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ABSTRACT This paper is concerned with evaluating the need to measure human capital return on investment in
training at the Department of Trade and Industry (DTI). The study’s population, consisting of The Department
of Trade and Industry (DTI) employees, comprised of 17 respondents. To achieve the paper’s objective the
researcher used questionnaires and the data collected was managed and analysed using the Statistical Package for the
Social Sciences (SPSS). The paper provides a theoretical background to understand and conceptualize the return on
investment in training and measurement, the value of human capital in organisations, its benefits and its return on
investment. An evaluation and assessment of current training programmes in the Department of Trade Industry
Training Centre was carried out and compared to international best practices, in the field of training evaluation and

measurement.

INTRODUCTION

Over the last ten years it has been continu-
ously said that Human Resources (HR) should
and must add more value to the business, and it
is important to measure the impact of HR and
training. Furthermore, South African companies
spend millions of rands on training staff and
paying training levies, but how much value does
this training add to the organisation? Does it
affect the bottom-line of the business? Does
training really make a difference? Most HR and
training managers will not be able to answer these
questions affirmatively due to the fact that very
few of them are measuring the impact of train-
ing. Arecent American Society for Training and
Development (ASTD) survey revealed that less
than 8 percent of South African companies are
measuring ROI in training. The important ques-
tion here is whether training managers will survive
in an era in which they are required to show the
value they add to the organisation. If a lack of
measurement is the problem, what is the solution?

The great ROI guru Jack Phillips (1997) de-
fines return on investment (ROI) as a measure
of the financial benefits obtained by an organi-
sation over a specified period in return for a
given investment in a training programme. In
other words, it is the extent to which the bene-
fits (outputs) of training exceed the costs (in-
puts). If you spend (invested) R100 000 in train-

ing, what does the organisation get back for that
investment?

ROl is a very popular metric because of its
versatility and simplicity. Essentially, return on
investment can be used as a basic measurement
of an investment’s profitability. ROI can be very
easy to calculate and to interpret and can apply
to a wide variety of kinds of investments (In-
vestopedia 2015). That is, if an investment does
not have a positive ROI, or if an investor has
other opportunities available with a higher ROI,
then these ROI values can instruct him or her as
to which investments are preferable to others.

ROl is not only an American imperative. Its
popularity is beginning to grow in the UK and
Netherlands where companies are taking ROI
measurement seriously. And here in South Afri-
ca, because skills development legislation re-
quires employers to invest in staff training, man-
agers are increasingly demanding not only ac-
countability for skills development but also
greater articulation of how training interventions
benefit their companies, in terms of financial im-
pact. The focus to measure ROI is therefore in-
creasing in South African organisations.

Measuring the return on investment in train-
ing programmes therefore becomes a powerful
and effective way to show top management the
value of training investments in financial terms.
A simple question that will always be raised with
ROl is, “For every rand invested in training, how
many rands does the employer get back?
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Objectives

e To evaluate the value of human capital in
organisations and its benefits

» To measure the return on investment on
training staff from the Department of Trade
and Industry.

Literature Review
Return on Investment (ROI) in Training

ROl in training involves comparing the train-
ing’s monetary benefits with the cost of train-
ing. Training costs can be direct and indirect.
Direct costs include salaries and benefits for all
employees involved in training, including train-
ees, instructors, consultants, and employees who
design the program material and supplies; or
classroom rentals or purchases; and travel costs.
Indirect costs are not related directly to the de-
sign, development, or delivery of the training
program (Kumpikaité 2015). They include gen-
eral office supplies, facilities, equipment, and
related expenses; travel and expenses not di-
rectly billed to one program; training department
management and staff salaries not related to any
one program; and administrative and staff sup-
port salaries. Benefits are the value that the com-
pany gains from the training program. There-
fore, the general strategy for evaluating training
costs is to measure cost and benefit indicators
in monetary terms and then compare them
(Kumpikaité 2015).

For years, companies have been operating
under the assumption that they are reaping pos-
itive benefits from their training efforts. They
train workers because they believe it strength-
ens the organisation and serves as a retention
tool (Lachnit 2001). Training is therefore accept-
ed as an expense, showing human capital in-
vestments as expenditures on their balance
sheets, not as assets that are expected to gener-
ate income. However, because intuition and ca-
sual estimates have formed the basis of many
training investment decisions, many companies
have little evidence to verify that they are realiz-
ing positive returns on their investments. There-
fore, a question that repeatedly comes up is,
“For every rand invested in training, how many
Rands the investor gets back?”

There is much more to the concept of ROI
depending on the nature and context of the train-
ing, the benefits or returns, the investments or
costs, and the beneficiaries and stakeholders.

There is no “one way” to conduct or demon-
strate ROl in training measurement. This litera-
ture review attempts to cover the various as-
pects of ROl in training and human capital from
the most recent information sources.

The concept of ROI in training, or ROI, is
gaining importance, utilization, and complexity.
Return on Investment in training should con-
cern whomever or whatever makes the invest-
ment that is the employer/business, the employ-
ee/trainee, perhaps the agency or government
that funds the training, or the training provider.
Employers and businesses use the term ROI most
commonly, and there is a limited amount of liter-
ature on the concept of ROI from the point of
view of individuals, the trainers, or society. There-
fore, much of what follows is clearly from the
employer’s perspective.

Defining ROI in Training

Return on Investment (ROI) in training,
strictly speaking, is an accounting-based meth-
od of comparing the costs and benefits of train-
ing, by converting all costs and benefits to fi-
nancial measures. It can be used, however, in a
less stringent manner to include intangible costs
and benefits, but this is a less common usage of
the term. The most common form of ROl in train-
ing is accounting-based cost/benefit analysis.

A brief synopsis of ROl would start with typ-
ical training costs which may fall into the follow-
ing general categories:-course development or
purchase, instructional materials, equipment and
hardware, facilities; travel, accommodation,
meals, salary (instructor and support staff); and,
lost productivity or temporary replacement costs.

Training Benefits

Typical training benefits may include the fol-
lowing:-
e Time savings (less time needed to reach
proficiency, less supervision needed, etc.);
 better quantity ( faster work rate, less down
time, not having to wait for help);
« better quality (fewer rejects, lost sales, re-
duced accidents, lower legal costs);
e personnel data (less absenteeism, fewer
medical claims, reduced grievances);

The Importance of Training
The focus of this study is “training” and it is

important to acknowledge the following com-
plexities surrounding training.



50 MAXWELL AGABU PHIRI AND THIRNAVELLIE REDDY

» Training delivery takes many forms:

Self-study or instructor-led, on-the-job or in
a classroom/training site, traditional on-site or
distance delivered, computer assisted and/or
computer managed, individualized or group in-
struction; or actual, hands-on or using virtual
reality.

e Training attendance / participation may
be voluntary or mandatory.

e Training duration may be short-term or
long-term, once-off or continuous.

» Training focus may be hard or soft skills.

e Training impetus may be in response to
training needs assessment at organiza-
tional, occupational and/or individual lev-
el.

» The business context for training can be
negative (for example, high turnover or
poor performance, absenteeism or conflict,
compliance issues like sexual harassment)
or positive (for example, rapid growth,
merger/acquisitions, new product devel-
opment and new business opportunitie

Reasons for the Growing Interestin ROI

Interest in or reasons for ROI varies accord-
ing to the needs of the stakeholder group, that
is employers, trainers and HR personnel, em-
ployees, non-employer funders such as govern-
ment, that is, society at large.

From the Employer / Business Perspective

From the literature reviewed, some of the rea-
sons why employers and businesses are increas-
ingly concerned with demonstrating ROl are the
following:

e Economic pressures to increase effective-
ness of training programs.

* Increasing the financial worth of employ-
ees to result in improvements in job or
organizational performance.

< Linking to competitive business strategies,
for example, as a critical part of total qual-
ity management (TQM).

e Simultaneously demonstrating that train-
ing has a positive impact on the company
and that training is a good investment
compared to other investment alternatives
available to the organization.

e Demonstrating the costs of mismanage-
ment of human resources and of types of
employee behaviour.

 Attracting attention to a particular problem,
for example with productivity.

Work done by Statistics Canada has linked
training to innovation in business. The study
used a measure of firm performance defined as
an average of the growth in market share, pro-
ductivity and profitability of a firm relative to
other firms in an industry.

Barriers to ROI

From the perspectives of both providers and
users of training services, there are a number of
reasons, why ROI is not routinely studied or
demonstrated. The following reasons are often
cited for not doing ROI.

1. The costs of training are known and ex-
pressed in rands, but the benefits may be
soft, subjective and difficult to quantify
for conversion to rands.

2. It is difficult enough to get managers to
send people for training without imposing
additional requirements to collect data to
document impact.

3. Costs are known up front, before training,
but benefits may accrue over time; and it’s
difficult to determine when to assess the
impacts or benefits.

4. Most trainers lack the time and account-
ing skills to do cost/benefit analysis.

5. Requests for impact data may disrupt pro-
ductivity.

According to the ASTD, the following barri-
ers, some of which are realistic, inhibit imple-
mentation of ROI and others are based on false
perceptions.

1. Costs and time - course evaluations are
viewed as inconsequential by some and
assessment of impact as too time-consum-
ing and costly.

2. Lack of skills and orientation for staff -
ROI requires a change in overall orienta-
tion, attitude, and skills of the staff.

3. Faulty needs assessment - some training
programs have been implemented for the
wrong reasons (such as an effort to chase
a popular fad or trend in the industry).
Thus, an ROI calculation for an unneces-
sary program will likely yield a negative
value. Training won’t help if the problem
isn’t lack of worker knowledge and skills.
Sometimes training can even hurt the or-
ganization by giving trainees expectations
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about the ways things are supposed to
work, when the organization has no inten-
tion of working that way. According to a
training specialist, from 75 percent to 85
percent of problems identified as training
problems for a certain group are not cor-
rectly diagnosed. This is a natural conse-
quence of the fact that the skills and knowI-
edge of the worker are only about 20 per-
cent of the system that is involved in the
problem.

4. Fear - a concern may exist about the con-
sequences of negative ROI. The ROI pro-
cess also stirs up traditional fear of change.

5. Discipline and planning - a successful ROI
implementation requires much planning
and a disciplined approach to keep the pro-
cess on track.

6. False assumptions, such as: Managers do
not want to see the results of training and
development expressed in monetary values.

Basic Cost / Benefit Analysis

Cost/benefit analysis measures the impact
of training on the organization in terms of rands
saved or earned. The manager must make deci-
sions on how often a particular cost category
occurs, (for example, fixed costs vs. variable
costs). Some costs should be determined on an
organizational basis, while others should be de-
termined on an individual basis. Another issue
is to determine the period of time over which the
organization benefits from the training (for ex-
ample, during the training, a year after, three
years). This can only be determined the manag-
ers involved. Some organizations may want to
count the salary paid to their employee while
they are on training. Depending upon the na-
ture of the organization, cost and benefit cate-
gories may be modified to meet a particular need.

Cost / benefit analysis is expressed as a ra-
tio. To determine Benefit Cost Ratio (BCR), the
total benefits are divided by the total cost. ROI
in training or ROI is typically expressed as a
percentage: the percentage of return or benefit
for each rand spent or invested. In this way it
differs from straight cost-benefit analysis. To
determine ROI, the costs are subtracted from
the total benefits to produce net benefits, which
are then divided by the costs.

Training Utility Formula

This formula still depends on estimates for
several variables. The most obscure is the con-
cept of “value,” a statistic that is not readily
available for most jobs. Training Utility is esti-
mated on the basis of years of duration of effect
on performance; number of employees trained;
performance difference between trained and
untrained employees; “Value”-the standard de-
viation of job performance in Rands; and cost
per trainee.

Kirkpatrick Evaluation Model

By far the most well-known method of train-
ing evaluation is, Kirkpatrick’s four levels, was
developed by Donald Kirkpatrick in the 1959 and
still used today. The four levels of evaluation
are:

1. Reactions: Did the participants like the pro-
gram? Did they feel it was valuable? Did it
meet their expectations? This is measured
by having participants fill out evaluation
sheets at the end of course.

2. Learning: Did the participants learn what
they were supposed to learn? This is mea-
sured by comparing participants’ scores on
pre and post-tests.

3. Behaviour: Did the participants apply their
new learning back on the job? This is judged
by managers’ observations and follow-ups
to employees’ action plans.

4. Results: Did the training have any measur-
able business impact? Did it produce any
ROI? This is measured by doing a financial
comparison of costs vs. benefits. Some
trainers only evaluate business impact at
level four, and add a fifth level for financial
results. To the Kirkpatrick Model, in his
Handbook of Training valuation and Mea-
surement Methods, Phillips calls level four
“business results” and adds a fifth level:
Return on Investment.

Because the Kirkpatrick model is a cumula-
tive model, each step of the model builds on the
prior step. According to a training specialist, the
knowledge required to improve training lies in
the formative program evaluation data obtained
from measuring at the first 3 levels: Behaviour,
Learning and Reaction; however, only through
a complete evaluation using all 4 levels can a
manager fully understand the value of training
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investments. Evaluations do take planning, time,
and money, and it’s not necessary to evaluate
every training program through all four (or five)
levels. Agood general rule of thumb would be to
evaluate all training for reactions, but only 50
percent to 70 percent for learning, 30 percent for
behaviour, 10 percent to 15 percent for results,
and 5 percent for ROI.

The Bell System Approach

This model was developed by AT&T and the
Bell Systems units. It is based on the four level
approach developed by Kirkpatrick:

Reaction Outcomes: What are participants’
opinions of the entire training program or spe-
cific parts of the program such as content, doc-
umentation, methods, or other general training
activities?

Capability Outcomes: What are participants
supposed to know, think, accomplish, or pro-
duce at the conclusion of the training program
(evaluated through classroom tests or exams)?

Application Outcomes: What do partici-
pants know, think, accomplish, or produce in a
workplace setting for which a training program
has prepared them?

Worth Outcomes: What is the value of train-
ing in relation to its cost? This represents the
degree to which an organization benefits from
training in terms of the dollars, time, effort, and/
or resources invested.

The reaction and capability outcomes levels
represent the short-term objectives of a training
program. The application and worth outcomes
levels represent the organization’s long-term
goals.

Impact Comparison of Alternative Investments

This model is undertaken in two phases: a
behavioural audit, and calculations of ROI. The
results of the behavioural audit demonstrate the
extent to which the trainee is using the skills
presented in the training program. If trainee is
not using the skills, it would be difficult to dem-
onstrate a return on investment from the train-
ing program. The concluding question asks: Is
this a good return on training investment? To
determine whether it is a good investment alter-
native, compare the returns generated with cor-
porate return on assets. If the return is greater
than the corporate return on assets, it can be

concluded that training has been a good invest-
ment. If the return is equal to or less than corpo-
rate return on assets, there are likely better in-
vestment alternatives.

This section of the literature review provides
an understanding to the concept of human cap-
ital, its variables and the benefits of human cap-
ital investment. In order for the measurement of
ROl in training to be successful, it becomes im-
portant to show the conceptual relation between
human capital and ROI.

Defining Human Capital

In order to determine and unfold the mean-
ing of “Human Capital”, clarity needs to be giv-
en with regards to resource. The term resource
(from the Latin resurgere, to rise again) implies
an available supply that can be drawn upon when
needed. In the corporate context, people seem
like water in a well that will never run dry. Fire
today, hire tomorrow; easy come easy go. But
are people really a “resource” in this sense? Or
are they more like a form of capital — something
that gains or loses value depending on how much
and how we invest in it? This brings us to the
question, what is “Human Capital?” Parsing the
phrase can provide some answers.

The term human (from the Latin hominem,
for man) means of or relating to people. It sig-
nals our biological species: To be human is to be
a person — not an animal, a god or machine. On
the other hand the term capital (from the Latin
caput, for head). In its simplest usage, it means
the first, biggest, or best. Inaccounting it means
net worth — the remaining assets of a business
after all liabilities have been deducted. Kaplan
and Norton (2004) define “human capital” as the
skills, values and knowledge that a company’s
employees possess.

Human Capital Investment

The skills and knowledge embodied in an
individual can be defined as human capital. All
individuals attain a certain stock of human cap-
ital and this level is primarily influenced by edu-
cation and training. Investment in human capi-
tal increases productivity. According to Sulli-
van (1998), Adam Smith was the first to suggest
that an educated worker could be related to an
expensive machine. The skills embodied in a
person can be ‘rented out’ to employers. The
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higher the level of skills a person has the higher
this ‘rent” is likely to be. Thus, the expected re-
turns on investment in human capital are a high-
er level of earnings by stating that “the simplest
explanation of the universal association between
education and earnings across sectors, indus-
tries and occupational categories around the
world is that the better educated are generally
more flexible and more motivated, adapt them-
selves more easily to changing circumstances,
benefit more from work experience and training,
act with greater initiative in problem solving sit-
uations, assume supervisory responsibility more
quickly. Inshort, they are more productive than
the less educated, even when their education
has taught them no specific skills”.

The Benefits of Human Capital investment

Studies in the US and throughout the world
make it evident that human capital- the skill of
the population, plays a major role in the produc-
tivity of nations.

The human capital concept recognizes that
human beings are important, if not more impor-
tant than physical capital in creating wealth and
generating a successful economy. To understand
how human capital investment affects the econ-
omy and why the DTI should promote human
capital investment should be considered. This
should be based on how human capital improves
productivity. First, all human capital is produc-
tive because of its immediate effect on raising
the skills levels of workers. Human capital also
improves the adaptability and efficiency of re-
sources in society. It will allow for the allocation
of resources to be more effective across tasks. It
will enhance the ability to adapt and to change
and respond to new opportunities. South Africa
is changing. Its labour and capital markets are
changing, the world economy is changing. Great-
er skills also facilitate worker mobility across
occupations, industries and regions in response
to new opportunities and it helps people reallo-
cate resources, both human and physical, to-
ward more productive opportunities, it also helps
realize that opportunities exist. An educated
workforce is a more flexible workforce. People
with higher levels of education are better able to
absorb new ideas, adapt to foreign technolo-
gies, improve local technologies and understand
and apply knowledge from outside South Africa
and to local situations. There are so many stud-

ies from around that demonstrate that educa-
tion and skills are important determinants of eco-
nomic growth.

Human Capital Return on Investment (ROI)

With economic, social and technological
change all calling for constant flexibility and
adaptation, governments, organisations, enter-
prises and individuals are increasingly aware of
the importance of skills training and competen-
cy development, similarly they share a common
interest in renewing and increasing the skills base
of the population. This investment encompass-
es not only the skills and knowledge acquired of
formal education, it also includes what is learnt
at work as well as informally in the family. Any
assessment of the efficiency of investment in
education requires measurement of the returns
that it yields.

In trying to discover the types of investment
in human capital that give the biggest returns is
anot an easy task to establish. It is important to
situate investment in human capital in a broad
business and social context. Quantifying infor-
mation about human capital investment is not
easy because many benefits go beyond addi-
tional employment or earnings for individuals
and bring immeasurable returns in the form of
social cohesion. Currently human capital has
been strongly conditioned by what is technical-
ly possible, focusing on the benefits of initial
education to individuals rather than between life-
time development of skills. Therefore, focus
should be given to more direct measures of dif-
ferent types of skills and the role of learning in
the workplace, as well as the measurement of
the social and economic impact of human capi-
tal investment in training to sustain develop-
ment and reduce inequality. Individuals cannot
identify all the benefits in human capital as addi-
tional earnings.

METHODOLOGY

This study makes use of the descriptive sur-
vey research design. This design has been cho-
sen, as it will identify the phenomena whose
variance we wish to describe. According to
Robson (2002), the objective of descriptive re-
search is “to portray an accurate profile of per-
sons, events or situations”. Ghauri and Gron-
haug (2002:95) states that “this type of survey
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is concerned with particular characteristics of a
specific population of subjects either at a fixed
pointin time or at varying times for comparative
purposes”.

In light of the above, this study will present
a balanced view of the current quality of train-
ing, evaluation and measurement practices in
DTI.

Sampling and Sampling Technique

The study will carry out primary research in
a formal government setting. The sample frame
is the current population of The Department of
Trade and Industry (DTI) employees. A non-
probability sampling procedure is followed in
which judgment is used, to get a sample, which
is representative of the population. This aids in
selection of units thought to be representative
of the population. Ghauri and Gronhaug (2002:
114) state “non-probability samples may, how-
ever, be useful to gain insights into a phenome-
non, predominantly in qualitative research.”

The sampling frame is a representative sam-
ple of line managers, middle managers and se-
nior managers from the following divisions: -
TISA, ITED and TEO. The sample size of the
population was approximately 17 managers
across DTI.

Design and Analytic Technique

A qualitative method of data analysis was
used taking a deductive approach. The collec-
tion of data was through the use of a structured
interview questionnaire. In descriptive studies,
structured interviews are used as a means to
identify general patterns (Saunders et al. 2003).
The questionnaire consisted of 23 standardised
questions which were sent by email to all partic-
ipants prior to the interview to allow sufficient
time to adequately prepare themselves for the
interview sessions. Due to the descriptive na-
ture of the study, an open-ended questionnaire
was thus far, the most appropriate choice to col-
lect data. Open-ended questions allowed partic-
ipants to define and describe a situation or event
(Saunders et al. 2003). An open-ended question-
naire was designed to encourage the interviewee
to provide an extensive and developmental an-
swers, and maybe used to reveal attitudes or
obtain facts (Grummitt 1980). Therefore the use
of an open-ended questionnaire in this study

assisted in recording the opinions and attitudes
of organizational practices, as well as identify-
ing and describing the variability in different
phenomena in the organisation.

The rationale behind the use of a qualitative
data analysis as opposed to quantitative data
analysis for this study, was that qualitative re-
search is an unstructured, exploratory research
method based on small samples intended to pro-
vide insight and understanding of the problem
setting (Saunders et al. 2003). This study was
well suited to a qualitative research method since
collected results were in non-standardised data
requiring classification into categories. This in-
volved data being classified into meaningful
categories which was derived from the data and
fitted with what had been revealed. The catego-
ries were in effect labels that were used to rear-
range the data and provide an emergent struc-
ture relevant to the study to organise and anal-
yse data further.

The categories that were devised in this
study formed part of a coherent set that provid-
ed a well-structured, analytical framework for
further analysis. If a quantitative data analysis
approach was adopted, then the collected re-
sults could have been in numerical and stan-
dardized data.

Method of Data Collection

Data was collected from DTI training records
and the interviews conducted. Secondary data
were obtained from training records which in-
cludes DTl training course evaluation form, sam-
ple training guides, as well as training course
evaluation reports. Primary data were collected
from interviews conducted through the struc-
tured questionnaire. The questionnaire was sent
by email to the identified respondents. Each in-
terview was scheduled for a duration of 25-30
minutes per respondent. The secondary data
sources were selected with the aim of identify-
ing strengths and potential areas for improve-
ment of evaluation practices from a ROl perspec-
tive. Primary data collected enabled the research-
er to make measured evaluation of the current
training programmes offered at DTI and to de-
termine the need for a measured human capital
ROl intraining.

Data Analysis Technique

Data was analysed by combining the inputs
of all respondents. The analysis of inputs was
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classified into meaningful categories, which were
derived from the data to fit with what had been
revealed. Categorisation was chosen as it pro-
vided an emergent structure relevant to the study
that enabled data to be organised and analysed
further. The categories effected labels that were
used in existing theory and literature. Strauss and
Corbin (1998) suggest that there are three main
sources to derive names for categories:-
a) you utilize terms that emerge from your
data;
b) they are based on the actual terms used
by your participants;
c) Orthey come from terms used in existing
theory and the literature.

In addition to the above a comparison of the
current training practices at DTI with that of in-
ternational best practices in the field of training
evaluation and measurement was also present-
ed as part of the data analysis.

RESULTS AND DISCUSSION

Assigning of Data and Development of
Categories

The assigning of data to and developing
categories were done after each interview. The
interview verbatim was transcribed and its ma-
terial was filed according to categorization loose-
ly identified. The material was typically in the
form of paragraphs that were cross-classified to
several categories. As each statement was filed,
it was compared with previous statements in that
category and running notes were kept on the
content of the category. The categories changed
over time; some disappeared and were emerged
under more general titles. Some emerged out of
previous categories that became too heteroge-
neous. Some categories became parts of matched
pairs or triads in which any given comment would
typically be filed in each constituent category.
For example comments that described instances
of inappropriate training courses or bad training
schedules also typically mentioned lack of man-
agement support. Similarly, statements that de-
scribed DTI’s training programmes and sched-
ules also typically included statements of satis-
faction with the training provided. This helped
to reveal connections between categories.

Category Analysis of Data

During the analysis, the data had been final-
ly categorized under the following labels, in or-

der to provide a framework in areas to focus for
improvement and international comparisons:
- Customisation and needs analysis
- Learning guide design and development
- Learning programme planning and sched-
uling
- Assessment and evaluation levels
- Workplace transfer and management sup-
port

Customization and Needs Analysis

The study found that a proper training needs
analysis isabsentat DTI. Training is seen to be
too generic, incorporating too much general the-
ory at the expense of skills training addressing
particular workplace needs. The over-emphasis
on theory means that the practical side of learn-
ing programmes is neglected. The training cen-
tre does not consider the strategic needs of the
different sections in DTI. The study also found
that employees are sometimes sent on training
courses where they do not benefit from the pro-
gramme as the learning is not always aligned to
work outputs. The result of this phenomenon is
that staff members who are at vastly different
levels in the organisation attend training togeth-
er, making it difficult for all members to relate the
content to the application environment. An ex-
ample of this problem is that a learning pro-
gramme is sourced on National Qualifications
Framework (NQF) level 5 and 6 (managerial
equivalent of a degree course) and attended by
employees who operate at NQF level 4. In addi-
tion, training is presented for the “average” learn-
er and not tailored for learners at different levels
according to their respective learning styles and
needs. A one-size fits all approach hinders the
achievement of the desired objectives of DTI.

Learning Guide Design and Development

The study found that although an attempt
has been made to design learning guides in out-
comes-based format, the sample learning guide
reviewed does not directly address the compe-
tencies to be acquired. For instance, little evi-
dence could be found of the integration of the
NQF critical outcomes in the learning material.
Professional inputs are indeed obtained from
subject matter experts when modules are de-
signed, but insufficient customisation to DTI
environment is done. Furthermore, the study
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found that the guides are too theoretical and
therefore lack a practical workplace focus. The
large amount of information being shared with
learners not only leads to information overload,
but also contributes to rather lengthy learning
programmes. There also appears to be problems
with instructional design principles that are com-
promised, for example the assessment activities
are not linked to the learning outcomes, and prop-
er introductions have been omitted that provide
sufficient background and context for the learn-
er. In addition, a vast amount of technical jargon
is used without a proper explanation thereof.

Learning Programme Planning and
Scheduling

The study found that the scheduling and
registration of learners for learning programmes
pose particular problems for line management
as well as the communication thereof to the or-
ganisation. They claim that they don’t always
obtain confirmation of nominations, because
learners can nominate themselves for a learning
programme. Notice periods for learning pro-
grammes are inadequate and that learners are
too long away from work. On the other hand,
staff affiliated to the training centre reported that
after learners have been registered for a particu-
lar learning programme that too many cancella-
tions occur at short notice. They also experi-
enced problems and delays caused by the cost
of identifying the right learning programme with
a credible service provider. However, some of
the managers felt that service providers are oc-
casionally selected that do not meet the needs
of DTI or achieve the desired expectations. This
problem leads to quality management issues that
could adversely affect the ROI of these pro-
grammes.

Evaluation and Assessment Levels

The findings of the survey relating to evalu-
ation and assessment are based on the evalua-
tion frameworks of Dr Donald Kirkpatrick and
Dr Jack Phillips, as endorsed by the American
Society for Training and Development, the lead-
ing professional training association in the world.
However, to ensure a relevant approach within
the context of the NQF assessment system, the
South African Qualifications Authority (SAQA)
approach to assessment has been integrated in
this report.

Reaction Evaluation (Level 1)

The study found that informal discussions
with line managers are used to solicit learner
feedback on training programmes. In addition,
learners are required to complete a reaction eval-
uation questionnaire at the end of a learning
programme. Learners usually complete these
forms right at the end of the programme and are
therefore too rushed to provide meaningful feed-
back. Furthermore, this questionnaire is so
lengthy that it takes about 15 minutes to com-
plete. Although this information is considered
by the Training centre for planning and evalua-
tion purposes, it is not properly analysed or con-
solidated into training reports for comparative
analysis or for further action to be taken. For
instance, the study revealed that in most cases
the external provider does the analysis him/her-
self. This does not ensure sufficient consisten-
cy and quality control from an internal responsi-
bility aspect and quality management perspec-
tive. There is a perception among staff that train-
ing attendance records are sufficient for record-
keeping purposes.

Learning Assessment (Level 2)

The study found that assignments appear
to be the main form of learning assessment at
DTI, although it is not used for all learning pro-
grammes. However, due to the manner in which
assignments are administered as an assessment
instrument, it is not clear whether the current
assignments are effective assessment tools for
the purpose of assessing the extent of learning
and therefore the competence levels of learners.
Participants reported several problems. For in-
stance, several participants mentioned that the
assignments do not directly assess the outcomes
of learning programmes. Moreover, assignments
are seen to be too theoretical and therefore do
not directly address learning in DTI context. The
time allocation for assignments also appears to
be a problem. Aview is expressed that the dead-
lines for assignments are unrealistic and that
the assignments interfere with the work commit-
ments of learners. Many learners don’t complete
the assignments.

Application Assessment (Level 3)
Little evidence relating to the active applica-

tion of knowledge in the workplace could be
found. One exception is the presentation skills
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course in which managers clearly observed a
change in behaviour and improvement in per-
formance. One manager reported that learners
do not have to attend training, but can simply
read a manual to achieve competence. Although
a better standard of work is sometimes observed
as a result of training, the only formal way of
assessing workplace application is the current
performance management system that is not
necessarily directly linked to specific learning
programmes.

Training Impact Evaluation (Level 4)

It was clear from all the participants that no
effort is currently made to measure the impact of
training in terms of its tangible results, or the
financial return on the training investment (ROI).
This translates to no report back to manage-
ment about the financial value of training. How-
ever, it was pointed out that it would not be
possible to determine the ROI of all learning pro-
grammes at DTI due to the broad strategic na-
ture of some learning programmes such as strat-
egy and policy formulation. There are also many
additional variables in DTI environment that
would make it difficult to determine an accurate
ROI such as organisation culture, politics and
broader economic factors. However, the majori-
ty of participants did indicate that it is indeed
possible to determine the rand value costs and
impact relating to errors in the department.

Workplace Transfer and Management Support

Several authors (such as, Kontoghiorghes
1998; Gumuseli and Ergin 2002) have discov-
ered a strong positive relationship between su-
pervisor support and training transfer. Burke and
Hutchins (2007) observe that there are studies
arguing about strong or moderate relationship
between the variables and have also found stud-
ies showing mixed results; the authors suggest
further research to clarify or to build on the cor-
relation between training transfer and supervi-
sor support (Ghosh et al. 2015). Findings of the
study by Facteau et al. (1995) depict a mixed
relationship: supervisor support has been found
to directly influence perceived transfer of train-
ing, but with negative correlation, and to indi-
rectly impact perceived transfer through pre-
training motivation, with positive correlation
(Ghosh et al. 2015).

However, in the Department of Trade and
Industry, serious problems have been reported
regarding the transfer of learning to the work-
place. Managers feel that most of the employ-
ees do not apply what they have learned in train-
ing programmes.

Only a small number of participants ex-
pressed the view that their managers support
them when they return to the workplace to ap-
ply the skills they have learned. Management
provides little or no support to create an envi-
ronment for skills transfer and application in the
workplace. One participant stated that “manage-
ment is not taking training seriously.”

Managers regarded training as a waste of
time due to the fact that employees are taken
away from their offices for too long periods. Sev-
eral incidents were reported in which learners
were called back to the office while on training.
According to the managers interviewed, train-
ing should be less theory-based, and more prac-
tical in nature.

In terms of compliance to the notion of the
learning organisation, it appears as if all the char-
acteristics of the learning organisation are not
actively applied in DTI. The organisation cul-
ture is seen as an obstacle to effective learning,
growth and empowerment. While some manag-
ers are open to new ideas and employee input,
others are not supportive of new ways of doing
things. Part of the problem is that senior man-
agement is not involved in training and the ques-
tion needs to be asked whether training meets
their needs. Some participants are of the opin-
ion that senior management should also attend
training, not only to improve their own skills
levels, but also to show an example to the rest of
the organisation and to be familiar with the con-
tent of the training programme. In addition, the
performance management system is only used
because it has to be done, and not as an active
tool to promote targeted skills development. It
is seen as the responsibility of management to
ensure that skills acquired during training are
applied back in the workplace, but the reality is
that this does not happen.

CONCLUSION

Staff members who are at vastly different lev-
els in the organisation attend training together,
making it difficult for all members to relate the
content to the application environment. It could
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be concluded that the more successful firms tend-
ed to place a greater emphasis on research and
development R&D capability and R&D spend-
ing; developing new technology; and using new
materials and implementing aggressive new strat-
egies like process control and just-in-time in-
ventory control. In short, while human resourc-
es were important, other factors were more im-
portant to innovation and business success.
However, in some sectors — retailing, wholesal-
ing, accommodation and food services — the
more successful firms gave greater emphasis to
skill labour, continuous staff training, and/or in-
novative compensation packages.

RECOMMENDATIONS
Workplace Transfer and Management Support

The training centre should be more involved
with line management by moving closer to the
core of the business. More follow-up work could
be done to determine and enhance the transfer
of training. The development of a generic skills
transfer strategy could be useful for this pur-
pose. The skills transfer strategy should be de-
veloped to outline clear skills transfer actions
before, during and after training. Furthermore,
using the current performance management sys-
tem to identify performance improvement op-
portunities could also provide a useful founda-
tion for ROl measurement.

Although there are many approaches avail-
able to support the transfer of training to the
workplace, the two best approaches to promote
workplace transfer, is performance improvement
and the learning organisation. It is suggested
that training staff should be orientated towards
performance improvement methodology and the
learning organisation to support the develop-
ment of a true learning culture at DTI. Thiswill
assist the training centre to achieve their goal of
being a real strategic partner in the organization
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