

· The capability to advise on & monitor implementation of the WSP, including training delivery, assessment & the quality assurance as required by the SETA accreditation 

Ensuring the competence of a SDF
Four unit standards were developed under the auspices of the Standards Generating Body for Occupation-Directed ETD Practitioners to equip SDFs to perform their functions 
These will eventually be registered with SAQA to form a qualification 
Employers benefit by appointing & using a SDF
Organisations that pay the skills levy may claim 15% of their grant once SETA approves their WSP & the choice of SDF
Workplace skills plans (WSP)
The SETA has to approve the WSP from each individual company registered with it
SDF has to assist with drawing up the WSP

It is a plan approved by the SETA which outlines the training & development for an organisation for one year 

A WSP requires information on:
· The number of people trained in the organisation by job type & race 
· The organisation’s strategic priorities for skills development 

· The training & education needed to ensure the development of the business & employees 

· Details of the education & training needed to achieve these priorities – including proposed training interventions, estimated costs, specific job types & whether interventions will be conducted by external training providers or the organisations themselves

· Information regarding employment equity in the organisation 

· The specific sector’s business plan 

The purpose of the WSP
WSP can impact positively on a number of areas within an organisation:
· Management & employees start to discuss skills in the workplace
· Gaps & shortfalls in skills required are identified & positive ways of addressing them are devised

· The organisation uncovers talents & skills it did not know it had 

· Management shares the organisation’s goal with employees who are then better able to understand them 

Compiling a WSP
The SDF is formally responsible for submitting the WSP to the SETA & plays a major role in its compilation 
When compiling a WSP, an organisation should: 
· Gather & review information about national & sector skills development trends impacting on the organisation

· Gather information & consider their own goals, objectives & priorities for the year for which the WSP is being drafted & plan training to address these
· Refer to their business plan 

· Gather information on skills needs of the organisation 

· Influence key stakeholder participation in the skills development planning of the organisation 

· Incorporate information obtained from any career pathing exercises or processes in which individual training needs are identified 
· Influence key stakeholder participation in the skills development planning of the organisation 

· Promote skills development strategies such as learnerships & skills programmes

· Identify focus areas for training & development 

· Refer to the EEP, as many of the information fields are the same 

· Determine an appropriate skills audit system to identify the skills needs of the organisation 

· Contextualise the WSP to meet business plan objectives of the organisation & sector & national skills priorities 

· Consolidate the WSP for the organisation on information gathered 

· Ensure that the WSP of the organisation complies with SETA requirements

Implementing & reporting on the WSP
Organisations should keep records of all the training, activities, assessment &/or development initiatives implemented according to the WSP in preparation for preparing implementation reports for the reporting period 
There is a requirement for an appropriate information system to manage the implementation of the skills development process in the organisation 

The SDF should also ensure that there is an appropriate communication structure to communicate information about the WSP & to obtain feedback & the implementation process of the WSP must be properly prioritised

Organisations may submit either 1 or 2 implementation reports each year, depending on whether they would like to receive one full payment or two half payments of the grant allocated for this 

The SDF must prepare these reports, listing all the interventions implemented according to the WSP

Documents listed which must accompany the report are listed in the Guidelines on the website & include attendance registers & copies of invoices from providers 

In compiling these reports the SDF should assess the S&W of the WSP, the budget effect on the WSP & the impact on the performance of the organisation 

The SETA will measure the achievements identified in the report/s against the priorities outlined in the WSP, with a view to paying the employer this grant if they have implemented the WSP adequately 
Sector Skills Plan 
The SETA is required to complete & submit an annual sector skills plan to the Department of Labour
The quality of the SETA’s sector skills plan can be vastly enhanced if information received from industry WSPs are incorporated 

Learnerships 
A learnership is a mechanism to facilitate the linkage between structured learning & work experience in order to obtain a registered qualification which signifies work readiness 
The decline in traditional apprenticeships over a decade has prompted the relevant role-players to seek a new mechanism to facilitate more flexible learning arrangements that are linked to the NQF 

A learnership consists of combined structured learning & work experience components 
The structured learning component includes fundamental learning, core learning & specialisation 

The work experience relates to the structured learning & prepares the learner for competence assessment 

A learnership is a mode of delivering a learning programme that combines work-based experience with structured learning
It is one of the ways of achieving a qualification 

Learnerships are aimed at equipping employees & those who are unemployed with the skills & knowledge required to perform competently in an occupation for which there is clear demand 

A person who completes a learnership will be able to demonstrate the practical application of competencies (skills, knowledge, values, and attitudes) in an employment context 

A learnership:
· Combines theoretical knowledge with practical experience 
· Is one of the routes to a career

· Assists current employees to improve skills, have existing skills recognised & assessed & to gain qualifications 

· Assists people who are unemployed to obtain access to the world of work 

· Can be in any field & of varied duration 

A learning programme is a learnership if:
· It combines work experience & structured learning (theory & practice)
· The learner works for an employer for an agreed time during the programme & there is an employment contract

· The learner is registered with an accredited training provider

· There is a learnership agreement between the learner, education provider & employer

· A registered assessor evaluates the work experience – recognises this as contributing to the qualification 
· An accredited training provider offers the structured learning component – recognises this as contributing to the qualification 

· It results in a SAQA registered qualification, which a minimum of 120 credits 

· It is registered by a SETA with the Department of Labour in the form of a learnership agreement 
Learnerships differ from existing programmes 
Historically, many learning programmes have incorporated experience, & many qualifications have included some kind of workplace experience & workplace-based assessment: 
The outcomes of a learnership 
· They represent a planned & appropriate combination of learning outcomes with defined purposes 
· They provide learners with applied competence & a basis for further learning 

· They culminate in a qualification registered on the NQF

· The graduate has to be work-ready by the end of the learnership 

The components of a learnership qualification 
· Fundamental – basic educational requirements for taking part in the learnership – usually life skills, numeracy & literacy competencies & communication skills 
· Core – the mainframe of the learning programmes – the core skills & knowledge required 

· Electives – the specialised areas, application of the core skills & knowledge in defined work situations 
Recognition of prior learning in learnerships 
Recognition of prior learning is an essential part of a learnership for all the components 
An individual, supported by a mentor & an assessor, can be assisted in the process of demonstrating competency in accordance with unit standards & qualifications 

Gaps in skills & understanding can be addressed during the learnership 

The procedure for establishing a learnership 
Stage 1: Submission of a learnership proposal

This requires the following to be ascertained: the need for the learnership, the qualification & the qualification level, the process of stakeholder consultation & endorsement 

Stage 2: Approval of the learnership by the Authority 
Stage 3: The development of a learnership business plan 
This plan covers a wide range of points that have to be covered – the scope & purpose of the learnership, the skills being addressed, a stakeholder analysis, structures for the learnership, the identification of employers, selection of providers, recruitment of learners, relationships between partners & role-players, curriculum development, quality assurance, communication strategy, budget & implementation plan 

Stage 4: Registration by the Department of Labour 

Stage 5: implementation 

The benefits of learnerships for employers & learners 
For the employer:
· The employer can obtain financial benefits in the form of funding of the learnership & tax incentives 
· Learnerships are relevant to business needs in the sense that they are developed by the industry for the industry & qualifications obtained from the learnership are relevant for  the specific occupation & the minimum requirements of the industry 

· Learnerships provide for improved skill & work performance 

· They help to contribute towards the achievement of employment equity 

· They provide for an appropriately trained recruitment pool of potential employees 

For the learners:
· Learnerships provide for improved quality in the education & training learners receive & ensure that the training is relevant to the occupation & the real work situation 
· The learners can develop the applied competence required in the workplace 

· Learnerships are recognised nationally

· Learnerships provide for improved access to & opportunities for employment or income generation 
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THE LEARNING PROCESS 
In an outcomes-based model we usually start with the needs & characteristics of the learner
Basic study skills are the minimum of skills needed to learn & study effectively 
A learning experience involves making sense of a new idea & being able to express it 
Skills are learnt by: 
Doing them

Maintaining interest 

Learning from mistakes

Solving problems after thinking about the mistakes

Asking an expert of peer for advice or to show a particular aspect of the skill 

Active learning 
The quality of learning is of the greatest importance if education & training are to help transform society 
Outcomes & outcomes-based education is about what a learner can do at the end of a learning experience 
Active learning is more than just memorising information 

It is learning with a deeper understanding when engaged with the learning material

If we are aware of the differences in why people learn, we will be able to cater for the needs of all learners 
Study Unit 16 
MORE ABOUT LEARNING 

Factors that affect learning 
Organised information – so the brain can easily structure & retain it
The organisation & structure of information refer to aspects such as moving from the know to the unknown; the arrangement from easy to complex; linking topics to familiar scenarios; the establishment of patterns, similarities & contrasts 

Creativity, reflection, organisation & motivation – effective learning takes place when you not only memorise but also engage with what is being learnt 

A learner needs to be able to apply the information to relevant situations; reflect on the information & form views on what is being relayed; be personally organised & ready mentally, physically & psychologically for the learning to take place; be motivated to learn 

Use both sides of the brain – the right side is the receiver of all incoming information, while the left side is regarded as the dominant side because that is the side where language & speech are produced 

The implication of this for learning is that the way we experience the world & experience teaching is fundamentally affected by which hemisphere of our brain is dominant; it is necessary to tap into both sides & with stimulation & encouragement the weaker side may be strengthened & personal ability & effectiveness greatly increased 

Enjoying what you learn – under ideal conditions, people choose what they want to study & what to focus on 

The possibility of success is greater is what is being learnt has meaning for the learner, the outcomes are important & the learner fully engages in what they are learning 

Effective study skills – a learner who knows their style of learning & what conditions of learning are necessary or preferred for their success, is more likely to succeed than learners who are still finding their way 
It is important for a learner to know the ideal learning environment, what conditions or habits sabotage the learning & how long it takes for them to process information 

A simple example of knowing your style could be ascertained by asking: do I prefer studying in a group or privately, or: do I process new information much more easily early in the morning as opposed to late in the day or at night 
Once the learner has identified their preferences & strengths, they have to be utilised during a learning experience 

Personalised information – this is related to the point about being reflective & creative when learning

It is strongly recommended that the learner simplifies the information that is being received; the information has been transformed into personal information & the owner can apply the information in their own situations 

Belief in yourself & in your intelligence – people who believe in themselves & their abilities usually achieve a great deal
There is the accepted principle that what you tell yourself in a private dialogue becomes a prophecy; if you believe you can do something, then more often than not, you will

Having resources & support – this is as much about the environment as access

It is always beneficial to learners to have resources & support in their environment

A healthy physical state – it is advisable that aspirant learners ascertain that they are in a healthy state, physically, mentally, emotionally & psychologically before undertaking studies 

Ill health makes it difficult to effectively engage in learning & regular visits to health professionals & centres can be very time consuming; poor health may also affect a person’s sense of security at work, as well as drain them financially 

Nutrition is also very important, as the body needs to be strong to handle the stress & the extra workload usually accompanying studying 

For learning to take place effectively some conditions have to be in place first 

While the learner is mainly responsible for these conditions, the trainer or facilitator may also contribute by creating a conducive learning environment or directing the learner to resources & skills to create or access these conditions 

Learning styles 
A learning style can be defined as the way in which someone learns

Most learners can make sense of the same learning content, learning does not happen in the same manner 

This is determined by the individual’s style

In addition to the various styles of learning, there are also several frameworks of classifying human styles of learning 

Learning styles is a generic term under which general levels of learning are incorporated:

· Cognitive personality style – the individual’s approach to adapting & assimilating information 

· Information processing style – the intellectual procedures used by individuals in assimilating information 

· Instructional preference – the individual’s preference for learning environment & activities 

At adulthood, each adult learner has a unique & well-established learning style & every instructor & trainer has a well-established teaching or training style 

The more compatible the style of learning is with the style of instructing, the more likely it is there will be a positive learning experience 

Successful learning programmes are those that take into consideration critical factors that diverse individuals will bring to any learning environment 

Four personality types:

· Activist rush around, have lots of experience, keep frantically busy & never bother to review or plan

· Reflectors might avoid the first stage by learning from other people’s experiences rather than their own, thereby reducing the risk of making mistakes; they prefer to think about every experience & to record, analyse & question information 

· Theorists like to conclude from an experience by estimating or predicting theories/models/hypotheses; they always want to know how things relate to each other 

· Pragmatists are concerned about how they can apply the content or information in practice 

The ideal for each learner & trainer is to be able to manage all four styles equally well 
Learners, if they are to be effective, must be able to:

· Involve themselves fully, openly & without bias (activist)

· Reflect on & observe these experiences from many perspectives (reflector)

· Create concepts that integrate their observations into logically sound theories (theorist)

· Use these theories to make decisions & solve problems (pragmatist)

The IQ test links the style to the intellectual abilities of an individual 

Mangers generally use the concrete experimentation or a pragmatic learning style & also solve their problems in the workplace this way

Managers tend to be weak in their reflective observation abilities 

In the changing world, reflection is essential for constantly being able to adapt to changing circumstances

Multiple intelligences 
Intelligence consists of many separate independent systems which interact with one another within every individual 
Intelligence can be regarded as a learning style, which unpacks into various ‘learning characteristics’

Intelligence is not how ‘clever’ you are but how you learn 

Since there are many learning styles, there are also many kinds of intelligences 

Useful to know that people learn differently & people are driven by different reasons to learn 
There is no generally agreed-upon theory of learning 

Even for individuals, the process of learning does not work the same way all the time

Many of the required processes for learning are internal process, yet many of them are affected by events & sources of stimulation from the learner’s environment 

Gardner’s theory of multiple intelligences

Learning style 
Learning characteristics 

Verbal/Linguistic
Thinks in words, like reading, writing, listening & speaking; does will with books, dialogues 

& debates 

Logical/Mathematical 
Likes reasoning; like to organise & interpret data; does will in maths & science; problem 

solving 

Spatial

Thinks in images; likes drawing & observing; does well in mind-mapping, puzzles & graphics 

Musical/Rhythmic
Thinks rhythmically & in tunes; likes music & dance 

Body-Kinaesthetic 
Thinks through sensations; likes sports, drama, movement physical activity; thinks best 


with others; likes cooperative & group activities 

Interpersonal
Thinks best with others; like cooperative & group activities 

Intrapersonal 
Thinks best alone; likes individual self-paces & managed activities; reflective & quiet 
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LEARNING THEORIES 
Learning theories are the thing people have written down on their view of learning 
Learning can be defined as a permanent change in behaviour that occurs as a result of an exercise &/or experience 
Learning occurs in many ways, but is not always productive 

Various schools of thought on learning 
There is no single theory that represents the absolute truth about learning 
In a training situation always remember to borrow from whatever learning theory seems right 

There are various theories on how people learn & each can be regarded as a learning theory 

Each theory has an implied set of instructional practices which reflect the basic tenets of that theory 

Select & use those concepts & principles which will best assure that specific learning goals & instructional objectives are met

Properly design learning experience & a supportive climate for learning 

The trend is to borrow from the different schools of theory when & where it is appropriate 

Different learning theories apply according to the nature of the learning content, the abilities & nature of the learners, the goals of the organisation & the learning resources available 

The learning theories are grouped into schools of thought based on their dominant traits 
Behaviourist theory 
Behaviourists believe learning is a result of reward or punishment 
Learning therefore has to do with a response to a stimulus

The learner in a learning experience would thus be rewarded for correct responses & reprimanded for failures 

Learning is regarded as a trial-&-error process

If the learner has an enjoyable experience, the learning process will be reinforced & remembered 

If not, the learner will forget the experience 

The humanistic theory 

Humanists encourage self-discovery
The humanistic theorists regard the training practitioner & learner as unique & the process as an interactive one

They believe that the training practitioner should act as a facilitator & the learner should be involved in self-discovery & become self-directed 

The training practitioner is responsible for creating a climate conducive to learning & evaluating learning outputs 

Self-discover & self-directed training are encouraged – the trainer & trainee discuss & both participate in designing the training programme 

Gestalt theory 
Maintains that learning takes place by looking at the problem as a whole 
Learning is a more complex process than merely an enjoyable experience 

It involves the learner’s entire personality 

Learning then takes place by means of the learner’s understanding of their world 

A knowledge or cognitive chart is built up by not only looking at the facts, but also at patterns & relationships 

Learning takes place through the assimilation & revision of the learner’s world & by means of integration & perception of the learner’s world – their reactions to it & its emotional status 

Experimental theory 
Experimental theorists focus on real problems 
Believe that the focus of learning must be on the emotional & intellectual aspects of unique individuals as well as on real problems 

They believe simple models cannot explain the complex learning process & trainers should therefore not distance themselves from their subjects by making use of models
They should rather use authentic case studies that focus on the emotional & intellectual aspects of the learner 

Metalearning
Metalearning describes the role of the learning process 
The success of instruction depends on the learner’s learning strategy & learning strategy is based on the learner’s knowledge of how people learn 

Metalearning describes the role of the learning process

Once the learner complies with the requirements, they plan learning according to the learning strategy 

This is called metalearning & theorists believe that someone who practices it will be an efficient learner for the rest of their life

Cooperative learning 
Involves discussing the learning material with peers 

Focuses on learning competence not learning content 

The objective is the creation of a cooperative learning experience & it emphasises compliance with the requirements of cooperative learning strategy categories 

Constructivism 
Proposes that learners need to build their own understanding of new ideas 
Process of the five ‘Es’ – engage, explore, explain, elaborate & evaluate 
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ADULT LEARNING 
Adult learners learn differently from children

The purpose of adult learning indicates that adults learn differently from children & have different reasons for learning 
Their needs for learning are different, the way in which they learn is different, their existing knowledge base on which they base new knowledge & skills is different 
Adult learning is the education of & learning by adults, aimed at assisting learners in fulfilling their roles as educators, workers, citizens & parents
Learner-focused education for people of all ages

Adult learning has two elements because training helps people learn the skills & knowledge they need to improve their performance as well as helping organisations to achieve their goals

Another brand is adult basic education & training – provides basic learning tools, knowledge & skills to adults without basic education, such as literacy 

The andragogical assumptions about the adult learner 
Self-concept 
As people mature, they move from dependency to self-directness
Adult learners are self-motivate & have accepted responsibility for their lives 

They are independent & can determine their own needs, identify their own fields of interest, study & read what they want & evaluate their own performance 

To develop the self-image of the adult learner, trainers should take the following into consideration when designing a training programme:
· Create a climate that is conducive to learning

· Design a method/structure in the enterprise which allows adults to participate in the planning of the learning content 

· The adult must be involved in diagnosing training needs

· Learning objectives must be clearly formulated

· The correct training & learning strategies & the correct order of learning must be followed 

· The trainer acts as facilitator by offering learners the opportunity of learning by themselves & also as part of a group

· Adult learners must evaluate their own progress in terms of the learning objectives set

· Experience gained by the adult learner should be acknowledged

Experience 
The adult learner brings a lifetime of experience & knowledge to the training situation 
May include work-related activities, family responsibilities & previous education 

The new content or skill needs to be connected to the existing knowledge or experience base
The trainer can use the learners’ life experiences & knowledge to enhance the learning experience of the group by drawing out the learner’s experience & knowledge that are relevant to the topic under study 

Theories & concepts must be related to the learner’s life experiences & their worlds

Students may also be asked to keep journals in which they relate concepts they have learned in the course with their real life experiences

Adult learners appreciate courses where they feel they have a contribution to make 

Activities that allow students to take on some learnership roles may be built into the course

Readiness to learn 
Adult learners are ready to learn when they experience the need to learn, or the need to attempt something that will help them lead a more successful like & that is directed at realising their full potential
Adults display phases in development, growth & readiness to learn 
These learning phases are related to the social roles of the adult

When developing a course, a trainer should take the social roles of adults into consideration when determining the order of learning 

The order of learning does not refer only to the logical order of contents 

Adults should also be grouped according to the nature of the contents 

Orientation towards learning 
In the adult learning environment, activities are life-, task- & problem-orientated 
This combination of activities depends on what is learnt & the learning objectives that have been set

Learners do not learn without purpose, only when they can benefit from the experience & if the problems are based on actual situations found in real life

Learning contents for adults must be problem- & person-centred, which means the syllabus must be problem-oriented 

Motivation to learn 
Some of the factors that serve as sources of motivation for adult learning are:
· Social relationships 

· Social welfare 

· Personal advancement 

· Escape/stimulation 

· Cognitive interest 

The approach to adult learning is that the motivation to learn must be intrinsic by nature as this promotes success

Learning is more successful if the content of the course is directed at recognition & self-actualisation 

Instructors should enhance adult learning by utilising positive reinforcement, assisting the adult learners to retain new knowledge or skills & assisting them to transfer new knowledge & skills in a new setting, so that they stay motivated 

It is important that the trainer knows what type of learner they are dealing with 

Training is aimed at adult learners & the main aim is for adults to learn 

To be effective as a trainer, need to understand how adults learn best
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TRAINING NEEDS ASSESSMENT 
The training cycles is one way of approaching training 
The cycle model it a practical approach & gives a clear indication the different phases of the training process 

Determining needs forms the point of departure 
Any training programme starts with a needs assessment 

The concept of training needs assessment 
Any job requires a person to meet certain standards 
Standards are levels of expertise or skills one has to comply with to do a job properly 

Whenever one does not meet the required standard, the need for training arises 
Training based on such a need will then aim to address that need & by eliminating it, will give the employee the skills to do the job properly 

Standards can lead to training needs
Elements include:

· Measuring the elements of success in a job – how well a job is to be done

· Mistakes made on the job that indicate that the standard is not being met

· Feeling of incompetence in doing a job 

· Deficiencies in an employee’s skills & knowledge base 

Training needs assessment identifies a gap between what a person must do & what they can do 
There is always the temptation to begin training without a thorough analysis of needs
An enterprise is in constant interaction with the external environment & it needs therefore, to stay abreast of new production methods, changing consumer patterns & values & needs in the labour market 

It also has internal needs for training, many of which can easily be identified by looking at the quality & quantity of its output variables 

Other internal needs are not so obvious – employees’ personal needs for job satisfaction & growth & development 

For training to be effective, it is necessary to determine the training needs of the individual & the groups & how their needs fit the overall objectives of the enterprise 

Training should be based on needs – gaps or discrepancies between the way things are & the way things ought to be
Such needs arise for various reasons – from the job, from a comparison between desired & actual work methods 

Training needs assessment is the process of discovering precisely what gaps exist between what people know, do or feel & what they should know, do or feel in order to perform competently 

It is the process of collecting information about an expressed or implied organisational need that could be met by conducting training 

The training needs assessment process can be thought of as an organisational intervention as it deals with identifying the gap between current & expected results 

This implies a performance deviation – there should be a prescribed standard to which the employee should conform & if the employee fails to do so, there is a deviation 

The standards must be known during the process of determining training needs if any useful comparisons are to be made

Conducting a needs assessment assures that resources set aside to address training issues are used only for that purpose 
It can help determine whether training is the appropriate solution to a performance deficiency 

Training needs assessment identifies a gap between what a person MUST do & what they CAN do 

Training needs are seen as a gap to be filled 
There is a discrepancy or conflict between what an employee ought to be doing & that which they can do 
OUGHT TO DO              GAP            CAN DO/IS DOING 
Ought to do indicates what someone is expected to do – the standard or level 

Can do/is doing is the way in which someone is currently doing the job 

Different levels at which training needs are experienced
Levels of training needs refer to the spheres within which the company & its employees operate
The need for training is experienced at different levels within an organisation 
Levels of training needs 
There are three main levels at which a company can operate, each with its specific needs that have to be assessed through a training needs assessment 
These are the macro-, meso- & micro-levels of operation 

Macro-level needs 
Refer to training needs on international & national levels 
International & national issues that impact on companies include politics, social issues & economics

In order to operate effectively, company employees need to take not of these issues & their effect on the company 

A company member may show deficiencies in their knowledge & skills base regarding these matters

They therefore need to be trained at the macro-level 

Meso-level needs  

Represent the level of the local organisation 

An organisation has to adapt quickly or else the gap between what employees know & what they ought to know will soon widen 

Issues that impact on the local organisation include a changing organisational climate, the availability of resources, shifting organisational goals & objectives

Shifting could refer to new challenges at organisational level caused by changes at meso-level 

In order to remain successful & profitable, an organisation’s employees need to adapt to changes at an organisational level 

Training needs that occur at this level need to be identified & addressed by a manager or practitioner 

Micro-level 
Refer to training needs in the immediate working environment or the operational level of the employee

Also called the operational level & indicates the content of every employee’s job 

It is the level of personal performance of the individual worker 

Reasons for determining training needs 
The information gained from this analysis will directly influence the other phases of the training cycle 
Models for determining training needs 
The Graham-Mihal model for determining training needs 
Follows a number of steps until one can finally list the exact training needs 
· Step 1: make a comprehensive list of speciality aspects & competencies associated with a manager’s work – requires drawing up a comprehensive list of tasks, competencies & characteristics that are related to the manager’s work; these characteristics can be general in nature & are submitted to different levels of mangers to determine the importance of each task; during this process, managers are involved in their own task & a job analysis is conducted 

· Step 2: ask the managers to identify those task that they would like to perform more effectively; those speciality areas that they would like to learn more about; those skills they would like to improve

· Step 3: let the mangers place their needs in order of importance with a view to achieving the enterprise’s objectives 

· Step 4: let the immediate heads of the managers, who are familiar with their work, evaluate the identified needs 

This model emphasises the judgment of managers & the personal value they attach to the identified needs

The fact that higher management levels evaluate the various tasks of managers should eliminate subjectivity to some extent 

Managers are involved in evaluating their own needs & can therefore make a major contribution to identifying the content of their work 

The Michalak-Yager model for determining training needs 
Primarily used as an aid for analysing training needs at the micro-level
Is used mainly as a guideline in formulating questions for interviews & questionnaire or to conduct analyses of investigation results 

· Step 1: identifying behavioural contradictions – when a problem is experienced, it is essential to identify the actual problem & not the symptoms; important to analyse the contradictions in behaviour so that problems are not all regarded as deviations 

· Step 2: cost & value analysis – when a potential training programme is investigated, it must be established whether the proposed change is not merely the result of personal preference; a comparison must be made between the cost of training & the return it brings for the enterprise

· Step 3: lack of skills/knowledge – it must be established whether there is a lack of skills &/or knowledge among employees; if there is a lack of skills/knowledge, the ‘can’t do’ path is followed; if no lack of skills/knowledge, the ‘does not do’ path is followed 

· Step 4: job assistance – one of the methods of enabling people to do their jobs is to provide them with direct assistance in completing their tasks 

· Step 5: training – if a problem cannot easily be solved & training offers a possible solution, it must be applied; training should not be regarded as the first & best solution in all cases 

· Step 6: practice – after training has been completed, the acquired skills must be continually exercised 

· Step 7: changing the job – changing a person’s job must be considered after all possibilities of solving a performance problem have been exhausted 

· Step 8: transfer or dismissal – possible to transfer an employee to a section where their expertise can be of value, while a last resort is to dismiss the employee

The ‘does not do’ path indicates that an employee has the knowledge & skills & that training is not a solution

· Step 9: reward/punishment imbalance – thorough investigation of the reward & punishment system used in an enterprise is essential, since this system may possibly be the cause of the problem 

· Step 10: inadequate feedback – it is important for any employee to receive feedback for service rendered; important to ensure that feedback is provided 

· Step 11: obstacles in the system – sometimes there are obstacles in the system that prevent the employee form doing the work properly – too much work is allocated, structure does not support the employee’s skills & knowledge 

This model distinguishes clearly between the ‘can’t do’ & ‘does not do’ paths, dealing with a training need that has been identified & training that must be provided 
Sources of information for determining training needs 
Refer to data bases that deal with what is expected of employees in a certain job 

Focus is on collecting data on the gap between what ought to be & what is currently happening 

The sources must be, firstly, the people who are actually doing the job 

There are other sources – production records, performance appraisals, supervisors 

There are many ways of gathering information on how effectively people are doing their jobs: 
· Meetings with the supervisor of an employee whom you think may be experiencing problems in their job

· Interviews with employees

· Observing employees while they work 

· Questionnaires for employees & supervisors 

· Tests to evaluate the performance level of work done by employees

Formulating training needs 
Although an employee or practitioner may at this stage be aware that a particular training need exists at a specific level in the company, the exact scope of the training need still has to be finalised 
This is done in the formulation of training needs

Necessary to ensure that the most appropriate training programme is designed to address the need 
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DEVELOPING THE PROGRAMME MATERIAL 

Formulating learning outcomes 
Once training needs have been identified, you need to think about the outcomes you wish to achieve through training 
An important activity, because the whole process that follows depends on the accuracy of this input – meaningful & appropriate outcomes that will address & solve the original problem 

‘Appropriate’ outcomes are those outcomes that comply with the national outcomes as set out by government bodies, such as SAQA & the NQF 

Outcomes can also be regarded as appropriate when they are closely related to learners’ needs

What is an outcome?
The NQF, through outcomes-based education, has resulted in learning, including lifelong learning, shifting from content to outcomes 
An outcome is the end product of a learning process & includes social & personal skills, learning how to learn, concepts, knowledge, understanding, attitudes, values etc 

In the outcomes-based approach, curriculum developers work backwards from desired outcomes 
Goals, objectives, courses, standards are not interchangeable terms for the word outcome 

Outcomes-based learning implies that learners must demonstrate the achievement of an outcome, as well as the processes which have been followed 

Outcomes are clear learning results that we want students to demonstrate at the end of significant learning experiences

They are what learners can actually do with what they know & have learned – they are the tangible application of what has been learned 

Outcomes are the learning results we desire from students that lead to culminating demonstrations 

These results & their demonstration occur at or after the end of significant learning experiences 

They are not considered to be the things learners remember, know, believe or understand

Outcomes are what the learners actually can do with what they know & understand 

Outcomes for the training programme will always be related to:
· The audience’s typical learning styles & training needs 

· National standards 

· The people involved in the presentation of the programme or course – facilitator & evaluator 

A clear learning result that needs to be demonstrated by the learner at the end of each learning experience

Outcomes are what learners can actually do with what they remember, know, believe & understand 

Outcomes need to be formulated in accordance with the actions required form the learning experiences 

In formulating learning outcomes, observable action words are used – describe, apply, design, produce etc 

There are three requirements for a suitable outcome:

· Need to include a verb; this will indicate the type of learning activity that will take place; this verb must indicate behaviour that can be observed & measured – develop, analyse, compile, formulate, build 

· Needs to include a noun; indicates the object of the verb – a business plan, a case study, a budget, training needs, a wall

· An outcome must include a qualifier that indicates the scope, standard or method through which something is done – according to regulations, according to discrepancy in the workplace 

A trainer can add more criteria by indicating:
· How the trainer will assess the outcomes

· How the learner will demonstrate the outcomes 

· What learning techniques will accompany the learning experience 

Values & attitudes built into outcomes 
Learners need to gain knowledge through training 
Learners need to acquire skills through training 

With the addition of values & attitudes the whole issue of learning becomes even more personal & individualised 

The employee starts thinking about their abilities & also about the job at a higher level than previously 

Factors that influence the selection of content
Unless training is based on carefully planned material, the success of the training programme will be at risk

Content refers to the material that is to be learnt by the trainees, together with the different ways in which the trainer will convey it to the learners

The trainer does not teach the content but facilitate a learning experience driven by outcomes 
Once the learning outcomes have been determined, the rest of the design can follow

Training is designed according to the assessed needs 

The next step is to select & sequence content – curriculum building phase 

Decision of what is to be learned & the sequence of the learning 

Involves the examination of each learning outcome to determine the specific facts, concepts & principles, skills & activities involved in each learning task 

This implies identifying all the items of knowledge, skills & processes that are needed to achieve the outcomes & the arrangement of the teaching points & learning activities in the optimal learning sequence

The outcomes-based learning approach starts with the intended outcomes, from which are derived knowledge, skills & processes as enabling objectives in order to achieve the outcomes 

The concept of content 
Content refers to the underlying knowledge, skills, attitudes & values that are required for learners to master the learning outcomes 
Also refers to the subject matter, teaching points & learning activities that will enable the learner to perform the various tasks & duties associated with a particular job at which the learning outcomes of a training system are aimed

It includes items of knowledge & skills 

Factors to consider in determining content 
· Subject-matter characteristics
Each subject has its unique characteristics that affect the way in which it is analysed & organised for learning purposes

The way in which a subject is analysed will differ vastly from subject to subject 

Each subject will have its own requirements that have to be considered 

This task requires the inputs & assistance of subject matter experts who can select the content in the best way for optimal learning & teaching 

· The learner 

Each learner comes to the training situation with their own unique background & experience – entry behaviour

The designer cannot know the prior learning experiences of every learner, but this aspect, as well as other aspects such as culture, language ability, ability to learn, motivation to learn & learning styles, cannot be ignored

· The trainer or facilitator 

The way the learning material is presented also plays a role in the selection of content 
The ability of the trainer & whether they are an expert on the subject matter will have an influence on the selection of content 

Sources of content
There are two main sources of content – job data & documents
Job data include job analysis reports & performance work cards & performance agreements 

Documents include technical & operator manuals, standard operating procedures, standard reference book, textbooks & organisation & function manuals 

Useful to use the job as point of departure because the job description consists primarily of a series of job outcomes

The analysis of job data entails the detailed analysis of the tasks associated with the job in order to obtain the facts, principles, concepts & skill requirements involved in the successful performance of the job 

It must be directly related to the job requirement & the content from the job analysis 

The content must be essential to the development of the required performance 

In using documents for the selection of content, certain criteria must also be satisfied – they must be authoritative, they must be consistent with the position & approach of the enterprise & they must no conflict with established & approved policies & procedures 

Types of content 
Content is generally organised into a number of categories 
This allows the instructional designer to have a basis for deciding what to include & what to omit 

· Essential – contains those aspects that are absolutely necessary for the curriculum if the requirements of the objectives & outcomes are to be met

· Helpful – refers to content which ‘supplements’ the essential & can be included if conditions & time permit; such content can add some value to programme such as case studies 

· Peripheral – contains those items which may well have a bearing on how well the person performs the task; are items of content which are not essential or helpful but nice to have & which could improve the performance level of the learner 

· Unrelated – normally not included since they have no relevance to the learning outcomes; there may be situations that require the inclusion of certain aspects on the insistence of higher authority 

One of the main problems experienced by instructional designers is to decide what knowledge items should be included in order to ensure the effective performance of a task 

Criteria that should be used to select learning content for instructional purposes:

· Applicability – to the needs & interests of the learner

· Validity & significance – the content should contribute to the development of the skills that the learners have to acquire as a result of training 

· Learnability – the content should coincide with the learner’s intellectual abilities & level of development 

· Durability – the content should be changed & adapted on a regular basis to cater for change 
· Viability – the content should be selected & incorporated because it has a major role to play in the development of the learner

· Usefulness – the content must be of value to the learner

· Relationship between facts & principal ideas – all the minor pieces of information must be linked & connected to the main idea 

A list of guidelines for identifying knowledge requirements to support the task & task element of a job:

· When terms & locations of objects must be known 

· When the learner must know what to search for in the job situation 

· When precautions are necessary 

· When interpretation of symbols or signals is necessary

· When procedures must be learned for emergency situations which cannot be simulated

· When calculations have to be performed

· When the operator must anticipate later conditions form earlier conditions 

· When planning is required in position activities 

· When strategic thinking is required 

· When the incumbent must act in accordance with briefing instructions 

· When inventions & improvisation are required 

· When ideas & knowledge will simplify the training 

· When identification & recognition of objects & complex signals are required 

· When use of tools & test equipment is required 

The guidelines are an effective way to obtain all the knowledge items that are to be written into a particular course 

The guidelines can also function as an effective checklist to ‘test’ whether everything has been catered for in a particular module

Steps in the selection of content 
The normal practice is that a rough draft of the outline of the course is prepared indicating the major subject areas to be included that are sometimes already indicated in the various modules of the course 
Each subject area is then expanded into topics until detailed statements of content can be written down 

A mind map for each subject of the course is recommended & then, for each subject, the topics to be covered within that subject 

A useful list of steps to be followed in selecting content:

· Examine each outcome on the basis of the guidelines for identifying knowledge requirements & develop separate topical outlines for each task; requires that every item of knowledge (fact, concept, principle), attitude & skill should be included 

· The topical outline should then be submitted to experts in the subject to be checked for validity & accuracy 

· Revise the outline on the basis of feedback from the experts

· A detailed content outline for each topic is then prepared & teaching points are formulated in declarative statements indicating references

· Unnecessary duplication within the detailed teaching points is then eliminated 

· The refined content outline is then compared with the outcomes & final adjustments are made 

· Experts in the subject matter are then required to review the detailed content outline

· Final revision takes place on the basis of feedback from the experts 

As a further test it may be prudent to verify one’s decisions once the selection of the content has been completed

The designer should test each content item by asking the following questions:

· If the learner has learnt this material, will they meet the learning outcomes?

· Will it satisfy the need?

· Will it ensure the required performance?

· Will it solve the identified problem of the enterprise?

The outcomes-based approach for determining content 
With this approach one starts with the intended outcome 
It then requires designing back from where you want to end or what you want to achieve 

Sequencing content 
You can’t teach the trainees everything they need to know at once, nor can you practice every skill simultaneously 
You have to organise what you’re going to do & when 

This implies proper sequencing of the content & learning material

Sequencing is the process by which the content & learning experiences are placed in the configuration that will produce the most learning in the shortest possible time 

Proper sequencing of learning outcomes & teaching points is essential, as it can have a significant impact on the efficiency & effectiveness of learning 

This aspect is often neglected in the design & development of instructional systems & programmes 

Benefits of sequencing 
Proper sequencing of learning experiences has the following benefits from a learning point of view:
· It helps the learner to make the transition from one skill or knowledge element to another 

· It ensures that prerequisite & supporting skills & knowledge are acquired before new skills & knowledge are introduced 

· It reduces training time 

· It prevents learner confusion & failure 

Approaches to sequencing 
A number of approaches that can be used in sequencing learning outcomes & learning experiences:
· Chronological sequencing – the content is arranged by time sequence 

· Whole-to-part sequencing – learners are fist exposed to the whole model & then instructed around parts of the whole 

· Part-to-whole sequencing – learners are introduced to each part of a larger model & then conceptualise the model by the end of the learning experience

· Known-to-unknown sequencing – begins with material that is familiar & then proceeds to new material 

· Unknown-to-known – learners are deliberately disoriented at the outset to make them realise how little they know about a subject which is intended to motivate them for subsequent learning 

· Step-by-step sequencing – learners learn by analysing how the task is performed & then the instruction is sequenced around each step of the process 

· General-to-specific – learners are fist given an overview of the topic & then introduced to the content that eventually leads to the specific 
· Specific to the general – leads the learner through a series of specific learning experiences to the end result

· Concrete to the abstract – learners starts with learning experiences that are simple, solid & observable & beyond dispute & are then gradually exposed to more complex & abstract concepts 

Guidelines for sequencing 
· Place easily learned tasks early in the sequence
· Introduce broad concepts & technical terms early in the sequence

· Place application of concepts & principles close to the point of their initial introduction 

· Place previously learned knowledge & skills in the sequence just prior to where they have to be combined with new knowledge & skills 

· Provide for practice & review of skills & knowledge essential for later parts of the course 

· Sequence the learning outcomes into closely related, self-contained groups 

· Place complex or cumulative skills late in the sequence 

Levels of sequencing 
Four levels of sequence have been identified:
· Course & curriculum – normally presented in a scope & sequence chart, which indicates the topics to be studied in a total course & the recommended learning sequence 

· Topic, lesson, & lesson component – a topic or subject & its subordinate lesson & lesson components can have several parts & also several different purposes which should be in a logical learning sequence 

The advance organiser 
Advance organisers are a form of pre-instructional strategy; a technique for cognitively preparing learners for the instruction that is to follow 
Uses written materials that presented general, abstract ideas to prepare students for learning more detailed & specific written material 

Directs learners’ attention to the important ideas in the following material & highlights relationships among those ideas 

They work best when students have limited prior knowledge of the new material that is to be learned 

They are similar to overview but with one very important difference – an overview will provide a summary of the main ideas to be learned & will be written at the same level of abstraction as this information; an advance organiser will be written at a higher level of abstraction than the material to be learned as this provides a framework for learning, not just a summary of this material 

Advance organiser must mean something to the learner & must take account of the learner’s existing knowledge 
Advance organisers create a broad structure in the mind of the learner, into which later detail can be fitted 

They can be written for whole courses, parts of courses & for individual lessons

In addition to an advance organiser, the use of a course map, which provides an overview of the various topics & modules of the course, including alternative routes through the course, is recommended 

Advance organisers can include outlines, text, diagrams & graphs that provide the student with a structure for information that will be provided later in the learning 

The sequencing of learning material, although a vital aspect of training design, is often neglected by trainers

The result is that the learner often suffers, meaningful learning does not take place & training time is unnecessarily wasted 

The guidelines can facilitate this process considerable & enhance the learning situation from the point of view of both the learner & the enterprise 

Selecting instructional strategies 
A strategy is a plan of action for achieve a certain goal 

Refers to a trainer’s plan of action on how the material will be learnt, the aim being to achieve the desired outcomes 

The content material answers ‘what will be learnt’ instruction strategy answers ‘how will it be learnt’

Instructional media refers to any learning device other than the written or spoken work that enhance the programme, the aim being to achieve the desired outcomes 

This may include media such as graphics, photographs, video recordings, authentic texts, laws, advertisements, original articles from magazines, picture etc 

Requirements for selecting appropriate instructional strategies 
Certain requirements to keep in mind when selecting appropriate instructional strategies 
· Strategies have to be compatible with the formulated outcomes; the instructional plan of action must be aimed at achieving specific outcomes

· The instructional strategy or plan of action must suit the training institution
· Match the available facilities & equipment with the learning strategy 

· Learning strategies need to match the learners’ background & leve3l 

· Instructional strategies must be appropriate to the learners’ level of competency; instructional strategies need to be in line with the activities learners have to complete, as well as with their learning environment 

· Instructional strategies should match the abilities of the training staff that select & use them 

A selection of instructional strategies 
The lecture as an instructional strategy 
This strategy should be used sparingly & only be skilled trainers who can combine it with a number of other strategies in a classroom set-up
Probably the most commonly-used form of presentation in training 

Very efficient & low-cost method of conveying information in an instructional setting & is also useful for conveying information to a large group, especially when general knowledge is conveyed 

The lecture is a standard tool, which remains in use in most training environments 

Lectures put learners in a position of sustained passive listening 

To overcome this shortcoming, it is necessary to make the presentation interesting & stimulating 

· Introduction – provide the title of the subject, create the need, give the learner an idea of the extent of the presentation, create a learning climate, clearly state the objectives or the learning outcomes 

· Development – break down each learning point into smaller units, use repetition 

· Conclusion – give a summary, conclude 

Guidelines to prepare & present effective lectures:

· To gain the interest of your audience – instead of diving right into the course content, the trainer should strive to obtain the learner’s interest & involvement in the subject matter

Introductory exercise – begin with a game or fun-filled activity that dramatically introduces the main points of the lecture 

Lead off story or interesting visual – begin with a work-related anecdote, fictional story, cartoon or graphic that focuses the audience’s attention on the subject of the lecture 

Initial case problem – present a short problem around which the lecture will be structured 

Test questions – ask participants questions related to the lecture topic, even if have little prior knowledge, so that they will be motivated to listen to your lecture for the answer 

Preview of content – give highlights of the lecture in an enthusiastic manner to increase interest & involvement 

· To maximise understanding & retention – after the interest of the learners has been engaged, the actual lecture must start; important to realise that the instructional goal is to maximise the learner’s understanding & retention of the subject matter; learners will learn more if they can focus their attention on the subject matter & make the ideas relevant to themselves
Opening summary – summarise its major points & conclusions to help learners organise their listening 

Key terms – reduce the major points in the lecture to key words that act as verbal subheadings or memory aids 
Examples – provide real-life illustrations of the ideas in the lecture; draw upon learners’ own experiences as a central theme; recreate as far as possible contexts within which learning will be put into action 

Analogies – draw a comparison between your material & the knowledge, skills & experiences the learners already have 

Visual backup – flip charts, brief handouts, slides & demonstrations that enable the learners to participate 

· To involve learners during a lecture – learners are still placed in a passive role

Listener roles – assign learners the responsibility to listen actively to the lecture so that they are able to produce points with which they agree or disagree, questions to clarify the lecture, a summary of its contents, quiz questions for other learners 

Guided note taking – provide instructions or a form indicting how learners should take notes during the lecture; stop at intervals so that the learners can write down reactions or ideas that go beyond what is being presented 

Spot challenges – interrupt the lecture periodically & challenge learners to give examples of eh concepts presented thus far or answer spot quiz questions 

Synergetic learning – provide different forms of information to different learners; allow them to compare notes & briefly talk to one another 

Illuminating exercises – throughout the presentation intersperse brief activities that illuminate the information, ideas & skills being presented 

· Ways to reinforce lectures – at the completion of the lecture, the usual procedure is to wrap it up with a recap of the major points & a question-&-answer period; other ways:

Press conference – invite learners to prepare questions to submit for the trainer’s response, or provide a list of questions from which learners can select 
Group processing – ask learners to reflect on the lecture’s implications for them; use any group format that you feel will maximise the quality for the processing 

Post-lecture case problem – pose a case problem for learners to solve, based on the information given in the lecture 

Learner review – ask learners to review the contents of the lecture with one another & commit the major points to memory, or give them a self-scoring review test 

Experiential activity – design an activity that dramatically summarises or illustrates the lecture you have given

Computer-based instruction as an instructional strategy 
This type of strategy has unique features which need to be taken into account before selecting it 
It has to be compatible with the outcomes, the learners, the facilities & the trainer 

Existing programs may not always address specific needs & outcomes 

This may lead to frustration & eventual failure – not because it is a bad strategy, but because it doesn’t satisfy the learner 

Electronic learning (e-learning)
Makes use of electronic learning methods, methodologies & technologies 
New technologies offer a greater flexibility, easy access to information & the opportunity to match learning to their specific needs & circumstances 

The new century places a premium on innovation, speed & new ways of working
In order to succeed in this new environment, employees must continually acquire new skills & new ways of managing information & knowledge 

New technology is also driving many new changes in the way training is delivered 

E-learning creates the environment for a learning revolution that can create new opportunities for the future 

What is e-learning? 
It involves the delivery & administration of learning opportunities & support via computer, network & web-based technology, to help individual performance & development 
In its broadest form:

· Provides information via information or communication technologies in a very accessible & immediate way that enables individuals to refresh or extend their knowledge & improve their performance 

· Provides interactive learning materials & packages designed to facilitate skills or wider personal development; the courses currently provided via e-learning focus mainly on IT skills & to a lesser extent of softer skills such as general management skill, or more specific aspects of management such as interviewing, negotiation & conducting meetings 

· Is multidimensional & embraces both the first two levels in a wider performance support framework; this is coupled with processes to administer & monitor learning provision & outcomes & to provide learners with various forms of support from experts & peers; in administration, e-learning can provide access to learning resources including previews, registration & tracking of use

Advantages of e-learning 
· Just in time, just enough & just for you – e-learning materials can be accessed at a convenient time, in short segments & be customised to suit learner needs

· Cost effective – there have been significant reductions in delivery costs

· Up-to-date – content can be easily updated from one central source 

· Quick – the time needed to learn a particular topic of skill is reduce as learning is tailored to that individual

· Retainable – the smaller & more relevant the learning, the easier it is to capture 

· Risk-free – people can learn in a relatively anonymous environment without the embarrassment of failure &/or socio-cultural bias form personal contact 

· Consistent – everyone gets the same standardised message from e-learning, a feature which is valued by some enterprises 

· Interactive & collaborative – therefore more fun

· Easy to track – the administrative functions facilitate learner registration, monitoring of learner progress, testing & record-keeping without the need to develop additional systems 

· Empowering – it increases the user’s IT skills 

Disadvantages of e-learning 
· Technology dependent – learners need access to appropriate hardware & software to gain full benefit; bandwidth is a particular problem 

· E-learning is sometime incompatible with other systems & materials, although the development of standards may minimise the potential fragmentation or confusion 

· Unsuitable for some types of training – particularly the case with some soft skills development that relies heavily on interpersonal contact such as team building, communication or presentation; e-learning can be useful in pre-course preparation or post-course follow up 

· Unsuitable for some types of learners – can be seen as cold & impersonal & is thought to require high levels of self-discipline & self-motivation, as learning at a desk may not be seen as a legitimate activity

· Somewhat less interactive that it is claimed to be – some programmes are no more than photocopied pages on the web & some e-learners have reported difficulties with getting to grips with programmes, the absence of feedback & lack of learner support 

· Expensive to set up – in terms of providing the infrastructure & the cost of developing content 

· Still dependent on human support – both to help people use the software & also to support their learning 

Organisational approach to e-learning 
· Old & new – most enterprises are working on ways of blending e-learning with traditional classroom approaches to training 
· Outsourcing or not – there are three main options for sourcing e-learning materials:
· Buying off-the-shelf programmes, thought to be a good start, but unlikely to be sufficient 

· Customising externally-developed content or finding an external contractor to develop materials from scratch; an expensive approach, but on that is becoming increasingly popular

· Developing materials in-house; thought by some to be the way forward 

· Support – the provision of support to learners is a key element of a comprehensive e-learning strategy & can take a number of forms:

· Automated support – advanced help facilities 

· Expert support – synchronous or asynchronous contact between learners & tutors; latter is felt to be better for learners with good self-discipline & an erratic schedule, while the former is suited to learners or learning situations needing more structure & immediate feedback 
· Peer-to-peer support – contact between learners, either as a follow-up to particular learning activities &/or as some form of close or open learning set or community; may or may not need facilitating 

· Mentoring – one-to-one interactions between individuals 

· Role of the trainers – e-learning is likely to change the role & skill of trainers, but not eliminate their role altogether; it can provide a range of opportunities for trainers to develop their role & skills

· Evaluation – e-learning generally provides a host of functions to help evaluate not only use Y throughputs of learning provision, but also outputs; this can help individuals manage their own learning & also help enterprises manage their overall provision 

· Getting it right – five factors are thought to contribute towards successful implementation of e-learning:

· Analysis – the identification of training needs, specification of learning objectives, selecting & understanding the audience & deciding on the methods of learning 

· Design – creation of own application by selecting content, media, type of interactivity available to learners & user interface 

· Development – putting the design into action which involves production of audio/video, programming of software, authoring of materials & testing 

· Implementation – promoting the programme, collecting management information & appointing skilled mentors 

· Evaluation – reviewing the performance of the programme against its objectives, in terms of take up, efficiency, effectiveness & ROI

It is important for practitioners to familiarise themselves with new technologies, understand what they are about & to know when & where to use them in their business 
A guide to the available new learning technologies:

· Blogs – function as more personal online diaries; combines text, images & links to other blogs, web pages & other media related to its topic; readers are able to comment on blog entries 

· Moblog – mobile blogging where the content is posted to the internet from a mobile phone & other mobile devices & provides instant access to real-time information 

· VLog – uses video as primary presentation format; it makes it possible to distribute video content & audio-visual communication via the internet 

· Wiki – a combination of a web site & a word document & is a web application that allows users to add & edit content; also keeps track of the history of a document as it is revised 
· Podcast – technologies that enable automatic distributing of audio & video programmes over the internet; publish & subscribe available models 

· RSS – Real Simple Syndication is a system of tracking blogs; updates to blogs are automatically sent to user computers

With the variety of technologies, a trainer may design instruction in such a way that opportunities are created for people to share lessons learned during the learning experience through wiki or a blog 
Corporate wiki may be created to capture corporate knowledge, information, policies & procedures in a single place 
Simulation as an instructional strategy 
Used to activate learners to take part in a real-life situation, but under controlled circumstances 
The advantages:

· It develops skills by doing something in a way that is closely related to reality 

· It provides an opportunity to work on something as part of a team 

· Learning is reinforced because of the presence of an instructor to help 

· It is less stressful than a real-life situation because one is allowed to make mistakes 

A disadvantage is that some simulations are expensive to develop 
Distance learning as an instructional strategy 
Include aspects of correspondence learning as well as self-directed learning 
To set up correspondence-type training programmes one has to develop clearly defined lessons or study units contained in a comprehensive study guide

The guide must contain theoretical information, exercises or activities as well as supporting material to assist the learner to learn successfully 

Supporting material includes feedback on activities, hints on how to study the material, a clear structure, clear outcomes etc 

Distance type learning does not only depend on what is included in the study material 
Its success also depends on the support that learners receive from the institution or organisation offering training through this type of strategy 

Distance learners need other people to support them in this undertaking – friends, family, colleagues & learners 

Networking with other learners who are doing the same course is essential

Trainers should consider this very important point when choosing this type of instructional strategy 

Make sure that the support systems are in place & of a high standard

Create opportunities for learners to network with trainers & fellow learners 

Some self-directed learners do not need so much support, while others do 

The case study as an instructional strategy 
A case study is an instructional strategy because it differs completely from the author’s style & therefore serves to complement the training content 
A case study can also serve as an instructional medium 

A case study is the description of a real-life situation that the learners can read, analyse & discuss 

It has a direct bearing on the rest of the programme content 

Knowledge of real-life situations can be gained as well as opportunities for the development of skills to solve problems presented in the case study 

Learners test their abilities & skills on the real-life or fictitious situation 

There are great advantages to this type of instructional strategy which includes the fact that learners learn to transfer newly gained skills to a real-life situation 

It supplies learners with a fun-filled & stimulating learning experience, because they are allowed to create their own reality within that of the case under investigation 

Developing a lesson plan 
Effective training requires good planning
Lesson is all about taking one’s outcomes, content, instructional strategies & instructional media & transforming them into a learning experience 

Each section of the programme must be planned in good time 
The effective planning of these sections offers the trainer the opportunity to manage & control the future 

A programme plan 
A training programme should contain specific information:

· Details of who the programme was designed for 

· What the participants should already have achieved

· The learning outcomes

· Timing & sequencing of the content 

· The final outcome of the programme – a qualification, improvement in status or position 

· Who will  carry out the training – full or part time, internal or external trainers

· The learning content – subjects, topics or session titles

· The training location -  internal or external & on or off job elements 

· Administrative arrangements 

· How the programme will be conducted – methods & resources, individual or group programme 

· Assessment methods 

· Pre & post course requirements 

The final outline of a training programme should clarify:

· What is to be covered 

· Who is to facilitate & who is the target population 

· When (the timing & sequence)

· How (the methods & other resources required)

Two other elements should be considered:

· Internal organisation (staff, facilities, equipment, materials & timing)

· Information to learners (preparation & sending of joining instructions)

The organisation of the programme should include practical details such as a timetable, meals & related issues, travel & arrival, pay & expenses & pre-course preparation 

Designing a training programme 
The trainer has to consider:
· Assessing the needs of learners 

· Employment (employed or not; part of current employment; leading to different form of employment)

· Level of expertise of learners

· Gender & creed

· Setting of aims & outcomes for the training programme 

Other considerations are:

· Ideology or set of values involved 

· Acceptability of the programme & who is involved in setting the outcomes 

· Provision resources 

· Staffing 

· Accommodation 

· Equipment 

· Time 

· Finance

· Selection of training strategies or methods such as lectures, case studies, individual study, seminars, experiments, role-play, project work 

Developing a lesson plan 
A lesson plan is an outline of a single presentation that highlights the most important elements of that presentation 

Following steps are suggested for developing a lesson plan 

They are not rigid prescriptions 

Always use creative abilities to improve on & adapt material suggested by the lecturer

· What do the learners need to achieve? This deals with the outcomes of the lesson, based on specific needs

· How will they achieve this? The trainer has in mind the selected content, the instructional strategy & the instructional media to be used to achieve the outcomes 

· How will the learners know that they have achieved the outcomes? This refers to assessment criteria & standards of excellence that need to be in place to test the learners’ levels of achieving outcomes 
The ultimate aim is to eliminate the training need that was initially identified 
A lesson plan sheet is a format to be used in designing a presentation 
The purpose of completing a lesson plan sheet is to:
· Use it as a quality assurance mechanism – to convince yourself & your overseer of the quality of the training programme you are developing 
· Use if after the training programme for the purpose of determining the strengths & weaknesses of the programmes 

· Build on the experience gained from each lesson plan 

Failing to plan is planning to fail 

Study Unit 21

PRESENTING THE TRAINING PROGRAMME
Creating a learning environment 
Learning environment refers to the overall climate or atmosphere in which learning takes place
Different things contribute to this learning climate & these include the people who participate in the training & the places where training takes place 

Factors that contribute to a positive learning environment 
Notify learners of the upcoming training/learning opportunity
There is a need to create awareness & to inform the prospective learners about the forthcoming training programme

· Creating awareness – the main objective of training is to improve the performance of employees in the workplace; it is important for the immediate supervisor or manager to decide who should undergo training; once the learners are identified, the supervisor should convey to them the importance of training & the contribution it can make to improved performance 

· Notification of training – the supervisor or manager & the training manager must inform employees regarding the training; this offers the concerned employees the opportunity to schedule the training into their work programmes & to mentally prepare for the training; particulars to be provided in the notice include telephone numbers of trainers, name of the course, venue of the presentation, presentation period & accommodation  arrangements; it is recommended that the prospective learners be informed in advance of the objectives/ learning outcomes of the programme & the reasons for being in a particular group; prior reading can also be included; the notification should also serve as motivation about the training; the employees or trainees should be asked to react to the notice by indicating whether they will be attending the course 
The training practitioner notifies prospective learners to create an awareness of the training & to inform them about the training programme that is about to take place 

This action can be related to the training needs assessment 

Those employees who have indicated that they are experiencing a need for training have to be selected for your programme & informed about it 

The practitioner can convey this to their direct supervisor who will arrange for them to undergo the training 

Informing these employees well in advance will create an awareness among them & will prevent a situation from arising in which they are caught unawares by a notice stating that they have to undergo training shortly 

Trainees may have to prepare for the training programme 

This strategy will encourage dialogue between trainees even before the training programme has started 

Learners will be sensitised to different viewpoints on aspects of the programme

Sharing these viewpoints once the programme has started will inform the facilitator about learners’ prior knowledge of aspects of the programme 

Preparing trainees beforehand will help them to arrange their work programme in such a way that they can concentrate on their training & not on any unfinished business lying on their desks

A formal invitation from the human resource department will contribute to their motivation & positive attitude 

An outline of the programme outcomes, content & a short description of the instructional strategies involved, will motivate people to start looking forward to the training 

Check in advance whether all the resources required for the programme are available 
Includes all the equipment used during the training programme – chairs, tables, pens, paper, stationery, whiteboard, flip chart, overhead projector, radio, tape recorder, name tags, files with class notes & a writing pad, computers etc
Check the equipment to make sure it is in working order 
Arrange everything as you have planned it 

Make arrangements with people who will be making a contribution to the training 
Select the correct facilities where training will take place
It is important to select the correct training facility 

In some enterprises there is not much of a choice, as only specific training facilities are available & it may be too expensive to hire other facilities 

Criteria for evaluating training facilities:
· Flexibility – the important element is the size of the facility; is there adequate space for all the learners & can the room be changed easily

· Isolation – sounds & noise from outside must not cause undue disturbances in the class & the facility must be at a sufficient distance from the workplace 

· Lighting – it is essential to control lighting for visual presentations

· Computer facilities – the training facilities should include computer equipment if required

· Ventilation – the training facility must have good ventilation 

Other aspects of importance:
· Acoustics

· Ceiling height & shape of the room

· Parking & accommodation facilities

· Physical location & surroundings

· Telecommunications facilities & medical services 

You don’t have to use the only training venue the company has
Choose a venues that suits your choice of instructional strategy 

Make sure beforehand that the venue selected has enough space for all the trainees 

If the instructional strategy requires trainees to work individually or in groups, make sure that the venue allows for this 

See to it that the venue has enough light & that it can be controlled for the purpose of showing slide or videos

Ventilation plays an important part in the success of the training programme 

A poorly ventilated venue will lead to drowsiness among learners 

This will limit their receptiveness to new knowledge & participating in activities 

Additional factors include acoustics, parking & accommodation, the physical location of the venue 
Types of presentation 
A trainer needs to be resourceful 
They need to be skilled in more than just one or two types of presentation 

Lectures 
Probably the most commonly used form of presentation in training 

Lecturing is a very efficient & low-cost method of conveying information in an instructional setting & is also useful for conveying information to a large group, especially when general knowledge is conveyed

The lecture is a standard tool, which remains in use in most training environments 

Lectures put learners in a position of sustained passive listening 

To overcome this shortcoming it is necessary to make the presentation interesting & stimulating 

Broad format may be used to present training:

· Introduction:

· Provide the title of the subject

· Create the need

· Give the learner an idea of the extent of the presentation 

· Create a learning climate

· Clearly state the objectives or the learning outcomes

· Development:

· Break down each learning point into smaller units 

· Use repetition 

· Conclusion: 

· Give a summary 

· Conclude 

Some useful guidelines to prepare & present effective lectures:

· To gain the interest of the audience: first element is a method to grab the learner’s attention; instead of diving right into the course content, the trainer should strive to obtain the learner’s interest & involvement in the subject matter; this can be achieved by using one or more of:

· Introductory exercise – begin with a game or fun-filled activity that dramatically introduces the main points of the lecture 

· Lead off story or interesting visual – begin with a work-related anecdote, fictional story, cartoon or graphic that focuses the audience’s attention on the subject of the lecture 

· Initial case problem – present a short problem around which the lecture will be structured

· Test questions – ask participants questions related to the lecture topic, even if they have little prior knowledge, so that they will be motivated to listen to the lecture for the answer

· Preview of content – give highlights of the lecture in an enthusiastic manner to increase interest & involvement 
· To maximise understanding & retention: after the interest of the learners has been engaged with one or more of the techniques, the actual lecture must start; it is important to realise that the instructional goal is to maximise the learner’s understanding & retention of the subject matter; learners will learn more if they can focus their attention on the subject matter & make the ideas relevant to themselves; this can be achieved by using one or more of:

· Opening summary – at the beginning of the lecture state its major points & conclusions to help learners organise their listening 

· Key terms – reduce the major points in the lecture to key works that act as verbal subheadings or memory aids 

· Examples – provide real-life illustrations of the ideas in the lecture; draw upon learners’ own experiences; recreate as far as possible contexts within which learning will be put into action 

· Analogies – draw a comparison between your material & the knowledge, skills & experiences the learners already have 

· Visual backup – flip charts, brief handouts, slides & demonstrations that enable the learners to participate 

· To involve learners during a lecture: no matter how scintillating the presentation, the learner are still placed in a passive role; steps can be taken to enlist group participation throughout the lecture:

· Listener roles – assign learners the responsibility to listen actively to the lecture so that, when it is over, they are able to produce points with which they agree or disagree, questions to clarify the lecture, a summary of its contents or quiz questions for other learners; assignments can be given to the group as a whole, to subgroups or to specific individuals 

· Guided note taking – provide instructions or a form indicating how learners should take notes during the lecture; stop at intervals so that learners can write down reactions or ideas that go beyond what you have presented 

· Spot challenges – interrupt the lecture periodically & challenge learners to give examples of the concepts presented thus far or answer spot quiz questions 

· Synergetic learning – provide different forms of information to different learners; allow them to compare notes & briefly talk to one another 

· Illuminating exercises – throughout the presentation intersperse brief activities that illuminate the information, ideas & skills being presented 

· Ways to reinforce lectures: at the completion of the lecture, the usual procedure is to wrap it up with a recap of the major points & a question & answer period; there are other more exciting & active ways to debrief & reinforce what has been presented:

· Press conference – invite learners to prepare questions to submit to the trainer’s response, or provide a list of questions from which learners can select

· Group processing – ask learners to reflect on the lecture’s implications for them; use any group format that you feel will maximise the quality for the processing 

· Post lecture case problem – pose a case problem for learners to solve, based on the information given in the lecture 

· Learner review – ask learners to review the contents of the lecture with one another & commit the major points to memory, or give them a self-scoring review test 
· Experiential activity – design an activity that dramatically summarises or illustrates the lecture you have given; use any of the experiential approaches – role plays, case studies, games/simulations etc 

Lecture content & presentation need to be interesting & stimulating
Hints to accomplish this:

· Never regard reading out loud to the learners from a textbook or a manual as lecturing 

· Start your lecture with a real-life incident & build your content around the story 

· Activate learners by asking them to introduce themselves before the training starts; ask one or two of them to recall all the others’ names after this introduction; if something interesting is mentioned ask them to elaborate on it, like a surname or place of origin that you specifically relate to 

· Start the lecture with an activity, such as asking the trainees to write down in 5 minutes what they know about the topic to be discussed; get feedback from a few; this will help you to learn what they know about the subject material; structure the lecture around this information 

· If it is a manageable group you should learn the name of all the trainees & call them by their names when addressing them 

· Build the presentation around questions; ask the trainees questions & encourage them to ask their own questions; this is called guided learning 

· Ask the trainees to apply information in the programme material to their real-life situation at work; let them think about this, discuss it in small groups & then share it with the entire group

· Change the tone of your voice at times; talk louder or softer or higher or deeper; do it naturally as if you were talking to someone you know very well 

· If the venue allow it, sit down at times or change your position & go stand at the back of the room; this will create the perception that you are also learning form the learners 

Demonstrations 
Instead of just talking about a concept, procedure or set of facts, you may be able to walk through the information by using a demonstration – information in action 
Involving learners in the demonstration, if & where possible, is important, so that they can actually hear, see & touch relevant learning material, incorporating all the senses 

The advantage of a demonstration is that it adds showing to merely telling 

Learning is enhance when more than one of our senses is involved 
A demonstration affords the opportunity to include the majority of these senses 

A demonstration therefore takes place when the trainer tells the trainees about something 

Then they demonstrate to the learners how to do it & finally learners are given a chance to do it themselves 

While they are doing it themselves, the trainer gives advice & corrects actions where applicable 

The demonstration does not end with the trainer demonstrating how it is done 

Trainees need to do it too

Demonstrations are useful when it comes to on-the-job training programmes in an organisation as they save a lot of precious working time, save money that would have been spent on formal training & ensure that employees actially learn in a setting where they will be using their new skills & knowledge 

Case study 
Can be likened to a written demonstration 

Provides an account of a real or fictitious situation, including sufficient detail for groups to analyse the problems involved

It can also include case study information that is normally presented in lecture format

The major benefit of a case study is that abstract information is presented concretely 

The trainer explains what the case study is all about, how it will be used & for what purpose
The learners are then given the opportunity to handle the case study themselves 

Guidelines are provided to keep learners on the right track in order to achieve outcomes 

Group enquiry 
Instead of asking questions the trainer could challenge learners to devise their own questions to further their understanding of the topic 
If learners have little prior knowledge of the material, they should be presented with relevant instruction methods first to arouse curiosity & interest & to stimulate questions 

Posing a problem that the group must solve might also encourage questions 

Allow sufficient time for the group for formulate some questions then field the questions one at a time 

This method, which could take the form of brain-storming, allows you to gear your teaching to learners’ needs

A wonderful way to get learners involved in their own learning 
Group enquiry is a technique that gives learners the opportunity to go & find out for themselves what a certain training topic is all about 

They can be referred to a library of the company archive where files are kept 

The trainer can also supply them with relevant books, manuals, records etc & put them to work to investigate

After a while they give feedback to the group on their findings & the trainer latches their presentation onto this feedback 

Means that the trainer must be so in control of the material that they can go in any direction that the learners’ investigation takes 

The role of the facilitator in presenting the training programme 
The presentation of the training programme is the culmination of all the previous activities in the design of a training programme or system 

The ultimate success of training depends largely on its efficient presentation 

Actual training is, in one sense, performance & in another, the finished product 
All the preparatory work that has to be done in order for training to be successful is done behind the scenes 

The presentation is the component that can be seen & the component on which most training programmes are evaluated, even though the preparation makes a huge contribution to the success or failure of training 

Communication skills of a competent trainer 
A competent trainer will endeavour to establish & maintain good relations with their learners by:
· Conveying information in a correct manner

· Displaying a positive attitude

· Maintaining eye-contact

· Regularly asking questions

· Providing thorough explanations of matters relating to the content 

Characteristics of a learning facilitator 
A learning facilitator is someone who creates & promotes learning experiences 
They are not a teacher whose aim it is to cover certain study material 

A learning facilitator knows that learners are more important than anything else, including themselves & including the learning material 

A facilitator is:

· Sensitive to the signals learners send out about their readiness to learn, level of understanding, involvement in the learning process & level of achievement 

· Sensitive to their own abilities & weaknesses which have a bearing on the learning process

· Willing to learn from anybody or anything at any time 

· An active listener who affords learners the opportunity to express their own ideas

· Constantly looking for ways to ensure that excellent learning takes place 

· An active, participating learner & therefore knows how to activate other learners into activities, decision making, problem solving & personal development 

Skills of a learning facilitator 
A facilitator should have the skills & ability to:
· Turn whatever happens into a learning experience 

· Plan a learning experience according to the readiness of learners 

· Clearly distinguish between the different phases of the learning cycle & prepare learners to move from one phase to another 
· Implement a variety of techniques to make sure that learning takes place 

· Activate learners to apply what they have learned 

A facilitator of learning needs to be multi-skilled & highly experienced

Presenting a training programme successfully requires resourcefulness on the part of the facilitator
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PROGRAMME EVALUATION & LEARNER ASSESSMENT 
The planning of this last phase should be done much earlier, during the second phase of the cycle 
Plans for evaluating training programmes & assessing learners’ achievement should be built into the training process & should form an integral part of it
Evaluating a training programme 
The evaluation of training may be regarded as the climax of the training process
If a training programme is found through evaluation to be in need of revision, the trainer can go back to the trainees’ needs & start the process all over again 

Such a revision & correction of the weak points of the training programme will then serve as an improvement on the previous programme 

The concept of assessment   
Assessment is defined as a process by means of which the quality of a learner’s achievements can be judged, recorded & reported
Such judgement can be made through continuous observation or during final evaluation 

It is a way of linking learning with the outcomes of learning & the evidence of learning 

The structured evaluation of a person’s ability to demonstrate the acquisition & application of the outcomes of a programme of learning, leading to the award of a qualification 

A structured process for gathering evidence about the candidate’s achievement in relation to specific learning outcomes

It deals with the learner’s ability to achieve the outcomes & requirements of a learning programme 

It implies the process of finding out to what extent learning outcomes are being/were achieved 
The concept of training evaluation 
Evaluation refers to the effort that goes into determining the extent to which a training programme has accomplished what it set out to accomplish 
It is the systematic collection of descriptive & judgemental information necessary to make effective training decisions related to the selection, adoption, value & modification of various training activities 

Evaluation is the determination of the extent to which the training activities have met their goals

Evaluation of training is the process by which the suitability of each critical aspect in the design of training is tested 

This process also forms part of the design process & is not only a specified output at the end of the training period 

Assessment is concerned with the evaluation of the learner & the learner’s ability to demonstrate the achievement of the learning outcomes 

Programme evaluation is essentially concerned with the evaluation of a learning system

Aims of the evaluation process 
It is necessary to evaluate training programmes in any enterprise, not only to determine whether the investment in training made by the enterprise is money well spent, but also to determine whether the individual has benefited from the training 

Evaluation should be required of any organisational activity which represents a significant investment of funds 
Traditionally this has not been required of the training department but it is becoming increasingly common for senior managers to discuss the need for training & development to contribute to business performance 
The purpose of programme evaluation 
Evaluation completes the training cycle; it is integral to the cycle & has the key role of quality control of the cycle by providing feedback:

· On the effectiveness of methods being used 

· On the effectiveness of an investment in training 

· For the trainers & facilitators about their performance 

· On the achievement of the outcomes of a programme by both learners & trainers 

· On whether the needs originally identified at organisational & individual level have been satisfied

· For improvement to be made

Three general purposes for evaluation are suggested:

· Proving – to demonstrate conclusively that something has happened as a result of training or development activities 

· Improving – emphasis on trying to ensure that either the current or future programmes or activities become better than they are at present 

· Learning – evaluation cannot be divorced from the processes on which it concentrates & is an integral part of learning & the development process itself 

Evaluation serves the purposes of:
· Making decisions regarding the performance of individual employees – their needs, the syllabus & feedback 

· Making decisions on course improvement, such as the most suitable training methods & content 

· Making administrative decisions on the effectiveness of the training function 

· Determining, during the course of the development process, whether set outcomes are achieved, to ensure that feedback can be provided in this regard 

The evaluation process aims at determining the effectiveness & the efficiency of the training programme 

The effectiveness & efficiency of the programme refer to finding an answer to – did the programme do what it was supposed to do (achieve the learning outcomes that would eliminate the job deficiency that was identified)?

Important to evaluate training in any enterprise

A great deal of time, money & effort goes into training & one needs to know whether or not it was successful 

Evaluation is therefore also meant to determine two other things – whether the financial investment is money well spent & whether the trainee has benefited from the training 

Principles of training evaluation 
· The evaluation of training is a continuous process & not something that occurs only at the end of the training period 
· Training evaluation must be well planned & outcomes must be clearly indicated; it is not conducted on an ad hoc basis 

· Accurate & applicable measuring instruments must be used to obtain information for the purpose of decision making 

· Training evaluation if a form of quality control to ensure that quality work is done by those trainees who have undergone the training; it should also determine the quality of work done by the human resource department 
· Evaluation is not directed only at the assessment of learners but looks at the wider training system as a whole 

Types of training evaluation 
Formative evaluation 
Formative evaluation (development evaluation) is concerned with decisions while the programme is being developed & the materials produced 
It is the process designers use to obtain data that can be used to revise their instruction to make it more efficient & effective 

Characteristics 
It is conducted during the formulation of instruction for locating strengths & weaknesses in the instruction 
It is iterative – following the prescribed revision, the instruction is implemented again 

Judgements made during formative evaluations include those based on actual performance data collected from learners who complete the instruction 

Purposes of formative evaluation 
In addition to focusing on the quality of the learning materials or methods, the following should be determined:
· How much the learners enjoy the instructional materials, content or methods

· How much will the participants learn 

· How much impact the learning material will have on the participants’ job performance 

· How much impact the planned learning experiences will have on the enterprise 

The main aspect is to control learning performance & to remedy learning errors
Formative evaluation should be meaningful to the learner & must be continually applied 

In schools, formative evaluations are sometimes undertaken before a course, lesson, or unit is added to the curriculum
This rarely happen in training departments

Formative evaluation refers to a continuous process of checking the success of a programme 
This enables the trainer to determine whether the programme is effective in achieving the learning outcomes set out earlier on in the process

The results of this type of evaluation will then serve as feedback for learners to reassure them that their time has not been wasted 

A trainer can also use this information to correct mistakes or even to adjust their instructional strategies or media while the training is still in process

In this way, information is collected form participants & stakeholders to ensure that the programme meets their needs 

Summative evaluation 
Refers to evaluation conducted to determine the extent to which learners have changed as a result of participating in the training programme 
Also known as product evaluation & is directed at the final examination of a specific training course 

Takes place immediately after training in a course has been completed & has a formal format in which the student usually undergoes an examination 
Summative evaluation also addresses aspects such as the effectiveness of the training course & deals with matters such as logistics & may include the monetary benefits (ROI)
Seeks to determine the value of the instructional materials for a defined target group or a particular target setting, or both 

Requirements for conducting summative evaluation 
· Identify the programme’s strengths & weaknesses 
· Assess whether the content, organisation & administration of the programme contribute to the learning & the use of the training on the job 

· Examine all learning materials after they have been revised in the light of formative evaluation results – do they appear to do what they are supposed to do?
· Observe a trainer delivering the material – do learners respond as expected? Does the trainer adequately present the material?

· Administer a post-test to measure learner achievement of outcomes 

· Administer an attitude survey to find out how well participants liked the course & to what extent they felt that it met their needs

· Compare the subsequent job performance of those who received training & those who did not receive training (or benefited from a different kind of performance improvement strategy)

· Compare the cost & benefits of different training programmes to choose the best programme 

This type of evaluation comes at the end of the programme to determine its overall success, failure or shortcomings 

It focuses on the effectiveness of completed interventions 

Seeks to determine the value of the training material for a specific target group of learners

A useful way of conducting summative evaluation is through a post-instructional evaluation 

This is done after a training programme has been completed & its aim is to obtain information at different levels such as reactions to the training, the level of learning & the trainees’ behaviour based on the results of the training programme 

· Reactions refer to the way the trainees experienced the programme, whether or not they enjoyed it & their views on whether or not it will help to improve their job performance 
· Learning refers to the level of change that trainees experienced regarding their knowledge, skills & attitude; this is closely linked to the level of achievement regarding the outcomes set for the programme 

· Behaviour refers to the level of change there is in the trainees’ behaviour & the level to which they are able to apply the material learnt 

· Results refer to the level of productivity that trainees have reached that can be directly related to the training they underwent 

Summative evaluation refers to the final effort to check the success of a programme 

Practical evaluation of a training programme 
For a training programme to be successful, the learner must be evaluated in the workplace after a period of +/- 3 months to determine whether their performance has improved & whether this improvement contributes to the achievement of objectives 
It is a longitudinal evaluation which focuses on the impact on individual performance on the organisation, transfer & application of the learning in the workplace & support for new knowledge, skills & attitudes in the workplace 

This is closely linked to the previous type of evaluation & refers to evaluation in the work environment

The purpose of this is to determine whether an employee’s job performance has improved & whether this improvement can be attributed to the achievement of the outcomes of the training programme 

To determine whether the participants, after exposure to the training programme, have significantly changed their performance 

It is possible to design a pre-test to be administered before the training starts, together with a post-test at the end of the training programme 

The difference between these two test results will provide an indication of the learning that has taken place 

This still does not provide an indication of subsequent performance in the workplace

To ensure that training makes a difference in the work environment a control group can be used 

Control procedures allow one to determine whether the changes in the experimental group were caused by the intervention of the training programme or by other factors 

Diagnosing training failures 
After evaluating the success of the training programme, it is the responsibility of the trainer to establish what went wrong if a programme failed to achieve what it set out to achieve
· Training may fail because of vagueness & uncertainty about what the training programme is supposed to achieve

· The content of the programme may not have been relevant for the aims of the programme or the needs of the trainees

· Inappropriate instructional strategies may have been the cause of failure – the instructional strategy may not have been appropriate for the type of material needed to bridge the gap or the training need

· The actual presentation of the training programme may have failed as a result of problems regarding the behaviour of the facilitator, environmental obstacles that were not foreseen or the behaviour or attitude of the participants 

· A training programme may also fail because of the organisational factors that prevent the transfer of training to the work situation – a work environment that is not conducive to the implementation of newly acquired skills 

Possible reasons for the failure of training programmes:
· Training objectives were not clearly defined

· Course content was not relevant to training objectives

· Content was not based on appropriate assumptions or theories about how adults learn 

· Training was not delivered as designed 

· Instructors lacked the required skills or expertise

· Other factors (attendance) interfered with delivery

· Organisational factors prevented transfer of training to the job 

Ways in which shortcoming may possibly be overcome: 
· Redefine outcomes 

· Redesign content to reflect outcomes 

· Redesign content using more appropriate models of learning 

· Train instructors 

· Identify other factors – alter those that are under the control of the training department 

· Conduct a performance analysis to determine which factors hinder transfer

Measuring return on investment (ROI) in training 
ROI is a measure of the monetary benefits obtained by an organisation over a specified period in return for a given investment in a learning programme 
It measures the extent to which the benefits of training (outputs) exceed the costs (inputs)

Mangers are increasingly demanding accountability for development programmes, as well as evidence of how training interventions benefit their companies in terms of financial impact 

The pressure to measure ROI is increasing in SA organisations & worldwide

ROI is the ratio of net benefits to costs, expressed as a percentage 


ROI = 
monetary benefits – cost of training
* 100





cost of training 

Evaluation training programmes in terms of ROI enables HRD practitioners to provide line management with hard evidence of the direct financial result they receive from training investments 

Only after a complete evaluation process can HRD managers & training specialists show the value they can add to the organisation 

Assessment in education, training & development 
· Learner assessment is a structured process & not done haphazardly – it needs to be planned & executed in a structured fashion 
· It is about gathering evidence – should include a variety of techniques of gathering evidence & not rely on only one technique (examinations)

· It focuses on the learner’s achievements

· It’s directly related to specific learning outcomes – assessors may never assess knowledge, skills & attitudes unless they are part of the required learning experience to achieve the outcomes 

Assessment should be an integral part of a learning programme’s teaching & learning activities 

This infers that it should be part of the curriculum & learning programme development 

Purposes of assessment 
· To assist learners in making choices about subjects or career paths
· To assess the current skills & knowledge of a learner

· To measure the achievement of the learning outcomes – have learners acquired the knowledge & skills

· To identify learner strengths & weaknesses, to inform learners about individual progress & development 

· To evaluate the effectiveness of a learning process 

What is assessment all about? 
It is a structured process for gathering evidence about the candidate’s achievements in relation to specific learning outcomes 

How & when to assess outcomes 
· Learners should be assessed against the criteria put forward in the outcomes 
· Provide learners with sufficient opportunities to demonstrate their achievement of the outcomes 

· Consider the assessment process as part of the learning process 

· Demonstration of competence must take place at the end of each learning experience 

· Demonstration of competence should be related to a performance requirement 

There are two types of assessment in outcomes-based learning 
1st is formative & 2nd summative assessment 

Formative assessment
The type of assessment in which learners’ abilities are monitored throughout the training programme 
Techniques that are used to implement this type of assessment are activities & feedback on these activities, role-play throughout the programme, projects & group activities 

What makes assessment formative is the fact that learners are assisted by their instructor in the role-play etc 

This type of assessment takes pace during the actual training of employees 

The feedback to the activities that are performed serves this purpose as well as feedback on assignments

Summative assessment 
Takes place at the end of the time allotted for the programme, course or qualification 

It is still part of the learning process, but differs in the time that it occurs with the learning process

This type of assessment indicates whether a learner has achieve the learning outcomes for the entire programme or whether they complies with the purpose for which the training programme was developed 

Principles of assessment 
Nothing in life is principle fee
Whatever we do well be driven by principles or basic rules 

Assessment: its nature & purpose 
Assessment is about: 

Formats which are helpful in gathering information about learners’ achievements
Attitudes which are helpful in gathering information on learners’ progress 

Ethos/ethics which are helpful in empowering & developing learners to serve their learning needs

Processes which are helpful in gathering/collecting evidence about learners, by means of assessment techniques & methods; comparing the evidence about learners’ performance to assessment criteria; making decision, addressing problems based on learners’ progress/non progress (informal, formative); judging learners’ performance in terms of pass/fail, competent/not yet competent (formal, summative)

Assessment is far more than a process of gathering evidence

A paradigm shift in approaches to assessment  
A paradigm shift occurs where something changes drastically, with new rules & new boundaries 

Traditional practices of assessment 
Alternative practices of assessment 
Testing practices 
Constructive assessment 

Mainly summative in nature 
Formative, summative & diagnostic 

Educator is the sole judge of successful acquisition 
Assessment of learners’ level of understanding within 

of knowledge 
a content area 

Surface approach to learning 
Deep approach to learning 

Add-on

Integration 

Learning for assessment 
Learning from assessment 

Assesses learning content
Assesses curriculum outcomes 

Tool for selection 
Tool for learning 

Caters for perceived homogeneous student body
Caters for diverse student body

Limited range of assessment methods 
Wide range of assessment methods 

Limited accountability to community of learners
Greater accountability to community of learners

Limited credibility of results
Greater credibility of results due to assessment principle

Incompatible formative & summative assessment 
Similarities between formative & summative assessment 

techniques 

Purpose of assessment is seldom explained to learners
Purpose of different types of assessment is explained to

learners 

Standards to which learners must perform are seldom 
Assessment criteria are clear, precise, negotiated & 

formulated or communicated to learners 
transparent statements against which performance is



assessed 

Norm referenced (assessment by comparison)
Criterion referenced (assessment by competence)

Seldom provides feedback on learners’ responses
Constructive feedback is given to enhance learning 

Seldom aligned with quality assurance
Aligns assessment with QA policies & practices 

Principles of assessment 
· Transparency – the assessment process should be clear & open to candidates; candidates may sometimes even question the process & procedures that you are employing 

· Validity – assessment is valid when it assesses what it claims to assess – when evidence demonstrates that outcomes have been met

· Reliability – refers to the fact that the same judgements are made regardless of the context

· Consistency – assessment should produce consistent outcomes by ensuring that:

· Procedures are simple & clear

· Assessment criteria are clear & unambiguous

· Assessors are well trained 

· A variety of forms are used to measure the same abilities 

· Practicality – assessment must be feasible; assessment practices must take into account financial resources, facilities, equipment & time 
· Fairness & flexibility – assessment is fair if it does not disadvantage anybody on the basis of race, gender, ethnicity, disability, language or location; assessment is also fair when it takes learners’ learning styles, values & life experiences seriously; assessment is flexible when it takes into account & accommodates variations in learners’ contexts, range of needs & personal circumstances 

Methods & instruments of assessment 
Tools that the trainer can use to ensure effectiveness & efficiency

Gathering evidence 
Assessment entails more than gathering evidence, evidence is a crucial aspect of assessment 

Assessment evidence can be defined as evidence collected from workplace performance, supplemented by other performance 

This evidence is weighed up against the assessment criteria in the unit standard 

The evidence may differ in kind from one type of assessment to another 
Evidence will be different every time you asses technical competence, occupational competence, critical outcomes, team performance, a learner’s ability to transfer knowledge 

There are three main types of collecting evidence:
· Direct evidence – obtained when you directly observe a person’s performance, both in a normal or non routine workplace situation & in the execution of specific tasks 

· Indirect evidence – may be collected by means of simulations & projects & the assessment of products or services 

· Supplementary evidence – learners have to give proof of their competence & evidence can be gathered in a variety of ways such as written or oral exams; third party reports may also contribute 

There are three additional types of evidence:
· Evidence of knowledge – the candidate must supply evidence that they have mastered the content as set out in the unit standard 

· Evidence of application of knowledge – this type of evidence focuses on the way in which the candidate can apply the knowledge to improve or optimise the task 

· Evidence of understanding & reflection – candidates need to give evidence of the fact that they have thought about the learning material in such a way that they understand why they are doing certain tasks & how to improve their current practices 

Some methods & instruments of assessment 
Assessment methods are methods used by an assessor to gather evidence of a candidates’ performance 
Assessment instruments are designed for the purpose of making the assessor’s use of assessment methods more practical, consistent & effective 

Assessment methods & possible assessment instrument 

Assignments –assignment sheet & rubric clearly indicating the assessment criteria or standard against which learners are measured

Case studies – printed case studies & questions based on the case study 

Written exams/tests – examination paper, answer sheet & memorandum

Multiple-choice questions – a bank of reliable MCQs, their answers & explanations for selecting or not selecting each item 

Oral exams – questions & their possible answers, assessment criteria & a rating scale

Personal interviews – interview format, questions & a clear job description or description of what is required of the candidate 

Practical demonstration – list of expected activities, prescribed levels to indicate required competence level 
Projects – clear purpose statement, scope of responsibilities, team members & instructions 

Role-play – clear instructions & outcomes to be achieved 

Possible process for assessment in the workplace 
Eight steps required for assessors to take to conduct outcomes-based assessment of learning in the NQF
Step 1: prepare for assessment 
· Scrutinise the unit standards/qualification & other source documents 
· Describe the relevant standards that have to be achieved 

· Group the outcomes that can be assessed jointly 

· Discuss the assessment with facilitators & other assessors 

Step 2: plan your assessment 
· Draw up an assessment plan 
· Specify the type of assessment & how formative, summative & integrated assessment will be used 
· Decide on the assessment methods 

· Decide which assessment instruments will be used 

· Determine the conditions under which assessment will take place as well as the HR that will be needed

Step 3: prepare candidates for assessment 
· Inform candidates about the assessment process & explain the required criteria, level of performance expected, kind of assessment, assessment policies, moderation, reassessment & appeals 
· Explain the role, responsibilities & accountability of each of those involved in the process 

· Reach agreement with candidates on the assessment process

Step 4: conduct assessment 
· Carry out the assessment in accordance with the assessment plan, adapting it as the situation dictates 

· Select the appropriate type of evidence in order to establish the candidate’s competence using a variety of sources to ensure validity, fairness & reliability 

Step 5: document all the evidence that you have gathered 
· Develop appropriate assessment documents for collecting the evidence 

· Record all the evidence obtained by all the assessors involved 

· Keep documents for each candidate & ensure that the assessments are correct for audit purposes 

Step 6: evaluate the evidence & make assessment judgements 
· Evaluate the evidence collected to see if it fits the criteria & whether it is appropriate to be taken into account to judge a candidate’s competence 

· Record the results of the assessment in compliance with the quality assurance requirements of the institution, ETQA & SAQA

· Moderate the assessment by selecting a sample of all assessments to ensure that is was conducted consistently, accurately & fairly 

· Allow the relevant ETQA to verify the process by letting them check the moderating process 
· Conduct reassessment for candidates who have not reached the required level of competence 

Step 7: provide feedback to relevant parties 
Assessment is part of the learning process & therefore feedback on assessment should inform learners of their progress as well as identify weaknesses that need to be addressed
Other parties that need to receive feedback are other assessors, candidates’ mangers/supervisors, moderators, facilitators & the ETQA

Make sure that feedback is constructive, timely, confidential, sufficient, culturally sensitive & honest 
Step 8: review the entire assessment process 
· Obtain feedback on the assessment process form candidates & any other relevant party 
· Evaluate the assessment in conjunction with other assessors & moderators 

· Revise the assessment on the basis of feedback & the results of the valuation & then introduce appropriate changes to the assessment 
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WHAT IS MANAGEMENT DEVELOPMENT?
Management development is directed at providing managers with the knowledge, skills & attitudes necessary to manage the enterprise
Management development refers to the preparation & training of managers successfully to manage their subordinates while at the same time developing the strategies of the enterprise & achieving its objectives 

Management development should aim at helping to prepare & equip mangers to perform the following:

· Managing subordinates in an attempt to achieve organisational goals
· Developing critical & conceptual skills

· Developing organisational strategies

· Managing change & constantly monitoring changes in the business world & environments related to one’s enterprise 

Characteristics of management development 
Management development refers to preparing managers to successfully manage their subordinates while at the same time developing & implementing the strategies of the enterprise to achieve its objectives 
It contains elements from both education & training 

It is aimed at employees serving in a managerial capacity or preparing for managerial positions within the enterprise 
It is directed towards preparing supervisory & managerial staff for higher levels of management 

It can be seen as a process by which managers obtain the necessary experience, skills & attitudes to become or remain successful leaders in their enterprise

It is mainly focused on future jobs in the enterprise & to deal with adjustments & accommodating change, be it slight or significant

Managers who wish to function optimally as leaders should keep abreast of new developments in technological, economic, political, competitive & related issues in the enterprise’s environment to keep personnel focused to meet its set objectives 

It is regarded as the personal responsibility of managers to keep up to date to execute their job in a proactive manner 

Self-development is a priority, while support by the enterprise can be viewed as an additional aid 

Management development is a mainstream tool for developing an enterprise’s overall performance 

It is the total process of preparing & providing effective mangers to an enterprise in order to refine its performance now & in the future 

It requires a range of related & interdependent activities to be carried out in parallel 
It would enable an enterprise to achieve its objectives via the inputs of all human resources as mangers in their role as leaders & direct them as well 

One of the purposes is to prepare mangers for leadership roles & greater responsibility to perform complex tasks 

Management development is defined as primarily being an organisational development intervention at the individual level to strategically align an organisation’s management potential according to the demands that flow from a proactive business strategy 
Continuous professional development 
Enterprises continually need to execute management development & to support lifelong learning in order to remain competitive at all times
Individuals need to build on their formal education & training to achieve broad individual & economic goals by means of lifelong learning 

This equates to continuous professional development in the business context 

Continuous management development has the capability to enable managers to manage change through the fostering of applicable learning within their work context 

Continuous professional development shifts the focus of T&D from narrow skills-based training to broad-based development which enables managers to deal effectively with change & prepares them for the future world of work 

Management development as an agent of change 
Change management needs to occur when there is a gap between enterprise, division, function or individual performance objectives & actual performance in the enterprise 

Indicators are large fluctuations to total net profit, sales per employee, labour costs, accident rates etc

Change usually takes place as a result of an adjustment to the environment, workplace, customers & worker relationships 

A first-order change is when a change in a given state takes place & little change happens

A second-order change is when a change of a given state takes place, introduces something that previously did not exist which is a fundamental change that takes place 

Second-order change is therefore radical & often disruptive, which is difficult to prepare mangers for & which requires innovative combinations of management development methods in order to be successful in equipping mangers to deal with it 

Types of changes that need to be managed 
The nature of changes, which ought to be managed by mangers, usually affects one or more of the following functions regarding the extent of change faced by an enterprise during the adjustment process:

· Structure – organic, mechanistic, departmentation, centralisation 

· Formal practices – written policies, rules, procedures, including HR & financial control systems 

· Tasks – job design, process quality, business process re-engineering, downsizing 

· Leadership – transactional versus transformational styles 

· Technology – processes & systems, software & hardware

· People – competencies, capabilities & demographics

· Products – new products, R&D, quality & features 

· Resources – non-physical, physical, financial & functional 

· Culture – tacit ways people think & do things, culture change 

Change is real, often radical & also faces everybody every day 
Winning organisations are those who can anticipate change & react to it timeously 

To implement a change intervention the type of change would largely dictate the management style that needs to be applied by managers 

Frame-bending (first-order) change, small incremental changes & are collaborative efforts from a manager’s point of view 

Frame-breaking (second-order) change, large-scale or urgent changes which requires directive, coercive or even dictatorial intervention action by managers in their leadership role 

The necessary actions could entail a deliberate mix of change management styles, ranging from a developmental transition to a turnaround action, which could entail frame-bending or breaking change

In order to execute their role, mangers as change agents should recognise that short-term & shallow changes are temporary & easy to execute 

Deeply-embedded change which is permanent is far more challenging to mangers in their role as leaders & could be much more difficult to execute effectively 

Dedicated & sustained management development interventions are needed to prepare mangers for the most difficult part of their job 
Embedded changes result in a culture change, including appropriate steps to be taken to effect diversity in enterprises 

Managers must be knowledgeable & schooled in intervention methods & techniques to meet the competition successfully & to remain relevant & profitable in the long term 

Relationship between change & technology 
Managers must address change & adapt to the changing environment or have their organisations becoming non competitive, insignificant or even see its demise 
The most change in enterprises is necessitated by the rapid advancement of technology resulting from the knowledge explosion 

To be successful, managers have to cope with this in their workplace

Managers have to continually cope with changes & changing technology 

Managers have to continually update & retool themselves to be competent to remain leaders & to successfully direct the endeavours of their subordinates 

Lifelong learning is part & parcel of the equation to survive in the business world of today, which means that continuous professional development is essential 

Management development interventions should equip managers to be comfortable with their role as agents of change in enterprises 
They have to be able to deal with change in their own sections or departments, prepare other managers & employees to manage change & be able to keep up with changes in technology 

Management development is characterised by:
· In the process of management development, managers are assisted in managing change & adapting to the general external & internal changes of the organisation 
· Management development is the personal responsibility of every manager

· Management development is also a shared human resource management responsibility; managers first & foremost have to accept responsibility for their own development & once their potential has been identified, the enterprise will support the initiatives & invest in the development 

· Management development is directed at improving productivity, performance & the achievement of objectives 

· Every company should have a policy document setting out the approach to management development in the company 

· Management development is the mainstream tool for developing business performance 

· It is not a single activity; it requires a range of related & interdependent activities to be carried out in parallel – career development review, training, development centres, appraisals & counselling, future management profiles, remuneration etc

· It does not operate in isolation; it must be integrated into the total business strategy to provide managers with the competencies required by the business & to be adapted in line with evolving needs

Learning styles of managers 
The training manager is also an adult learner & because of the workplace, nature of the job & enterprise, as well as the former positions they held, they will have reshaped their learning style 
It is important to understand how learning takes place since child & adult learning are completely different 

The speed, quality & quantity of learning also differ between individuals 

Without individual learning and enterprise can neither progress nor be efficient or transform itself 

The styles for learners would also be different to enable learning 

Levels, type & skills have to be taken into account 

The learning styles of managers are affected by various factors, mainly the personal learning style of the manager, the nature of the enterprise & the workplace 

Learning styles of managers can be categorised by the characteristics they display which then influence their learning ability:

· Diverger – characterised by concrete experience & reflective observation 

· Assimilator – characterised by abstract conceptualisation & reflective observation 

· Converger – characterised by abstract conceptualisation & active experimentation 

· Accommodator – characterised by concrete conceptualisation & active experimentation 

If trainers are aware of a particular manager’s learning style in terms of the displayed characteristics, they should try to customise the training in order to match the manager’s preferences 
Managerial learning ultimately resides within an individual & the question of knowledge management & observance of intellectual capital of mangers should be carefully managed 

Need for a policy document for management development 
Effective enterprises have a greater strategy to reflect the overall objectives, which are to be pursued 
In support of this strategy, an enterprise must also have a SHRM focus, a T&D strategy etc 

The question is whether various strategic training models can be designed to execute ST&D

All policies should be aligned to the enterprise’s objective achievement endeavours, which should also be supportive of the various strategies 

A policy document addressing management development should stem directly from the needs of the enterprise 

It should reflect the managerial thinking & culture of the enterprise & indicate the approach to management development by addressing questions such as: what components are regarded as self-development? What aspects of development are financially supported by the enterprise? What full-time management development programmes are supported?

Policy is usually supported by specific management development procedures 

Other procedures that should be addressed include performance appraisals, internal management programmes & task rotation 

The nature of the enterprise, its products, climate, culture & norms have to be taken into account to develop programmes that suit its unique circumstances 

Study Unit 24

MANAGEMENT DEVELOPMENT METHODS 

Factors that determine the method(s) to be used for the development of managers 
Training practitioners must consider the following when selecting methods to ensure that T&D are presented effectively & efficiently to the various employees in the enterprise:
· Development objectives: the methods must be selected in such a way that the study objectives are achieved 

· Learner response & feedback: the method selected must enable the trainer to monitor the development of the manager & to take any corrective steps immediately; the student must also be able to monitor their own progress & feedback on progress must be provided as soon as possible 

· The trainer’s skill: a skilled trainer is important to the success of any training programme; it must be established whether trainers are competent to use the selected methods 

· Time available: the time available for completing a development programme often determines the method to be selected; some methods are much more time-consuming than others 
· Adaptability of methods: in some cases one method can be effectively applied to accommodate different learning activities; the smaller the group, the easier it is to use one method to satisfy the needs of all students; a large group has diverse needs & the trainer has to decide on the most suitable method 

· Cost: the cost of an instructional method is an important consideration – 

· Training & development programmes incorporating a variety of methods are usually much more expensive than those that use fewer methods 

· Some training aids can be very expensive, such as making use of closed-circuit television on a continuous basis 

· Cost aspects, such as the salaries of training personnel, the cost of facilities & accommodation, must be considered 

· Expenses must be weighed up against the benefit of training for the enterprise; the use of more costly methods has to be justified in terms of output

The factors should be considered when choosing a method for management development as they provide adequate guidelines for management & the facilitators of management development initiatives to base a meaningful decision on 
Management TED
The tasks of training practitioners are becoming increasingly complex as the management role of higher-leve managers & leaders as agents or change is constantly evolving & the anticipated career paths of managers have to be taken into account 
For low-level positions such as supervisory & junior management positions, it is relatively easy to identify & apply management development interventions 

All levels of management require job content training, but as career progression takes place, more training in leadership behaviour is required & at top management level, exposure to management strategy competency is essential 
Depending on the level of management that requires skill, knowledge or attitude refinement, a different set of management development methods may have to be applied 
Leadership development is not packaged into neat techniques, as it often required a combination of methods 

The decisions for management development regarding leadership interventions could be much wider than those presented in this chapter 

It must be approached in an innovative & adaptive manner to achieve optimal success in pursuing an enterprise’s strategic objectives via competent managers
Training & development methods can be formal or informal & are also divided into two general categories, with a third specialised category:

· In-service training (on-the-job training)

· Training & development outside the work situation (off-the-job training)

· A third category focusing on organisation development; the approach & application largely depend on the leadership role of the manager as part of a change management process induced by first- or second-order change influences on the enterprise

Most formal managerial development takes place off-the-job but a great deal of learning occurs on-the-job as well 

Differences between formal & informal T&D
On- or off-the-job training & development could be regarded as a broad distinction in terms of being formal or informal, with the difference actually lying in how it is structured & also the context within which it takes place 
Difference lies in being able to distinguish what the nature of T&D is & how it is structured 

T&D could be more experimental & focused upon the development of applied knowledge & practised skills 

This would then more likely be informal & could be delivered through coaching & mentoring 

Informal activities occur regularly in many enterprises but are less effective than formally structured programmes which have clear objectives & outcomes 
Informal T&D is more successful at managerial level than employee level by nature of its focus on being developmentally focused

On-the-job methods 
 Generally the most popular approach in SA & as much as 90% of all training takes place in this way
· Coaching

Gives the coach insight in a manager’s interpersonal relations, which gives them the opportunity to offer counselling & strategic business advice

A coach is often involved in a direct line relationship with the person being coached 

The coach may help the inexperienced manager work through a decision that has to be made, give advice on how to develop a cohesive team of loyal subordinates, or help negotiate a contract with a key supplier or customer 

Often the experience manager is the model for correct behaviour or skills 

The key advantage is that it provides rapid feedback on performance & learning by doing 

Executive coaching has become important today & is regarded as a formal relatively long-term relationship between an individual that has executive authority & responsibility in an organisation & a coach who is a person who has in-depth knowledge of behaviour change & organisational functioning 

When combined with job rotation, coaching can be a very effective technique of learning by doing 

Coaching takes place when an experience manager occasionally assists & guides an inexperienced manager in the development process – there is a constant interaction, the experienced manager acts as role model & feedback is instantaneous 
One possible disadvantage is that the inexperience manager might adopt the values of the experienced manager instead of developing their own values 

Four types of coaching:
· Personal coaching – focuses on the individual’s life – life/work balance, goals

· Business coaching – focuses on business & career – talent & skills development, interpersonal skill, time management, problem solving 

· Executive coaching – focuses on aspects such as leadership, management, vision & mission, negotiation, presentation skills 

· Group/team coaching – focuses on coaching committees or teams on aspects such as group dynamics, organisation development, coaching for motivation & team building 

· Mentoring 

Focused on the establishment of a learning relationship where a mentor acts as an advisor & role-model to a more junior manager 

A mentor is a valuable facilitator who usually promotes the mentee’s career development 

It is essential that mentors are skilled in this process & should be meticulously selected on the basis of their interpersonal skills & a desire to develop a more junior person in the mentee situation 

Such a relationship also provide the mentee with psychosocial support from the mentor in various capacities such as being a friend & being more knowledgeable about the enterprise’s structures, policies & internal politics 

It is critical that a mentor is not in any direct line seniority relationship associated with the mentee as this could severely retard the trust in & openness of the mentee to enlist guidance from the mentor 
Ideally a mentor should be from a totally different department & have no influence over the mentee at all 

This relationship is critical for leadership development & operates optimally in fairly large enterprises

It is a one-to-one relationship through which the mentor invests time, knowledge & skills 

A mentor’s role is twofold – providing career development behaviours such as coaching, challenging assignments, sponsoring advancement & fostering the mentee’s visibility & providing psychosocial support such as counselling, friendship & role modelling 

· Committee assignments 
Ideal for junior executives to observe more experienced managers in action & enterprises frequently assign staff to committee assignments 

Much organisational work takes place in committees & the intention of this is to use normal committees as training vehicles 

One new inexperienced manager may be assigned to each committee

Although the inexperienced manager may actively participate & contribute, the major reason for their presence is to observe others in action 

The inexperienced manager can observe the interpersonal processes, agreements & disagreements, decision-making processes, negotiations & successes & failures of the committee

· Job rotation 
Moving from one job assignment to another within the same enterprise 

Each assignment usually last about 6 months
Job rotation provides the inexperience manager with a general understanding of the enterprise, its purpose & its goals

It also turns specialists into generalist 

High-level managers need a general outlook as they spend an increasing amount of time managing the total enterprise & less time managing a specialised functional area 

· Understudy assignments 

Similar in concept to coaching

This is a full-time mentor-understudy arrangement, whereas coaching is periodic

An understudy is a person who acts as an assistant to someone else

The understudy works with the mentor on a daily basis to learn how the job is done

During the manager’s absence, the understudy performs the role of the manger in non-critical activities 

One problem is that some managers feel threatened by an understudy & may not consciously develop them 

Off-the—job methods 
Usually conducted away from the enterprise & has the benefit of minimising disturbances & interruptions 
Some programmes are considered more of an added perk if they are conducted off-site 

Caution must be exercised in planning & selecting these methods, as some may be perceived as being offensive or threatening to participants 

· Sensitivity training 

Also called laboratory or T-group training 

Aim is to make participants more aware of their own behaviour & the way in which their behaviour is perceived by others to increase their awareness & acceptance of differences 

It can provide a powerful personal growth experience; it does not seem to help trainees become better manager 

· Team building 

Focuses on intact work groups & strives to develop their ability to work together effectively on the types of tasks they face daily 

Team building without the feedback but with a heavy emphasis on group problem-solving skills is also commonly provided to new teams when self-directed work groups are established 

· Behavioural modelling training 
Also called observational learning, takes place in two steps – acquisition & performance 

Learning from others reduces the need for trail-&-error learning 

The approach is that training programmes should show managers how to do something by means of videotaped dramatisations using actor models & then give them the opportunity to practise the new skills 

· Case studies 

Present participant with written descriptions of an actual or hypothetical problem in a business setting 

The participants are required to read the case, identify the problem & recommend solutions 

The case study has several intended purposes:

· Shows participants that there is usually no easy solution to complex organisational problems 

· Helps participants realise that various perspectives & solutions to the same case may be equally valid 

· It helps managerial participants develop their problem-solving skills 

· Simulation techniques 
Try to replicate the work setting in which the trainee will have to perform 

Using an exact reproduction of the real situation, the trainee tries out different behaviours or strategies 

The object is for trainees to learn from their own actions as well as from the group discussion that follows the simulation in a debriefing session 

There are various simulation techniques:

· In-basket exercises – develop management skills & are described as a managerial selection device, but can also be used to teach managers how to prioritise work & make decisions; some exercises are run on PCs; the electronic exercise requires the trainee to make a decision, after which the programme responds with the nest decision point, based on the previous answer; in this way, the trainee is able to experience the consequences of past decisions & to make future decisions based on past decisions; aimed at teaching managers how to prioritise work  
· Role-playing exercise – operates in two-person setting, where participants & sometimes trainers assume the roles of characters & role-play a simulated situation & play a supplementary role to case studies; primary purposes are to analyse interpersonal problems & to develop human relations skills; can also be used to place an individual in another person’s role, such as a manger in a subordinate’s situation; role reversal allows the manager to observe at first-hand what the subordinate is experiencing; totally involvement needs to take place for learning to happen; advantage is the dynamics of the role-play as it unfolds; decisions have to be made on the spot, with participants having to respond immediately to the other players; this spontaneous action moves the role-playing closer to reality for the trainee
· Leaderless group discussion 

A larger-group simulation, featuring 4 to 8 trainees working together to solve a hypothetical problem 
Group members are frequently assigned different roles to play in the simulation & are given information unique to that role

In analysing the behaviour after the simulation, individuals learn more about their interpersonal & decision-making skills & styles 
· Computerised business decision-making games 
Defined as sequential decision-making exercises structured on a model of a business operation, where the trainee assumes the role of managing the simulated operation 

The trainee or group of trainees is asked to make decisions about organisational matters such as investment in research & development, pricing & entering new markets 

With new information in hand by way of feedback, the participant is asked to make another series of decisions, which are used in the next run of the simulation 

The programme is structured on a model of a business operation & the computer-generated feedback allows trainees to make further decisions based on their previous responses 

They allow managers to experience real-world problems without having to suffer the consequences of poor decision & the allow time to be compressed

Trainees can experience several years of organisational performance in just a few hours

The major disadvantage is that sometimes trainees focus on beating the system rather than on learning the management principles being presented by the simulation 

· Adventure, outdoor or wilderness training 

Include backpacking, white water rafting, cycling, canoeing & manning a sailboat

It is learning which has move away from the theoretical classroom & parrot-fashion learning & provides direct & personal learning, providing individual commitment & great responsibility for learners to learn 

The aim is to develop & hone interpersonal skills such as self-awareness, confidence, trust, goal setting & teamwork, which are important characteristics for those in leadership positions in enterprises 

It is a four-step method – the personal experience of every participant; observing & reflecting on one’s experiences; forming generalisations & abstract concepts; testing the hypothesis on future actions 

The role of a facilitator needs to be limited as far as possible to provide for the most effective learning by participants 

· Action learning 
Presents mangers with real-life problems 

They then have to find solutions, including systems support to help them learn within a real-life environment in a short space of time 

Management development is important for enterprises as change quickly diminishes skills 

It provides challenges & demands the transformation of problems into opportunities for managers 

It is learning by doing 

It is not a business game, case study or simulation because it is for real people, tackling real problems in real time

It is project based, learner driven, high visibility & time oriented 

Usually takes place in groups of up to 30

Several types of problems used to change the business – to utilise technology more effectively; remove barriers between the customer & the enterprise; develop global leaders 

A key to action learning is its flexible framework which moulds around the objectives that an enterprise has rather than assimilation models 

Larger enterprises may even employ their own internal action learning specialists 

· Cookery training 
A recent innovation & promotes communication, cooperation & teamwork 

Main objective involves various techniques such as mentoring in particular & working towards a common goal, which creates opportunities for conflict resolution & sensitivity towards fellow employees

An opportunity for managers to develop their leadership skills 

Other special techniques 
· Assessment centres 
They are used to select non-managerial employees for promotion to low-level management positions 

Assessment is done by managers two or three levels higher than the job for which they are assessing the candidate 

The senior managers act as assessors in the performance of in-basket exercises, leadership group exercises, role-play & management exercises performed by the selected candidates 

Assessments are done according to criteria such as decision making, planning, leadership, persuasiveness, energy, interpersonal sensitivity & communication 

Consists of the observation of candidates carrying out a variety of assignments, individually or in a group over a stipulated period

Used because there are problems with alternative methods of selection like appraisals & committees where different sets of skill are required for the incumbents 
It is an evaluation process & could be used to identify the future potential of employees 

It is mainly used in simulation & role play, selection, assessment & training purposes, actual evaluation & dealing with personal issues 

Emphasis is increasingly being placed on the development of participants 

Feedback is given & detailed discussions on the areas of strengths & the areas of improvement for participants are provided 

Used to identify whether a manger has the skills to work in a team 

The choice of assessment criteria & exercises is based on a careful job analysis of the type & level of managerial job for which candidates are being evaluated  

Assessors undergo training on the exercise & assessment criteria, observe candidates during the exercises & then meet for a day or two after the candidates leave to establish ratings & to formulate an assessment report on each candidate’s managerial potential & development needs

Data does predict short- & long-term success & advancement potential in management positions 
Validity is quite high 

Equally valid for all sexes & races 

Probably the most expensive selection devices in common use

In selecting higher-level managers, enterprise may find that its business strategy & environment are important for determining the type of managerial skills needed 

Management by objectives 
It is an individualised method of evaluating the performance of managers & professionals 
MBO process involves three steps:
· The employee meets with their superior & agrees on a set of goals to achieve during a specified period; goals should be quantifiable & include an agreed target

· Throughout this period, progress towards the goal is monitored, though the employee is generally left free to determine how to go about meeting goals 

· At the end of the period, the employee & superior again meet to evaluate whether the goals were achieved & together they decide on a new set of goals 

It delivers observable improvement, results-oriented goals, can encourage innovation & creativity or lead to an improvement in performance 
Should top managers set goals with colleagues immediately below them & this is continued to lower levels, the cascading effect could result in the coordination of organisational activities that all employees could become involved in

It is a difficult activity, requiring training & a major commitment in terms of time & effort by top management & all other parts of the enterprise 

It is difficult to compare the performance of employees, since each has different goals & levels of goal accomplishment 

Employees with easy goals may seem to be better employees than those with more difficult goals, since the ones with easier goals are more likely to achieve them 

Management must set goals that are consistent with the capacities of a particular unit & its importance to overall organisational success if this method is to be successfully applied 

Managers need to guard against viewing goals agreed upon as set 

Circumstances can change & a certain amount of adaptability & flexibility in MBO is legitimate & necessary 

Employees’ participation in the goal-setting process is generally regarded as an advantage of MBO if they are committed to doing it well 

Problems occur when an enterprise has traditionally had an authoritarian managerial culture & supervisors have not been adequately trained to adopt a more participative management approach

Many managers resent the extra paperwork generated by MBO programmes, which may reduce their commitment to ensuring its success 
THE END 
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