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ABSTRACT

The primary object of this dissertation is to investigate the training problem in
the Kgalagadi gold (Kalgold) mining company, located some 40 km West of
Mafikeng. The company is reported not to have trained most of its staff in the
Metallurgy department since the majority union, National Union of Mine
Workers (NUM), does not approve of the organisational training plan.

The said training plan is perceived as an intervention that would not address
the employees' training needs. Subsequently, the untrained employees are
susciptible to workplace accidents characterised by poor work expertise.
Nevertheless, the mentioned staff often face disciplinary charges for

- negligence or incapacity that could be linked to a lack of appropriate training.

In effect, this study focuses on the training problem experienced by the
company as well as disciplinary actions for incapacity related to little or no
training. Not only that, but also shall it highlight the shortfall caused by
absence of a training needs analysis and establish if this could lead to training
that does not address the employees' training needs. The study also seeks to
investigate whether management involves the Majority union, NUM, in
drawing up the organisational! training plan.

Moreover, this dissertation will also look into the company's relationship with
its SETA, the Mining Qualifications Authority (MQA). Careful attention will be
on the unclaimed skills development levies lost in the event Kalgold fails to
train its staff within the context of the National Skills Development Framework

of South Africa.
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ABSTRACT

To: The Respondents
~ From: Tshepo Tiadi

Subject: Completion Of A Questionnaire For A Dissertation

Date:

Dear respondent

May | take this opportunity to ask you to complete the attached questionnaire
which will be used primarily for a research study.

- Your cooperation will assist me to complete a dissertation on the Industrial
Relations and training related matters in your company.

Kind regards,

Tshepo Tladi



Biographical Data for all respondents

Section: A

Instructions: For all respondents
Mark with an X in the appropriate box
(). Gender

(M [F ]
(). Age

[28-35 |

{IV). Number of years in the company

(V). Educational Qualifications

Grade 12

Diploma or
Degree

{V1). Nature of job

Technical ]
Administrative | |




Section: B

1. Training

For general workers (non-managers)
Did you have any mine related training before you joined the organisation?
If yes what type?

......................................................................................................

Does that training enable you fo work better?

Has Kalgold offered you any staff training?

Does the training offered help you to pérforrn your job better?
iIf yes, is that evaluated by yourself or your supervisor?

Myself
My supervisor

Is there an aspect of your job for which You need training?

[Y_IN]

What do those training needs resuit from?

‘| Lackof training | ]

Lack of exposure




2. Implementation of the training Plan

(For Managers)
Are you aware of the training plan in your organisation?

Y _IN

If yes, were you consulted during the period of its compilation?

N

Did the fraining staff do skills analysis before developing the training plan?

A

Is the training plan implemented?

If no, what are the reasons?

......................................................................................................

......................................................................................................

If the training plan is to be implemented who will be trained first?

Metéllurgy staff
Engineering staff

How is the relationship between managers and employees on training issues?

~

What type of training would best address the training needs of Kalgold staff?

On-the-job
training
Oif-the-job
training

Explain why?

...........................
...........................................................................



3. Relationship with NUM concerning staff training

(For NUM Shop Stewards)

Did management consult NUM shop stewards about the organisational
training plan?

Y _IN_]

Have NUM worker representatives ever engaged management about
implementation of the training plan?

[Y TN ]

Did any action arise following such talks?

.......................................................................................................

4, Discipline
(For general workers or hon-managers)
Was any disciplinary action ever taken against you?

Y IN]

If 'yes. what was the nature of the misconduct?

Reason Number
of times
Incapacity
Sexual harassment

Intoxication or usage of
drugs or alcohol on duty
Absenteeism
Insubordination

Theft

Unauthorized Possession
of company property




What was the outcome of the case?

Councelling
Verbal warning
Final written
warning
Demotion
Suspension
Transfer

Not sure

Did appeal against the charges?

[Y [N ]

How was the case finalised?

Sanction was upheld
Sanction was reduced
Sanction was dismissed

5. Industrial Accidents

(For Managers)

Has any employee had én injury or accident on duty?
LY _[N |

What was the nature and cause?

......................................................................................................

...................................................................

Are the accidents frequent to metallurgy staff or common among all
departments?

Metallurgy staff

Engineering
Geology

Crushing

Chemical

All departments




How does management react to such accidents?

By training employees
By disciplining
employees

By

No action

6. Relationship with Mining Qualifications Authority (MQA)

(For Managers)
Do Kalgold and MQA have a working relationship?

Does Kalgold make use of the services by MQA?

5

H

Is the training done through skills coordinators from MQA?

N

Does Kalgold offer training through other accredited service providers except

H':':F
[+]
=
e 8

If yes, give the type of training and the training providers that is.

Type of training
Name of training

rovider

7. Skills Development Levy
(For the H R Manager only)

How much money does Kalgold pay annually on Skills Development Levy to
the Mining Qualifications Authority?

Specify the amount

......................................................................................................



Does Kalgold claim a percentage of that money every year?

If yes how much per year?

......................................................................................................
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Overview of the Study

Chapter One
1. INTRODUCTION

The Kalgold mine is a medium sized mining group located some 40 km West of
Mafikeng. The company started mining in 1996. As part of the broader employment
in the country, Kalgold mine needs to align its employee training and development
initiative with the National Skills Development Framework. Accordingly, Kalgold
belongs to a Sector Education and Training Authority (SETA) called the Mining
Qualifications Authority (MQA). Funding for the MQA is generated from levies paid by
employers within the same economic sector and has a wage bill of more than R250.
000. As an employer, Kalgold is liable to pay two percent of its total payroll to the
South African Revenue Services (SARS) and subsequently claim 70 percent of that
Levy from the MQA, only if it has trained its employees during the financial year.

Kalgold mining group reports not to have trained most of the staff in the Metallurgy
department because the majority union, National Union of Mine Workers (NUM),
does not approve of the organisational training plan. As a result, no funds can be
claimed from the MQA. The essence of this dissertation is therefore to establish if
Kalgold trains its staff in line with the National Skills Development Framework. It also
seeks to enquire about the extent of union involvement in drawing up of the staff

training plan.

Moreover, the dissertation will focus on the training problem experienced by the
company as well as disciplinary actions for incapacity related to little or no training.
Not only that, but also shall it highlight the shortfall by absence of a training analysis
and if this could result in training that does not address the organisational training

needs.
2. Definition of concepts
2.1. Training and Development

Training and development can be defined as an effort to teach employees basic
reading skills or advanced courses. The skills categories normally include basic
literacy, technical, interpersonal and problem solving classified as formal and
informal fraining. The former is planned in advance and has a structure format while
the latter is unstructured, unplanned and easily adapted to situations and individuals
(Robbins 2003: 493)

2.2. Sector Education and Training Authority (SETA)

The Sector Education and Training Authority is an initiative established in an
employment sector to manage the many skills development and training needs that
exist. These sectors play a major role in contributing to the bringing and raising of
skills to the employed, or those wanting to be employed in their sector. A SETA co-
ardinates skills and training needs for its sector and ensures that training offered is
done according to agreed standards, within a national framework. Such training is

1



subject to quality control and sometimes compared to the best international
standards (www.serviceseta.org.za/reseach),

2.3. Organisation

A consciously coordinated social unit, composed of two or more people, that
functions on a relatively continuous basis to achieve a common goal or set of goals
(Robbins P: 2003),

3. Problem Statement

The Kalgold mining group is presently undergoing a transition from open pit to
underground mining. As a result of that the permanent staff do gold processing and
analysis, not gold digging. Therefore, the company has unilaterally drawn a short-
term training plan to address the present training needs.

Inits bid to implement its skills plan, Kalgold is held back by, among others,
resistance from National Union of Mine Workers (NUM) for not having been
consulted by management when drawing up the training plan. Employee consuitation
Is just as poor. Selection of trainees without union involvement also stalls the training
plan since factors such as the criteria to be followed and who should be trained first
are at the center of the disagreement. During staff lay-offs, training personnel are
some of the key employees to be targeted and this affects the training staff
complement. Staff training at Kalgold is also not agreed upon by management and
NUM.

Above all, Kalgold does not train its technical staff and claims no money from the
levies it pays annually to MQA, its SETA.

3.2. Main Problem
The organizational skills development plan is not implemented at all,
3.3. Sub problems.

3.3.1.  The process of training is stalled by disagreements between mining
management and NUM.

33.2.  When drawing up the skills plan, mining management neither consuited
with employees nor NUM. .

3.3.3. There is no training analysis and an evaluation to determine whether the
training will help improve job performance. .

3.34.  Kalgold lacks precise selection criteria for trainees (who should be trained
first).

3.35.  The employees are often disciplined for incapacity though they have not
received the required training

336. The employees at Kalgold experience industrial accidents quite often

33.7.  The company cannot claim its skills development levies since it does not
train its staff.



1.4. Descriptive hypotheses

1.4.1. Management's failure to consult with staff and the representative union
(NUM), when drafting the training plan, stalls the training process. '

1.4.2, The employee performance at Kalgold is poor because the company fails
to train its staff.

1.4.3. Kalgold does not fully make use of the services of the MQA in obtaining
accredited training providers and Skills Development Facilitators.

1.4.4., Failure to train staff could result in future industrial action at Kalgold mine.

1.4.5. The accidents that occur among work teams happen as a resuit of
negligence related to poor training.

1.4.6. Incapacity caused by lack of training leads to disciplinary action.

14.7. Lack of training analysis renders mine employees susceptible to training
that does not address the needs of the individual employees (inappropriate
training).

1.4.8. Kalgold loses a substantial amount of money paid in skills levies to SARS
as a result of its failure to train staff.

1.5. Variables and their interdependency

In hypothesis (1.4.8.) we shall consider that a lack of training needs analysis is
correlated with training that does not address the needs of the organisation
(inappropriate training). In this hypothesis, lack of training needs analysis will be the
independent variable while inappropriate training becomes the dependent variable,

The second correlation to be investigated is between the stalled training plan and the
lack of union consultation (hypothesis 1.4.7.). In our hypothesis the stalled skills plan
~ (dependent variable) is brought about by a lack of consultation (independent
variable). It is only after analysis of the data that we can confirm these correlation
and interdependency among the variables (Cohen: 1985). It is sometimes difficuit to
tell which variable depends on the other until we predict variables from each other by
, using appropriate relationships (Cohen, 1985: 215).

In a classroom study, at a technical college for example, we may hypothesise that a
Physical Science background can be considered an independent variable while
academic success is the dependent variable. This will occur where we have a
hypothesis to the effect that students with Physical Science background are likely to
be more successfui academically in a technical college than those without a prior
science background. A hypothesis can therefore be considered as a statement about
the relation between two variables the truth of which can be tested (Behr, 1988: 5). A
correlation between variables, will be applied among all the hypotheses in this
dissertation.

1.5. Objectives of the siudy

1.5.1. To establish whether Kalgold has an implemented training plan.

1.5.2. To investigate the involvement of unions in the drafting of Kalgold's
employee training plan.

1.5.3. To determine if the absence of training analysis may lead to the choice of
training that does not meet the needs of an organization.



1.54.  To establish if it is possible to implement the training plan that does not
entail training analysis and involvement of the representative union,

1.5.5. To investigate whether incapacity related to poor training makes
employees susciptible to workplace accidents.

1.5.6.  Toinquire if untrained staff are disciplined for incapacity

1.5.7. To investigate whether training and development helps improve
employees’ work performance.

1.5.8.  To highlight the likelihood of industrial action in an organization that fails to
train its staff.

15.9.  Toinvestigate whether Kalgold trains its staff through the MOA, its SETA.

1.5.10.  To establish whether Kalgold trains it staff and subsequently claims a
statutory percentage of the skills development levies from MQA.

1.6 The importance of the study

This dissertation aims to find solutions for the training problems experienced by the
Kalgold mining group. It also seeks to discover the loss the group incurs by failing to
train its employees. Additionally, the study will establish how training and
development are correlated. In the final analysis, the study hopes contribute to the
existing body of knowledge on how training and development relates to Industrial
Relations. ‘

1.7. Research design
1.7.1. The organisation

Kalgold is in the business of mining gold. As opposed fo underground mining, the
gold mining exercise is done by digging of open slant furrows. The dug roads
(furrows) are done using such machinery as drilling machines, excavators and
loading rocks with front-end loaders onto 50-ton trucks. The gold digging exercise is
not performed by Kalgold employees and has been outsourced to private contractors.
Hence, no heavy machinery on site belong to Kalgold.

Kalgold has a threshold of 278 permanent employees which include metallurgy staff,
laboratory and geology personnel. The metallurgy workers deal with gold processing,
‘the geology team gives advice on rock and gold surveying, while the laboratory staff
confirm the genuineness of rocks and determine the grades of gold. Some of the
workers in the company are consultants and contractors and do not form part of the
permanent staff complement. The work site at Kalgold is divided into the East and
West wings, both of which are occupied by the said contractors and permanent
employees. In other words, the contactors and permanent employees do not share
the same site,

Kalgold plans to go underground (shaft mining) in 2005. The 8 trucks and earth
engaging machines are worth R30 M. It would not have been cost effective if the
company was to own and maintain the equipment since they would not be used for
shaft mining after the next two years,



The company organisational structure follows below:

Table 1. Kalgold’s organizational structure

Departments | Number of Number of Total Total number
females males number of | of

employees | departments

Mining 0 1 1 1

management :

Team Captain 0 1 1 1

Ore Resources 0 1 1 1

Metallurgy 20 211 231 6

Management

Engineering 10 23 33 2

Finance and 2 4 6 3

administration

Human 1 4 5 1

Resource

Management

Total 33 245 278 15

The spotlight will fall on the technical (Metallurgy) staff that does gold processing.
This would include crushing and gold analysis staff. As the primary employees in the
sector, none of the said staff have been sent to training since the beginning of
business in 1996. A small portion of the technical staff is made up of engineers, who
have never received training either.

~1.8. The Sampling technique

The sampling technique to be used in this dissertation is the cluster random sampling
method. Parahoo (1997: 229) says cluster random sampling applies to units of
research population that already exists in clusters. Let us take, for example, each
district that has a number of hospitals. Each ‘hospital is a cluster of health
professionals, and within hospitals each ward is a cluster of nurses’, Parahoo (1997:
229). With regard to Kalgold, the organizational structure is divided into four (4) main
departments namely, Metallurgy, Engineering, Mining And Laboratory. The
employees are categorised according to their specialisation and professions, (except
the support staff in the administration and finance departments). The cluster random
sampling method will include all staff members in the departments under study.

1.9. Data Collection Technique

The study would use questionnaires as primary data collection tools. Once the shift
workers report for work, they spend their tea and lunch break indoors and exit the
premises only when leaving for their homes. Questionnaires are essential as the staff
would complete them off duty in their spare time. The physical environment for the
mine is not safe for an outsider to walk around. The continual roaring of heavy
machines, restricted work areas and dust filled air impede free movements and
access to employees during working hours. Hence, management does not allow
access to outsiders for safety reasons.



1.10. Limitations of the study

The fact that Kalgold currently does open pit mining and plans to go underground in
year 2005, creates a problem of identifying training that will address the transition.
The researcher is accordingly obliged to bear in mind that the present training for the
company may be transitional in view of the group's long-term objectives.

1.11. A brief preview of the following chapter

The following chapter will deal with literature survey by exploring views of other
researchers to help confirm the assertions that are made in this dissertation. The
chapter would cover the areas the scope of which is contained, among others, the
objectives of the study and the research tools.



Literature Review

Chapter Two
1. DEFINITION OF CONCEPTS
11. Training

Training generally refers to the gaining of skills by employees that can be used in
certain places of work. Specific training means skills and information that employees
acquire for use on their particular jobs. Specific training makes one discover how the
budget system of a particular company works. In other words, the type of training
offered may be shaped to meet the needs of that particular employer. Training is also
systematic and organised process by which the employee acquires the knowledge,
skills attitudes and information necessary to achieve the objectives of the enterprise
and his or her own too (Grobler 2002: 314).

Training is an effort that assists individuals to improve their abilities in a particular job
while development relates to the improvement of a person’s overall capacity to
pursue a career. Development therefore enhances the general potential of
employees (Bennett 1997: 334).

Training can further be defined as a form of learning experience that brings
permanent change in a person enabling him / her to perform better on the job. Nel
(1997: 273) recognises training as having the potential to raise a productive
workforce. Trained employees often have job satisfaction, job enrichment and a
feeling that the employer is interested in their advancement. In compiling the training
programs the employers have to consult their needs and needs of their employees
(Nel 1997: 273).

Armstrong (1998: 507) defines training as planned process to modify attitude,
knowledge or skill behaviour through leaming experiences to achieve effective
performance in an activity or range of activities. Its purpose, in the work situation is to
develop the abilities of the individual and to satisfy the current and future manpower
needs of the organisation (Armstrong 1998: 507).

1.2. Development -

Development is a systematic process of training and growth by which the individual .
acquires and implements knowledge, skills, abilities and insights to do the job
effectively Marx S, van Rooyen and d Bosch (1998: 488). There is a thin line
between training and development. The former enables an individual to become
competent at work, Training and development processes in short terms are inter-
linked (Marx et al 1998: 489),



1.3. Training and Development (T&D)

Bartol and Kathryn define training and development as a planned effort to facilitate
employee learning of job related behaviours in order to improve job performance
(Bartol & Kathryn 1998: 329)

Cascio (1991: 361) defines training and development as planned activities or
programs of organisational improvements undertaken fo bring about relative
permanent change in employee knowledge, skills, attitudes and social behaviour
(Cascio 1991: 361).

Training and Development are efforts to help provide employees with opportunities to
learn new skills and polish old ones. Through participation in training and
development, good employees become even better. In addition, not only do they
come away with improved skills, they also acquire the kind of confidence in
themselves that translates into greater on-the-job efficiency and productivity
(www.hr.ufl.edu/training).

1.4. Industrial Relations

Industrial relations refers to the relationship between management and labour, and
the processes for negotiating employment conditions. This includes the study of the
workers and their unions, the employers and their associations, and the institutions
established to controf relations between the two groups (McLennan W, 1996).
Australian Statistician (Bureau of Statistics August 1996).

1.5. Disciplinary action

""Disciplinary Action" is any action whereby an employee is demoted, suspended, or
dismissed, excluding a layoff for lack of work or lack of funds.

1.6. Apprenticeships

An apprenticeship is a job which allows a person to leam a trade through a mix of on-
the-job training and off-the-job study (www.dir.nsw.gov.au/rights/).

1.7.  AMiner

A miner means any person, including any operator or supervisor, who works at a
mine and who is engaged in mining operations; and any construction worker who is
exposed to hazards of mining operations (http://www.msha.gov). :

A miner means any person working in an underground mine and who is engaged in
the extraction and production process, or who is regularly exposed to mine hazards.
This definition shall include the operator if the operator works underground on a
continuing, even if on an irregular basis. Short term, specialized contract workers,
such as drillers and blasters, who are engaged in the extraction and production
process and who have received training (experienced miner training).

The o?her definition for a miner is any person working in an underground mine,
including any delivery, office, or scientific worker or occasional, short-term



maintenance or service worker contracted by the operator, and any student engaged
in academic projects involving his or her extended presence at the mine,
http:/iwww.msha.gov.

2. Training and Development
2.1. The purpose and importance of T&D

The main object of T&D is to remove performance deficiencies, present or presumed
that brings employees performance to undesired levels. T&D make productive
employees. Organisations experiencing declining rates of productivity and quality of
service require training directed at performance improvement. T&D is key to
organisation that go through new technological advancements avoiding employees'
obsolescence. It assists an organisation to face competition. T&D.raise employees’
level of commitment to the organisation and make them believe that the organisation
is worth working for (Schuler and Huber 1993: 512).

Kalgold is required to take cognisance of the transformational processes of
govemment that incorporates programmes like Affirmative Action (AA}in its skills
development plan. Moreover, most of the AA programmes are supposed to aim at
career planning and T&D. The link between AA and Skills development Act bears
testimony (Bendix 2001: 436).

2.2, Another purpose of T&D

For the purposes of this dissertation, we will explore training as a means to improve
performance. Employers need to target employees whose performance is

. unsatisfactory resulting from of skills deficiency. Training may not always solve the
problems associated ineffective performance but through strong T&D programmes
performance related problems can be reduced. New employees often lack skills to
make them competent in their new jobs.

Usually, no tool can be used to predict how a new employee's performance on the
new job would be. Training can serve as a tool to bridge the gap between the gap
between the employee’s predicted and actual performance. Managers often hire and
promote employees whose performance at high levels needs training. In situations
where the job vacancies outnumber applicants, companies tend to promote
applicants with less skills and later address the skills shortage with training.
Moreover, managers always hire an employee with potential to learn and empower
them to perform specific tasks (www.workinfo.com).

2.2.1. Training goals
" A number of possible training goals are:
2.2.1.1, Training validity.

Did the trainees learn anything during training?



2.2.1.2 Transfer validity.

To what extend did the knowledge, skills, or abilities learned in training lead to
improved performance on the job?

Intra-organizational validity. Is the performance of a new group of trainees in the
same organization that developed the training program similar to the performance of
the original training group?

2.2.1.3. Inter-organizational validity.

Can a training program that “works” in one organization be used successfully in
another organization (Cascio 1998: 261).

2.3. Types of training

Training covers a range of empowerment from basic reading and writing skills to
courses in advanced leadership. There are generally known four skills categories
namely: basic literacy, technical, interpersonal relations and problem solving training.
Ethics training will be discussed briefly.

2.3.1. Basic literacy skills

The US department of education recently reported that about 90 million American
adults have average literacy skills and almost 40 million can read a little or not at all.
Companies continually develop their employees reading and mathematics skills.
Dudek, for example operates a small manufacturing firm, North of Chicaco. The
primary business is making of metal clips, hooks and clasps used in household
appliances and automative components. During training Dudek’s employees were

- administered basic quality management principles that proved irrelevant as only a
few could calculate percentages or draw an ordinary graph. Dudek later appointed an
instructor after he discovered that the workers do not have basic reading and writing
skills to conduct English and mathematics classes. According to Dudek, the training
made the employees much efficient. The $ 15,000 training budget was spent cost
effectively. The above account exemplifies that employee training must take into
account the skills level of your workforce and address he needs of an organisation.

2.3.2. Technical skills

Robbins (2001: 481) argues that upgrading and improving the employees’ technical
skills is the core of most fraining. Technical training is very important lately for two
reasons — recent technology and structural designs. New technologies and improved
methods influence job changes. Many motor mechanics and artisans undergo
continual training to be able to use computer-based engines and electronic stabilising
systems when fixing or repairing recent model cars. Organisational design has also
led to many people being offered technical skills.

2.3.4. Interpersonal skills

The work performance of any employee in a unit depends on his or her ability to
interact with other team members, and his or her manager/s. Not all employees have
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good interpersonal skills and need training in that area. Interpersonal skills training
may prescribe training employees how to be good fisteners, how to effectively
communicate their ideas and how to be a good team member.

2.3.5. Problem solving skills

Problem solving is the responsibility of managers and employees alike. This training
can be given to workers who have skills but experience a serious deficiency.
Activities included under the said training can include sharpening of their logic,
reasoning, problem solving skills, ability to asses causation, initiate and choose
alternatives and make solutions. Training employees on problem solving equips them
with the skill to work independently and effect the Total Quality Management (TQM).

2.3.6. Ethics training

Robbins (2001: 482) says studies during early 2001, on US companies, shows that
employees in 1000 major US corporations are given ethics training. However, no
valid data can prove that people can be taught ethics. Research shows that ethics
are learnt at an early age and are acquired by example. By the time a person
reaches employable age, s/he is expected to have embedded ethics within him or
her. Academics who advocate for ethics training argue that after early childhood
human beings can learn new ethics. On the other hand, if ethics cannot be learnt,
éthics training creates awareness in employees of ethical dilemmas and ethical
issues underlying their actions. The training may also assure management of
employees’ good ethical behaviour (Robbins 2001: 482).

2.4, Steps in T&D

Bezuidenhout & J Garbers (1998: 113) has it that training and development should
be part of the employees’ integrated development and shouid follow the
organisation’'s competitive advantage in the interest of investment in Human
Resources. Starting with assessment of employees’ level of skill and experience,
T&D can take the following steps.

2.4.1. Needs assessment

A needs assessment is important to commence with when determining an
appropriate training programme. Schuler and Huber (1993: 515) the process of
needs assessment would evolve on organisational needs analysis, job needs
analysis, personnelf needs analysis and a demographic needs analysis. Also
inclusive should be training in Industrial Relations.

2,4.2.0rganisational Needs Analysis

The organisational needs analysis starts with exploration of short and long term
objectives on the organisation and the trend that has a bearing on these objectives.
The primary information for the exercise may derive from efficiency indices like cost
of labour, quantity of output, waste and equipment use and repairs. The effectiveness
of training programmes, location of training and development needs in the specific
departments will be easy as a resuilt of organisational needs analysis,
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2.4.3. Job needs analysis

Job needs analysis helps to examine the content of the present and future jobs.
During this stage we gather information on the tasks to be performed in each job
(from the job description), the skills necessary to carry out those tasks (job
specification) and the minimum performance standards (from performance
appraisal). It is at the disposal of such information that can make us ascertain that
training programmes are job specific and useful. For the content and complexity of
future jobs we may make use of expert information and predictions.

2.4.4. Personnel needs analysis
Personnel Needs analysis can be done in two ways:

The employee performance weaknesses can be realised by contrasting real
registered performance with the minimum expected performance standards.
Alternatively, we may compare and evaluate employee proficiency on each needed
skill dimension with the proficiency level necessary for each skill. The first step is
derived from the actual, present job performance of the employee and is used to
decide training needs for the current job. The second method is appropriate as the
basis for development needs for future jobs. The employee training needs may be
decided upon by various approaches

2.4.4.1. Output measures

Evidence on performance deficiencies can be derived from performance data like
productivity, accidents, customer complaints and performance appraisal ratings.
Work sampling and job knowledge tests help to measure performance capacity and
"knowledge as part of personnel needs analysis.

2.4.4.2. Self assessed training needs

Employees themselves are better placed to know their own weaknesses and
deficiencies of their performance and skills. Self assessment may be conducted by
putting up posters that announce available training courses and inquiries about the
interested parties. A formal way would be doing surveys on training needs.

2.4.4.3. Attitude surveys

Attitude surveys by non-managerial workers and customers can assist in compiling
training needs. If, for example, a subordinate scores a supervisor lower marks on
faimess in treatment than other supervisors at work, this suggests training needs for
that supervisor. In short, this is a source of information on both employee deficiencies
and a determinant for inadequacies in the services rendered. Employees and
managers can thus compile a comparable survey that serves as a guide of the skills
required for managerial effectiveness.
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2.4.4.4. Competency based assessment
This assessment has five primary steps:
¢ develop broad competency categories

This is a process of determining needed skills, at a certain level of job classification,
to promote effectiveness.

o develop specific competencies
The competencies under this category are developed after defining broader ones.
o develop aresource guide and a competency rating form

This step calls for the development of resource guides or competency manuals that
helps in employers’ and employees’ skills development.

* prepare a development plan for each employee

Supervisors would have to work with their subordinates to develop s specific
improvement plan after evaluating all employees.

= evaluate employee progress and develop a new plan
Employees' progress in skill development has to be assessed periodically.

2.4.4.5. Demographic analysis

In recognition of the Affirmative Action programmes, organisations should do
demographic studies to have a grasp of the training needs of specific population.

2.5. Assessment and selection of trainees

Employers normally do an assessment and selection of trainees. Jupp and Hodlin
(1979: 78) further assert that assessment of an individual can be based on a face-to-
face interview. The first reason for such an interview is choosing a group that is
homogenous in its skills competency and have same skills needs. The second
reason is to develop an understanding of the capacity and delivery weakness for
each worker. The chosen frainees should resemble the sole level of performance
problem prevalent in the workplace.

Those responsible for training are advised to foilow various ways. After the

organisation has identified workers with skills gaps and those to be taken for training,

the skills coordinator will request for a list of employees to be taken on skills training.

More names should be submitted than names in the class. Interviews by the

organiser will follow and a drawn list for the class. Unskilled workers should be
+interviewed in cases where there are difficulties.

-In.an organisation with a large number of unskilled workers; only representative a
;ﬁmple would suffice. As soon as the target group has bee identified, others at the
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same level may be identified informally and interviewed. When training staff an
organisation may take into account factors other than skills levels of employees. This
is commonly followed by the actual list after consultation with management. The
class organisers should at this stage have room to exclude any employee from the
training list.

Formal skills assessment interviews are also rational prior to courses since the test
results will provide a measurement for individual progress by the end of the course.
From an academic point of view, the above exercise will provide the company with
what has been achieved through such skills training. Moreover, pre-course and post-
course assessment are to be conducted the same way and must both share many
characteristics.

The initial assessment needs must be:

quite easy and quick to be run :
basically assess the skills competency relevant to work situations

* present recorded samples of observed performance for subsequent analysis
and comparison

* presenta background about an individual (Jupp and Hodlin 1978: 45),

Except for on-the-job training or training provided by the employer, some
international companies like Nissan, UK, for any after work {evening) work related
classes that employees undertake. Nissan also trains its employees until they are
fully capacitated in all aspects of the job. Lucas CAV and body shop cover fraining
and development costs for their employees despite that the evening classes attended
are not job related. Companies consider staff training and development important
since it takes the organisation and its departments, divisions and functions to its
destinies (Pettinger 2001: 107).

2.6. Training and Development needs anaiysis

Employers must always make a thorough determination of the needs before giving
employees training and development. A possible source for such information about
gaps that need to be bridged by training can be from employees’ performance
appraisal (Kroon 2000: 316).

The figure below shows the Training and Development Systems Model designed to

guide an employer on the needs assessment, implementation and evaluation stages
of the training process (Cascio 1998: 261),

Continues...
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Table 1. Training and development system. Considerations in design.

Needs assessment Training Evaluation Training goal
and development
Needs assessment
a. Organisational
> Analysls
b. Task and KSA
Analysis
. Person Analysis
Instructional Development of » Training
Objectives l Criteria Validity
Selection and Transfer
design of Validity
instructional
programs
‘ Use of Intra
' Evaluation | Organisational
Models Validity
i » a Individual
Training Difference
b. Experimental Inter-
c. Context —> Organisationat
Validity

The model in figure 1 illustrates needs assessment, or planning, phase, an
implementation phase, and an evaluation phase. Should the needs assessment
phase not be enough, the training offered will be irrelevant to the needs of the
organisation.

2.7. Advantages and disadvantages of T&D
The advantages of training and development on an individual are:

 once an employee’s knowledge, skills and abilities are improved, his / her
chances in the labour market are enhanced
trained and developed employees are promotable

e training and development enable employees to handle stress, tension,
frustrations and conflict

« employees’ career development and job security depend to a larger extent on
training and development.

?"fﬁ?aining and development have disadvantages as well. Nevertheless, the cost of
-graining may be more in terms of loss in production time and the amount spent on
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external or internal courses. If the cost of training is more than its benefits, then the
training has disadvantages. To deal with this disadvantage, cost analysis benefit
analysis of training should be conducted on an ongoing basis. Such an intervention
will assist to ensure that training and development brings with it a return on
investment. There are various training and development methods and technigues
from which employers may choose. The one best method would depend on the cost
effectiveness of training and development, the facilities available, the content of the
training programme, the basic principles of learning, the abilities for both training
personnel and employees.

Marx et al (1998; 488) and Bartol (1998: 329) both agree on the interrelatedness of
T&D, and argue that both terms are used interchangeably. In essence, training
suggests efforts to increase employee skills on present jobs. Development means
efforts directed towards improvements related towards future jobs. US businesses
direct an estimated annual budget of $ 60 billion on running internal T&D programs
(Bartol 1998: 329).

2.8. The phases of training and development
There are three main process covered in the training process:
2.8.1. The assessment phase

This phase begins with identification of training needs, setting training objectives and
plotting the criteria for evaluating the results of the training programme. Then follows
a needs analysis to determine training requirements. The needs analysis phase
encapsulates an analysis of the organisation’s training needs that takes into account
the organisational requirements tasks related to jobs that warrant training, and the
employees’ levels to perform the tasks effectively.

2.8.2. Training design and implementation phase

The above process covers selection of training methods, compilation of training
materials and the practical training progress. On-the-job-fraining methods may
substitute formal classroom training. Such training methods enable employees to
perform while performing the job, under the supervision of a competent trainer.

2.8.3. The evaluation phase

It is during this process where we evaluate the training results with regard to the
criteria developed on the assessment phase. When evaluating training, we measure
how useful the participants thought the training was, assess the actual learning, by
administering tests before and after training. Essentially, we observe behavioural
change by tasking the supervisor to assess changes in the individual's behaviour and
measure the registered outputs (actual results on the job) (Bartol 1998; 329).

29. Programmes to facilitate training

Different organisations explore numerous programs to facilitate training. These are
orientation training, technical skills training and management development training.
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« Orientation training is intended to introduce new employees to the company
and to their jobs.

o Technical training focuses on giving employees specialised knowledge and to
equip employees to cope with methods, processes and techniques inherent in
a spegcific trade.

o Technical skills training is also important to help workers learn various aspects
of their jobs.

« Management development programs are concerned with tapping in
managerial skills required for managerial and executive levels (Bartol 1998:
330).

According to Kroon (2000: 315) South Africa has a shortage of well-trained
employees. It is incumbent on employers to train employees to acceptable levels of
skills and competency. Kroon (2000: 315) further explains training as being more
task oriented than development and of a short term nature. Development on the
other hand has to do with expanded potential in the long term. The identification and
development of management potential go along with training in technical skills, from
a Human Resource Development (HRD) point of view. Training programs in any
institution must be evaluated from time fo time to see if they have achieved
organisational goals (Kroon 2000: 315).

Employers in some states, including the UK, make a preview of the contents of
training and evaluation of the outcomes and effectiveness of the programs, as
evidenced in the Global Competitiveness Balance Sheet an of 1994 and 1995.

Murphy (1996: 16) presents a case study for an England based company called
School Clothing Supplies (SCS8) that employed 65 full time workers. The company
manufactured school uniforms, garments like trousers, shirts, blouses, blazers,
pullovers, ties, and socks. The goods were manufactured through subcontractors and
home based workers. With the passage of time the company made substantial
proceeds but was ultimately hampered by lack of skills and training among its home
based workers, full time supervisors and plant machinists. The lack of training was
manifested through incidents such as:

o frayed relations with the SC8 supervisors, particularly in an incident when a
mechanist walked out of a meeting after a disagreement

o the poor quality of items as SCS tried to meet deliveries, a situation that
followed costs of new uniforms that exceeded the bid price

« returned merchandise that was below specification and a subsequent delay of
direct deliveries to schools

o the suspension and outsourcing of the selling business function.

At this stage, the said function was outsourced and the sales team was diverted into
establishing and overseeing home based operations. Production supervisors were
then tasked to train the unskilled sales tem. Both the supervisors and the sales
teams lacked the knowledge how to handle queries. Supervisors did not have the
skills to train others i.e. the sales team who were held back by lack of training and
experience in manufacturing operations, despite many explanations given them.
Almost everyone in the company met up with new work challenges that they were
unable to bear, because of poor training.
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Mechanists were ordered on short notice, to move around unfamiliar machines just to
get the wheel turning. As workers rotated in the tasks, schedules and roles, the firm
workers gained exposure and multi-functionality. That situation was brought by

default not, design.

The cross-functional operations became an emergency from a retail contractor. As
operational problems could not be attached to specific units or individuals,
cooperation dissipated and workers started to blame each other. After attending to
product faults, strong arguments broke. The company's previous fully-fledged
hierarchical structure had formulated tasks and roles but was at this point substituted
by a fractious ‘fire fighting’ matrix. The staff had already grown weary of the sudden
and the irregular changes to their working arrangements. These and other problems
resulted in changes to the firm’s structure, change in the organisational structure and

change in attitudes.

Increased turnover pressured supervisors to deal with a variety of issues like
induction and training. The company's retailer was reported to have occasionally
refused to make a quarterly payment until all returned items were improved. Finally, a
new owner took over (Murphy 1996: 244).

The above case study for SCS shows its failure to address the training problem and
how the issue affected the whole company. In an overview, the employees for SCS
did not receive any external and consciously planned training. Such an omission
affected the entire company’s operations until ownership changed hands.

2.10. The mine language

Itis not uncommon for miners from different language groups to communicate in a

‘language that is a combination of more than two languages (pidgin or creole), Jupp
and Hodlin (1979: 18) say language in industries can be categorised under various
headings like:

« language common to the immediate work situation, for example, basic
instruction; warning for safety; simple messages; seeking help; apologies for
mistakes; justifying actions; identifying faults; written records

¢ communicating during unusual situations to show work flexibility and
increased responsibility.

Related instances are when workers follow unusual instructions; understanding the
whole process verbally; usage of telephones; written notes; relating a workplace
accident {Jupp & Hodlin 1979: 18).

2.11. Statistics of some UK companies

Hutton (1996: 44) give account of two thirds (64 %) of the UK workforce who lack
vocational training while Germany has about 26 percent of untrained employees in
corporations.

The UK industries have experienced a decrease of apprentices on training from 218
000 in 1970 to 102 100 in 1993 and seriously reduced the number to 53 600 in 1990
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(Keep and Mayhew 1995). The new appointees were given little or no training and
adult employees were not trained at all.

The problem of training goes deeper into the organisational structures. Blyton and
Turnbull (1998: 147) say that training decisions of most UK based organisations are
made at the wrong management levels and at an improper stage in ‘companies
decision making processes'. For training plans to succeed they are to be drawn with
strategies decisions about which services and products to produce and about which
techniques to be used to produce these products.

Against the advocacy for training, the conservative governments repealed the
Legislation that supported training after 1979. By 1998, the UK had established a
Market based employer led system with serious weaknesses. Not only did the
system fail to produce good quality or high level training but it also aimed at
minimising training investment and simply ‘poached skilled workers when market
conditions demanded it', Hutton (1996: 187). By 1991 the UK was still experiencing a
low skill or low quality equilibrium’, as a result of government Legislation (Finegold
and Soskice 1988) and (Stephens and Mackay 1991).

The UK based employees have low trust and insecurity for government, a dynamic
that was associated with low productivity economy, low employees wages and
employer's neglect for staff training (Blyton and Tumbull 1998: 102).

An increase in workplace accidents and deaths in certain organisations was
influenced by less training for employees (Blyton 1998: 147). Employees in the UK
eam low wages and keep switching between organisations in search for more
income. This is because the UK companies do not invest in training (Blyton 1998:
327).

2.12. Training methods and techniques

There are various methods and techniques for training and development available to
organisations, depending on the nature and content of training programme and the
employees that be.

Depending on the methods that best suit the needs of the employees, employers can
choose, for example, conferences, role playing sessions, case studies, internships
programmed instructions, work rotation, simulation training, business games, in
basket techniques, sensitivity training and a variety of outside courses provided by
both formal and informal institutions (Kroon 2000: 316).

Though the dissertation is concerned with non-implementation of the training plan, it
wouild be worthwhile to extend our vision slightly beyond to the evaluation stage. This
will enable us to take advantage of post implementation stage that Kalgold may have
fo fall back on for assessment of its training plan.

2.13. Training methods
Bennet (1997: 334) and Robbins (2001: 482) share same sentiments on the question

of OJT and off-the-job training. Accordingly, the former says $ 60 billion is spent on
- formal off-the-job training for employees working in US based companies. The type
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of training referred to here include live classroom lectures using video tapes, public
seminars, self study programs, internet courses, satellite transmitted television
classes, group activities of role plays and case studies. Macdonald Hamburger
University is well known for its two weeks' off-the-job training program. Its syllabus
contains training for restaurant managers. The training enhances learning while
reducing frustrations on real customers. It has in fact contributed substantially on the
way frontline workers deal with clients.

Formal and informal training are both important in improving workers' skills
deficiencies. Informal training has become the sought-after option to help employees
solve their work-related problems with one another. At a Siemens plant in North
Carolina, for example, management were resentful of meetings in the cafeteria or
around the water cooler, thinking that they are sport or politically related. Later,
management recognised that such informal meetings are instrumental in solving
work-related problems. Management at Siemens realised that it does not take a
worker who stands on a production line to work.

Itis essential to individualise formal training to fit employees’ learning styles.
Individuals differ in the way they read, understand and store information in their
memories. To this extent, formal training needs to be shared to fit the individual
learning styles of individual workers. Leaming styles may range from watching,
reading, listening and participating. Some people learn easier when they read things
out. If exposed to a computer, such persons have the advantage of reading manuals.
Others learn by observation. Thus, by only watching someone do a task, they can
imitate what was done. Another group of leamers relies on their auditory senses to
absorb information. In a leamning context, they prefer to listen, to an audio tape. As
for the other group, learning takes place if a person adopts a participatory style of
gaining hands-on experience by practicing.

It is therefore advisable for trainers to adapt their training to suit the learning
preferences or abilities of their trainers. If training is to take place, the former should
not rely on one method of teaching only. Also, if a trainer knows the preferred style of
an employee s/he should design his or her formal training program to meet or ‘
optimise the preference (Robbins 2001: 483).

2.14. Other training methods

The training methods are endless to enumerate. For the purpose of this dissertation
we will enlist coaching, lectures, group training, computer based training, and
interactive video as suitable methods.

2.14.1. Coaching

Coaching is a one-to-one method characterised by an instructor who carries out an
operation which later get imitated by the trainees, Through such a method an

instructor can adjust the training pace to suit the trainees’ learning capacity.
Mistakes, if present, can be attended to immediately.
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2.14.2 Lectures

Lectures take a form of instruction by a lecturer to a large audience who do not
necessarily participate except listening and taking notes. The instructor will distribute
some handouts to back up his presentations.

2.14.3. Group training

This type of training takes a form of simulation of real life situations (problems)
through case studies, role playing and group discussions. In the process, participants
make inputs towards a collective pool of ideas and observe each other's views.
During group training, every trainee must be involved in the process of actual
learning during which they (trainees) gather and assimilate information to tackle
information at hand effect a solution and assess the results,

2.14.4. Computer based training (CBT)

Computer based training is a kit that introduces a topic and test the trainee’s
understanding of it by using software packages that entail instructions and exercises.
The CBT uses a system of programmed learning whereby no progress takes place
until leamers have demonstrated their knowledge of the previous chapter by
answering the questions correctly, Trainees work independently during the CBT yet
self determination is required to complete the program independently.

2.14.5. Interactive video

Interactive video involves footage of a simulated interpersonal communication
scenario, that breaks down processes that led to actual situation, presents role
players, rise up to a point of highest interest and end suddenly giving way to the
observer to give the next step (Bennett 1997 336).

2.15. A brief evaluation of training and development

The programmes must be evaluated to determine if training and development
activities are effective. The evaluation can be done in four levels:

e reaction level

The course participants provide feedback on how valuable they perceive the training
programme to be.

¢ learning level-

This stage is used to determine if trainees have acquired any new knowledge by
administering knowledge test, for example.

» behavioural level

Behavioural change helps determine if training has yielded any fruit, Usage of
performance appraisal and attitude tests is advised at this level’
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s result level

At this stage we determine if training has yielded measurable results such as
decrease in accident rate and decrease in production costs (Kroon 2000: 317).

It is admissible that training has a positive effect for both the organisation and the

workers. In can contribute toward increasing the quality of performance, creating a
fiexible workplace and less need for supervised workforce. Moreover, training can
increase job satisfaction, reduce absenteeism and reduce staff turnover.

2.16. Problems inherent in training
Training can bring with it the following problems:

* trainees tend not to produce while they are still undergoing training, in spite of
huge sums paid out to instructors.

* Once they have received training, the employees might resign

¢ trained staff are likely to be recruited at low cost by other employers

» trained staff need changed work environment where they can practice the
acquired knowledge and skills. Otherwise, they might leave for employment
elsewhere (Bennett 1997: 334).

2.17. On-the-job training (0JT) and Off-the-job training

Any employer seeking to train its employees can use either on-the-job or off-the-job
training. Robbins (2001: 482) and Bennett (1997: 334) explain on-the-job and off-the-
job training as follows:

On-the-job training takes place on the employer’s premises. It can take a form of
verbal instruction, practical demonstrations, specialist short courses and briefing
sessions. The training can be perceived to be as direct to the job as possible.
Usually, such training is conducted by a manager, who is employed in the same
organisation or workstation with trainees. Trainees on such a course learn while
delivering goods and services. A problem might arise if an instructor himself is
unknowledgeable or if the workstation itself is not conducive for learning. The quality
of such training will thus be affected,

Off-the-job training is given off the premises of the employer in colleges or fraining or
training centres. A portion of the employer’s workstation can be alloted for the
purpose. This type of exposure enables the employees to pay attention to the
contents given away from the everyday challenges and pressures experienced in the
workplace.

The organisation can employ specialist training staff to closely manage or monitor the
training process and quality of instruction. Trainees may not grasp what they are
taught in an environment that is artificially created to simulate their workstation. In
addition, on return from the course, some may find difficulty to transfer or implement
- the acquired skills to practical work situations. F ull time instructors are also likely to
_lose tract of current work situations (practices) (Bennett 1997 334).
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2.18. The training plan

As a point of departure, it has to be determined if the effort of fraining meet the real
needs. Organisations have on a number of occasions proposed for training that does
not meet the employer's needs. In some instances governments have sent their
employees on fraining for the sake of utilising the allocated training budget, to be
seen doing something, to avoid recruiting staff from outside. It is through training that
organisational aims and objectives are met. Thorough research must be made to
establish the need for the particular training.

The training pan should involve the process of measuring and evaluating the set
objectives. There are various ways to evaluate training courses, only three are
discussed below. The first one belongs to the end of the course and assesses the
immediate impact.

In an instance where a learner scores 100 percent on a module, it is not a reliable
grade until learning is applied on practical work situations. It is therefore important to
evaluate a month later to see how the aspects of the course are been applied. A
further evaluation needs to take place six weeks later to see if the use to which
training has been applied on has brought about any substantial change.

2.18.1. Location of training within the institution
The training courses are introduced into organisations for various reasons:

» after doing research that focuses on employee training needs collated from
various workplaces

» it should represent the needs and interests of the training department

s the training plan must address issues of national interest (e.g. disaster
management, HIV/AIDS, public accountability, environmental policies). Such
training aligns an institution with the broader legislative framéwork that takes
cognisance of the institution and the broader society

e training should address the gap (shortcomings) in the organisational service
delivery or quality of services.

When sending people on training, both employees and managers need to set up an
enabling environment whereby trainees can implement what they are expected to
have leant. The employees from training will make a presentation of a leant skill to
colleagues, under observation of a supervisory system to monitor skill development.
A supervision training course, for first line managers, must be monitored by seniors
to those under training. The success of such a training course is dependant on
wh)ether the seniors to said supervisors had prior supervision training (Wiener 1997:
23). '

Another instance where senior managers need to be involved during supervisory
training of their subordinates is when the latter need the skill of presenting and
applying the skill back home. ;

Where the frainer leads the staff team s/he must see to it that:
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» the whole team is made to appreciate training as addressing the needs and a
matter of priority

o ample time is alloted to apply what is leant from the training sessions

« the support and evaluation systems by supervisors are arranged.

2.18.2. Participants in training
There are a number of reasons why people come on training courses, they are:

* They come voluntarily since the training is thought to be related to their work.

* They go at the instruction of their manager who follow the corporate formalities
or merely for interest sake.

 Regardless of the irrelevance of the course to them, they turn up to mark the
register ‘present’.

* Employees are often stressed up. They attend a course to run away from work
pressures, especially if the venue is at the coast or holiday resort.

» Management tends to put all the blame on individuals rather than the
institutional inadequacies. A reasonable company will blame the problem-
riddled workplace on poor leadership, lack of supervisory and efficient
systems not unskilled junior staff who need training.

According to Weiner (1997: 24) ‘blame is a power-laden concept'. Managers often
blame their subordinates because it is easier than ‘analysing one’s own defects’.
That is why most of the training is thought of as.most suite for subordinates. Trainers
are advised to first establish why employees are sent on training so they may
determine how the trainees can become effective at work. -

2.18.3. Planning the session

Jennings (1986: 10) proposes four (4) questions that are to be asked:
what do | intend about the group?

what does the institution intend about the group?

what does the group -aim for itself?
what do | aim about myself?

The approach promotes good team work. By analysing the interests, skills, needs of
the group members, the trainer(s) will make way for team functioning. Trainers must
establish if any of the group members received prior training or have knowledge
about the subject content. The training materials and lessons would therefore be
separated (arranged) to meet the needs of staff with various levels of knowledge.
The following content must be checked out with the team members to suit their
demands.

Session: 13H30 - 16H30 pm

Subject: Heavy equipment operation maintenance

Method: Introductory talk (warm up game} / role play / discussions /
Demonstrations / large group practice / small group work on
guidelines.
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Objectives: For course members to develop guidelines and learn basic
techniques in heavy maintenance operation and maintenance.

Materials:  Flip charts, overhead projectors, heavy machine models.
The above content would assist to plot a training plan.
2.18.4, Equipment and training aids

After organising the tools for training the trainer should take additional but relevant
equipment for the course. Of more importance is that:

« the trainer should check out the material and equipment s/he will use to see is
s/he is comfortable with it (before training begins).

¢ the materials to be given to trainees must be relevant.

+ the tools and equipment used must be of great use to the session rather than
having the training that justifies the equipment.

o - this occurs when particular equipment, a video machine, for example, is
purchased by an institution and is used for every training course even if it is
really unnecessary.

2.18.5. Size of the group
The size of the group is reflective of many factdrs:

content

how it will be tackled

the commitment by course members
the needed safety and trust

the inherent skill of the trainer.

Smaller groups are easier to maximise trust on, though they are not so lively. It is in
larger groups that one can find potential energy, but they may be difficult to control.
The number of group members will therefore, be determined by the content and
purpose of the group.

2.18.6. Group membership

Depending on what training seeks to achieve, the trainees may consist of a mix of
people from the same backgrounds, establishment, of the same (or different) race or
sex.

2,18.7. Notification

This cails for the trainer to draft a programme for the course that informs people
about:

» the content and the basic course structure. A flexible, not rigid, timetable
allows the trainer to address the members’ agendas.
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« the manner in which the course will be run by way of members' participation
(role play) should be made known before training begins. '

« the logistics i.e. dates, starting and finishing time slots, the physical address,
car parking, accommodation and refreshments.

2.18.8. The physical area
Inside or on-the-job training is determined by such factors as:

s the length of the training session — short time slots for training do not dictate a
change of premises.

« the appropriate premises are determined by the budget availability.

e a get-away. It may be convenient to be away from the daily interruptions, as
long as the transition from the workptace will not hamper the learning process.

¢ allow for urgent relief. The training conducted on the job should make
provision for those responsible to respond to telephones on an alternating
basis or, one group may be trained the first day while the other group comes
the second day.

o establish whether training is conducted in the everyday workplace. Such
practice assists to see how the team functions naturally in case of team
building sessions.

2.18.9. Suitable premises

The training session is suitable if conducted in large rooms with comfortable,
movable chairs, few desks and adequate wall space. One large room is user friendly
instead of having sub-groups move around to and fro between a plenary room and
meeting room. The reasons are because:

e observation and concentration become difficult if people are scattered.

e moving and resettling steal away substantial time. '

s subgroups work best when working near each other. The presence of one
group usually serves as a disciplinary monitor for the other group. The trainer
will even be able to observe all the sub-groups at the same time and
immediately offer help where it is needed.

Finally, the trainer has to make a conceptual preview of what the entire training
requires before the start (Wiener 1997: 29).

The training activities have to be planned with the object to link the training content to
the expected job behaviours. The process involved in that plan takes six steps to
unfold.

2.19. Steps in training analysis

Firstly, a detailed analysis linked to the various organisational systems must be done.
Secondly follows establishing of training needs and clear training objectives which
are unambiguous. Then comes the breaking down of a learning task into structural
components and the intensive sequencing of components. The alternative ways of
learning are last but not list. The above steps must be undertaken carefully with the
intent to outline what has to be leamed and the training and development content,
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The behavioural models are essential to guide training and development initiatives.
They are individual differences model, principles of learning, motivation theory and
behaviour modelling (Cascio 1991: 361). T&D comes inta being as a result of various
organisational developments and strategies some of which are automation,
continuing worker displacements that emerge from mergers, acquisitions, downsizing
and a shift from manufacturing to service jobs.

It is therefore appropriate to assume the relevance of such data to Kalgold since its
operation will change from open pit to underground in year 2005. As such, that type
of intensive strategy would require the Human Resource department at Kalgold to
align its T&D efforts with the appropriate training plan. The training strategy (market
strategy) that Kalgold will envisage would have implications for T&D.

Goldstein & Gilliam (1990: 45) attest to the above claims by reflecting on:

« the number of skilled and undereducated youth needed for entry-level jobs.

« the ever-changing technological advances that increase training and retraining
needs in the workplace.

¢ training needs for designated groups e.g. women, previously disadvantaged
groups and older workforce.

o training that takes cognisance of pressures from competing rivals.

Though the people recruited into organisations may undergo rigorous selection
procedures, to determine if they have needed skills to perform the job, they still have
to acquire new information, attitudes and patterns of behaviour through T&D. In
summary, T&D efforts are used as strategies for tackling, coming to terms with
change as a means of improving job performance and organisational effectiveness.

Cascio (1970: 361) confirms the arguments by Campbell et al (1970) about
properties and characteristics of T&D, which are:

a learning experience,

planned by the organisation,

it is offered by two individuals who are employees of an institution,
it hopes to achieve organisational goals (Cascio 1970: 361). -

2.20. Guidelines for training

e employees have the right to training and to develop their full potential
regardless of their sex or race. :

 employers need to inform their employees of opportunities for training and
pursuit of a career path when chances are available.

» factors such as application requirements and procedures for training programs
should be spelled out, observed and provided to the entire workforce.

¢ the structure of training programs should marry employees' adjustment to
structural changes and the technologies used in the workplace.

e training programs should allow members of the disadvantaged races and
sexes to compete equally for promotion in the labour market.

» if prior learning is a requirement, the design of training programmes should
allow for development of existing skills to required standards.
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¢ areas that must be improved through training are written and spoken
communication and general basic education.

Special upgrading interventions must be introduced to improve skills for workers who
lack the general education to undergo a training program. To avoid employee
discrimination, employers need to review, update and modify materials or manuals,
training programs and procedures (Nel 1997: 273).

3. Characteristics of effective trainlng practice

A survey on T&D by Sirota et al (1989), dlscovered companies using most effective
training practices.

e as part of organisational culture, T&D becomes a commitment by
management,

o T&D is incorporated into business strategy objectives and is results oriented,

¢ an all-inclusive and precise approach to training; continuous training and
retraining to all levels,

¢ presence of a vision to commit resources, allocate enough money and time for
training.

House (1967) explains a commitment approach which entails analysis, Ieammg.
commitment and implementation that begins with the top hierarchy and recurs in
each level of management. It has the following steps:

Establishing development of objectives.

o analyse existing climate,

» give top management feedback on restilts,

» secure the commitment of top management during development of objectives
and in improving organisational practices that clash with development,
get top management to participate in program design,
executive policy decisions of top management at each level of management,
introduce new job practices by promoting supervised practice, increased
delegation, coaching, counselling and appraisal.

Continues...

28



nstruction

3.1. The General System Model Of T&D

Goldstein (1993: 93) has developed the following diagram which presents the kinds
of training and development required and needs complementary assessments.

Table 2. A general System Model of the Training and development

Process.
Needs Assessment
|
Development
Apprenticeships e }
(can Include , l
classroom y
On-the —job instruction and Classroom On-the ~job Varied work Formal
training on-the-job Instruction tralning experlences | | Education
training)

3.2, Implementation of the T&D
3.2.1. Selection of an implementation plan or technique

Training methods would be most effective for training programs only if they were
used correctly. Correct uses, in this regard, mean a consistent sequence of: define
what is to be learned and thereafter select a method that is mostly relevant to these
prerequisites. Often times, methods are selected first and foisted into identified
needs. Such a ‘retrofit’ approach is undesirable and wastes organisational resources,
It has to be eliminated.

A technique will prove appropriate to an extent that it facilitates learning. To attain
this a technique should: .

motivate employees to improve their performance,

outline the expected skilis,

a participatory style between the learner and trainer,

provide for practice,

allow for feedback on performance during the learning process,
cater for reinforcement during learning,

consist of a sfructure of simple and complex tasks,

adopt to specific problems, :
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¢ enable the trainee to transfer what is learned and find relationship between
training and other work situations (Cascio 1991: 388).

3.2.2. Other views about T&D
Grobler et al 2002 acknowledges that though T&D offers many rewards, it also poses
problems such as who to train and why? Moreover, attention is given to the type of

training that should be used and whether the training is cost effective (Grobler et al
2002: 12).

3.2.3. AT&D plan and implementation

The process of T&D usually begins with identification of training needs, the setting of
objectives and choosing appropriate methods for training. After these steps have
been taken, a training plan can now be drawn. Implementation of the T&D brings a
common bond between the trainer/s and the training materials.

The Human Resource Development (HRD) staff must play a dominant role during
logistical arrangements for away-from-the-job training.

3.2.4. A systems approach to T&D
A distinctive approach towards T&D should include assessment, T&D and evaluation.
Phase 1

¢ Needs assessment

The needs assessment step may take three main levels: organisational analysis,
operational analysis and personal analysis.

» organisational analysis

Organisational analysis is conducted to discover the main problem areas that can
help indicate a need for training. This analysis involves assessing the performance
criteria of the entire organisation. The aspects to be looked at are accidents and
injuries, absenteeism, turnover, productivity, labour and operational costs, sexual
harassment etc.

e operational analysis
~ Operational analysis is meant to determine the desired level of performance, how a
Job should be done. It is through this analysis that specific data are collected to
enable training personnel to create programmes that focus on the right way to
perform a job.

* person analysis
" ‘Person analysis specifically helps to pinpoint those employees who need training.

‘+ The purpose of this analysis is to identify the individuals who need training and the
skills, knowledge, abilities and attitudes that need_to be acquired and strengthened.
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Person analysis is key in ensuring that training is acquired by those who need it and
to ensure that programmes are shaped to bridge the gap between actual and desired
performance, known as performance gap. To collect person analysis data
organisations can use techniques like employee interviews, requests from
management and the following:

+ advisory committees

Advisory committees cover different levels of management. The committees always
determine whether the prevailing problems are related to training and then establish
training priorities.

s assessment centres
Assessment centres have a traditional purpose for management selection and
development. In practice, participants undergo a series of tests and exercise to

determine their managerial capabilities. Assessment centres are also instrumental in
identifying training needs.

o attitudes surveys

Attitude surveys help to measure the general feel / job satisfaction and the gathered
data uncover the available T&D needs.

¢ group discussions

During group discussions a representative number of employees meet to identify the
training needs.

¢ questionnaires
Questionnaires use employees as primary respondent. The nature of information
sought range from important skills areas, the importance of the skill and employees’
perception of the training need. The data collection period for questionnaires is
relatively short and the technique is cost effective to run,

o skills test
A skills test conducted to assess job related competencies helps determine the skills
and abilities that predict job performance. This can take a form of tests on areas such
as typing, computer programming / driving and may be used to measure training
needs.

* observation of behaviour
Supervisors and trainers may observe the behaviour patterns of their subordinates to
identify training needs. This methods looks for assessment of technical skills and
behaviours may be time consuming and costly. '

s performance appraisal
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Job related performance appraisal is instrumental in identifying work related
strengths and weaknesses of employees as well as their training needs. This method
creates an emotional commitment to training of employees and their managers. The
regular collection of data renders the method cost effective and less time consuming.

* performance documents

Regular collection of information on employees’ performance, on productivity,
absenteeism, accidents and turnover is essential to determine training needs. A
weakness of this method lies in its failure to specify causes to the problems. A further
analysis will help in deciding whether the existent problems can be solved through

training.
o exit interviews

Continued turnover in organisations often reveals a need for training. For objective
and accurate information to be gathered, outgoing employees should provide honest
answers while their interviewers must be unbiased and skilled.

3.2.5. T&D for managers

Methods such as surveys, interviews, assessment centres and performance
appraisal can be used to address the T&D needs for both employees and managers
alike. The reliability of a performance assessment method is important because the
T&D needs are attached to employee performance.

3.2.6. Human Resource Training and Development

Smit (1997: 110) concurs with Armstrong (1992: 39) that HRD and training strategies
focus on longer term programmes which help improve operational performance and
ascertain survival of the organisation. The HRD strategy is normally aligned with
product, technology and market development strategies.

The training strategy is attached to development of new or existing competencies
and with multiskilling. The process of multiskilling provides employees with skills
which are related to their inherent skills, A mine laboratory worker can be trained as a
gold processor (or engineer) which will allow him to perform his work more
professionally. :

There are two different types of HRD strategies. The first type encapsulates training
strategies, which deal with:

the training philosophy of the organisation,

long term (strategic) issues addressed by training,

short term training needs to be addressed,

resources allocated to training,

delegation of authority to develop and implement training.

‘The second strategy is for management development and indicates how the
organisation plans to:
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* perform consistent and guided assessments,
* unify management development and point out the key performance indicators,
* use performance management systems to develop competitiveness

3.2.7. The relationship among managers, employees and trade unions

Management, employees and trade unions must be equally committed to the
performance management and development system (PMDS) in the organisation.
Managers and supervisors must fully conceptualise the PMDS. They have to create
the purpose and objectives of their own positions and of their subordinates’ jobs.

Employees must fully internalise the PMDS in the light of their own careers. A PMDS
will succeed only if trade unions approve of it and support it (Smit 1997: 141).

3.3. Industrial Relations (IR) training needs

For procedures and programmes entailed in the IR policy to be effected successfully,
the employee has to be offered IR training. The employees to.observe and follow the
procedures and programmes need appropriate training. Attention must be based on
the following persons:

3.3.1. New employees

During the induction exercise new appointees must receive training on IR issues
such as the Code of Conduct, disciplinary and grievance procedures and conditions
of employment. Employers should use the induction process to lay the foundation to
promote industrial peace through hamonious working environment.

3.3.2. Supervisors and management

The old National Training Board of South Africa offered a detailed manual on IR
training. The manual advised that managers and supervisors be trained to apply
policies and procedures including to communicate, solve problems and interact,
(Gerber et al 1995; 419).

3.3.3. Employee representatives

The representatives need training in the functioning of workplace forums, conducting
of meetings and their work as representatives. Management is obliged to consult with
the representative union before deciding on training material and, if a needs arises,
conduct the training together (Bezuidenhout 1998: 117).

Since workplace forums are an essential part of IR for the smooth functioning of an
enterprise, training of workers and employee representatives is advised. The
objectives of workplace forums must be taught to the general workforce. The
constitution of the workplace forum is said to contain provisions on the content of the
g?)ining and the persons responsible for the training together (Bezuidenhout 1998:
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3.4, The training process

Bezuidenhout (1998: 113) argue that most training in organisations is not done in an
integrated way, nor linked to development needs as outlined in performance
appraisal reviews or other kinds of assessment. The amount of money spent on T&D
per year is key in determining the profitability of that training. inappropriate or
inadequate always prove a loss since the trained employees are away from the
workplace and it is done during office hours. The loss incurred is measured in less
productivity and wasted time and effort (Bezuidenhout 1998: 113).

Levy and Associates (1995: 5.1) say employers should do the following:

* gather records from all employees on their present educational and training

levels e.g. Management and technical skills,

upgrade the records regularly,

train and develop their employees appropriately and continually,

retain documents for actual T&D costs for employees,

ensure that their T&D are guided by and form part of the National

Qualifications Framework (NQF) and is accredited by the South African

Qualifications Authority (SAQA),

e ensure that T&D are in line with the review of performance standards and that
each employee has a relevant personal development plan, Andrew and
Associates PTY 1995, The Complete Guide to Essential Employee
Documentation. Rinovia. Andrew and Associates (PTY) LTD.

3.5. Reasons why training efforts fail
3.5.1. Inappropriate training

Large amounts of money may be spent on T&D, but programs in place may still fail.
The reasons why training fails are:

3.5.2, Unclear objectives and poor evaluation

Organisations manage by objectives for strategic reasons whereas abortive training
efforts are driven by few and un-measurable objectives The institutions that perceive
the design for training as an end in itself are soon to realise that it is 2 means to the
end. Itis the real environment that proves the effectiveness of training, not a
classroom or laboratory. Training should not be used as a means to turn participants
into better managers.

When drawing a training program, the trainers need to attend to key areas of
improvements (like communication, delegation and discipline). The training plan must
formulate and later evaluate certain measurable objectives. It is through evaluation
that the effectiveness of training sessions is monitored. Of more significance,
-evaluation illustrates fo the trainees that the application and implementation of the
material is related to the practicalities.
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3.5.3. Over-skill

Quite often training plans fail because they promise too much and too soon. The
impulsive trainees try to provide service too prematurely and fail to convince their line
manager of their dedication and commitment emanating from good training. There
are no painless solutions to painful problems. Managers and subordinates need to
discuss about the successful training to eliminate scepticism they both hold about
training. As a slow process, training can yield good results if it is planned properly,

In-so-far as line managers are responsible for the training design, so must they work
to its success. Managers must, therefore, not transfer the training function to any
department or business unit other than the human resource. Line managers must
understand what training hopes to achieve so they may be committed to it. A training
program may be stifled by lack of support that results from impractical results and
general distrust.

3.5.4. Inconsistency and incongruence of the reward system

The efforts of training are concerned with both improving the skill capacities of
Individuals and creating attitude and value system in them. An organisation whose
value system does not recognise the efforts or potential for trained staff, hardly
realises the results that training hopes for.

The company's reward and promotion system must indicate if workers are required to
demonstrate new abilities and attitudes with the exercise of more authority and
responsibility. Trainees of any organisation may feel exploited if they see no
congruency between the reward system and employee capacity empowered by
training. Well trained staff would like to berecognised and be allowed autonomy by
management.

3.5.5. Lack of follow up

The trained staff will soon be frustrated if management, through follow-ups, does not
create an enabling environment that allows for practicing acquired or fearnt skills. In
the absence of follow-up sessions, management must keep track of the positive
benefits of training efforts. This calls for informed follow-up steps that allow
participants to pay careful attention to little details. Programs will surely fail if there
are no foliow-ups to test the real environment. The opposite is also true,

3.5.6. The void in career planhing

The training programs must constitute a combination of employee career plans and
goals and organisational needs and priorities. Employees undergoing training need
guidance on career planning. A guide on potential paths for learning and the role of
training will most certainly enhance outlines prerequisite training for new tasks.
3.5.7. Fads, games and assorted nonsense

Bome of the methods to make training much effective is the experiential exercises.

Such an innovation involves business games that simulate practical work situations,
’Ag opposed to the traditional theoretical discussions, trainees no longer look on
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(passive role), but participate fully. The mentioned experiential exercises must be
directly related to the work situation as well as understood to trainers and participants
alike. The business game may, however, not be done (for game sake) if not related
to the real world. In other words, a tie-in between experiential exercises and the daily
environment plus demonstrated learning through on-the-job training application, are
paramount (Rimley & Humphrey 1980: 94 — 98).

3.6. Training for all empioyees

The concept of change is very impartant to the modern world. Not only should new
employees receive work related training, but also should employees at all levels and
of same years of experience in the organisation, be trained. No longer should
managers stick to the belief that long service employees reach full potential and
cannot be frained for new challenges. The career planning process encapsulates
training and allows employee development to their greatest potential.

Managers for some small businesses fear that their highly trained staff might leave
for greener pastures elsewhere. Two reasons may account for such an eventuality.
Firstly, the manager may not have understood the contents and objectives of the
training and failed to change the employees’ duties accordingly. Secondly, it could be
that the employee himself / herself is unable fo practice what s/he has leamt.
Experience attests to the above claims. According to managers, ‘over-trained’ but
unproductive staff are a liability to an organisation. C

Some trained staff may usually find difficulty to bring new ideas and improvements to
their workplaces. If a small business loses no employees to other organisations, its
present workers may soon be regarded as dead wood. Modern managers find it hard
to retain trained employees who exercise their maximum potential and
simultaneously get the organisation going.

A reasonable number of workers do justify training budgets in small firms. When
sending employees on training some firms have the 'teach others’ approach in mind.
This means a worker who received outside training has the responsibility to pass on
the acquired skill on the colleagues, back home. Alternatively, specialised services
(by a consultant) may be hired. However there might be a lack of cross-fertilization
and no exposure on either group.

Outside training has both advantages and disadvantages. External training providers
may be unaware of the organisational dynamics and offer irrelevant training. The
‘airport expert' problem always occur if a consultant flies from city to city leaving
trainees without making necessary follow-ups or answering ‘gusty’ questions.

Training offered by an insider is often suspect since s/he might lack expertise or
professional approaches. When trainer employees conduct training, his / her
colleagues remain sceptical of his / her presentation of ideas. The internal trainer is
sometimes regarded as a voice for management. In the overall, it is much convenient
to make use of an outside training provider who will give the program, train and
monitor the employee trainer, who will then take the reigns should training prove
successful (Rimley & Humphrey 1980: 98 — 100).
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3.7. Training by preparing training objectives

Bezuidenhout, Gasbers and Potgieter (1998:1 19) say plans for training should be
done in consultation with the specific employee. That the training should involve the
foliowing:

» behavioural objectives

These are about the expected outcome by an employee at the end of the training.
Precise terms or action words should be used to spell out what is expected from an
employee. Objectives are to be written in performance terms.

* organisational objectives

The results that an organisation expects after training must be clear. The results or
improvements can take the form of reduced loses, improved productivity, reduction in
work-retated problems, decreased turnover, ability to perform certain activities etc.
Client satisfaction questionnaires can be used to measure performance where
service knowledge performance is provided.

e Evaluation assignments

Organisations should determine the methods for employee evaluation against the
behavioural and organisational objectives. When assessing the behavioural
objectives the employee may discuss with his supervisor, give a practical illustration
how a certain procedure is done. Regarding to the organisational objectives, the
employee could undertake an assignment which may exemplify expected
organisational outcomes (Bezuidenhout et al 1998:1 19).

3.8. The Actual training

Before the actual training begins the employees must be guided on the aspired
results of training. The aspects below must be dealt with. Consider past issues on the
employee’s training needs:

look at the available training resources to address the need,

get the employee’s opinions and attend to their concemns,

specify what employees should be able to do after he is been trained,

spell out the expected organisational outcomes by the employee after they are
trained,

* find a follow up time slot for future or next evaluation.

Choices about which fraining methods to follow depend on the objectives for that
training. Training is easier if trainees are been told what to pay attention to. Trainees
must actively participate in training sessions and learn through positive
reinforcement. They should be able to transfer the acquired skill to the actual job
(Bezuidenhout et al 1998:119).
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3.9. The personal developer planner

Andrew Levy and Associates (1995: 5.2 - 5.3) espouse that a personal development
plan structurally provide the development needs of each employee with actions that
help the employee to develop areas that need attention. Actions must be specific,
practical, implementable and easily measurable. The personal development plan is
intended to improve performance standards and review sessions and advance on
employee's growth into another job. Every new appointee should be designed a
personal development plan that will be updated regularly following review sessions
for performance appraisal and changes of status.

All employees are responsible for their individual development; identification of
development areas and strengths; compliance with the development plan;
suggestions for short meetings with supervisors; setting of objectives for discussion
with his or her supervisor. The supervisor should reciprocally monitor employee's
level of skill, have a personal development plan session with the employee to
determine development areas and actions, consistently coach, guide and encourage
the employee, advice on possible actions to develop the employee and provide -
continual feedback on employee actions and behaviour.

A written and structured employee development plan is quite effective .It should
present the true levels of development for employees, career possibilities but not
create unrealistic expectations. Actions entailed in it must be reviewed. The plan
must contain in it realistic and specific deadlines, be measurable and undergo
continual review at performance review time. The personal development plan is a
tool to groom technical and managerial skills and interpersonal skills if possible,
(Bezuidenhout et al 1998:124).

3.10. Retention T&D

Bendix (2001: 442) further asserts that the prime candidates for AA move from one
job to the other. Organisations will also have to provide measures to retain staff,
alternative candidates for AA who are hardly ever trained. T&D should target the
whole workforce (Bendix 2001: 442),

Moreover, employers tend to assume that it is proper to exercise full control over -
their employees by making decisions without involving any second or third party.
Such tendencies have log been challenged by the employees themselves, labour
unions and government legis!ation. Employees more often take advantage of their
right to raise concern over, among others, training programs. Employers like to insist
on guarantees for health and safety. Such conflict of interests often leads parties to
the employment relationship to the negotiating table (Bendix 2001: 236).

The picture presented above helps to understand why Kalgold, as an employer, is
likely to face future problems (which may culminate into industrial actions).

Training contributes toward a productive workforce and job satisfaction, leaving
employees with a belief that an institution is interested in their success. T&D must be
attached to the needs of both the employer and the employees not overlooking the
8kills Development Act. Owing to a capabilities needs assessment for employees,
training programs must address the same needs. The training that is oriented on
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information giving, attitudinal structuring, and the promotion of a peaceful workforce,
normally involve the managers and the managing director (Bendix 2001: 304). The
present government fiscal policy prescribes granting of tax concession for training
programs to encourage employee development (Bendix 2001: 508).

An Australian case study records training in a number of Japanese based
organisations and discovered that some companies offer on-the-job training (OJT) to
new appointees by employees from the parent companies. Japanese firms practice
OJT for all their staff up to top management. A higher percentage of wages is
reportedly spent on training of bigger firms. Internal training is common for smaller
firms than large ones. It is also done where companies have new technology and
changes to methods of production (Eiger and Smit 1994: 182). Ideally, Kalgold
should advisedly adopt the practice of internal training for new comers.

A firm called Cami, for instance, insists on business games as a means to train its
recruits. Trainees are told that incremental improvements, not dramatic innovations,
count for more in Cami. During the game 12 employees are divided into groups of
two. Each turn taken by a group leaves the others to watch on and later improve their
performance. The different groups record different times each turn on the stage. The
best time that a group can take on a stage is 15 seconds. At the end of the game the
workers' best is not regarded as good enough because: ‘no matter how well they did,
they can, and must do better’ (Elger & Smit 1994: 157).

The above approach helps to instil an ability to unleash employees' maximum
potential each time they perform their work, '

3.11. The impact of Japanese methods on direct labour

Elger and Smit (2001: 337) argue that adoption of the Japanese methods help to
bring changed employment conditions. The spotlight is set on training, stability of
employment and treatment for lower level employees. Practices by various firms
were understudied under a sample called ~ Instituto Pesquisas Economicas
Aplicades (IPEA). Firm A practiced a method of Kaizen (a philosophy of continuous
improvement) aimed to enable all workers to operate all machines in most cells
(sections), to set up the machines, manage quality and carry out daily maintenance.
The firm put in place a new wage and occupational system that monitored the
innovation. Eventually, production workers were categorised into six levels all
equalling the level of OJT and formal training in the firm’s training institute, -

Note that only workers who have worked for not less than three manths go for
training. The content of the two days training is technical and appraises newcomers
to quality control, total quality etc. Before workers progress to grade 2 they are
required to have undergone a twenty hours training on the measuring equipment. An
operator or sefter at the 4" grade is expected to set and maintain all machines in the
cell. At this level workers should have undergone basic hydraulics and pneumatics
training (each of which takes 40 hours), plus considerable OJT.

In two years, the firm is expected to have trained its employees up to grade 6. At the
end of the whole course, the latter will be well equipped not only to set up and
maintain all machines, but also to utilise measuring equipment and statistical
methods to assess quality. At this stage, an employee will have worked for the firm
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for more than five years and undergone a 285 hours training. Employees at this well
off level of employment, receive an attractive salary equal to a toolmaker (Elger
2001: 337). Through such training interventions, the employees realise an upward
job mobility.

Moreover, Elger (2001: 359) took a sample of seven firms (23 %) which outlined how
they shaped their own courses and learning aids. It also addressed the needs of the
company, its products and employees, three companies had made with assignments,
diagrams and pictures to illustrate the new concepts and to sharpen the skill for
numierical calculations. The local adaptation of OJT of a new technique may be
gauged by whether it addresses the training needs of an organisation i.e. Kalgold.

3.12, T&D programs

Robbins (2001: 480) further asserts that workers do not remain competent for good
and their skills become obsolete. As one of the biggest companies, Xerox spends not
less than $ 300 million annually on staff training.

3.12.1. Developing training programs

Robbins (2001: 50) says that training programs by US organisations with more than a
100 employees spent about $ 62 billion on formal training for 47.3 million workers,
The organisation concerned derive their beliefs from the social learning policy that:

Training should give a model to draw trainees attention; motivate learners; enable
trainees to keep on store what s/he has leant for future use; offer a chance to
practice new behaviours; give good returns for achievements. In case of training
conducted out of the warkplace, it should enable trainees to bring what they have
acquired into practical work situation (Robbins 2002: 50).

Persons who have been trained within the context of ‘training for individual
accomplishment’ should be offered skills to enable them to work in g team. The
training available would include workshops on problem solving; communication;
negotiations; dealing with conflict and coaching skills. A US based company, Bell
Adlantic, tr5ains people the importance of being patient since a team takes more time
to take decisions than an individual who works alone (Robbins 2001: 270).

3.13. Cost performance index

An economics criterion to evaluate whether value for money is been realised in any
expenditure is called Cost Performance Index (CEI). The CEl is g measure of
efficiency with which a project is been performed. A formula to determine the CP) is:

Cost Performance Index = Cumulative earned value
Cumulative actual cost

CPl= CEV
CAC
In a chosen machine project, for example, the CP| from the 8" week is presented by:
R 54,000
R 68,000 = 0.79
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The above ratio explains that for every R1.00 actually expended, only R0,79 qf
earned value is recovered. When the CP| depreciates to less than 1.0 or continually
gets smaller, corrective action must be taken (Clements & Gido 1999: 322).

4. Industrial Action resulting from lack of staff training
4.1, Lack of training might cause future Industrial actions in Kalgold

Nel (1993: 129) asserts that service conditions like lack of training have the potential
to result in any form of industrial action. By 1991, the greatest cause of strike was
wages and related matters. In South Africa, wages alone constituted 31,5 percent
and 35,5 percent of strikes in 1990 and 1991 respectively. This shows [ikelihood that
future industrial actions may occur if an organisation does not train its staff.

Poole. Michael et al. (1994: 112) consider training as a source of potential flexibility in
the use of labour in all firms. Specific training is a tool to limit or increase the internal
upward mobility of employees. The training may be combined with over promotion
“(Poole Michael et al. 1994:1 12). This suggests that training helps determine the fate
of employees’ upward mobility (promotions and wage increases).

- 4.2, Lack of consultation

An employer is responsible for consulting the representative trade in event of
substantive issues, like training, that affect employees, Otherwise, workers can strike
if the employer if workers fail to consult their union or take heed of their rights or
interests (Nel 1997: 190), ,

4.3. Employers’ consultation of unions

The Labour Relations Act 66 of 1995 emphasises the need for training of staff under
Workplace Forums. It is on this basis that employers are bound to consult with
workplace forums if they are to train employees. Training and development are
known to have advantages on both the individual and the enterprise. Marx (1998:
489) further asserts that training and development have the following advantages on
the enterprise;

e employees achieve the envisaged standard of performance soon,

* workers improve their performance in terms of quality and quantity and uphold
a great standard of productivity,

* employees trained for specific posts encourage human resource planning in
companies, '

e areduced number of workplace accidents and costs incurred are minimised

as employees gain better skills , knowledge and attitudes,

employees are guided to acclimatize to changes that benefit the enterprise,

T&D help individuals to desist from resistance to change,

employees are better placed to make effective decisions and solve problems,

employees become more responsible and work with a great deal of

independence, v

a more reduced supervision can be experienced (Marx 1998: 489).
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4.4. Sector Education and Training Authorities (SETASs)

The Labour Relations Act (LRA) 66 of 1995 provides for the establishment ofa
workplace forum in a workstation that employs more than 100 workers.

Chapter 5, Section 84 (1) of the LRA 66 of 1995 stipulates that an employer should
consult a workplace forum about matters relating to, among others, education and

training.

Another responsibility directly related to trade union representatives is monitoring of
the employer's compliance with the work-related provisions of the Act. In other
words, shop stewards have the right to ensure that employers comply with any law
regulating terms and conditions of employment including collective agreements that-
bind the employer, LRA 66 Chapter 3, Sec 14, subsection 4 (b).

The fact that Kalgold plans to go underground in two years calls for training that will
address both the immediate needs and those of the upcoming underground
operations. In other words, limited funds should be used on training for short term
needs, while more money is budgeted for training beyond year 2005.

4.4.1. The background relating to SETAs

Each separate economic sector has one SETA. There are 27 SETAs which cover all
work sectors in South Africa, including government sectors. The members of SETAs
include trade unions, government and Bargaining Councils from appropriate
industries. The South African Revenue Service has details of the SETAs established.
Any employer must choose which SETA their business falls under, SETAs replace
and extend the work of the old industry training boards. Within its own sector, SETA
‘must develop and implement a skills developrnent plan including workplace skills
development plans, act as the Education and Training Quality Assurer, and pay out
Skills Development Grants, ; .

Government has embarked on a process to force companies to train their staff. This
is not a bad idea as we are all aware of the need, and the benefits of having staff
who are competent, However, the way that this has been enforced has not been
clearly communicated to companies, and this is causing a great deal of confusion —
particularly in smaller companies that do not have dedicated human resource staff.
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4.5. Minerals and mining policy in South Africa - White paper of 1998
4.5.1. Industrial Relations and employment conditions

4.5.1.1. Background

The Labour Relations Act provides a framework for industrial relations in the mining
industry to take a less adversarial and more productive approach than has existed to
date. The Labour Market Commission has recommended that the Department of
Labour establish a directorate responsible for facilitating smooth industrial relations in
this industry and, in particular, for putting in place the necessary training and
guidance infrastructure., '

4.5.1.2. Intent

Government will create a framework to facilitate a productive and non-adversarial
approach to industrial relations and ensure that minimum standards apply to work in
mining, A minerals and mining policy in South Africa - White paper of 1998,

4.6. The mining Legislation
4.6.1. The Local and International mining Legislation

The Mines and Works Amendment Act, 1991. No. 13. (Government Gazette. 1991-
04-03. No. 13117, Val, 310, p. 1-7), amends the Mines and Works Act, 1956, in order
to declare certain negligent acts offences; and to provide for matters connected with
it. The same applies to both men and women, those having to spend a period
‘underground in a mine for training or research. purposes in the course of their
studies. Section 15 of the same Act is amended to make stricter provisions for
occupational health and safety in mines.

Government Gazette. 1986-10-31. N, 10502, p. 25-27 introduces new provisions in
the Regulations issued 26 June 1970, as amended, in connection with the provision
of self-rescuing devices, refuge bays in mines, training for survival in case of an
explosion, fire or other emergency and related subjects. Issued by the Department of

Mineral and Energy Affairs under's, 12 of Act 27 of 1956,
4.6.2. The International Labour Organisation (ILO) and mining

The ILO has been dealing with labour and social problems of the mining industry
since its early days, making considerable efforts to improve work and life of those in
the mining industry including the Safety and Heaith in Mines Convention (No. 1 76),
which was adopted by the International Labour Conference in 1995,

. For over 50 years, tripartite meetings on mining have addressed a variety of issues
._tanging from employment, working conditions and training to occupational safety and
"' health and industrial relations in coal and non-coal mining.

The results are over 140 agreed conclusions and resolutions; some of which have
/ been used at the national level, others have triggered ILO action - including a variety
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of training and assistance programmes in member States - some have led to the
development of codes of safety practice and, most recently, to the new.mining
Convention (www.ilo.org/public/english)

4.7. Tralning and retraining of miners

The Federal Register (1999-09-30. Vol. 64. No. 189, pp. 53080-53134) establishes
new training requirements in the types of mines listed in the ftitle. It provides for more
flexibility for mine owners to tailor training programmes to the specific needs of their

operations.
4.8. Skills Development Act (No 97 of 1998)

The Skills Development Act was passed in order to develop and improve the skills of
people in the workplace. The Act does the following:

* provides a framework for the development of skills of people at work,

* builds these development plans/strategies into the National Qualifications
Framework,

* provides for learnerships that lead to recognised occupational qualifications,

= provides for the financing of skills development by means of a levy-grant
scheme and a National Skills Fund.

4.8.1. The National Qualifications Framework (NQF)

The NQF is a plan for education and training. This consists of strategies to develop
an accessible, integrated approach towards education and training, relevant to South
Africa at this time. The guidelines say how the different education and training
standards and/or qualifications must be set and how courses will be accredited. The
aim is for everyone to be able to learn throughout their lives, and accumulate
qualification credits as they learn and work, including getting credits for work
experience.

The Skills Development Act defines the following structures to implement the NQF:
4.8.2. South African Qualifications Authority (SAQA)

This is the body responsible for overseeing the development and implementation of
the NQF. SAQA members are drawn from stakeholders, and it is accountable to the
Departments of Labour and of Education. SAQA establishes National Standards
Bodies, Standards Generating Bodies and Education and Training Quality Assurers,

4.8.3. Education and training quality assurers

Besides developing learning standards and qualifications, SAQA is also responsible
for ensuring that the quality of education and training provided is good enough, and

. 'that learners are properly assessed to an agreed standard. This is done via
Education and Training Quality Assurers bodies. Anyone who wants to provide
education and training will have to be approved by an Education and Training Quality
! Aslsurer. Education and Training Quality Assurers will issue qualification certificates
- fo learners. -
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4.8.4. The Skills Development Levy-grant scheme

The Skills Development Levy was established under the Skills Development Act. A
levy is an amount of money that employers have to pay to the South African
Revenue Service (SARS) for skills development of employees.

4.8.5. Paying the Skills Development Levy
An employer must pay a skills development levy every month if:

-« the employer has registered the employees with SARS for tax purposes
(PAYE), and/or,
= the employer pays over R250 000 a year in salaries and wages to their
employees (even if they are not registered for PAYE with SARS).

An employer must pay 1% of the total amount paid in salaries to employees

. (including overtime payments, leave pay, bonuses, commissions and lump sum
payments)
The employer must register with SARS and pay the levy monthly. SARS will supply
the correct forms to fill in (SDL 201 return form). The levy must be paid to SARS not
later than 7 days after the end of every month.

4.8.5.1. How the levies are used

The levies paid to SARS are put ina special fund. 80 percent of the money from this
fund will be distributed to the different SETAs and the other 20 percent will be paid
into the National Skills Fund. The SETAs will then pay grants to employers who
appoint a Skills Development Facilitator, The National Skills Fund will fund skills
development projects that don't fall under the SETAs.

4.8.5.2. Getting a skills development grant

An employer can get money back from the SETA or the National Skills Fund to use
on training and developing their own employees' skills. To qualify for a Skills
Development Grant an employer must; .

 have paid Skills Development levies,
» have a Skills Development Facilitator,
e follow all the rules and regulations in the Act

An employer can get back 50 percent or more of the levies they paid to SARS. These
grants are called Grants A, B, C and D. This is how the grant system works:

Grant A
When an employer appoints and registers a Skills Development Facilitator, then

: ﬁnt Ais paid back to the employer. This is 15 percent of the levy paid to SARS by
“fe employer, Employers can only get Grants B, C and D if they have got grant A.

o
Ay
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Grant B '
When the employer sends in a workplace skills plan to the relevant SETA and the

SETA approves the plan, then Grant B is paid. This is 10 percent of the levy paid to
SARS by the employer, Employers can only get Grant C if they have got grant B.

Grant C
When the employer sends an annual training report based on the approved

workplace skills plan, then Grant C is paid. This is 20 percent of the levy paid to
SARS by the employer.

Grant D
SETAs may pay out grant D for specific sector skills initiatives in the workplace.

Grant D is 5 percent of the levy paid to the Fund by the employer. In other words, you
can potentially claim back 50 percent of the levy that you pay this year, Next year
there will be more that can be claimed (70% — 80%), but the claiming process will
involve more than just submitting names and plans, it will also involve using
approved providers and training accredited courses. It will be up to the providers to
ensure that they register with the relevant bodies and that their courses are training
towards registered unit standards. You will have to ensure that you use only these

providers,

The main problem is that employers have been reluctant to get involved — they have
had to pay (SARS ensures this), but they feel that it is too complicated to submit a
Skills Plan and many do not even know what format to follow. As a result, many
companies have treated the Skills Development Levy as just another tax. In addition,
the deadline for many of these grants has already past. However, your SETA may be
prepared to grant you an extension just to get you into the system (recent press
reports indicate that less than 30 percent of employers have complied to date).

You may think that it is a small amount of money that you can claim back and that
the forms are just too difficult — byt consider the message that you are sending to

training). If you show your staff that you are dedicated to their improvement, you may
just reap additional benefits - it i good internal Public Relations. If employers do not
meet the requirements for recovering a grant then they lose the grant.

4.8.6. Skills Development Facilitators (SDFs)

The Skills Development Act makes provision for the employment and use of a Skills
Development Facilitator by an employer. The Skills Development Facilitator will be
responsible for developing and planning the skills development strategy of a
business for a specific period. This includes developing a warkplace skills plan,
implementing the plan and submitting an annual training report. SETAs shouid give
employers guidelines on how to draw up a workplace skills plan and an annual
[raining report. The Skills Development Facilitator must have been registered by the
Jelevant SETA by 15 May 2000.

4.8.6.1. The functions of a SDF
ﬁ The Skills Development Facilitator must do the following tasks;

» help the employer and workers to develop a workplace skilis plan,
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* send the workplace skills plan to the relevant SETA,

¢ advise the employer on how to implement the workplace skills plan,

*  help the employer to draft an annual training report based on the workplace
skills plan,

* advise the employer on the requirements set by the relevant SETA,

¢ serve as the contact person between the employer and the relevant SETA

4.8.6.2. Persons who can be appointed as SDF

An employer can appoint someone who is able to perform the functions of a Skills
Development Facilitator, This person must be someone who is:

* aworker employed by the employer,

* aformally contracted person from outside the business,

® aperson who is employed by a number of employers to assess the skills
development needs of the group of employers and workers,

A Skills Development Facilitator can be a worker, or a contracted external person, or
a person jointly employed by you and other employers. The facilitator must be
competent to fulfil the following functions:

* Help develop a workplace skills plan,

* submit the plan to the relevant SETA, p

* advise the employer on the implementation of the plan,

* help the employer to draft an annuaj training report,

* advise on the quality requirements of the SETA,

* Serve as a contact person between the employer and the SETA.

4.8.6.3. Cost and payment of independent SDFs

There are two methods of payment for the work of the external Skilis development
facilitators, Typically the client may choose which method they want to use,

4.9, Payments of grants

Payments of grants will be made shortly after the approvals of the relevant grant
claims. Due to delays in disbursement of funds from SARS and the department of

Skills development facilitators may negotiate fees and date of payment with their

clients '

Alternatively the SETA may deduct a Percentage of money from the approached

companies grants and pay the SDF before they pay the rest to the company, The

SETA will give R300.00 incentive to the SDF for completing either a WSP or Training
- Teport of the smallest companies that contribute very little monthly. :
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4.10. Forfeiture clauses

Employers who fall to submit claims by the due date will forfeit their grants. All
forfeited grants and unclaimed monies will go to the discretionary grant. Employers
who fail to submit claims by the due date will forfeit their grants. All forfeited grants
and unclaimed monies will go to the discretionary grant {(www.isett.org.za).

There are frequently asked questions that most employers pose around the payment
of levies and recovery thereof, These are:

Employers, Kalgold for example, should have this question in mind: What will happen
to my levy should | fail to comply with the conditions set for grant recovery in year 17

If an employer fails to comply with the requirements for a grant recovery, you will
forfeit the grant. The Director-General may approve recommendations from the
SETA and the NSA on the use of the unclaimed levy funds in the SETA, which could
be used for:

e Grants to erﬁployers for training in specific high need areas.
e Incentives to encourage participation in the Skills Development Levy Scheme.
* Promotion of the objectives of the sector skills plan and national priorities.

4.11. A training committee

Employers with more than 50 workers should establish an in-company training
committee for consultation with regard fo skills development. Where a firm is’
unionised the union/management structures can fulfil this function
(www.saweb.co.za)

5. About the Mining Qualifications Authority (MQA)

The MQA was established to set education and training standards in the mining
industry and to maintain and monitor the quality of the standards. In addition fo the
functions mentioned above, as a SETA, the MQA must collect and disburse the Skills
Development Levy within the sector; complete a sector skills plan for the sector: and
design, promote and administer learnerships within the sector. The sector, as defined
by the Department of Labour, covers mining, quarrying, cement and lime
manufacturing as well as jewellery manufacturing, diamond cutting and polishing and
watchmaking,

Following the promulgation of the Skills Development Act in 1998, regulations
concerning funding for the disbursement of the Skills Development Levy and for
learnerships, have been gazetted, In terms of the Skills Development Levy, the MQA
set about implementing the funding regulations by registering skills development
facilitators for companies with more than 50 employees,

The facilitators are responsible for drawing up and submitting to the MQA a
workplace skills pian, which details skills requirements in the company, and how their
“ needs are to be met. The workplace skills plan in turn feeds into a sector skills plan,
. Which highlights the needs in the sector. The skills development facilitator Is aiso
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responsible for submitting an annual training report, which reflects the extent of
Implementation of the workplace skills plan.

Itis on the registration of a facilitator and the submission of a workplace skills plan
and annual training report that the Skills Development Levy was paid out by the MQA
to employers during the past y&ar,

The MQA has accepted a model for a leamership, designed and proposed by
employers that meets the requirements of the regulations. The model is being tested
mainly by employers, against other proposed qualifications. The starting point for
designing and then implementing leamerships is qualifications. To this end the MQA
has identified eight priority areas where qualifications will be designed by the
standards generating body for prospective learnerships.

The priority areas are:

introductory qualification(s) to mining
rockbreaking

engineering repair and maintenance
winding engine driver

health and safety representative(s)
jewellery manufacturing

diamond polishing

cement/lime process controller.

The Kaigold mining group has a number of departments which represent the type of
. work performed under each. They are Crushing, Smeit House, Geology, Surveying,
Chemistry, Ore Resources and Engineering.

In excess of 100 unit standards from these areas have been forwarded to SAQA for
registration on the NQF. More than 50 per cent of the unit standards to be generated
have been completed. .

The Skills Development Act requires SETASs to ‘support the development of leaming
materials for learnerships’. The MQA has approved a structure and process, which
was formulated by employers, for the development of learning material. The MQA is
considering developing outcome based learning material that takes into account key
abilities. Learning material will be learner centred and not teacher/trainer centred and
will affect the way in which learning is achieved. .

5.1. Workable models

The South African Chamber of Mines lobbies on behaif of its members and it helps
its members to design workable models to implement laws and policies. Three broad
models that have emerged over the past few years are the industry’s higher
education collaboration model, its technical college partnership model, and its
sectoral skills model.
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5.1.1. Higher education model

The Chamber plans to lobby this committee to establish a school of mines (real
and/or virtual) to assist with the development of more graduates and diplomates for

the mining industry.
5.1.2. Technical college partnership model

The Chamber recognises that one of the most important mechanisms for the
implementation of learnerships in the mining industry will be the technical colleges’
input in the various learnerships. To ensure smooth implementation of learnerships,
all parties involved in providing training, education and coaching to the learers need
to have the capacity to do so. Thus the Chamber has developed a partnership mode!
guideline document for use by technical colleges associated with the mining industry.
This model is a first of its kind in South Africa and will no doubt assist the industry
with the transition from few apprenticeships to many learnerships
(www.bullion.org.za).

5.1.3. Skills development funding model

The skills development funding model was not in the best interest of business during
its early stages of inception. It was overly bureaucratic, cumbersome, slow and did
not permit employers to claim grants quickly and easily. The collection and
disbursement mechanisms need to be improved and/or replaced. A complete and
fundamental review of the funding model and levy/grant system was done later.
Attention was given to possible incentives for small, medium and micro enterprises
(SMMES). The desired outcome of the review was to formulate, and gain acceptance
-for, an alternative model to the then system that was more effective, efficient and
‘business-friendly’ (http:/www2.unesco.org/wef). :

5.1.4. Sectoral skills model

The Chamber has assisted the state, the unions and employers in the mining
industry to develop and implement a skills model for the mining industry, which
complies with legislation and helps the industry to improve its skills base.

Initially two permanent committees were formed and were instrumental in
establishing the MQA. These committees are the Skills Development Levy
Committee, Sector Skills Planning Committee, Learnership Committee and
Education and Training Quality Assurer — which is also a statutory body. The first two
committees are well into the cycle of collection and disbursement of the Skills
Development Levy and the evaluation and collation of workplace skills plans and
annual training reports.

The MQA is essentially funded through the Skills Development Levy, most of which is
paid back to employers against national and sector criteria. There will usually be a
portion of the levy that is unclaimed and which will be used for the sector's needs.
The MQA intends to devise principles that will guide the development of
disbursement models for the sector, specifically for roll-over funds and National Skills
Funding (www.bullion.org.za).
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5.2. Further milestones of the MQA

The MQA is the SETA responsible for skills training of all in the republic of South
Africa. In terms of the sector education and training for workers, the national
departments of Education and Labour have taken significant strides to implement the
National Qualifications Framewaork (NQF). The NQF addresses issues of
development, access, redress and quality. Legislation that informed the
establishment of the NQF are the National Education Policy of 1996, the Further
Education and Training Act of 1998, and Higher Education and Training Act, the
ABET Act of 2000, and the associated policy papers, as well as the Skills
Development Act of 1998, the Skills Development Levies Act of 1999 and the Skills

Development Strategy of 2000. :

Training and empowerment for mine workers has always been a concern for the

. South African government. The shift from a tertiary institution of learning to work on
the mines needed reinforcement to the skills possessed by the employees. The
detailed summary below is necessary to lead mines in South Africa on how to align
their training initiatives with the prescripts as outlined in the South Africa Chamber of
‘Mines. The account below may be essential for a mining company within the country
to take into account in view of its training and development policies. The mining
industry requires strong technical college partners, to implement the many new
learnerships being developed by the MQA.

5.2.1. Learnerships and the technical college sector

Though they offered formal education, the technical education institutions, as

- previously structured, were not able to meet industry's learnership requirements.

- Business South Africa (BSA) proposed to formulate a process to restructure and re-
position the technical college sector, including the way in which it is funded and
governed. Business needed a technical college sector that is well-funded and
responsive to industry requirements.

5.3. New policies

Chamber members agreed that the education and training of employees was of
paramount importance. The overall policy goal was to deliver timeously and cost-
effectively, sufficient appropriately skilled employees. Early in 2001, the Chamber's
Executive Council identified two strategic focus areas for new policies that need to be
implemented. These are the procurement of a sufficiently large pool of graduates and
diplomates in mining.and related disciplines, and the timeous and cost effective
delivery of skilled workers for the mining industry.

5.4. Growing new mining Leaders

To grow future leaders for the mining industry, three policy goals have been
identified, namely:

¢ deliver world-class tertiary mining engineering education by pooling scarce

resources and by attracting leading mining engineering educators to a central
school of mines.
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« establish a school of mines that provides undergraduate and post-graduate
programmes, as well as continuous learning programmes. Both fundamental
and commercial research programmes will be undertaken by a school of
mines.

o enable the South African mining industry to be globally competitive by
providing suitable mining engineers and mining research.

The central problem was that the level of skills that universities and technikons
produced for the mining industry was in short supply. To the extent that the mining
industry could ensure an adequate supply of skills, it maintained and, at best,
increased its international competitive advantage. Funding for small mining
departments decreased.

The Chamber was lobbying for the adoption by all stakeholders of a programme of
action that includes short, medium and long-term actions. These are to:

 establish a tertiary mining education committee to oversee feasibility studies
and the implementation of the school of mines concept. establish-a school of
mines (virtual and/or real) with linkages to local and international universities
and research institutions,

« set targets with universities and technikons to meet the mining industry’s high-

- level skills requirements, within the context of well-institutionalised

partnerships,

¢ involve academics in the MQA’s standards generation and qualifications
design activities.

Progress on the attainment of this policy and its goals and objectives was measured
'by the achievement of the following deliverables:

¢ no shortage of mining and metallurgical engineers and earth scientists in the
mining industry, : )

» a higher degree of articulation among academic institutions, which optimises
access to and movement of students between them and a school of mines,

» aworld-class mining engineering undergraduate / diplomate and post-
graduate/diplomate programme with efficient and innovative coursework,

o a structured practical experience programme, which covers undergraduate
and post-graduate phases.

The Chamber remains committed to implementing this policy to prepare the
industry’s future leadership.

5.5. Skills for workers
Apart from developing future leaders for the mining industry, the Chamber is also
implementing a policy to upgrade the skills of the industry’s workers. The Chambers
dogs not train workers; this is done by the mines, however, it helps implement overall
policy and practice, which will allow mines to upgrade their workers’ skills.
Policy goals that were pursued during 2000 and 2001 were to:

s generate unit standards and design qualifications to,

52



 improve the health and safety standards in the mining industry,

» raise the skills base on mines to a level where functional illiteracy and
innumeracy is eradicated and where an acceptable proportion of the workforce
has access to further career advancement and learning.

The Chamber's strategic approach to achieve these policy goals may be summarised
as follows:

Employers should ensure that they have a good understanding of the new education
and training system and should keep abreast of national and industry initiatives to
proactively develop employer positions and models in terms of the MQA activities
and functions. The MQA and employers play an influential role at national level to
inform the new and unfolding education and training system. To achieve the goal of
upgrading workers’ skills, the Chamber has lobbied the MQA to take the following

steps:

» derive a funding model for the MQA and establish principles for disbursing
grants,

* generate unit standards and design qualifications and register them on the
NQF,

e devise a quality assurance system that includes accreditation, on and off job
assessment and moderation, _

» develop a model and mechanism for strategic manpower planning for the
mining industry, :

e design and implement a learnership system,

* develop a communication and advocacy strategy,
work all additional SETA functions into a scheduled implementation
Plan (www.mqa.org.za/).

A television programme, Business focus, @ SABC 2 (July 08, 2003 at 18H00)
communicated that failure of SETAs to train staff in organisations will render
stoppage of skills levies paid to the SETAS. Investigations were carried out by the
delegated personnel after which the identified organisations and the SETA thereof
signed a performance agreement on staff training. ‘

5.6. Government perspectives

The Minister of Labour, South Africa, Membathisi Mdladlana delivered a speech in
Cape Town, Mar 24, 1999 that the South African government is pioneering a "skills
revolution” to address the fallout of apartheid education on an underskilled, badly
paid workforce that threatens to keep the country underdeveloped.

The massive national plan was done to match workplace training with the needs of
the growing economy. The innovation involves the payment of a one percent levy
annually from government and business payrolls to fund training by 27 SETAS,
These SETAS match the most important sectors in the economy and will identify the
skills needed to improve the competitiveness of each industry. Workers have been
trained accordingly.

Those who lose their jobs in sunset industries like mining and related sectors cannot
be re-employed because they are not and cannot be made multi-skilled. Policy-
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makers believe that if workers are adequately skilled and productive, it can improve
their quality of life, prospects of work and labour mobility.

The European Union funded a significant proportion of South Africa's new skills and
training policy - its grant of R 276-million is the EU's biggest ever technical
assistance programme.

Eighty percent of the training funds collected by government went to training
authorities and were paid as grants to companies which already have their own
training programmes in place. The skills development and training plan will be
implemented over several years (http://www2.unesco.org/wef). It is evident that the
involvement of labour representatives in employer / employee affairs is an
international trend that helps maintain balance of power and faimess in relations

between the two parties.

6. The involvement of labour representatives in employer affairs
Workforce Investment Boards (WIBs).

6.1. What the Law requires:

The American Workforce Investment Act Fact Sheets prescribe the Labour
Representation on State and Local Workforce Investment Boards. Representatives of
organized labour are to be included on state and local Workforce Investment Boards
(WIBs). The state plan is to contain informatior: on the process used to obtain
labour’s input into the development of the plan as well as labour comments on the

plan.
.6.1.1. Employer consultation with unions

Consultation has long been the foundation of good union-management relations. It is
a joint process of gathering and providing information, and obtaining input from those
involved on anticipated changes to procedures and methods. Effective consultation
is about partnership; it implies a shared responsibility for and ownership of the
process and the outcome, including acceptance by all affected by the change.

Good union-management relations are essential to the success of quality service
initiatives across the federal Public Service. Efforts must be made to build good
relationships if we hope to deliver quality services and attain higher levels of
employee and client satisfaction.

The process should be conducted in an atmosphere of mutual respect and trust. [t
should be motivated by a commitment on all sides to share information, to be open to
the ideas of others and to work together to solve problems and resolve differences.

Consultation is not a vehicle for communicating management decisions or for
generating predetermined outcomes, It must not be used, nor be perceived to be
used, as a way to erode management rights union and employee rights gained
through collective bargaining.

Consultation should be based on openness, honesty, and transparency of purpose
and process. All parties share the responsibility for making consultation work and for
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encouraging its acceptance by all. The process requires a major investment of
resources, time and energy; however, the benefits are considerable.

6.1.2. Labour involvement in training programs

Labour and business organizations are to be provided an opportunity to submit
comments to the Governor on the certification of eligible training providers. Union
training programs, and joint plans, can be certified as eligible training providers.
Registered apprenticeship programs are automatically eligible to be certified.
Additionally, interested parties, including unions and employers can submit
comments on programs and activities to the Secretary of Labour
(www.workingforamerica.org).

6.1.3. Involvement of unions in employee training decisions

New York State and the unions recognise that employee training and development
benefits both employees and the organizations for which they work. Many state wide
training programs are funded through the negotiated agreements with each of the
unions. These programs are designed to:

develop competent employees, supervisors, managers, and leaders,
support individual growth and achievement,

address organizational needs,

strengthen job skills, and

assist employees in adapting to new technologies.

New programs are continuously developed in response to the changing needs of
-New York State agencies and their workers and employee performance,
(www.goer.state.ny).

6.2. Steps for success (strategy for improvement)

A climate that supports early and full participation from local, regional and national
unions s essential. Most departments have existing union-management consultation
committees, also known as joint consultation committees. Quality service initiatives,
like any contemplated employee related-matter in the workplace, should be brought
to these committees for discussion, However, this type of consultation is not
sufficient to ensure success.

6.2.1. Timeliness

Union-management consultation is an ongoing process. In any quality service
initiative, all parties should be involved as early as possible.

6.2.2. Best Practices
Networking and leaming from the experiences of others can alleviate the frustration
‘hat often arises when people feel they are re-inventing the wheel.

In addition fo referring to the principles governing good union-management
consultation outlined earlier in the paper, working group members can also rely on
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other consultative forums and tools to help them get things done,
(www.tbssct.gc.ca/Pubs).

Employees in the US are said to have skills, competencies, and experiences. Be that
as it may, changes in the work world necessitate continual training of staff,

6.3. In Service and on-the-job training (0JT)
In-service training is designed to:

* develop knowledge and skills when a new program or project is started,

* introduce work processes or technologies when implementing a new
communication or reporting procedure,

e instruct on the operation of-a new piece of equipment or computer program,

* enhance existing employee competencies,

The employees’ daily interaction with their supervisors and fellow employees
provides on-the-job training. An integral part of successful orientation is the learing
that takes place through observation, communication, and discussion between and
among employees and their Supervisors concerning the specific job tasks of
individuals and work units.

Supervisors are urged to encourage subordinates to discuss their job tasks, and any
problems they may be having with them, on an informal basis, More formal review
and documentation of job tasks and accomplishments will occur annually through the
performance evaluation process, which may identify additional training areas to help
employees progress in their career.

6.4. Developing skills and pay through career ladders: Lessons from
Japanese and U.S. companies

6.4.1. The Japanese system

The Japanese companies are offered ongoing fraining. Japanese training systems
provide very little off-job, or classroom training for incumbent workers. Most off-job

training.

In small and medium-sized firms, workers learn through OJT on a planned basis, and
the fraining includes gradual assignment of more difficult tasks, promotion to higher
positions, annual job rotation, and the guidance of superiors or instructors on the job
as well as through teamwork and small group activities, New hires are often assigned
an "Elder” who has been on the job 4 1o 5 years, as their instructor for practical job

- activities and adviser for setting education and training goals, Supervisors are faught

+ OJT programs. OJT is usually job-related, and it permits gradual mobility for
i production workers into what in the U.S. are considered craft and technician
! ;

4
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positions.

Japanese small businesses draft training plans for employees for the next year. The
mastery of skills is reflected in both the age-based pay, which reflects expected
increases in skills, and performance-based pay, which reflect above-average

achievements.

The key feature distinguishing Japan from the U.S. is not the amount of training, but
the highly structured and organized character of the training system. In Japan, OJT is
as carefully planned, mapped, and recorded as company-provided classroom
training. Training and skill development are an expected part of every worker's job.
Each employee, from new incumbent to senior manager, simultaneously thinks of
himself as a teacher of the person(s) below him as well as a student of the person
who is above him. Training the person to take your place is as important as training

to move up the job ladder.

6.4.2. Examples of large Japanese firms where unions participate in
training and salary decisions

The standard career paths for non-managerial workers in three large Japanese firms,
chosen to be comparable to three U.S. firms, are shown in. All three Japanese firms
have an enterprise union that is part of a company-wide union, which belongs to a
national (industry) federation. In contrast to U.S. practice, wage sfructures and wage
increases are bargained nationally for all union workers every spring in a
synchronized process known as Shunto (the Spring wage offensive).

All Japanese companies have three primary components of pay (1) years of
experience (nenko); (2) job grade; and (3) performance (satei). Performance pay is
limited for union members, and usually affects the promotion rate more than the pay
within grade. Since pay is attached to the individual through experience, Japanese
firms maintain strategic control over individual careers. Longer-term job assignments
are organized around a career development plan (http:/fist-socrates.berkeley.edu).

6.5. Training and upward job mobility

Less trained employees have few chances of upward mobility (htip:/ist-
socrates.berkeley.edu). By its very nature, on-the-job training (OJT) is integrated into
a firm's HR or employment system, especially with the job assignment and
compensation elements. Since skills are developed partly through job experience
and each job requires some initial on-the-job training, job assignment and training are
interrelated.

In most workplaces, a set of rules delineates how job assignments and promotion or
upgrade decisions are made. These rules usually include a skill requirement (before
training), employee "bids" (applications for specific job positions), and a role for
seniority in ranking equally qualified candidates. :

The compensation scheme affects the formation of career paths through its incentive
effects. The elements of the pay system can be based upon skill, age or seniority,
individual performance or group performance. Performance may also be rewarded
through job assignment or promotion decisions.
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To analyse how these components operate within an employment system, lets look
at the practices in large Japanese and U.S. firms, and briefly compare them with the
German case,

6.6. Training and development

Training systems can be categorized according to whether they serve new workers
who are entering the labour force for the first time (schooling and apprenticeships),
incumbent workers who already hold jobs (firm-based training), or displaced workers
who need new or expanded skills to obtain new jobs. This paper addresses the case
of firm-based training for incumbent workers who are employed in private-sector
companies and who comprise the largest part of the US work force,

Firm-based training is often characterized as formal or informal. In the U.S., formal
training means off-the-job training, and informal training refers to OJT, supervised
either by co-workers or supervisors. In Japan, formal training refers to both off-the-
job training and structured OJT, and the latter comprises by far the largest
component of the Japanese training system. Structured OJT is training received by
an employee on site in a specified manner using a designated trainer and materials
along with a plan for certification. The training is usually done one-on-one until the
employee is certified to do the job alone. In the U.S., OJT is usually unstructured
training received by an employee by doing a job without having a designated trainer
and usually without materials or a plan for certification. The inexperienced employee
is expected to ask co-workers if a problem or question arises,

Firm-based training imparts skills that are characterized theoretically as general and
transferable (i.e., useful to other employers), or specific and non-transferable (i.e.,
useful only to the one employer). Since training is an investment, who pays for the
training depends upon who receives the returns to the investment. Employees, rather
than employers, would pay for transferable skills, since they are portable and the
returns accrue to the holder of the skills. Who pays for the training costs of non-
transferable skills depends upon negotiations between the employer and employee,
as a worker's tenure with the firm determines the return on the investment, and both
me employee and employer suffer a loss of investment if the worker separates from
e firm.

In reality, the costs of on-the-job training are often not borne by the employer or
employee (but by co-workers or supervisors) and the differentiation of transferable
and non-transferable skills is unclear, Even so, free rider problems can exist because
a firm can pay for investments in training only to have competitors benefit if workers
quit.

Numerous empirical studies have found that firm-provided employee training is
associated with higher pay. However, only a small number of these studies have
direct evidence of the impact of training on productivity, and their results are weak, as
they confront issues involving who is chosen for training (selectivity biases).

Although most small and medium enterprises offer formal training for their
&mployees, these opportunities are highly concentrated among managers and
professionals. Non-exempt workers frequently receive orientation and job safety
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training when they are first hired, but only a few receive skills training, especially after
the first year of employment.

Recent evidence challenges the market failure or under provision view of employer-
based fraining in the U.S. A few companies appear to contradict the free rider
argument. Losing trained workers to other employers was not a fear of the
respondents in over half of all surveyed establishments and in over three-fourths of
the large establishments (250 employees or more) that provide formal job skills
training. These employers report training in order to retain their valued employees,
and they do not distinguish between transferable and non-transferable skills in their
training plans.

These studies, however, look only at formal training. Institutionally oriented case
studies have long documented the importance of informal on-the-job learning in skill
acquisition among non-exempt workers, Recent surveys of U.S. employers and
workers consistently report that OJT constitutes the most important means by which
workers learn the skills needed for their jobs and that OJT appears to be the most
cost-effective form of skill development (Bishop, 1994). Among surveyed U.S.
establishments that do not provide formal skills training, two-thirds of the respondents
and over 80 percent of small enterprises (under 50 employees) reported that OJT is
sufficient for their needs.

In another formal training survey, almost one-half of the 58 percent of employers who
" did not offer training reported they already had access to an adequate supply of
skilled labour, including skills developed on the job. OJT has been found to have a
positive and significant effect on wages and to reduce voluntary turnover. However,
the positive effect of OJT may result from permanent individual effects, and OJT may
“not be portable from employer to employer,

Recent employer surveys on the hours spent on training indicate that OJT exceeds,
by multiples of eight to twelve, the hours that recent hires spend in formal training. In
a 1991 BLS survey, 57 percent of workers reported needing training to qualify for
their current job. The major sources of this training were school (32%), informal OJT
(27%), and formal company training (12%). Of the 41percent of workers who
reported taking skill improvement training in 1990, two-fifths reported informal
company training as a source (Eck,1993). As can be seen, data on formal training
alone substantially underestimates the total quantity of firm-based training in the U.S.

On average, unstructured OJT ended Up costing twice as much as structured OJT
when both direct and indirect costs were included (Jacobs et al, 1 992). A report to
Congress recommended that U.S. companies pay more attention to OJT and train
supervisors to be instructors, as in Japan, in order to lower training costs (Office of
Technology Assessment, 1 990). However, many companies pay little attention to
OJT and few managers are trained to plan and execute OJT successfully.

Claims about inadequate U.S. training need to be recast to reflect not the quantity but
the efficiency of the U.S. training system. To understand the weaknesses of U.S,
firm-based training, we must shift the focus away from classroom training and toward
OJT and examine how to make OJT more effective (http:/list-socrates.berkeley.edu).
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6.7. Developing skills and pay through career ladders

The employee upward mobility depends largely on the training that the employees
receive. Japanese training systems primarily take the form of structured OJT, with
training embedded in long career ladders that simultaneously increase skill and pay
for Japanese workers over their careers. As a result, a 45 year-old Japanese worker
earns more than twice what a similarly educated 25 year-old worker earns. In
contrast, the U.S. system is characterized by unstructured OJT and sporadic formal
training and is embedded in short job ladders that allow mobility between and within

firms.

There are inefficiencies in U.S. training systems. At the same time there are relations
among job assignment, training, and compensation in human resource (HR) systems
in the U.S. and Japan. The system involves workers and managers directly in a
structured training and development system for non-exempt workers so that skills
develop, job responsibilities expand, and compensation increases with experience.
This approach reorganizes the considerable training, both formal and (OJT), that
already characterise U.S. workplaces. Making firm-based training more effective
would generate increased productivity, longer career ladders, and higher pay for
front-line workers (http://ist-socrates.berkeley.edu).

- 6.8, Workplace training plan

All organisations have the responsibility to put in place a working document that
guides management how staff can.be trained. The Workplace Training Plan (WTP) is
a very important document for all organisations and its employees. It.is also
important for the Education, Training and Development Practices (ETDP) Sector of
the economy and for the economy as a whole. The WSP, consistent with the intent of
the Skills Development Act and associated legislation is a document that is designed
‘o assist organisations to improve their performance and productivity through Skills

Development.

. The WSP is one of the avenues through which the ETDP-SETA can provide
assistance to its member organisations in enhancing their performance. The formula
is simple, if organisations in the Sector can perform effectively, then the performance
of the Sector will be enhanced, the economy will improve and the weifare of he
nation as a whole will be advanced. Skills Development is seen as one of the primary
catalysts for this transformation,

This document is the format for the preparation of the Workplace Training Plan. Its'
main purpose is to provide information on your organisation’s current employment
profile and to indicate the training that you have planned for.2003 — 2004 in order to
develop your employees’ and your organisations performance. The document also
requests information on your Skills Development circumstances so that the ETDP-
BETA can render assistance and support to making your Skills Development

. initiatives work for you.

s A legal requirement

In compliance with the Skills Development Levies Act No.9 of 1989, employers who
%re registered PAYE contributors or whose remuneration for employees exceeds R
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250 000 per annum should contribute 1% of its total payroll towards the Skills
Development Levy. The funding regulations specify that employers who are up-to-
date with their levy payments can claim back a portion of their levy as a grant from
the ETDP-SETA. Such claims could only be made if the organisation appointed a
Skills Development Facilitator, and if the organisation submitted a Workplace Skills
Plan to the ETDP-SETA before 31 May 2003.Upon submission of the Implementation
Report for that WSP, 45percent of the levies paid can be claimed as a grant. Only
organisations that submit WSP's are eligible to submit implementation Reports.

* An organisational responsibility

Workplace Skills Planning is also an organisational responsibility. The sentiment and
essence of the Act, however, is that each employee has a right to be developed by
the organisation in order to undertake his or her responsibilities,

e How to prepare

This WSP format is accompanied by an information booklet for your use in
understanding the planning requirements and to provide guidance for completing
your plan. Please refer to the booklet as you complete the forms and table that are
enclosed. The objective of the information booklet is to provide you with
explanations, clarifications, appropriate information and general guidance to enabl<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>