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Tho Industricl Praining Lot, 1904 vas enacted with the broad cins
of reducing the skilled canpower shortfell in industry and improving
productivitys It is tho quthor'o contantion that tho Lot as it is
currently being interprofed will not affect the training practices of a
large nunbsr of laportent companies gignificantly enough to achieve the
fomgoing"oima, desrite o grect need to reise the volue belog sitaimed
fron traihing in such companiosge

The need for end argonigational Mterig- for establishing sound
training in a company are discussed; the national training fra—ework is
conaidered, end an attenpt 1o nude to vorify the foregoing olaims by en
oxgmination in (!epth of the troining practices of a "training oriented? rediume
pigo chemical companye '
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in peeent yaars tho dnveotzent in industricl training in the Ualted
Lingdon has inoreased enorcsucly cnd Chero 4o a9 Coudt that the ingreased
inveat-cnt 40 cosentisl a3 cae cemns of inproring the econosio otate of
the natien through -oising tho quality of ite working popnlation, its moat
inportant naturel ressurces Tho Induatrial Sraining Aot of llareh, 1964,
trcnolated into law the Government's Proposals for gecuring an improvement
in the arunt and quelity of training and a more ejultable distribution of the
cogt of training, The CGovernnent through this Aot ecded the nationts
lclogez~folre attitude ¢o training and made troining as unavoidadle a coat
for individunl firms as are rav nzterdelo, or wages snd @alaries, or
investzent in plant, equipment cnd buildéinga.

The otudy reported hero represcnts an examination of the training
practices of a cherdenl compony with a view tos

1. CDstabliching uhether the 1964 iAot hao had, or as it is being

interpreted ig lilkely to havo, eny impsot unon those training
ractices, aend

2, JAgsegoing the current wnlue bedngd obtained fyon training in the

eompany cad through tids cubjective judgement of training
ovaluating the need for and moot realistie rolo of ocn Indugtry
Training Board,

Considerable criticicm has been tado of tho industrisl troining systen
vhilch has grown out of the 1984 et but a roview of the literature roveals
¢hat very ey faotual caesa studies of the imdivicual firns forming 1ta base
havo Leen reported., ‘Yhere tends ¢o be a great Ceal of orinion expressed
without rofcrense to fecdo. Until cstudlea in depth aro underdaien and
opinicns can be DBaged upon Lootual graco=zosto cvidence in infustry,
nodd fchtion of tho existing cyaten to Leticr achleve the desirable alns of
¢hoe Lot vill pot be founded on reality conclderationa., I 4o the cuthor's



hope that the otudy will De cecn fron thio construstive viewpoint and that
it will bo the forerunner of nany oicllar depth gtudies, thereby permitting
o body of evidence to be sccurmlaled cbout oo state of training generally.
It must be gtressed at the cutget that this study has been undertaken
in a "treining oriented” company, 1.6« a company wilch has recognised the
need for industriel training for a considerpble poriod of time and
cndeavoured to meet that need, <lds belng the case the tralning ‘baseline!
is high compared to moot companies in Dritish industry, It 1g eguinst
thdo background that criticions of the exlsting company practice need to be
considered. lowever, vhat also noeds to be stressed is that this is the
case with a lerge nurber of chemical companies, beczuse of the nature of the
industry, and deapite thio the gims of the Industrial Training Lot are no
less volid for the chemical indugtyry thon they are for auy other industry.
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The story of the Critish esonomy through the 1960'c is a fodlicy one.
In relgtion to overseas conpetifors ounr rrogress in getting core output ¢o
Sjuptify more input has lof% mmoh to be desired., Although the country has
been groving at a facter rate then over before in ita history, every other
cozparcble country in the world ceens to Le doﬂ.{l{; better,

The basgio diseage 1o dlearly diagnogabled It 45 thet this country
ie not, cnd for a long time hgs not beon, sufficiently competitive in
world marxetss our costy and prices hove tended to rise more rarddly then
oup conpetitors and ere now dolng oo at an inoreased rate, Gince 1963,
tho output per can houy in manufacturing industry roso less in Dritain thsn
in any other industrialised country outside the United Gtatea ~ whers qutjut
per nan hour ig much greaber in ghsolute terms, In Dritain 1% rose 27
per cent, in Yeat Germany 44 per cont, in Franoce 43 per cent, in italy 50
per cant, and in Japan by 102 per cente In the same period cur increcge
in indugtriel production ct 23 per cent was the lowest of any industrialised
country: it contrasts with 122 rer cent in Jepan, 61 por cent in the
Lotherlands end 44 per cent in lUest Cernany. Oirllarly our wage cost
per unit of output han risen more than mny other industrielised country.

It rose by 20 per cent as compored with 4 per cent i4n Jepan, O por cent in
Uept Gormany, 9 por cent in Franco, 10 por cent in Itoly and 13 per cent
in the United Staten. In the result sinco 1963 our chare of manufeotured
exports haon follen more than cny other industriclised countrye In 1963 it
vao 15,4 per cends to=day it is under 11 per ocent.

There 48 no alngle or conplete anower to tho question of way the
Dritich econony haa shoun thie gteafy loos of corpetitivensgs canpared with
other countrios. lovever, ono ecoenticl reguirement to redress the



oituation io to raoige the productivity of cash nan employed, i.e. the
econoic offectivaneas of huzan ¢1llm, by introducing labsuregaving
eqipnent, by derloylng lsohour more economically and by imrroving the
gdlla of individual \uﬂ:n'!-@uzr."3

There has been a follure in Dritish dnducstry to oritically approice
the way wo use our munpower. ko wnp ldghlighted in the chemicel
induotry by & particular a‘bu@,? the results of a calculation showing how
rony men a typleal fzerican compony would reculre to produce the same outrut
eg a theoretiecal Dpitish frm vith 100 enployess being tebulsted below:

Lumbayr of enployees
Critish Lperiloan firm
firnm uging Eritish using iineriean
glze production gize produote
tnits ion units
froduction (ino. supervicion) 45 39 2245
§ontrol laborontories 9 345 2
tenonce end utilities 2 12 9
orks oclerical and
cdminsstration 16 9 6
thare (pzelnging, dispateh,
eto) 10 05 0e5
l Total 100 64 40

To achleve the objective of ircproved productivity e ronjze of complenmen=
tary rceasures 1o casentlals Industry must be ready to invest in tecinolo-
glonlly adveonced equipment; and the trafe unions to perrdt the new manhinee;
to be fully utilised. liovemsnt of lebour to expunding and guecesaful
industrios and firrcs has to be feellitated, ard every effort mnde to belp
enployees to advance to more dkdlled and respongible worie  Overcsnning
end underenploynent st be discouraged, so ca to release veluable siillis
for more produotive and demmnddng work, end treining muct bLe cxztended cnd
improved,
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The problen of maxirdcing tho effectiveneco of the lebour forco ic in
o cense ultinately ono of troining. Yhe introdustion of nevw plant ray
require the rotroining of the axdsting workers. Re=doploynont may depend
portly on tho ability of thope redeployed ¢o nestor cnother joby and this
ability vill afost certoinly be greater 4€ early education and tralning
have beon broad=based ond thoroughs

The manpower 'gap', therefore, rofledts, to an ioportent extent, a
training - and retraining - 'gop', with the asscclated need to onouroe thaot
carefully developed gidlls are opproprlately used.é Unless the 'gap! 4o
olozed, through sufflioiont attention to both of these factors, it will
have inereasingly seriouo consequences for tho countyry's economle growth
and its survivel as o lesding induotricl power.
ha2e Tho Gonpeny Jiceds

In terns of the .ricero~econordc environment of cach £irm, directors cnd
top nensgers ruet rcecognise that cound end woll=ppganised training 4o egentinal
to the groator efficicngy and profitebility of en undertaking. A ceonpsay'a
overall objeotive is to une rezourcos, including humsn rescurces, in an
optimn way, so that the company does not waste the total rosources of the
corrnnity and at the game time earm@ o reaponabdle peturn on invostment cond
thug paintaine ite oun finanaial viadility. The best results can only
bo obteined if monagers regerd continuous end coundly=based treining as a
valuable egonorice activity and as an sosentdcl function of the job of
nanagenent rathey thon o9 a cooiol cuty.

tlany monogemente view the catablishnment of systematio training as an
acded expense, rother then eo an investrent, Tho relationohip of aound
cGuection and troining to inrroved profit rarging is one thot is ssen
clearly by only o fev odvenced firnge It io adrdttedly not elwayo en
cagy relationship to domonstrate, but thore muet be fow casco whore it
doce not axiote



Since tralning tends to bo on investnent, it muot be viewed from the
long tern. This means woiting for its benofite, ond many nanegenents cre
undergtendedbly overvhelred by chort tarm evente and decipiena. ‘Ue can't
wagte tino on training vhon we'lvo got to get production cut' is a
cormonly heard rensrke It nay have some Justification, but only in the
ghort term,

Industry finds a pay-off fron good industrial training turough a better
qualified, nore flexible cnd moro adjusteble worke~foree in terms of greater
efficiency and higher proGuotivity, The highly conpetitive nature of

, to=day's market plaece demanda that cach firn obtaine en optiman retwrn on
1ts humaen assets end it cmot be recognised that sound and meaningful
troining 46 one of the baglc recuirorents for achieving this optimum, '

Tho function of training in meoting the indivicdual need will be
discusged in chapter two through conalderation of the basie for motivation
of emplojyeos.
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Today managers ars sesking a theory of employee motivation which, vhen
applied, will identify the work-foroe with the company and obtain ite
commituent to compmny objectives, They want enmployees who are prepered to
work tovards high performance goals, enployees who are willing to be
flaxible and to accept change as the aspeed of technological development
increases. The existencs of 00 many approaches to motivation suggests
the complexity of the problem and many faators are capable of motivating
enployees, Some of thess factors are a normal part of the industrial
situation end can be ocontrolled in soms measure by the company; other factors
have their origin in the individual employee in his home, or in his comsunity
and are beyond the company's controle Also, those foroes that motivate a
perscn today may bs of little valus as motirators next month or next year,
Fundsmental to the sucoess of any plen for motivating eaployesa is the extent
to which the intended motivators meet the neads of the individual employees
fer vhom they are designed,

In this chapter the basis of notintion)ull initielly be discussed as a
neans of developing certain concepts that will illustrate the worth of
intended motivators and smphasising the role which sound training can pley.
&ada The Banle of Motivatlons

The study of motivation attempts to answer the yhy of human behaviour.
Why do people behave as they do? IMotivated bshaviour has three distinguising
characteristios, First, motivated behaviour is sustained, 1.e., it persists
for relatively long periodas of time, Second, motivated dehsviour is
directed toward the achievement of a goal; and tizsd, it is behaviour
resulting fron a falt need,

Thus a9 a result of rerceiving a need, a tension or inmlalance 13 created
within the individual that lecis to activities intended to reduce ths tension
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thue created. Dogram—atdeally:

L Perceived
llead Tengion _____p Lotivity Recuotion of
(totivating Tenslon
Foroe) . (Achievercnt of Gonl)

Henco 4£ the efforts of organd satlong to motdvate exployesc are %o be
successful mancgement miat clither creste folt needs within the individual
or offer a neans of catisfying ncods dlready in existence within the
individual, Uhat are the fundaicntel ncedo of man?

292, 4 Hierarchy of lunen ligedos

llumerous cystens have been developed for the classiflcatien of human
necda, ranging {ron thoge that ctte~;t to explaein all hunan motivation os tho
rogult of satiefylng one bagle need or drive to clagsificatici# that ligb
25 or rore ceparate nceds. (louaever, one of tho mg% useful and widely
quoted clagaifications is that developed by lleslov, who cuggested thal
hunon needs are organiced into a gerices of different levels, - a hierarchy
of inportcnce., Tho agcending ordor of importonce of thie hierarchy is es
followos=-
1. Fhysiologlcal leeds - lian's hpgig needs ore physiologlocal, Segs
hmger, thirst, alcep and co on. hen
those are sntiofled they are rerlcced by 2.
2, Jcfety leeds - rofleoting hie deslre 2% protection ageinst .
(Sccurdty, order)
deazer or deprivation, These, in turn,
uhen ootiafled, are replaced by 3, coclal
needa,
3« Lolengingness and love - theogo are functicng of a tizn'e innate
{(Aggootdon,idantifioation)
gregariousneso and e desire to belong to
a group, to give and receive Qricndshlp
cxd to cgoocdcte hanpily with people.
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4+ Dateen licedp - above 3 Haslow affirms there are
(suocess, self-respect)
egodstic needa, related to cur
desire for self-esteen and selfw-
respect, which are affected by our
standing, reputation, and our need
for recognition and appreciation.

5« Self Actualisation - finally, individuals have a nsed
(desire for gelf- '
fulfilment) for self-fulfilment wvhich 48 bound up

wvith theiy views sbout the purpose of
Life and 1s a reflsction of thelr
urge for gelf-development and to be
creative in the broadest senae of the
word,

This theory provides an extremely important and useful conceptual
franework provided it is recogniced as a model and that it is not intended
to imply that the emergence snd strength of needs follow a rigid pattem.

The 1limitation of the theory is that it appears to provide an over-eimplified
solution to what i really an atrml:r ocomplex problem, Human desires and
aspirations are oonfused and intermiyied and there are many reversals end
substitutions of needs.

There is probably no universal motivator for all mankind, nor is
there a single motivating foroe for eny one individual, Needs are relative
in their strength and it is not neoessary to setiafy a "lower" need fully
before a "higher® need may emerge ond operats as a motivator. lieeds ave
felt groduslly end may become motivators along with the other needs, even
though the esrlier needs are not completeley sstisfied, The ocomplexity of
the problem of motivation can be fully seen when it is realised that the levele
at vhich this interplay of needs commenoes varies from ons person to another,
that the significance of each need nlso varies, and that wvithin the same
porson the relative degres of satisfaction and the significance of each need
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aloo vary from time to time, In addition, there are factors other than
the varlisble characteristios of the basic needs that influence motivation,
such a8 a person's evaluation of himself and his interpretation of his
environment.

The foregoing discussion of needs has been general in nature Wt it
is pertinent to the industrial situation. It miggests that the aeriteria
vhich managements use as the basis of their views on employes motivation
(in partiocular the role of money) are limited and the industrial eavironment
is restricted as a remult, The criteria are related almost entirely to
people's lover level nseds and thay do little, exoept foiliitously, to
satisfy the higher needs of individuals in the employssnt situation.
2ads Motiyntlon - Hyglane IheoxY.

An important development of this concept of the “hisrarchy of needs"
Jhas been prppounded by Horlhorg,7 based upon depth iaterviev studies with
enginsers and acoomtants, Hersberg differentiates betwean factors which
lead to satisfaction in the industriel situation -~ "satiafiers® or
notivators ~ and thoss which contribute little to satisfaction but create
feslings of frustration and unhappiness — "dissatisfiera" or "hygienio"
factors.

HRe found thal experiences which create positive sttitudes toward work
arise from the job itself and Minction as motivatorss Thess incidents are
associated with feelings of self-improvemsnt, achisvemant, and the desire
for end the acosptance of greater responsibility. The feelings thus
generated are of a relatively long duration and remsult in increased
productivity. The second set of faotors related to productivity on the jodb
are conditions peripherul to the job itself. Fay, working conditions,
company polioy, snd the quality of supervision are all part of the
environment of work but paripheral to the tasks of the job itself, When
these factors are inadequate they fumotion ams dissatisfiers; but vhen
presant they do not motivate. Inatesad they are hyglenic in character im



Qe -

that their presence mokes it possible for the motivators to funoctiong
poaitive Leelings aroused by these peripheral conditions of work, such
ag a word of encoursgenment from a supervisor or an inorease in pay,

are relatively brief in duration., [lnother finding of Hersbarg's study
is significant. lhen employees are highly motivated and find thely jobs
interesting and challenging they ure able to tolerate congidershle dlao-
satisfuction arising from the peripheral fictorsy work, but the reverse
iz oot true. A full neasure of all hyglenic fastora does not nake the
Job inturesting.

One obvious limlitation of Lerzberg's work is that bis subjects vere
‘rrofessional' level. The concept has been broadened through most
enployee categories by Pr.!I.Scott Iiyorua end the remlts of hie study are
shown rictorially in figure 1, dote that the inner circle - motivational
needs ~ contalns those factors directly related to the job, while ths other
ociroele is composed of maintencnce needs, Ezployees sesk satisfaction
in the area of mainteanence noeds - thosn factors peripheral to the job
Ltsel? - when the motivaticnal needs of growth, achievement, responsibllity
and recsognition sre not satisfied, The relative iaportance of maintenenoce
needs diminiches vhan motivatioual nceds are satiafied,
2als Tue Tratning Nole

Hence there ia a very aprivand nead fop nanagersnts to twm theip
attention to the positive motivating faotors auch as aoldevement, the work
itself, and responsibility, and to develop policies of "job enrichnent®
whioh will fulfil thess recuire-ents. The importance of the training
funotion is readily apparent in the light of this Gisousalon, sound training
providing one means by which tiie motdivators can be practlcally applied in
the industrial situation, Tims training &s crucial & people are to be
given the fullest opportunities tc glve of their best to their werk.
However, the funotion cannot ve viewed in isolations It is not a panacea.
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it 16 one of o mumbor of influcnceo on productive porformcnce, cconosde,
tochnicol, edminiotrativo end cociol, which arc gll companeateo of a
disciplined monagenment but nore of unich ecn be effective in icolation.
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The Ctraining Ametlon 40 Porgenlo” in pature, 1.0 coacoraed with
pcople, o pofné widch wao glrogoed in the srevicug chapter, I i3 ore
of a nuSer of influcnceg tidch, utiilced corzootly, can inpvove the
perforonnee of the &ndlviduagl ob vorize  Shus the oln of ¢xeindng 4o €o
inzrove job perfor—mcee by cztenddng lnovlclige, inculeating clills anod
nodilidng attitudes, co tual inrisiinglg con voriz in the woob ceanmocloal,
officdient cud caticlectary way.w 22 W gonored dla s ceecpled 1%
£ollown that training mot caiioly vcol ncedn. I6 onob Bo bosed upon the
nceds of poople Go AAM] the jJolc for uaich trdining 45 nocooonrye
Unlezs tho individual 4n bhio voridng covironuent 4c ceca to bo ¢tho foond
point of tralning then tho volvo obinincd Rrop trcining counot appraceh the
optimn, Training rmost be percan=coniped o thad traipces becone confidently
involved in their own écvelopaenls

Tho llglao of the

Cvery coneger obonds to lose 4€ tuo gepformonco of Bio miborélnoion
dogg nol e3ip up o oi;cndord.n ne ctands ¢o loco oubpub, prootice, poscibly
nonoy cnd cvcutualldy 1Mo Jobe

Nesponelbidity for perforvance cocno Shoroforo that tho monger w1l aleo
bo held cocountable for cacurdn; Uiad o cubszdinagtos hovo the neccouxry
rogources, including aldlis and Imcuwiedrn, Co ablsin ko regiired glandomig.
4 naneger Lo thus rospongibie £or cacuelng thot kis cubondinates oo clequate
oly trained, $hio gosmomolullily bo eonnot dedegole, dloce bhe mcy Cake
Zinnl vecponcibility for thedly porfors-ncO.

‘copcnodbility Sor mcwring Whob cabomdnates cro ofeciotely tralned
doca not peca that o nasgger musd eorsy cub (ho furmal teddndng DAczolf, o
that ko oaot decdde waab potiiodo of fuctoeotden chall be uccds  Lovever,
eceh reaoger'c cdodmm wegpeacibildtion for deaining are Lose
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a) make known the gtandards of performanoe;

b) enmure that his subordinates are adaquately trained to obtsin these
standards;

o) decide the training requirements of his subordinates;

d) decide how they shall aarry out their work;

o) decide in vhat way they shall be trained;

£}  reguest additional help in instruction;

g) ensure smooth transfer from training to working on the jod and
vico~versa;

h) constantly maintain a training-oriented approach when handling
subordinates,

Unleas each manager recognises that training is a msnsgement fimstion
and this philosophy permeates throughout the company, a further major means
exiets for suboptimising the value of training. The acceptanoe of the
foregoing responsibllities mast also be apparent at all levels of the
company hierarchy, based upon the formlation of a sound policy and
evidence of a committed attitude at the 'top', If senlor management is not
convinoed that training is of vital importance, then this attitude will
quiokly be sensed by those at a lower level, It is therefore essential
to adopt practical measures which placs clear responsibility for training
upon the management at every lcvel,
dadelhis Role of the Izaining Officex.

It has been suggested above that the degree of training responsibility
which can be delegated to someans else b a manager ascountgble for the
performance of his subordinates is in faot rather limited, It is limited
chiefly to responsibility to carry out training and for determining tralning
mothods, togsther with the need for overall company co~ordination and record
keesping, However, thest respangiblilities require a good deal of time and
specialised knowledge and in any company of reasonable sise a case will

exiast for a specialised training department. Hegin lies a very real danger
that training may bsooms too specialised, too isolated, and too much
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02 an ernpire in ita own right, Thin denger can be reduced if the

treining departnents task is constantly viewed cp the provision of garviges
to the requiremsnts of operational management. The Central Training
Councll in a report atatos-lz’u.

"The funoction of the Company “raining OLficer is to provide a
gervioe of knowledge, advioe, aidll, end adrinistration which will ensble
the company to fulfil ita responslibility. Company training policy 49 a
natter for management, and the implenmentation of that policy is normally the
respongibiiity of both line and gtaff nonafement, in cowoperation with the
Training 0£ficer."

Thug when a manpger delegates training to a training officer, he
delegates only a proportion of his rosponsibdlity for the trainirg function es
a whole, The aotual divisinp of tasks will vary from one gituation to enother,
of course, btut the principle tl.ad one can delegate only a portion of
responeibllity probably applies to dmost any function in eny kind of
organipsaticn.

i
dadethe dralbing Cvatems

Having placed the fundamental basis of training end 1ts practiccl
application in perspeotive it is now neceasary to examine the function in
terms of what actually must be done in any given companye The conoern here
is with the generality of the training funotion and in establiczhing a
common bagl® equally appliceble to any training situation.

Jince a atart should be mado fyon eims, tho flret general task is to
identify training noeds, Uhen this hos besen done, a policy bhas to be
formilnte’” to meet thems Iotcolled conalderation must then be given to the
ioplenontation of the policy and (innlly, nethods mst be found by which the
effectiveness of the tralning con Le neasured,

It i9 important to remenber that theso four main tasks or steps will not
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be carried out in vaouo; they vill be done in the context of what lartin
has terced eocial faotors, which hnpose cartatin limits or constraints.
Congtraints will be imposed by the policies of the Industry Training Board
concerned with the partioular working organisation, as well as by national
leglislation, 4 second factor is the existencs of the educntional eyotem,
To integrate training with further education, the working organisation mist
nake full use of the educational esyatem and dovetall its efforts with what
the gyatem can provide, The lant main social factor is the vorking
organisation itself; we do not live in al ideal world whers the training
and education needs of the individual will always exactly match those of
the organisation which employs hin,

The four main steps and the three broad typoa of soolel {actora which
nrovide the context of its operation can be set out as shown in figure 2,
This 'inforration loop' way of looking at the tralning function serves to
draw attention to the following inWt polntss

(1)  The assessment of training effestivensss is seen as a cruclal

stage which provides !feedback information’
(2)  tith *feedback! the training finction bscomss dynamic, leading
to constont re-exminastion of needs, re~formletion of poliay
ond review of the training process itself,

(3) There is a two-wzy interaction between the various steps and
the soaciel factors which provide constraints on how they are
carried outs These constreints are not permanent and inflexible,
sinoe thsir policlen md rrovisions wlll change as more !tralning
informationt becomes available.

Thc working organisation Jactor 1s particular to any company, its goals,
proocesses, policies and psrsonnel practioes providing the constraints. ‘Ihe
other soclal factors forwing the training framevork will be dlgcusssd fully
in charter 4. Further consider;tion will now be given to the four main



1.

steps in the training system, though it must be stressed agsin that every
step in the application of the gystem ie limited in some way by the soclal
factors and that every step teken will provide 'feedback' which will in
turn modify these faotors,

dakhade Cuxvey of Ixalning beedsa

Jasloally, training needs nuy Ve dsternined by finding cut what is
going on nov and matching this gpalngt what should go on, now and in the
future, The gap gives clues to the kind anc¢ emount of- tralning needed.

The "finding-out® tool is the standerd of nerformance for the jobe

The responsibility for the survey rests with the ohief executive,
because 1t 1s he who must ultinately answer to the board for the performance
of all enployees. ie i therefore responsible both for setiin:; standards
of perfornance end for providing tralninz to enable employees to meet these
standards.

The chief executive will nornally delegate to his iimedlete mansgers
responsibility for carrylng out tioc survey in thelr diviaslons, They in
turn may need to request help from gecialised training and personnel
enployees on the methods of the eurvey,  Dut Af the survey and eny “ralning
anchemes which follow are to be efiective it 1o esgential that the management
should carry responsibllity for the major decisions, for 1t ias these menagers
who will suffer if performance does not come up to standard through lack of
training.

With all the facts and estiiates avallable long and short-term policles
con be lai’ down, baped upon the agrecd cosegsment of the oox-any's situation.
By consciously conmidering ita rriicinles of training a managemant determines
how, in general, tralning will be carried out., Copnslderation mat be given
to such factors as:

(1) the priority to be glvan to trainings
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(2) who in principle will carry out training;

(3) what in general will be taught; and

{4) the suffislency of the resources avallable in the company

to develop its formal training activities.

It sust he stressed that policy can not bo determined in isolation,
In conjunction with the nosds analyals it ie a major undertesking snd a
tean offort demanding the attention of all the functional experts and
all the top managers as well,

dsdeds tanlensntatdon of FPollovs

The way i3 now ¢lear for declsions to be made sbout the training
arrangsments necessary to satiafy the training needs of esch indivicdual
and to co~ordinagte those no«ia into a coupany-wide programme.

One of the problems is to establish the priority of specifio needs,
1,0, 1t 18 likely that a number of general needg have been identified which
ar; equally important snd equally presasing, Here agaln such baslc decisions
nust be made at the highest level of management.

Oncs priorities have besn establighed detailed declsions can be taken
sbout the location of training, the form it should teke, the lengths of
training perloda, etc., leading ultimately to the establishnent of individual
training specifications and departnental and company-wide plans, related to
tine,

The last mtage, and perhaps the most negleoted in industry, 18 to
conglder the means for reviewing the effectiveneas of training, ‘Thie is
not en easy task, but if training is to be an acoepted essential integral
part of the busineas, it must stand up to rigorous investigation of its
worth, The diffioulty 1s that training 1s concerned not only with the
acqiaition of inowledge, but the acquisition of skill, eaperlence



17.

industrial attitudes, involvement in ecnd an appreciation of industriel 1ife.

It 10 important to reallse that thore are two aspects to be conmidered
under the tern 'assessment! viz. the evaluation of whether a varticular
training prograrme is worthwidle, and also the validation of whether the
training given has been successfil in achieving its alm, iims '
comprehenmive evaluation will incluie the assessment of:

(e) 7The velidity of the training policy and the mlan to apply this

policy to the discovered learning needs

(b) the way in which learncra are given opportunities to leamn and

are notivated to lemrn -~ i.e. the training and instruotion
mothods, materials, aids, locations and levels of peonle glving
the instruction;

(o} the ultimate resuits in terms of the performance achievement

ar changed bshaviour of those who have learned,

Agsessment will genera'ly inciuds the uge of written exarinastions
and the oolleation of oplnions fron trainees, instructors and managsment,
end to be valid muct continue over a reasonable period of time.

Here again the job~centred assegsment is primary 1.0, the poste
training e¢valuation onw-the=job by the regrousible seniors Job performance
tmat be the basio benchmark of assezsuante

In some areas it is possitle to make caloulations of the benefits given
by training in financial terms, i conglderable body of epecialists are
devoting effort to extending this practice and it mist be undertaken vhere
prasticals However, in a vast number of cases the effeots cannot be
quantified financlally,

Consdderation will now be given to the development and present scope
of the framework of the industriecl training system,
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L graduel pevolution in industrie) training ¢ook plece during the two
desedes prior to the Industriel Uroindng fot 1964 During this period
neny progresgive orgenisations, both large and amall end sozo of the trade
uniong, nmode conciderable progre:za in she develorment of thelr training
ayatems.. {hig develorment woc Loatored and encoursged by tho work of cuch
organisations os tho Britich saociction for Comnerolsl and Industricl
Léuegation, the Industrial Hocdely, €0 Critish Ingtitute of !'anagement
and the profegsional Lngineering institutions to mention btut a fewe Ghe
Government cneouraged develcpoents tut with no direct participation cxzcerpt
vAthin 4to own Coportuento cnd Covernnent Training Uentres,

Digoussion of industricl training focuced noinly on the apprenticechip
asystens f£iret becauoce this wao the moat sipnificont form of vogationagl
training; ocecond begaungo the cprentliceslip had falled to provide the
runber of ckilled groftsnen end {cchnicians the country necdedy and thirdly
beocouse of itp defdcdencics a3 ¢ cothod of training. fis conecern about
the supply of ckilied manpower inoressed, co olco ¢id arditicicn of tho system
under vhich nost erafiscen and technlclone were trsined, oot oritice
believed opprenticeahip to be an inofffcient and wpbeful reens of tralning
fettored wvith a variety of restriciionpg vhich mede it far too Anflexible
to neet the nceds of & modora copReT.

In 1956, o sub=corrdtico of tho lAnictry of Labour ‘o lational Joint
L.Gvisory Councdl under the choirrancidp of lizelobert Care (Shen Porlig-entery
Undergocrotary of the lidnistry) uco coizhlished to look into the question
of aprrenfiee training end, in particalar, the odesucay of ordoting
ingtitutiono to core with tho chniicrre rregented by the so-colled “Lulne"
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of sohool~lesvera axpeoted to entor thg lgbour rarket beglmning in 1962,
the 1956 report of the Jarr Conibtoo - reaffirsed the positian thabs

(1) Voecational training was the sole responaibility of industry; (2) the
cpprenticechip system of traindn; should be rofcined; and (3} Covernuent
should concentrate its efforts on thoe cxpansion of the Leticats syaten of
further education,

The Carr report alse recozicnded tho coeatian of a volwilcry natio:zal
aeppraenticesidp councdl to cncoureggo eczloyers to grovide tralning and {o
insrcase tho busber of apirentlcesiip openings for schoolsleavers, iho
Industrial Yraining Councll wos Quly cot up dm 1955 4o accomylich theoe
proposalo, ith little executive or policymaking pbuer. the Uouncdl
centred 1to efforto on educating employers; 1ittle progress was made in
nodernising the nation's training corangenanba,

“he Industrial TYraining Council {id, however, eztublich o 3zall tean
of training consultants, tho Trainiug (dvisory Lervice (nov lmown as thwe
Industriel Svaining vervice), uhich g c¢axe to play an inveluable role
not only as advisors to Jirmg cn training problesms, but also as oxperd
consultants to tho Council itsoll, (Yo Indugbiial Training Ucyvice Las
Flayed a dignificant role uorc rccontly 4in the implonentation of the
Indugtrial Training ot by conduoting research for and training key
enployees of the industricl Troluing Lowdd.

fin incressing borrage of ariticicn of tho allegedly cut-pf-date
training systen, based for tho rol t4uc on factual rescorel data, occured
4n the porlod from 1958 o 1962, e work of a numer of celolors Lighe
1ignted the lack of quality control cnd the dloturiing fact Shot the
training of most vorkers concicfed icppely of “cltting pext 4o i.ellien ©
“ho Governnent of the day was imdorcd €o tciie action and Shonge its attitude
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from one of benign paterual enoourageuent to one of assuming some
responaibdbility for training in industiry.

Fartly in response to this criticim, the Conservative Governmsnt
in the early 1960's adopted the conoept of planning by establishing the
National Loonomic Development Council ani becams committed to an annual
growth target of / per omt.17 The attempt to secure g higher rate of
eomonmic growth without riasking serious inflation, clearly dopended in
part on having en adequate supply of skilled manpower, 't the same tive,
Oritain's negotiations over entry intn the Common Hnrkot'i.ncraam;
competition in world markets, and tho nesd to re~deploy redundant ooal
miners and railvaym’all polntad tc the need for a more active manpower
polioy an the part of the Governmsnt.

During the period from 1960 to 1962, severa) peseidle initiatives in the
training fleld were examined by the Governpent. One innovation was the
introduction in 1960, on a suall soale, of first-year apprentice training
courgas at Governmert Training Centres which had previovaly conoentrated
largely on training the disabled, the em-aervicemen and the unemployed.
0f perhaps even greater long-tern dgnificenod were the steps tsken by the
Ministry of iducation in the lnte 1950'a and early 1960's to exp¥and end
reorganipe the Nation's further education systen, hile these educational
noasures oould not in thenselves secure a corresponding increase in
training opportunities they did provide an importent stimulus to the
development of day-release cs part of a soundly baged vocationel training
gystem,

Gtill the central problems emained: how to encourage more employers
to establish systematioc training; how to improve the quallty of training
in industry; and hov to fuence ilo system?  The idea of a tralning levy
raised by the Governnent on a uniforn basis across industry, on the model
of that utilised in France, was oxtcnaively discussed, it length, however,
the Government agreed on a variation of the training levy conoept - a levy
which would not be the same for all employers, but one which would be
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determined industry-by=industry according to the declalong of industry
training authorities.

fi Uhite Paper setting out the case for action and embodylng the
Government's proposals was published in Decenber, 1%2..18 Although
regponsibility for industrial treining was still to rest with indugtry,
the Lhite Paper gave stronger recognitlon to the Government's interest
in this fleld, After extensivo discussion with interested groups
during ths early part of 1963, the Government presented a bill in
Parliament embodying the thite Popere The bill became law in March 1964
as the Industrial Tralning Lot.

Thua the general failuro of industry end commeroe to take zotion on a
large enough acale, the exhortations of pressure groups, the awareness of
developrents in continentsl countries as a reault of the prolanged
negotiations on entry into the Common ilarket and the general lncrease in
conpetitiveness of internstional trade culminated in the 1964 Training .ot
Although mich progress was nade during the years irmedlately prior to the
fiot the general gtate of training was surmarioed in 1963, by the then
Hinister of Leabour, as follows:

"ia muat all realise the extent to which sound economic growth

depands upon the efficlent uce of cur most valuable natural asoet -

nanpower. Yet the truth ig thet far too nmany employers give little
thought to the queation of developing the potential of those they
employ, Iany provide no training at all; pany provide tralning only
of a most perfunctory lind; and nany forget the important part which
further education can ~ and should -~ play in the tralning of young
people,

e ssssafow infuastries have doveloped any moangs of enguring that they
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get the nunber of trained people they need; there is no way of

enguring that all exnployero play thelr porty there heo been little

cohtrol of the quality of %raining; and there have been few attenpts
to exgrdne in a oritical but constructive way methods and custons

of tralning which have been in operation for severcl generationc.”

The Industriel Treining /ot 1s vhat is techniocally known as an
enabling measure. It gives the linister of Labour (now the Secretary of
State for Cnployment and Froductivity) powers to establish industrial
Training Joards for "such activities of indugtry and cbmerce" es he
thinks necessary; and it cgets out the dutiea and functions which these
bogrds are to diascharge. It preserves a dicereet silence, however, on
such nattero as the content and length of training, and the ctanderds to be
achieved, Theso are to be deterdned by each training board in the light
of the particular needs and circumstances of its industry, cubjeot to the
aprroval end genercl oversight of the liinistor. Thus the Jot establishes
nachinery end gives pouers; it does not deter-ine training policy.

Very broad in scope, the (.ot applies to all industries, including
nationalised industries, but exeludes Governmsnt, The lot applies to all
lovelp within indugtry - for nanagement and pupervisory troining and for
the training of technologicts and techniclans es well ag ckilled, seniw-
gdlled ond "un~ghilled” wvorkers. ¥inally, it applies to persons of all
ages including the training, re~iraining aond further educatian of adults.

The ligh has thereforo changed the training hebitg of the nation.
Zraining has been takcn cut of the realu of the digeretion of the mdivi&zal
conpany or industrigl organisation and made o joint Government/Industry
responsibility vith virtunlly every industrial end cormorciel establishment
conpelled to play 1to part in glving, or paying for, training,
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The orgarisational veliales created to fulfil the objeotives of the lot
are the Industrial Training Doardss The dutlies snd povers of the Joards
ag defined in the fiot are:

(a) to provide or secure tho provision of sufficlent training

fao'.lities for omrloyces in their respective indusiries;

(b) to make recommendations about the nature, length, standard

ocontent, eto., of training for different occupationss

(c¢) to pay _ranto to employers providing training of an approved

gtandard;

(d) to inpose a lsvy on onployers in their respective industries

in order to mcot tho cxpenses incurred in cecomplishing (a),
(b) ang (o).

the Eoards therefore pronoto tralning of desired standsrd, based upon
their treining recommendatlons and using the levy- grent powvers provided
Ly the {.ots Lach individual Joard, with the iinister's approval,
determines the bamie and rate of the levy in ite industry and tl:;e means
‘of collecting 1it. ihile the .:ct does not compel erjployers to train thelr
enployees, 1t does compel them to pay the levy and to supply certain
inforantion necespary for nonpower planninge

The definition of industrios and the deterrinntion of the menbership
of Doards ere node by the Jearotary of State for Laployment and Uroductivity,

The full extent of the growth of the incustriel training field will now
be illustrated and tiie rolecs of tio variona hodies exnlalned,



As bhas been shown in the previous geotion, in recent years the world
of industrial training has been changed almost out of reocognition., Training
0ffiosrs and thedr ;unwtn aend, with them, the providers of further
ond higher education, find themselves confronted by a situation entirely
different from anything known or experiencsd bofore. It is a sltuation,
furthermore, that is now changing repldly, as the Industrial Training Boards
beoome more numerous and more involved with the practical training needs of
their industries,

The Industrial Training Act has provided training with s new ssnse of
purposs, but it has also areatsd a vast nev complex of resources, information
end obligations which must be understood by all inwvoled, This 1as illustrated
dlagrammatically in figure 3, ths functions of each major body being
commented on in detall belows

a2als The Devartamnt of Euslovasnt and Produgtdvite (D.E.E)

(Formerly the Ministry of Labour),

The Secretary of 3tate for Employmsnt and Productivity (having taken
over from the formeyr Minister of Labour in April, 1968) is responmible to
Parlisment for the implementation of the Act and for the use of up to £50
mllion of piblic money named in the Aot as the Government steke in
industrial training.

The Secretary of Gtate has extensive powers over the Industry Training
Boards, Ho or ahe ie responsible, on the advice of the interested
organisations on both sides of industry, for forming the Boards and also
has power to dismiss them if he decides they have proved inadequate. He

also nskes grants to cover the first-year administrative oosts of Industrial
Training Boards. The stewardship of these partionlar grants is safogusrded

to a large extent by the faot that initially, the secretary and senior
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sdminietrators of eash Board are on seocondmant from the ' epartaent of
Enployment and Produstivity itself.

In some omses the secretary of Ctate issuss directives on the
conditions thet must be met before Boerds may give grents for pertioular
types of training. le or she has to approve the overall levy and grant
policies of Hoards, and, at a more detalled level, th; Training Branch of
the DE,Ps has a constint and almoat day-to-day role to play in ensuring
compatibility between the policies of the different Boards and between the
intention and the implementation of the Aot The DgE,P., like the
Department of Lduocation and Scienoe (D.isS.) and gertain other Ministries,
also has official issessors altting on Tralning Boards,

In sddition to promoting industrial training through the Boards, the
Searetary of State and his Tepartment also operate more dirsotly. Zor
example, the D.,E,P. pays grants of its own, - through a Tralning Doard, or,
in the case of firma not yet coming under a Doard, directly to industry -
for particular types of tratning,

The Department also has its Instructor Training Colleges and its
Government Training Centres., It promotes the Training tfithin Industry (T./.I.)
scheme for, mainly, foremsan training, It also advances a number of
publications,

Mush of this Departnental activity pre-dates the Act but has been
greatly stimlated by the Lct's arrival on the Statute Books Thers have been
Covernment Training Centres of a ldnd, for instance, since 1917, and T,''sIe _
cochenes wers brought over from the United States during the last wer,

4ae2e The Cantaol Tralning Coungll (0.JaCa)

This body doas not have an cxecutive role in the implementation of the
ict, but ie an important and industrially experienced partner of the D.u.P,
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It 48 a purely advisory body. It advises the Gecretary of State on
guch matters as the scopes snd the nature of proposed new Training Boards
and the types and methods of training in need of encoursgement froam the
contre.

The Counoll advises ths individual Boards on such matters as
tralning methods -~ partisulerly in types of tralning common to most
industries and relationships with each other and with sources of further
education.

The C¢T.Co makes its advios to Boards end to industyry known pudlicly
through its publications, inoluding its Memoranda and ite reports to the
Searstary of State (and thence to Parliament).

Though purely an advisory body, and though laocking the routine day-
to«day contact with industry end the Boards of the D,E.F.'s Training Branch,
the CeTaCs im an important influenos on both the Secretary of State and
the individual Boards, In the latter direction the valus of ita advice
often stems from the fact that id ia well placed to keep the Boards well
informed on each other's progress and experience.

Seotion 2 of ths Aot established the Counclil, stating:

"The Minigter shall appoint a Council, to bs imown as tha C.T.C.,

which shall have the duty of adviaing him on the exerclss of his

funotions under this Act and on sny other matter relating to
industrial or commercial training which he may refer to it,"

What thess general terms of reference have turmed out to mean in
practioe 1s that the Councdl has played a particularly big part to date
in advising the Secretary of State on the soope and coverage appropriate
to the individua)l Boards though, of course, it willlemvorked itself ocut
of this particular crucial job wvithin a year,
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The C4T.Cs's advice about common types of training, on training
nethods, and on priorities betwean {ypes of training ia of value to both the
D.:b.P, and the different Doards, That the Council'a advice is held in
high regard ig evident from the way in which its pronouncementa have often
hed g marked relationship to the Secretary of State's own grant meking policy
and to the training and levy/grant policies of the individual socrds.
Mepberghip of the CeTets

Section 2 of the Lct laid downs

"The CusTeC.shall conasist of a chalrman ands~

(a) 6 employer representatives;

(v) 6 enployes representatives;

() 2 members from nationalised industries;

(@) not more than six chairmen of Doards; end

() 12 other members, of whom aix shall be appointed after

congultatlon with the GSecretary of 3tate snd the liinister

of Lducation.

The powers yasted in the Searetary of State for Employment and
Productivity may be great, and the advisory role of the C.T.C. may be
vitally important, but the ossentlal change brought sbout by the Act has
been the creation of the Training Boards. It is through the Boards that
the Aot has to bs nade to work.

The effact the Boards have on industry with thelr lovy/grant policies
end thelr training recormendations end their advice and guldsnce gemerally
mat decide what the Lot mesns in practices The Boards sre the real
inctruments of the fct.

then deciding the industrios to bo covered by Doards, the Searetary
of State (advised by the C.T.C) showed early preference for industries
that either had a koy national economic importance or had existing
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arrangements relatively easlly adaptable to the spirit of the ..ot,
Jurther Boards have then Leen established on the fringes of the earlier
Boards,

Memberahir of joards.

Members are appointess of the Secretary of State (after consultation with
the appropriate bodies). The largest groupings cn each Doard are squal
nembera of employer and employee, the actusl numbers varying from Hoard to
Doard. Lach Board also has a mmaller group of educational merbers from
local education authorities, colleges, and sometines universities.
Government Assessors also sit on oach Board, these coming from the D,L.F.,
the JeEeSe, the cottliah iducation Nepartment and any other Government
Departnent deemed toc have a special interest in particular boards,
Soverage said Sise of Boands

During the period slnoe the .ot 28 Boards have been estudblished,
covering roughly 16 million out of the total working pepulation of 24 million,
end very nearly achisving the acts intention of covering all industries and
workers outmide Government Departments, professional consulting firms, end
self=cmployed people,

The sise of Doards varies greatly, At the one extrems :ngineering
covers more than 3% million workers, while at the other extreme Boards like
Carpet, Civil Air Trsnsport, lan-made Fibres end Water Uupply cover 50,030
vorkers or less.

It 19 important to note that Loards ocover "establishments", not firma,
and each establishment deals only with the Board covering the establishnent's
uajor intarest. But one company, or firm with more than one industrial
egtablishment or unit in more than one industry might find itself dealing
vwith more than one Doard. The expeption to the one~Bosrd-per-establishment
rule is industrial catering where the Hotel and Catering Board has
regponsibility for industrial canteenc eto,
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It should also be noted that though ths one~Hoard-per-establishwent
rule 48 firn for levy/grant purposes there is important flexibility in
training itself in that Boarda may use each other's training reocmmendations.
Boards may also form joint committees for particular purposes,

Iraining Pollcies,

rolicles on training vary greatly between Boards, Uome iiave beem
able to produce training recommendations quickly; others have found it a
longer jobs Some have established group training schemes, and some have
got up training centres. Gome have set up extensive regional structures
to get close to the grass roots of thedr industry; others have found it
rore feasible or effective to work largely from headquarters. Most Boards
have tackled the operator and craft end of the training speotrum first;
but some have also made inroads on management training.

Levy/grant policies also vary. The levy is normally expressed as a
percentage of the payroll for each estsbliashment, taking into account
gsalaries and fees as well as wages. Oome Boards have made an early impact
vith a relatively high levy, vhile others have favoured a more gradual
approach, elther becauss they wanted to produos tralning recommendstions
before levylng highly or because they wanted to condition their industrles
to the rigours of the Act nmore gratdually.

Though grant policlea vary - not cnly in total amounts available fyom
the levy, but also acoording to whether grants are based on performance
rating, specific, per caplta, or any other of the possible forrmlas ~ a
congtant thread running through all grant policies ie provided by the lead
of the grant policy of the D...le 1taalf. Host Boards not only pass on,
but also angment, grant for such activities as extra off-the=job training;
traintng offlcer and instructor trelning; the industrial training periods
of mandwich courses, and re-trainings The Secretary of State may aleo
influence Training Boards grant policies by such provieions as a general
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directive that grant may not be given for craft tralning if it is not
accorpenied by elther day release or block releage further education
(1f they ere available),

fia the Secretary of State for uLmployment and Froductivity ia to

industrial tralning so, Governmentally, the Leoretary of State for
Déucation snd Scienoe is to further edugation, but in a much nmore
permissive and indireot ways, (The Goottssh Education Department in
Scotlend) '

iIn short, an essential difference bstween the organiaming of industrial
training and the organising of further education is that the D..P., under
the Industrial Treining fct, has direct responsibilities for providing
industrial training, or seedng that it e provided, throughout the United
Eingdom, through the Industry Tralning Boards end its own Training Branch,

Surther education, on the other hand, is edministered more indirectly
and permissively from the D.E,8, and the Seottish u,De This is largely
becsuse local education suthorities, elected locally, have a high degree
of autonony in the provisions nade for further education, as for achool
education, Furthermore, they ngke these provisions though a system bullt
up and sometimes jealously guarded - by generations of practices and
legislation, not through the clesn swesp of a single piece of legiolation
like the Industrial Tralning liot.

{ith university courses, too, it 1s the univeraities themselves who
cre almost entirely responsibls for the deteil of individual courses,
Univeraity Grants Committee willing.

Education other than at universities is provided through the local
etucation authorities and financed partly by local rates and partly by the
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great podd by the Qovernuent o cupplcsend pates goncrally.  TRAc latter
faetor memo tho Jel,3e anit Scolilch Lede ¢o Lo Jnot have cn inrortant
influcnce oo local educatian policica, and standoxd cotting, cnd has
peoponcitdlitdes for tho cupzly cad Yroining of teachers,

wrere &g aleo an dcportont 1Ll Ustwaeen Delele and oo lozsl
cdugaticn authorities cupplied by .eglonal Advidory csuncils,

Uewertholooo, 4t rezaling trul that o initiative in fheihor educaticn
ip very tuch in the hands of tho losal clueaticn cutiorities cnd the local
teclnical colleges, rarticularly ab the cruciel @rass reoto of thoe iink
betueen inductrial trelning and further educetion. It 4s ot losal lewol
that the majority of the couraso ot hove to Le linzed and intervoven with
industricl tralning oro concidved aud imtroduced,

Zor excnplo, ovea bLolero the Jadustridd raindng Jdot bLecone law o nuher
of technical colleges werc alroudy taiing an important initiative in pmoviding
indugtricd training qbt oralt cmd Ccoindalcon lovel und, very icortant,

Qoing o -through fullwtice couracs of dntegrated infustrial tralaing and
Sarther clucation, Thie type of crrangeisnt Lao procpered Qurthor now

taat the nethod of paying £or guch courses has teen mationclised Uy the Uesels
on tae basiso of 60, of integrabet cources being reckoned ao industrial
training (uith the grantc polley of tho rolevent Coard usually applylag

to it) cnd tho othor 40, counting cad bolng pald for - co Surther cducation.

The vlg exanples of growlh dn ¢hio type of cource have been onesyeoar
fll-tine courses of cortlned esvgallca cud Uroining to tho opeodficavdan
of the firgleyoor araftencn and tecinlclcn recgmendationo of the
Lugdncering Lndustry Trainieg Comid (LeleTeDe)  GU0 0Zfest of thege pavticular
Lol eTeDe recommendations 4o o denonctration of thoe importontd point that
Qarthor clucaticn huo bean allegicd Uy the Zndustriaod Yraining Loty nol
in o direot leAclative woy, bub UWarouch 1iacon with tho Doorda and
infdugtrial treining oliloers.
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Fraining Doarda have Leen gtle to make thelr needs knoun:
(a) through the educationicts nominated by the Dyis.Pe to each
Board)

(b) through the Lgsessors also appointed to each 3oard by both

the D,l.Us and the Ceottish LeDey

(o) through liason between the civil 3e£v§nts and advigars of

the D,E,P., the [.i5s and the Scottish 3.D.; |

(@) through the co~opting of educationists on the committoes

of the Boerds; and

(e) most of all, through the fest that though Doards cannot speclfy

the courses technical eollages should provide they can pecify
the further education that must accompany industrial training
Af 1t Lo to earn grant. ima hos industrial training, as the
'customsr!, had a deciasive influence on suppliers of further
education,

This combination of influences has made further education sensitive to
the needs of industrial training to an extent that hsa done gonething to
reet tha frequent oriticign that neither the !'hite Paper on Industrial
Traeining nor the Lot itself had mich more than the odd platitude for furbher
education, levertheless, the problems of liason between industrial
training ond further education remain acute enough for the G,T.Ce to have
devoted ite liemoranda lioss 1 and 4 to the subject and to have ended the
latter nemorandum with tho observation that:

In eddition to liason between Boards and examining bodies in drawing
up training and efuoation recormendations, thare should of couras be
equally close contacts reglonelly cnd locally between Cozrds ataffa,
“erional ldvisory Oounoll; locnl cducation authorities end the colleges in
inp].emnti'.ng thess reocommendations?,

Thus the ot and the Doards have made the link between industrial



training ond further educction vore cruolel (i ever befove, cnd the
rordsd exyancien and évelo men? 1n industrial tieining ave neocaasitated
o corplernentary and equally raplc expunsion in Supther and higher
education.

Lt the operative and craft end of tho tralning spectrum, for exumple,
the training recormendutions of tix Jiflerent lourds cre proviiiog an uverw
videning range of problounc and oprortunities for the examining bodies und
the {eo'niecal colleges. .4 the toeclmologlst end there hue bsen a lead
Zorwerd in un’ergradunte sanduich courases ond in postgraduate work at
univeraities, colleges and polytoolnics under the stlmulus of the sot,
the Coards ond the universities od colleges thenselvea, and nancgsment
cucation end training, too, huve huen stlmilcted out of all recognition,.

Yoy trailning officers in industry, for indusgtrial man-genents, end for
cducationists, all tde sddenly Ingreasel activity in furtier and ighex
education has nade knowledge of whut i going on in the educatioual sphere
vital.

T4th the eception of sondduwich course degroes or diplomas, the
further ard Idcher education cow ses demanding sone Lorm of integrqting or
intemmeaving wvith intustrin) training are examined throuzh cus of three systema,

“he fArst oporcting et opercidive, craft and teo niolan levels, '
rartdicularly the latter tuo lewvels, Lo the systen owerated princiaplly Ly
tho City ard Guilds of Landon Iuctifute Uit also by the [eglonol .xadning
Courdss  The former rrovides cxaxdinctions in more thon 2.5 further education
schores and tho coning ol the .ot Lins groatly increaseG the rressure ob ita

cirimdstratione Yhoere has bean niich interchange ol menbers vetween tue
| coards and e 04ty nd CuAlCs o 7loory coxmdtbers and Lliere lics also Leen
a need for the Institute to revicy goveral of its Jurther cducation schemes
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Grvelomanta of o longar Inomy o Aol - uns becoing cr-Al-ble,

Liueo o feb erme on $o the JGoGolo Dooll the rolicies of the lelaTe o727 OF the
Conrds Lave noCe oot economic atnse of purposeful invastnent in training

aldae Tho Ca7ele hng clgo given crealal encouragement to, for emxle,
rrogra—ed lecarning, Uader $ilo slirmlus the ranpe and (pality of 2z

has increased ¢rectly in the oot fow yoarg.

It i reatily apparent firon the foregoing that the fleld of industriol
tralning 45 now very nuch on in‘ustry, indeed a growing industry, &
thorough anolysis of thic induatry rervcsents o study in 48s ovn right,
for 4% vould apnemr on the surloco that bLetter organization end co-
crdinstion of the vhole would ghotr ¢ signdficant benefdt 4n terms of a
refuction 4in durlicated cnd unncreacery cffort, Jertninly there geemn on
obvious case for o central body to review and rationnlise the edusation and
traiping pystens ag o whole to ortimige thedlr conjoint rerformance,
Soneigtent with Uritish ctunderd rractics, the innlementation end develop-
nent of the training Judustry uvas not ~receded by lor ané dotodiled
intollcotual cffort dcaigned to producs the grond theory rnd 16 hos boon
abtached o o framented cnd confuging educotionnl ctructnre,
Totloncligation of the wiole would mrely read epnormous benofita,
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1. There are too many Doards duplicating highly expansive staffs,
premdees and paperworkes

2+ The utilisation of expensive nanpower locks to be very unsound,

The lerge numbers of training atef{ recruited from industry spending

most of their time on tho road visiting firms in a superflclel vay

troduces the feelin: that they would be better and more usefully employed
es troiners in firms,

3« Too much perer ia baing gener:ted and too many new ritusls are being
rroduced to replace the old ones. There i3 too much desire to tick

nanes off a liat as having conformed ond not enough desire to make yrogress
in derth on a narrowver front,

/» 'hen faced with the tash: of improving nationsal treining gtandards there
is a conflict of alternativea:

(a) to go for the obvious, easy areas where a rarld end

spectaculer imnact can bs nade - a politier) rituationg

(b) to go for the difficult eress, on a narrower front, where

there 13 a serious need and leave the easy areas wntil later -
a training situstion,

Poards who have dectded on course {a) have developed larpe orgrnisations
of a buresucratic nature, to cover the axtenaive field which will not
neoessarily be aprropriete for (b) when they begin to tackle 4t.

{. survey by the Gmfe&eration of Nyitdish Indnstry,aa while strongly
endoraing the principles and intentlons of the Act, made serious reservations
about certaln features of ita operntion, It oconsidered that:

a} ‘Yore headway should have been made in tackling some of the

Hundamental issues;

b} There wan n great dmger of training for trrinings ecke in puraudt

of grants
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o) To be sucoessful tho o;:ordtd.on of the iot muat coumond the
reagpect and support of both employers and emrloyees. %o
achleve thia, the aystcno of admindstraotion and prodedures
ruat not be unduly sorlex or be, or appear to be, a waste
of noney and resourcen. C~bove all, rcalism smat pervess
the work of the Bomin "n &1 4its aspects and thoy qmct not

becoms divoroeed fror current thinldng in thelr Incuastrien or
remote fron the practicnlities of the tradning altuation.

d) The a‘ct. nhovle be leadir;; e a more radienl approasch to some

of our training problens with e viev to the reforn and
modernigation of tho ystens

In corelusion the aurvey stntas thot:

Mueh time, money and femrccn 1rve been devoted to the turposes of

the Lot and a considerable ncetuworl of administration and control built

upe The itmadiate effoct hns heen to croato n great ¢orl ol aotivity,
which mist not be confussd wlth actlion, and & new buresucrssy in infustrial
treining 43 fost belng eatnbliaked which vill goom have to justify itself
by concrets results, {lthough thero have bean some aolid achievenenta by
the bosrds towordo improving the otructure cud pattern of indugtrisl
training in their industries, tho recl test will be whether tisir cchemes
tnd recormendations lend thensclvez to practical implementation Uy firme
cs a vhole gnd result in the inercased cffidlency and faibllity of thelir
vorkpeorle,”

!hile it in perhaps stilld too early to fully assess the success or
failure of the 106/ [.at, cone o2 flese criticdlans ave vaild (nd certainly
there 1onld serm to have been o S Yore to Cate to aciilleve any signlflcant
inprovcaent in industrye Shero 1o obvious cvidence of soue progress
being rode in increasing the suply of didlled mn;mar,atu‘:. surely “he real
eriterion for messuring the sucees: of the fot 1les in aeasseseing its impaot
in dspth in industrye CThere i3 n cormlcte lack of ¢vidence in the
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literature of any glgnificont depth otudles "before end after” tho (gt
having Leon undertehen to indicato vhether or not any golid achievements
have really been made in changing attitudes and immroving officlencys.

The necond objective of the (ot ia to gecure an imyrovement in
quality and efficlency of industrinl training. The achievenent of this
objective must devend in part on the work of the Ponrds in estzblishing
good training standerds end the creation of an gffagtive training
inpectorate or advieory service to ussist firms in improving tholr training
ataff, facdlities and curriculas It aleo depends on the provigion of
technical training agzlstonce to emall and speclialiced frms vhich
herotofore have had dlfficulty in developing adequate training arranpements,

perhaps vith enall companies,

(ne of the major problams the Boards hm experionoced in attemting to
fulfil this function is the AAffioulty of finding eufficient numhers of
mudtobly treined people. Ono of the mopt frecuent grievsnces heard in
induetry concernn tho advios (or lack or it) glven by field staff. The
Boards seem to have falled to grasp the importsnce of this fundamental
aspeoct of the%r operations and have given it inwafficlent rriority.

Boydella)painta a partioularly dismal plotures

Moot field training otaff heve been recruited, not from training
epocialists, but from people with exrerience in nanasenment from the
respective industries.

Irmediately one rdght wonder to vhat extent they are cormitted to
traiping, since they are cordng fron the ranks of these rviose entipathy
towards 1t have resulted in the nced for the Doarda to be set up,
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Indeed, in my own experience I have net recently appolnted tralning
edvigers who admit that they are not at all Leen on tralning, but who
gee a 2tint vith a Board ag o usgeful otepping stone to higher tiings
or as a confortable.sincoure,

lgain, there is little traluiny uvpilable to equip them for ticir new
role, the only courses run on any sonle being mix-week “crash® introiuectory
courges. How osn this erilble tlie nivlsor to asslst oompany training
offscers uho nay have been in the job me: longer? Indeed, one can imagine
the rcaction of the industriul triiping offlicer being advised - and inspected
- by gomeone vho wes on the same lntroductory course ss himself but who,
durdng thal course, displayed less comrdtmeut and ability than he,"

Thig 1d a very real provlem, but the Lourds themselves have cccantuated
the iggue by fallin;: to cdefine the zole.of thelr field stafl, Ghould these
Aindividuals provide techinical assigtance and advice to flrms or should
thelir rolc be merely one of ingpection for grant purposcs only? It appears
that nozt Dloords are attempting to Jind a middle ground - enalogous to the
role nlayed by iler ilagcsty's ..clivol 1’.11fspeu:sf.'n:):t.-am26

1o declored philosorhy of tho Gileielelslle in thia arcas is worthy
of discussionse

lilo pee the Doard Xnotioning ns adviseras and co~ordinators helping
to gpread ideas end methods which vill be of reazl benefit. .8 a result wve
vant the maln job of our field ataff to bo helping and adviging although we
realiss that they will have to do 0ue cxmilning of training standards with
individunl firms. In %o with this 4t 1s our intentlon not to insiat
on inapection as a pre-condition ol crant but rather to toll the manugement
to i a certiflicnte to tho ¢ffuc’ Chat conditions aet forth in the Grant
Sehome have been msts ‘o will of course reserve the rigliv to inspect and to
call for ‘ndependent certificntion if need be," 27

Ingpection pugh bo a primary roles The /et was necessary in pert dus
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to the inability of a significant proportion of Andustrial msnagement to
fully utilise existing resources and their fallure to recognise their
ingtdlity. Independent inspection of coupany practioce mugt therefore
be fundanental to raising the lcvel of training gessnlly, ocoupled with
inforned, constructive advice on v: o and mesns of immroving yarticular
conpany needss

Unleas urgaut sttention iz given to remedylng the Joards neglect of
thie crea of tholy cotivitico then tholr achievanents to date will be
relatively reanipgless in torns of ~2oting the eins of the Industrial
“ralning l.ot,

‘“ho third objective of the Industrial Training /et 4s to anportion the
cont of tralning nore fairly betuecu firca, the levyegrant mechaniem being
the noans to cohleve this ends /. oubstantial gmount of oriticism lovelled
at the /et centres upon the ineffcctiveness of the varlcus Training oard
levy=zrant oystors. .

Jfter hearing considersble testimony, the louse of Cormons .stinates
Gomrdittee concluded that the lovyeront syeten wms presently oporated was
in fact "impeding the Coards fron proper considerution of future tralming
policy cnd is not serving an a proper Ancentive for firms to improve thedr
training."zs

"It 1o wnsatiefoctory that Industria) Praining Dooeds ghovdd ennloy such
a disproportionate amount of thelir gtaff and time on cetnlled, financial
congideration inposed upon then by o conrlieated systen of levy=prant. It
choulc te the nollcy of a nswy Corxd $o thin: firat epd to act oftervards,
to cvold establighing a bturemorery to alminister a oysten which moy be
ovo:‘ta}:%; by cventa and to concentrate on lorg-term rlaniing for future

needs,"”

‘ho charge of unfalrneas of the levywgrant systsn stems in cart from
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training, Hovever, they desmsd it as being too early to recomsend
radioal changes and suggested instead that a thorough study of the role
and organisation of the CuTeCs bo made with a view to making recommend-
ations for change in 1970,

. Heview Committee was duly appoipted on 27th February, 1969, and
reported in April, 19703? The oconolusion of thiu- Mw van that while
the conospt of an axecutive oentral authority had sttractive features the
oams against it was deotsive and thersfore that the advisory character
of ths C.T.Ce should bs retained. However, thay sgreed that more
initiative and influence from the centre was needed and proposed changes
to allow the Councll to realise its potential in this respect, The
proposals include a major extension of the activities of the D.E,P. to
aseist the C,T.Cs but nevertheless, 1£ they are accepted, they will
updoubtedly go a long way toward providing the training leadership and

co~ordingtion necessary.
33
Sa8. Iduoation and Tralning.

An 1ssue whioh has received wide debate since the pasaing of the 1964
Lot is the relative positions of industrial tralning on the one hand, and
the aseoolated further education on the other, these positions not heing
very clearly spelled cut in the Act Ltself,

Through the debate a clear ricture has emebged of the responsidilities
of each area, vis., that further education fs divisible into droad~-based
aldlled training and general eduocation, while industrial training i
conosrned solely with aliilled training. Thus as fer es industry io
concerned it naturally wanta to sec skilled training linked as closely as
possible with the requirements of the employee's employment, but 1t must
recognige that 1 Lis in the beat intarests of the trainee, an’ ultimately
of induatry itaself, if his programe also includes educational nrovision.
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These interests are spelled out by the 0,T.C. sa belng broader than
neoting the requiremants of specific Jabl.al. They include "the inculcation
of a broad understending of relevant aclience and technology co that the
traines aprrecictes the problens of those working on associated ocoupations
and ie better e-uipped to adjust to the changes in the nature of his work."
They almo include the widening of the trainee's understanding of the
coclety in vhich he 1lives and the develormsnt of his personslity, i.e. the
feneral edusation nentioned earlier,

The activity of the Doards in the futther education arhere led to them
taking the initiative, courses in sone cases belng devised merely to
correspond to training achemos and training centres belng antsblished separate
fron further education, Too little attention has been given fyom the outset
to bringing aboub a workable interration between ednoetion on the one hand
ond training on the other,

In the reviev of the 0,7.0,rrevionsly mentioned considershle time was
given to this issue and a propoaal made that a speclalist commities should be
get up which could advise on the integration of the two systems.

I o the Mt

This gection opened with . extraoct fronm a recent uritten comment by
the Seoretary of Otate concering criticism of the industris) training
gyater, She ocontinueds

#"The Satalogne of charges i3 also soemingly damnging. In fact, it

18 ezsentially encouraging, for it meane that et last industrial

training is being taken seriously in Britaln, 7his is an importént

anten formrard,

The argument 48 no lonzer over the need for intustrial treining -

cnd re=tralning « but gbout the method by which 4t 25 rrovided. In

other words, it is no longer ahout the Justification for the

Industrial Training ot but 5 operation.”
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There hgg becn a hoaltly chmgo oimco the Agt in tho industrial
training olimate but same rore baglo mecagurc of the efficlcncy of the
ney and eostdy systenm mugot boe estolMiched, 4 r:oroa@ucal co-wonch
rmat be cdopted and as pogalblo o rigormug benoft - cost andyatse.

Tho nrorodals camating Srom tho Deview of the CeTele, L€ aorlied
chould wmdoubleddy lecd $o Aoniicent inzroverents in tho rresont
ryotens Novever, thero 43 o need Qo continnoun review 4n fonth of the
cehievenents being rofo thwouh Ao ot the grracroots of industry, aineo
eortoinly tho role of renl ecelfcvc-oud ¢o Oate Bas pod bem greate Unlcos
the systen undermpce canciderahlo radiflection end chenge 9o ot will pot
o o poverfud enough Anaslrurent for brinsine chout tho chmnzen 4n past
cbtitalen ma treditionel preoticzen thod orve ecomtied 42 vo cro to hove

a rafern and offledont Crofininn cnlon.
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The particulsr company exarined in thias study folls wmder the ambit of
the CAI=1T3 and 4in this chapter the dmre;.o;ment of this "onrd WwA11 be
dloougaed, The Mourd wag the tiraniywfirat to hHo estehlished and therefore
hafl ooneiderable experience to drrvw on from other Rorrds drring its early
b Siauselt Aurther trade ansocdatiorz exteted An particular the “hemieal
Intustrias [ssociation, vhich had Imowledge concerning a sizndlfoant
proportion of the industrial sector f£21Ying under the CAF-ITIN, Thus ths
teattling-in? stage of the bonrd hra bhasn reletively short -nd a review
¢t this atage wil) reven)l the nature of the Doardts role,

The Board %na arnointed by th: Jecretary of Jtate for “-rloyment
end Productivity on Oth Octobor, 1967, The industries which 1t oovers aro
set out in the relevant Induatrinl training ordar.Bv. Annlysen of
employers and of omployeas by tyne of job end sections of indstry are shown
in aeppendices 1, 2 ant 3 resnectively, The Poard covers sn-roximately
34500 eatabllshrents with 450, employecs.

The membershin of the Norr? conslats of a Chatrman with eipht
erployers', clght ernloyses and five cducational rerresentatives,

Zada The Dagho Dotas

Before mny Doard con effeotivoly rerform its worl: 4t 13 necessary for
o Depdstor of latoblishments wAthin At seore to be commlled, Ny mid-1963
this tosk wos well in hond,

The najor baptc task, which nomb Bosrds have undertaken, 19 to make a
forvard survey of nanpowver ra-nircients in the different cnterories of
enployeen in the infustry. 4 sovle awvey throuch o 1975, and mounted
Jointly uith the Cherieal Tndustring ‘snocintion, hut embrasing also the
A1 ed Tatugtries, Lo well advnced and « report shorl” b Lzgmod during
1970,
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with the Chpirmm as the link nme. On the peart=time clcdo there are the
nonbers of the Bourd and itn Cormitiecs who ocome from all sldes of the
industry, {ron trade unions and fZrom the educational feld,

The fll-tine staff, ar-rori-ntely eighty in number, ars losated
at heafmunrtera and in the field and 1n: up with the vartous Normttees
noinly through e Senlor Training (02f1cer: onc Sonlor Trainin« Off%cer
wvorbing with each Training Cub-lorrittee and ita assoclated working
parties end study groups. calor Training 0ffoers attend neatings of
these bodlen to flve alvioe and viiance, They alao nrovide the liason
between nembors an? the Poand's fold staf? (Training “dviszers) who, in
tum, are in oloss und constant cxtact in the fleld with the industries,
Thug, through the Jorrdttee atructire and thwouch the permanent staff,
there ia a "tuoeuny® cormamication hetueen industry and thoe “orrd,

The Doard initislly set up three "dvigory Sommittees cexling with
Training and legearch, Levy and Tronts and Zstoblisktment on® Tinanoee
Lach menmber of the Noard was o menber of one of the three Jormittean,
which moet under the Chalymansiin of the Noard Zhairman, Tn a’dition, the
Training ond lecearch Cormittce set up four Training Oub=Jorrittees to
oarry out detziled work on an oocunntlonsal bama a3z followas

(1) Management and Supervirion,

(2) Ingincers, Sclentiats, Techrolozicte ond Techniciang,

(3) Jommercinl, Slerical ond !'mspement Services,

(4) Industrinl {enbraaing orcrators, craftzmen apd oncillary workera).

ith the exception of {3) thn Sub-Tormtttees met uncer the Chatrmanship
of a Tocxd nember, Gube=Onmrdtices cnbraces clgos none"orsd membors.e Thie
rroceure vad Surtker extondod ro tho CubeSormittecs set up vorking partles
end sptudy groune to considor pertletler capects of traln’ng,

Tis besgie ctructure served the Noard to cid=1070, the wortdns parties
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end study groups varying ad spociilc taslip wero completed. .izures
4y5 ond 6 ghow the struoture and thereby the work enmphasis {hrowgh tine,

vidlat figure 7 ghows the struotur) ciauge wiich cccursal L 1d=107,
the Lraining cub=Sommlttces veln,; curidned So Lorn one llasom viee
Cormdttco.

dAgure U Lliugtrabes I AUeu oy to the aadlention of a
troining recormenfotion, Uic ueils W uideh the Dot Intents 4 effect
control over troinming ctandixty “o JCaolrge  LorwQdy sooon o cndatlons
ure initisted by a Uourd “opking laviy coprlalng people clasels involved
in the irdustry with $ho subjueoh o The rezomondation, hors 1s dlso
close licoom vith any olher .ooiihiy losyd wlio iy howo covrles cnt work:
in tho morticulep fi0ld, and re_ Xl Lo dlso paddl to oy reloviond miblications
hr the CyPale

Following rebting do $he retowmud Wralning Cubedo sEEs Low the
Idgson Jub=Uommittec) the recoma:docilon ie cirend ted in Qreth Lo Lo
coment Ly peleoted conpunien oG onroprlale Tra’e oasocletlious and
irofessimadosics, wmi open (locvoslen reotings crs alpo roecnceds ke
corments and edvice reecived are Lln conglicyed Ly the Tlorhlus Vasty
vefore the finnl Cocuncnt fo ol iited, tleough the daisswis—1dtco and
“raloing ond leseorch Gourddlce, fur Uocrd cgreoientse Jinglly the
adviagern of tho vearctary of Uirto Luve the oportinity for coruont.
«esotmencobions thorefore weprencnt o congldered vicy of §90 Toard, ofter
conmliing ¢l the poridcs Jeld o L o intaresd, g3 €O thiec hesth vay
o2 handling a g@ven type oL toulullye

woveral Sreining seeu swndeng oo Lecn yutlebed of o cqn:iidemble
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The Noard dees nob durtel hul S o olven yoar Lo anle of tic recommendation
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In the longer term the Bourd stated:

"In ths ocontext that the cbjeotive of levy ond grant is to get good
tralning quickly into operation in the industries we serve, it is our view
that levy may marginally increase in the iuzmediate future ysars in
acocordance with priorities the industries recommend through the ndiu- of
Woxding Perties and Committess. Howsver, in the longer haul, 1t should

ba possible to raduoe it as firas within our induatries universally acocept
that good training has a pay~off, until the levy falle to vhat is necessary
to sustain the cost of an advipory servioe dolng studies in depth, and
research into tralning problems, on an industry basis."

The Board gave immediats exemption from levy to small firms and in
addition gave serious considsration to differential levy according to
industry., However, it concluded that no really fessible approach to
differantial levies existed without an undesirsbly high degree of
complication,

A recent major ohmgo%n ths levy=grent policy concerns the ceiling
on a ratio of grant earned to levy peid. 1In original grant schemes the
ratio vas set at three tines the levy psid, 7The new ruling limits the
grant to & maximm of 1105 of the lsvy pald for firms vith 200 or wore
enployess. The Board's reasoning vas as followsi~

"While the previocus upper limit has been reached in only a relatively
few instanoes, the analyses of 1968/69 Grants reveal that a number of firms
have exceeded 100% recovery. As training effort inaresses, the number
1;1 the latter eategory will increase and caloulations show that this trend
could exsrt strong upvard pressures an the 1970/71 levy if the present ratio
1imits are not reduced in respect of 1969/70 Claime whilst saintaining
suitable incentive to those firms vho lose well tralned staff to others,”

Zs6s Tha Rale of Flald Staffs
The Field Training fdvisers, cixrrently ssventeen in strength, are
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divided between Northern and Southern itegional Training Manegers, Thedr
role, as stated by the Board,ja"inoludeu ths provision of a training
advigory services to all firms, making known to firms the Board's
treining policies, advices on the form of tralning records, end advios on
the current (rant Scheme, /Apart from kesping contsct with firms in thely
area, the Training /dvisers will alsoc lisss with area reprossntatives

and comdttees of the Trade Associations, Educational Bodies and Area |
Produotivity Assoclations,” _

It 1e important to note that no mantion is made of the Training
hdvisers having an inspection role to validats Grant claims. The Bomrd
have stated thelir policy in tils regard, as discussed in seotion 5.2,
the relevant statement being:~

"/e see the Board functioning as advisers and co-ordinaters helping

to spread Ldeas and methods which will be of real benefit, As a

result we want the main job of our field staff to be helping snd

advising although we realise that they will have to do some examining

of treining standards with individual firms, In line with this it

is our intention not to insist on inspeotion es s pre-condition of

grant but rather to ask aansgement to aign a osrtificate to the

effect that conditions set forth in the Grant Scheme have besn met."
ZaZ:Rasoarah,

i Ressarch Sub-Committee has been formed by the Board to screm and
agree applications for grant-siding treining ressarch, Initially Ireaearoh
will be oconcerned with assessnents of the effectiveness of training in given
areas, the Board having acoepted the advice of the Committes that the question
.of assessing the impact of the policies of the Board as a whole could not
be effectively undertaken in less than a perlod of three ysars of thelr
ingeptions The Board intends to mount a survey through the medium of en
indopmdo;xt party during the sesoond half of 1971, time being devoted during
1970 to exploring the best method of oonducting the survey,



The Doard's activities %o cate eon De suamarioced en £ollouss

(1) “hoy have estoblialed o trelning erganieation, fulletime and
part=tine, involving oll ceeftors of the industry thoy cmbrace,
out of whleh aro cmerglng gencral tralning ogtsndarde {or the
industry as a wkole,

(2) They have endeavourcd %o roise the level of treining conzalouse
negs in the industry through thole publications and viglts of
thelr feld ctaff to firmo.

(3) “hoy have made significent progress in initiatdng troining in
snaller componies vhere previcusly no training exioted,

(4)  They have establiahed o levy-grant schermo uhich initially
gpread prant lberally bub vhich is graduelly being ooulded
to conform to the gtandards cet Ly the Doord and in accordance
vdth thelr ascosgnent of thie future tratined nannoucr needs of
the indugtry as a vinles

(5) Through fleld ctaff cnd the requiaite roturnc from industry
to meet lovy=grant requirencnto the Eoard 1o ccoumlating
Inouledge cbout the gurrent tralning cotivitico in the industry,

If the Doaord 4o to bo oficotive and achieve tho clop of the Jet it Wil

have to penetrate industry in o cignificont vay to acsess tho mecl volue
being obtained fron training, icemtify areao of negleot and ot as o gstirmlant
to good muncgemeat in tho industry. She cotivities of the Dosrd to date
rovide an egoentiol background uvill will facdlitate thdo ingress into the
induotry, but 4t 40 Ciffcult to cavisase the Doard as it 4o rresantly
eonctived nakdng recl Anpeot An dorge conponics vhere the najority of the
1chour force 1o employods “ho present £ield otructure/role of the Donrd
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ig cortoinily unlikoly to provldéo Coro then a tolzen incdr® dnto tho
affolra of cyoeifde conmomico, cd thoe Caard have ven o dndlection
to doto thob thio cdtuntion 4o X0y o chcanc,
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a s thas LikTagle o

fala Zhe Fature of the Conpsnys

Facllitiea were provided for the atudy by the Imperlal Smelting
Corporation at their maln stite at ivonmouth, near Bristol, Imperial
Omelting is the principal member of ReT.Z.(Critein) Ltd., which
comordinates the varied interesto in this country of its parent company,
the intermational mining and industyiel organisation, the iio Tinto Zino
Corporation Ltds £J1 operations at /vonmouth are managed by 1,5.C.(lieSeCe)
Ltd,, and though the coupany Lenefits from i.T.Z's role as co-ordinator,
it exercises a major degres of eutonony in the orgenisation and conduct of
its own activities, Tho organisation structure of the senior levels of
the organisation at the time of the study is sghown in figure 9, Imperial
Snelting 18 the largest of a nunber of pedlume-ziged chemical companies
looated on the Avonmouth Industrial Gite, employing approxinately 1,700
personnel.

The produot rango at ivonmouth 15 extremely diverse. The major
netallurgical product is zino (the company provides approximately 56, of
the national suprly of zinec), but in edditlon lead-bullion, berylliun -
copper alloy and cadmium are moduceds The range of chemical products
includes sulphuric acid (approxinately G of the country's production),
phoaphorio aclid, hydro=fluoric acid and fluorine conmpounds such as the
"Tegson' range of refrigerants and asrcool propellanta,
Sa2edralninz in Checionl Jomoandogs

Prior to digcussing the {raining finotion in the company several points
need to be made concerning training in general in chemlical cm::x:ganiml.‘!‘22

(1) Lis a solence-based industry, tralning has long been recogniged

as an esscntlal part of company activities, iurther, since the
industry 48 constantly changing due to technological change the
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pattern of training muat change in order to keep up to Qate, vaking
oonatant re-analysis of tralning needs essential.

The Imperisl Snelting Oo. have as recently as 1968 commiasloned

the worlds largest sinc/lead blast furnaoe at .vonmouth, a process
the company pioneered.

(2)Bacaunse of the nature of the industry the nuaber of gradustes,
soientists and technical supporting staff suployed are relatively
nore important than in many other industries., The provision of
such staff and its proper integration snd maximum utilisation in
the industry presents a constant education and training problem due
to the need to provide the requisite amount of education and training
at the right lewel and at the correct time.

(3)There are areas of sach ocmpany's activities which are unique to
that partioular company and for which training must therefore be
tallor-made,

It s vith thess points in mind that the particular training activities

of Iaperial Imelting must bHe oonmidered,
fada.The History of Iralning in the Coapsnys

Training as a function in the company's activities existed, pre~war,
in the form of oraft apprenticeships umder the engineering department. 1In
1940 personnel was established as a separate fimction and through this
departsent training was extended, though obvicusly on a small scale
initially wvith personnel and other employees devoting pert of thelr time to
the treining functicn,

The early/mid - 1940's saw the introduction of msnagement training
down to first~line supervisors and ths establishment of commercial treining
for juniors, ons member of the perascnnel department being devoted full-time
to administering and orgenising training at lower levels. During the sane
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period tralning schemes for science~based employees developed formally,
and plant expension in keeping with the war effort proupted a need for
operator tralning. The first training advirer to the ooupany was
appointed in 1945,

From these initial ateps programmes saerged to serve all aspects
of the oompany's needs in ternms of managers, supervisors, teclmologists,
technicians, craftsmen, operators and commerclial persounel, this enlarged
level of activity developing during the esrly 1950ts,

The extent of the tralning in general and in particular categories
of enployees tended to be controlled by the chief executive of the company,
end sinoe naturally there were varying degrees of comltment toward
treining wvithin the chief executivea, the numbers responsible for and under
training varied through the years, GCignificent shifts in training emphasis
ooom-o:&, foreman's ocourses being for exasple psrtioularly stressed during
the early 1950's and then being ahelved in favour of shop stewards courses.

The evidence therefore indioates that to a significant extent training
vap regarded as an activity which would be shelved particularly in times
of economic diffioulty, not as something which needed to be continucuse
to be of real and lasting value, However, even during 'lean' periods
there always existed a full-time training offiocer with apprentice and
junior training end some msnagemant training,

The company training records reveal the sxtent and to some degree the
pattern of training through the years, and substantiate the foregoing
renarks, Appendioes 5, 6 end 7 show statistics over the ysars for
nanagement courses and the intake for junior courses and chemical plant
operator aprrentioceships respectively,.

From the mid=1960's ths training activities extended in assoolation
with considerable compeny growth, and 1967 saw the establishment of a
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fornal education and training de-artment under a senior porsonnel officer
respongible to the !lcnsger of the leraonnel Cervices lepsrtments The
philosophy behind the establiahment of tida departrent waaz tlab training
had extended to such an extent thu® centrallsatiocn vas deslratle becmsc
of geograrhical problens of comordinating and controlling the tralning
efforts throughout the goupany. “hio struoture of the department,
together with the approximate sprand of responsibility, Ze shoun in figure
20,

The training departuent currently serves the company throuzh organising
and adrministering a wide range of in-compeny programcs, raorulting and
progressing all juniora through thelr relevant courses, al-inistering a
graduate training acheme, providing an advisory/clerical service {or
external courses, and aoting os the izl with eduocational borics and the
CaP=ITB, The range of couraes and junlor programmes is proliflo,
appendices 8 and 9 showing statistics of the junior trainee positicn at
1st,liarch, 1970 and an in=company prograrme for parts of 1969/70
respectively,

5 separate nansgenent develorment scheme hos recontly beon initliated
in the company, thias scheme being incependent of the education and training
departnent.

The training department budget tixough recent years reflcsts the
growth of the activity in the company, expenditure having qualrupled
sinoe 1966, This budget does not include the salaries or vages of
cnployees attending ocourses.

i:5 has been ghown training nractioe in thlg company exlgted in dejth
well before tho passing of the ,ot in 1964 Tho company was nade conSdous
of the Not and its nantfestation in the Jorm of Training 3oards at a very
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early date since it alnost fell under the Lngineering Industry Training
Board in 1964, However, it corrcotly avoided that "fate" and duly fell
under the CAI-ITD in 1967. It would be extwessly diffioult to deteot

eny change in company praciice o8 a result of the inception of the Board,
The volume of training hee increased, tut this caon be direotly attridutable
to a company need, Further the emergence of the CLP~ITD negegsitated a
ecoentral record-keeping function, but it was logical that this would occcur
with the company need to centralise training to some degree for coe
ordination and control purposea,

On the question of the quallty of tralning the extent of the sunmpany's
prectice and the level of that practice have proved entirely adfusts in
reeting CAM-IT3 requirenents in terng of attrasting grent, cloims having
been approved virtuglly unchenged, Murther the training recci—endations
published by the Board to date are genorelly simply a mirror of practioe
in the company in that partiocular ares, since the conmpany has been ocne
of the leadera in the training field and has therefore dewveloped
congiderable expertise in the discipline. In faot to some degree vislts
by CAF-ITB staff to date have been to seek advioe on partiouler aspeots of
training,

These faots being eo it i diffiomlt to envisage how the Board ggp
have eny impaot upon the conmpeny's training practico mnd insvitably the
question arises as to vhethar or not the Uoard geeds to have any lupact,
other than to subsldise the company's tralning activities to some extent
through grant in excess of levy paid. Oertainly the compeny has in the
past been a souroce of akilled lobour for the industry in the area and should
be on the receiving end of the equitahility balenoing act, It is
important that grant in exceass of levy is seen as a ‘bonus' - it ocsnnot
by sny yardstick be seen a® a otimulant, since total tralming costs exceed
grant several times,  Further, with the recant introduotion of a maximumn
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grant of 110, of the levy pald tho Loard activities must cost the compsny
finsnoially, cdue to the Cenands on company employees on Doard business,
Locepting that a elgnificant number of chemical companies have had
to be simlarly training consalous over the years, especiclly medium and
large-sige coumpenleas, the major employers, the role of a Treining Board in
the industry sust be to soms extent different, These compsnies have
been training end have therefore developed experience in treining over a
mmber of years. Yet the aims of the Industrial Tralving /ict are as
arplicable to this industry as they are to uny other, Tle anewer mst lie
in a different interpretation of the iet - 1,04 our baseline is higher -
we have a great deal of training, some of which is very sophisticated, how
can we better organise thls training to achleve the aims of the Act?
Unless the Board penetrates the existing practice of these cou . anles it can
achieve little over a large proportion of the industry, Cun'ently they
sre contributing no added value to training in Imperisl Smeliing and simllar
companies,
15, The Lssmlnats ¢ p % irachi ad_ittitudos
i considerable amount of the training which the company gonducts and
supports i:s necessary, justifiable end of value, This exanmination was
rrompted to discovers
(a) the degree of penetration of the CARITB;
(b) how basioally sound the company training aotivity was in
terma of the criteria discussed in Chapter 3; and
(c) the genaral employee attitude toward training and any
signifioant chenges which might improve the value being
ourrently obtained from the training aoctivity,
In order to achieve these ains the author interviewed 112 personnsl,

comprising a samrle of elght employee categories acruvss ten departments of
the company. The author had no imowledge of the company or its employees
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prior to the study and the selection of the interviewses was random from
the oonpeny records,. .

The nunbers of enployeces inlerviewed ropresentated a significant
proporticn of the total nurber in each of the respective categories cnd
therefore in the area of the coupany embraced, as followai-

:MPLOYLE LUMAER % INTLRVIEIED
CATEGORY ILSLRVILNED ik GATEGORY

Area Mansger 9 80%
Superintendent 17 405

Apsistent
Superintendent

[nglneer

Day Supervisor
or foreman

Shift Supervison
or foremsn

bngineering
foreman

M=
g

35%

Other sanior
ataff

TOTAL

35
355

Bln le Iz |e

The interviews vere based upon two cuestionnaires, one to area manogers
and superintendents, the asscond to all other categorles, the questionnaires
being shown as appendices 10 and 11. The nature of the interviews was
howsver discussive, with the author making notes during and immediately
following each interview, the latter varying in time but generally lasting
froa 30 minutes to 45 minutes.  The intervievs were conducted st or near
the interviewess place of work, in private and with sn sasurance of anonyuity
to lover category interviewees from the suthor, The questions asked vere
glanted toward in-conpany oourses generally, but comments were resguested
concerning all the treining activities of the company. The vast majority
of the interviewees were wexy conmmicative end the number cbout which the
author had any doubt conoerning the honesty of opinions expresaed vas so gnall
that the results of the examination would be unaffected.
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CHAFTER 91 STUDY. RESULZD,
9ale Preliainary Gonglderatioass

Ap a result of the interviews the author was able to obtain a clear
body of opinion concerning the dsvelopment of the training function in the
company and its present status, These matters are basically important
and will therefore be discussed prior to analyeing the opiniona/enswers
prompted by the questionnaires.

(a)

(v)

Training is considered over the years to have been organised in a
haphazard fashlon, with ocurses emerging perhaps as a remult of
a general felt need but certainly not as a remult of a searching
assesmment of performoncs, In-oompany coursss in partioular
have been regarded as very general, to meet a possible need at
some particular lsvel in the oompany, everyone who ocould be
released attending the partionlar course.

Employesa have obssrved a significant increase in the amount of
training activity over ths lest two or three years, but again
in general feel that the degree of planning devoted to the
function is nmininel,

At all levels and with few exceptions at any level the tralning
funotion 15 regarded as a perasonnel funetion, and the personnsl
department through its tralning section 13 sean as the initiator)
thars ie & dissassociation of training and dmlopmt from the
workplaoe.

The emsrgence of a separate adugation and training department
haa ocontributed to this divorocement and in the ocompany this is
to some extent assoalated with the Industriul Training Act,
virtually 1002 of the interviewees being oonscious of the fact
that there now existed a finsncial return from training "which
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the company would be foolish to ignore’,
%2, Sanlor Managenent Intexvicva,

De2ada. The Sgt and the CAR=LIR.

Vithout axception all interviewees were of the opinion that the change
in tempo of the oompany's training activities in recent years had been the
remilt of a oompany nesd, However in addition they felt that natlonal
propaganda as a result of the Act and the sppeintment of e speeific Boerd
embracing the company had led to a greater acceptenoe of the need for
training, had made peoples more financially oconscious of the diecipline
and had perhaps stimulated psople by acting as a source of fresh ideas,

A general comwent was that the company had always been "training
conpclous” and wvas nov deservedly recelving something of a bonul through
the Aot, but that the compeny had not deliberatZly increased its training
commitaent to improve this bonus, rather it had recognised a compeny need
to extend its training activity in recent yearws.

None of the litsrature published by the Board has been ciroulatsd
through the company at these levels, Though some intervieuses wers conscious
that 1iterature existed snd could be obteined within the company through
their ovn initiative, only a mmall minority had in faot resd any of the
1iterature. The tralning seotion of the personnel depertsent wers
congidered a screening medium in regard to all training literature.

2a212a.Jhe Line Menagement Roles

Ag wvas anticipated considerabls discussion took place around this topio
and it tended to recur at intervals during esch Anterview. An impression
of relative responmibility did emerge, approximately as followvas

& of Intarvipyees.
Uho considered their rols to be ths
primary role in the training and
development function (1) 'l
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Uhe conmidered their role to be

secondary to that of the training

dapzn-tﬁcnt. 605

(1) In terms of establishing individual needy, setting pricrities,
mlenning and orgeniaing the training of employees and asseusing resulte.

Follow=up questiona to revesl evidence of and the extent of line
racagenent involvemsnt in the treining function revealed the following:

tho hed an eatgbliched appralsal

schone for subordinstes, 20%
Who had made an assessment of

individual training snd developeent

neads departasntally.(l) 103
tho had in existence a training

plan, 10%
tho naintsined or requested aeny training
statistios, 03

tho had i.ni‘l‘ziahd any training

personally during, say, ths previous

twelve monthe.(2) 15

(1) A majority etated that they had done this inforually and 1lists have
recently been drswun up on the initiative of the training department, but

in conjunotion with line managers, revealing the numbers of employeea who
have and have not attended particulsr inecompany tralning coursea

(2) Other than siaply forwarding a list to the training department stating
vho would atterd a course laid on by the departaent,
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In two departments of the company training had recently been given
prominenocs through the sppointaent of training foremsn to meet the
porticular nesds of new recruits, It is interesting to note that esrly
indications reveal that this action has significantly reduced labour
turnover in these areas, Time did not allow the suthor to study the
feature in depth and it has probebly been in existence for too short a
period of time for ommclusions to be possible, but the indications to
date give cause for optimisa that training may be seen in a different light.

Qadatea Asmosmmant of Trainligs

The two aspects of assessaent vere considered:

QaZalnlakunloyee = grisnlads
Those managers vho operated an appraisal schome utilised the
appralsals as a tine for assessing training effectiveness and cbviously
a degres of assessment is carried out continuoualy through the observation
of individual performesnce snd therefore some assessment of the retum fro
particular tralning obtained, However, no body of opinion is colleated
in sny form over a pariod of time concerning training policy or the
relative value being obtained in terms of individual performance and attitude,
2a2alada Courne = origuteds
Informally criticimms of existing courses are passed to the
training ssotion by all managers and through this means a course structure
may bo changed,

Eo formal means exists for periodic discussion of the training fumotion
betvesn line menagement and the training mection.

2a2ads Fultirs raction.

The intervievees generslly saw s need for change ¢ff existing training
practioce, a mimary of the suggestions being:

(a) Induction practios needs to be extended at all lsvels in the

ocompany in terms of ocontent and followsup through time,



(b) Courses end progromics must be more tailored to sult particular
requirenenta rathor than a number of gencral couraes being
presanted, some aspects of these courses being far too extended
vhilct others were not dealt with in sufficlent detail.

(o) The treining area should be tackled in a much 'bizger' vay,
in terns of ensuring sufficlent labour slack to allow tralning
to meet particulsr nceds, a mush greater involvenent of ell
perties, and especielly a greater assoclation of tralning
speclalists and line departments, and en extension of the
uss of external speclali-ts for internal courses.

(d) The training emphasis mst be moved into the operating
departnents and awgy from the centralised establighment,

Aa has been stated previously the goneral trslning ‘imnge! 18 that it
is of & depersonalised nature, the company having 'blown hot and cold! on the
function over the years, Ividenoe from the interviews lliustrates this an
followss

&.of Intervieyaeg,
Vho felt that individual noeds vere
considered in the planning of tralning
and the selection of enmployeen for courses, 15,
Vho had considered training snd development
to be in any way systematic through the years, 10,

Very 1ittle positive intercat is taken in pregaring g tralnee,
Gigosovering if ho enjoyed a course, Lenefited from it, or was critical of
1%, in the ashort or long term.
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2ol Intarvisveen,
tho had discussed courses vith thelr
supervisors either prior or subse:uent
to their attendenoce. 107
vho had been counselled about any oourse
some months after its oompletion (1) 55 (2)

(1) There has for some time been an open discussion period st the end
of an in-company ocourse,
(2) Racently a post-course comment form has besn intvoduced Ly the
tralning section, for completion by the trainee aprroximately two months
after the oourse, and with spacs for oomment from the trainees mupervisor.
2ada3s Couras Dyaluatlon,
Discussion of aotual in-oompany courses revealed some satisfaction with
wvhat wvas pressnted, though the material was not seen to be of great practical
value:

&of Intervisvees,
Who considered that the alazs of
particular oourses were olearly
established. 80%
Who oonsidered that the ains were
achlieved, 90%
¥ho considered the ocourse syllabus in
general relevant to thelr job, 905
Who considered the material presented
to be of practiocal walue, 30%

General coriticimms wvhich emerged were:
() That training needed to be more work-centred and that there nesded
" to be g more committed attituds toward tralning at all mansgement

levols,



(b) L large gap exists betueen the training given end the real
everyday vorking environnent of the {rainees, In porticuler
courss strusture end content (especially case studles), and
the level of gppreclation of the tralning spescialisis of tic
workplaoe and the tralneeg uere crdticised.

Ingufficient attention is glven to siructuring coursea in terms
of the types of employees atiending anc the ability of the -
syllabus/presentation to mest the needs of persomncl of a very
different set of backgrounds. All the intervisw:zes recopnised
that there was md.-dorahla value 4ip a oroas-secilon of employcos
meeting and digocussing common problems. liowsver, the consensua
of opinion was that training courses were not the place to achleve
this commmunlication, the atuosphere areated by the utructure
inhibiting some people and creating boring slituastiona for others,
Course length was considered too great in a nusber of areas, md
the pltching of sonme leotures fer too low so that tralnees felt
they were being talked dowm to.

Moot of the interviewces felt thet in future it was essentlal that the
company extended its tralning activities further, in tirms of greater treadth,
end depth through the structure to educate lower cabagury employees., Tihe
erea requiring moat urgent attentlon at present was eeen to Le operator
training, but 4t was felt that greater efforts should be nale to ensure that
all training undertaken was nore effective,
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ddada e Cil=TiBs

It ia certaln that the (41«50 has had 11ttle or no lapnot upon the
train.ng aotivities of this compuny and 4t ip extremely doubtiul whether
it can have any future impact in iispresent mode of operation. The .ot
end the Board may have had a murginal effeot upon the lovel of tralning
consoiousness in the ocompany, in purticular tirough assodlating training
with financinl outlay, but this has been very much a mirfacse effsot end
no real progress has been uzde in modifying attitudes to the extent that
training has been more scuncdly orgailsod,
In trelning consclous companies Tourds have a clfferent responsibility.
If they are going to significantly affect the training practioce they must
ponetrate the companies in depths To provide broad guidelines and then
leave it to these ocompanios to Co what they {eel is best 18 u pointless
activity.
AQags lompany iralning 2ragtilons

The picture wiloh emerges from the interviews is thot in general
(though exosptione exist) current training practice 1a not bacically sound
in terma of the accepted ariteria discusssd in chapler 3, viu:

(a) trsining is a perach-centred aotivity;

(b) training is an integrsl part of a line mansger's task,
not o staft activity;

(o) the training systen involves the establistment of individual
training neods based upon job performance, the formlation of
training policy ocnd the asgessment of training effectivenesgs.

Pegauge the training ig not baslcally sound only minimsl valus is being

obtained fron a great daal of genuine effort end the expenditure of a
congidergble smun of money. In faoht the author discovered aress of the
corpany where sttitudes toucrd tralning are extremely oynical and therefore
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1, 5he CAR=1T3 in ite present form 48 not cohieving the purpase for waleh
it vap establighed in this company cnd by inlerence in a large ssctor of
the chemlcal industry. The Doard mist recognige that it has a dual Qunction
if 1t 10 going to echieve the almo of the Agts
(a) 7o esteblish training in companies which previcusly had no
training practice; and
(b) In medium and lorge "training conoclous’ companles, vhich enrloy
the majority of the labour forcs in tho industry, tio Board uust
assume a more renotrating roles Talting advantage of the
expertiee in the Board and the advantage At has of having an
Andependent and objective approach it must ralee the walue
being obtoined iyon trulning in those companios, 1he l;ztter
roproesentSokiey area vhere tho Board muat concentrate its offort.
2,  The oamyany atudied is recciving only minimal value from the tralnis:;
funotion deapite o great deal of genuine effort ond the outlsy of
congiderable money, In order to remcdy this cltuation the conpany must
toke irmedlate ateps to plagse tho responoibility for (raining ‘n the handc
of tho 1ine manggers amd to ensuro that training wndertakcn ncots the
spacifio needs of individuals in the performance of their jobs, Fomeal
neans gt be estoblished for continuously agsessing and reviewing tralning
at all levela,
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FIGURE 4 -

ORGANISATION OF THE CAP - ITB
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FIGURE 5 - ORGANISATION OF THE CAP - ITB COMMITTEES, SUB-COMMITTEES,
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FIGURE 6 - ORGANISATION OF THE CAP - ITB COMMITTEES, SUB-COMMITTEES,
WORKING PARTIES, STUDY GROUPS - FEBRUARY, 1970
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FIGURE 7 - MODIFIED CAP - ITB STRUCTURE - JULY, 1970
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FIGURE 8 - CAP-ITB
STEPS LEADING TO THE PUBLICATION OF A TRAINING RECOMMENDATION '
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FIGURE ORGANISATION STRUGTURE OF IMPERIAL SMELTING

CORPORATION ~ JULY 0.
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FIGURE 10, ORGARISATION STRUCTURE OF THE EDUCATICN AND TRAINING SECTION, PERSQONNEL

SERVICES DEPARTMENT, IMPERIAL SMELTING CORPORATICN - JULY, 1970.
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CHEMICAL AND ALLIED PRODUCTS INDUSTRY TRAINING BOARD

ANALYSES OF EMPLOYERS* AS OF |4TH NOVEMBER 1969

No. of Industry Group Total in Cumulative

Employees Size Group Total

A B C D E F G H | J L
Under 10 74 2 76 8 36 3 36 2 17 90 14 386 | 386

(20%) (7%) (29%) (19%) .(25%) (24%) (41%) (8%) (35%) (48%) (31%) (28%) ! (28%)
10 - 25 78 4 53 8 17 31 19 3 10 42 4 279 | ees

(21%) (14%) (21%) (19%) (11%) (24%) (21%) (12%) 21% | @3%) (31%) (20%) ; (48%)
26 - 50 64 5 44 9 20 15 IS 4 9 16 5 206 871

(17%) (17%) (17%) (22%) (14%) (12%) (17%) (15%) (18%) (9%) (11%) (15%) (63%)
51 - 100 39 6 32 6 17 12 5 2 6 15 9 149 1,020

(10%) (21%) (12%) (14%) (11%) (9%) (6%) (8%) (12%) (8%) (20%) (11%) (74%)
ol - 200 35 3 28 6 18 i 3 3 2 ' 2 122 1,142

9% | o%) (11%) (14%) (12%) (9%) (3%) (11%) (4%) (6%) (5%) (9%) (83%)
201 - 500 39 4 15 2 {7 16 4 3 4 4 0 108 1,250

(10%) (14%) (6%) (5%) (11%) (13%) (4%) (11%) (8%) (2%) (0%) (8%) (91%)
501 - 1000 2 3 6 ! s 3 | 6 | 4 | 63 11,313

(6%) {(10%) (2%) (2%) (0% | (2%) (1%) (23%) (2%) (2%) (2%) (4%) (95%)
Over 1000 25 2 5 2 9 9 6 3 0 4 0 65 | 1,378

(7%) (7%) (2%) (5%) (6%) (7%) (7%) (2% (0%) (2%) (0%) (5%) ! (100%)
TOTAL IN 376 29 259 42 149 128 89 26 49 186 45 1,378 |
INDUSTRY GRP (100%)|  (100%) (100%) | (100%) (100%) |  (100%) | (100%) | (100%) (100%) (100%) (100%) (100%)

|
* An ‘employer’ is a company or group of
ESTABLISHMENTS associated companies controtled by a

The total number of establishments within
scope is 3,513 of which about 2,600 are

visited by Training Staff.

common parent.

Code
Letter

A

Appendix |

INDUSTRY GROUP CODE

Industry Group

General inorganic and organic
chemicals (including explo-
sives, fertilisers and plastics,
U.KAE.A).

Coke, smokeless fuel, tar

Surface coatings, adhesives,
mastics.

Inks, printers’ rollers,
Phamaceuticals

Cosmetics, perfumes, aerosols
Detergents

Non-ferrous metals

Fatty acids, glycerine, polishes,

waxes, candles

Manufacture and processing of
photographic film

Disinfectants, pesticides
(including a gplication)



AFPENDIX 2%

CHEMIGAL AND ALLIED PRODUCTS INDUSTRY TRAINING BOARD

ANALYSIS OF EMPLOYEES BY TYFE OF JOB

IYPE OF JOB

Manhagers, Dept.Heads etc.
Supervisors and Foremen

Engineers, Scientists and
Technologists

Technicians
Marketing & Sales Staff
Clerical, Office

Other Administrative and
Commercial Staff

Craftsmen
Production Workers

Other Employees

PERCENTAGE OF EMPLOYEES.

5.1
49

5.6
7.9

49
14.7

3ok
9.8
2745
16.2

Janvary, 1969.



APPENDIX 3%

CHEMICAL AND ALLTED PRODUCTS TNDUSTRY TRATINING BOARD

ANATYSTS OF EMPLOYEES BY SECTIONS OF INDUSTRY

SEGTION OF INDUSTRY
General inorganic and organic chemicals
including Explosives, Fertilisers, Plagtics;
aromatic compounds or mixtures, U.K.A.E.A.
Coke, smokeless fuel, tar
Paint, putty, luting, adhesives, mastics
Ink and printers rollers
Pharmaceuticai products, sutures
Cosmeticsa, perfumery, aerosol products and
filling |
Soap etc,
Non-ferrous metal and assaying nobel metals
Fats, distillation, polishes, cleaners, waxes
Photo studios/lsbs and sound labs

Disinfectants, pesticides and their application

% OF TOTAL EMPLOYSES

55
3.1
7.6

.8

1.6

5.3
4e5
3.2
.9
4o 5
o5

't

May, 1969,

292

5¢2
26,7
15.7
4443

61.7
37.4
15,0
27.9
345
22.4



AFPPENDI X

CAP-ITB TRAINING RECOMMENDATINS
By mid-1970 the following recommendations had been published:
No.l - Management and Supervisory Training and Development.
Noe2.- Immediate Post-Graduate Training of Engineers, Scientists
and Technologists.
Nos3.~ Induction Training for Operators, Craftsmen, and Ancillary
Workers.
No.4e.= Induction Training for Clerical and Associated Personnel.
No.5.- Sales Training.
No.6.- Conversion Course for Electricians and Mechanical Fitters
to Ingtrument Craftsmen.
No.7.- Punch Operators or Verifiers.
The Board anticipate that there will be 20 to 30 Recommendations by
1972. Figures 6 and 7 show the structure established with the following
1969/70 programme in mind. |

l, MANAGEMENT & SUPERVISORY TRATNING

The following work will be undertsken by the four Working Parties
reporting to the Management & Supervision Training Sub-Committee without

the formation of any new Working Party.

l.1. Management & Supervisory Training and Development.

The first priority is the follow-up of Recommendation No. 1 Management
and Supervisory Training and Development, through a series of countrywide
industry meetings. The Working Party will also be producing further
gulde lines on the principles given in Recommendation No., 1, an outline
of the preferred content of short follow-on management courses for
medium and smaller firms, and separate guidance on the training of
Supervisors.

1.2. Training Staff.

The first priority is to launch -short basic courses designed for the



senior staff of the smaller company, who must inevitably take the main burden
of handling training in this size of firm. Further work will include
preparation of short courses or modules for trsiners, e.g. in techniques
of instruction, and investigation into instructor training needs.

1.3, Safety Training

Evaluation and development of the pilot safety appreciation courses
being run this eutumn is the first priority. These will be followed
by special courses for small firms if necessary, and recommendations for
systematic safety training are being considered,

1.3, Training Implicationg of Productivity Agreementg,

The Working Party hopes to report by late gutumn,

2, ENGINEERS, SCIENTISTS, TECHNOLOGISTS & TECHNICIANS

0f the threse first stage Working Parties appointed to define technical
jobg, Research and Menufacturing are expected to report in October with
Engineering reporting fully in December. Four second atage Working
Parties will then be formed to use these reports to conslder each of
the following areas with detailed tasks as shown. Only initial

priorities are embraced in the technician area at this stage.

2els  Immediate Postgraduate and Pogleexperience Training of Scientigts

and Technologists,

Covering:

(1) Assistance in promoting the interim Recommendation No.2 for
Immediate Postgraduate Tralning for Engineers, Scientists and
Technologists, anddevelopment of more permanent proposala.

(11) Assessment of present and probably future needs of industries
served by the Board for introductory and updating post-experience
courses in particular aspects of technical and scientific knowledge,

(111) Assessment of the needs for courses in mansgerial techniques

specifically slanted to technical departments.



2+2. Immediate Postgraduate and Pgst~experience Training of Engineers.

Covering investigation of:

(1) Differing approaches to the training of engineers.

(11) Applicability to our Industries of the Engineering Industry &
Training Board (EITB). Recommendations for the training of \
professional engineers.

2.3, Laborgtory Techniciana,

Covering production of:

(1) General training recommendations including specifically the
ressarch area.

(11) Specific recommendations on the industrial training content of
integrated courses.

(111) Specific recommendations for particular industries, e.g.
pharmaceuticals.

224+ Engineering Technicisns,

Covering:

(1) Congideration of whether drsughtsmen and engineering laboratory
technicians require similar training.

(11) CGonsideration of how far EITB technician training propesals when
published, will be applicable to our industries.

2.5, Industria) Training Associated with Sandwich Courses,

Interim treining recommendations will be prepared,

2.6, First Line Supervigion -~ Technician Agpects.

As soon as the new Working Parties have cleared the agreed priorities,

this subject will be given attention.

3s__ COMMERCIAL, CLERTCAL & MANAGEMENT SERVICES,

3.1, Existing Working Parties.

The Sales Training and Computer Training Working parties will move on
to a fcare and maintenance" basis in late 1969 as they complete the work

gset out below:



Sales

(1) Assistance in launching the Sales Training Recommendation.

(11) Consideration of the possibility of developing modules of sales
training for each of the Board's Industries in conjunction, as’
necesgary with the Trade Associations.

domguter.

(1) Completion of Training Recommendation for Programmers now at an
advanced stage.

(11) Preparation of Training Recommendation for Management Systems
Analjsta,

(111) Assistance in launching computer training recommendations and a
countrywide series of one~day computer appreciation courses.

3.2 New Working Parties.

Four new Working Parties, which will liaise with the relevant Inter-

Board Committees, will be covering the following:

(1) MARKETING - A& follow-on to Sales Training which was our first

priority within the total Marketing concept.

(11) EXPORT SALES - A follow-on to the Sales Training Recommendation

which relates specifically to Home Sales.

(111) CLERICAL - This will include export office procedures and will
make recommendations on a systematic approach taking
into account all forms of clerical training.

(IV) PRODUCTIVITY SERVICES - Thig is an area which can have an
appreciable effect on efficiency and productivity
in other functions. The Working Party will examine
handling of Organisation and Methods, Operational
Research and other related areas including their
relationships with training.

3.3, Computerized Process Control,

In addition CAPLITB has now initiated through DEP the establishment of

an Inter-Board Working Party on training associated with computer



controlled processes in which the Chemical & Allied Products Industries
have special interest.

4o _ PROCESS OPERATORS, CRAFTSMEN AND ANCILLARY WORKERS.,

4gls Process Operator Training

The following possible stages have been identified:-

(1) Induction - Already covered by Recommendation No.3.

(11) Specific Operator Training - As a precursor to a training
recomnmendation on Systematic Operator Training, which it is
hoped will be published in time for the 1970/71 Grants Scheme,-
The Working Party is preparing an integrated series of
Information Papers on Analysis of Plant Training Needs; Operator
Job Analysis, Fault Analysis; and the Training Programme.

The series is designed to provide systematic training for particular

jobs based on in situ ahalysis of training needs.

(111) Possible Gengral Bagic Training -~ This would be specific to
individual industries.

(1) Possible Modular Training - This, if applicable, would be
specifie to individual industries, and the modules would be of
varying duration and complexity.

hele Study Groupg.

To arrive at conclusions on 4.1, (111) and (IV) will need detailed

study by persons well verged in the detail of the various industries

involved and accordingly five Study Groupé are being set up covering
the main industry groups,

4e3s Craft Training,

A draft recommendation for First Year Training of Engineering Craft

Apprentices based largely on the Engineering ITB (EITB) First Year
Apprentice Training Recommendation, and a syllabus of Converaion

Training for Instrument Mechanics have been produced and are currently



being tested with Industry. Future priorities for the Working Party

are as follows:

(1)

(11)

Examination in depth of a number of training modules for
engineering craft and construction craft trades, and
consideration of the need for an illustrated instruction manual
for each module. Whilst we prefer to use EITB modules as

they stand wherever possible, experience to date indicates that
in most casess some modification will be necessary because of

the accent in our industries on engineering maintenance rather
than on engineering production.

Consideration of the necesslty for certification and regigtration
of craft trainees, and the manner of linking it to the ELTB

registration and certification scheme,

(111) Consideration of the training of fitters from other industries.

helie Ancillary Worker Training,

A Working Party is to be formed probably with rotating membership,

bearing in mind the many miscellaneocus occupations involved including

drivers, warshousemen, storemen, 6ilers, greasers, etc.



APPENDIX &,

FIRST-LINE MANAGEMENT TRAINING COURSES.

Coursa Number, Date Commenced. Coursge Number, Date Commenced,
001 31.10.55 016 10.1.66
002 28,11.55 017 21.2.66
003 30.1.56 o018 21.3.66
004 27.2.56 019 9.5.66
005 Oalre 56 020 14.11.66
006 3.12.56 021 | 2.1,67
007 7157 022 - 13.2.67
008 4e2457 | 023 9.1.67
009 he3s5T 024 12.2.67
010 21,10.57 025 15.1.68
011 2412457 026 | 22.7.68
012 641458 027 11.11.68
013 1042458 028 17.3469
014 17.3.58 029 22.9.69

015 2844058 030 12.1.70



1.5,C, JUNIOR RECRULTMENT

appanorx G

Cleriecal
Year.| Comm, Off. Typists Lab. Chefs‘ Drghtsmen [Craft C.P.0 Total

M/cs,Tracers] (Shorhnd & pprentes. {Apprentes

ete. and copy)| Science
1960 40 10 32 - - 3 - 85
1961 32 3 33 - 3 6 2 79
1962 24 1 15 - 3 7 2 52
1963 4 - 20 - - 8 2 34
196/, 10 6 32 - - 10 2 60
1965 23 15 =6 - 4 9 7 84
1966 1 - - - 1l 9 6 17
1967 16 6 2 | 1 5 A 6 60
1968 20 3 22 1 5 13 10 74
1969 13 7 21 1 A 13 12 71
1970 15 5 25 1 2 13 15 76
anticipated




APPENDIX Tag

1.S.C. CHEMICAL FLANT OPERATOR APPRENTICESHIES

Number Qualified as
Year Started QGO TG0
1953 5 2 2
54 4 1 2
55 . None
56 2 1 1
57 3 1 1
58 3 3
.59 2 2
60 None
61 2 2
62 2 2
63 2 2
64 2 2
65 7 3 2
66 6
67 6
68 10
69 12
—




APPENDIX Q&

1.5.0. JUNTIOR TRAINEES, 1st.MARCH, 1970,

Scienco and Laboratory ceecsccccsees 73
CommoTrcial vessescessccccsssnsacasss 42
Draughtamen ceeesscsserscscscnsasess 9
TIACOTS covescevssrsvcasccnsennrsasne 5
Chefs eesectcersncnssssccsnrsesnssnee 3

Chemical Plant Operator Apprentices. 23

Craft Ap}ﬁren'bices eresessscssnrnanns 44.

|

-
0
O

II
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APPENDL X !;.

1.S,C. PROGRAMME OF TRAINING COQURSES 1969/70.

OPERATOR/INSTRUGTORS (2 days)

Jyne 1 16th and 17th; 11 18th and 19thg

Oct. 111 6th and 7th; IV 8th and 9th; V 20th and 21st.; V1 22nd. and 23rd;
Nov. X11 3rd. and 4th; VL1l 5th and 6th; 1X 24th and 25th;

Dec, X1 lst. and 2nd; X1l 3rd. and 4th.

INDUCTION TRAINING

SENIOR STAFF (2 days in addition to initial morning on joining)

July 7th and 8th;
Oct. 13th and 14th;
Jan, 8th and 9th;

'M! GRADE STAFF (% day in addition to initial morning on joining)

July 10th.
Aug, 12th.
Sept. 9th.
Qet. 30th.
Deca 9th.
Feb, 9th,

JUNIOR AND APPRENTICES AND GRADUATE TRAINEES,

4 days commencing 2nd. Sept.

SAFETY TRAINING

Firgt-Line Supervisory Staff be Safety Induction for new Staff
(2 days) (% day)

Oct, 16th and 17th o day
Dec, 11th and 12th Auga
Jan,  6th and 7th. 2epta
Qcta
Dec,
Febe

PRELIMINARY MANAGEMENT TRAINING COURSE (Firat Ling Superv1§or1 Magagementl

3 weoks
Sept. 15th to Oct. 3rd;

Jan. 12th to 30th (this latter is primarily for the Graduate

Trainees)

SUPERVISOR SELECTION COURSE (2 weeka)

Nov. 10th to 21st.

9th
13th
10th
15th
10th
10th

GENERAL MANAGEMENT TRAINING COURSE (Superintendent Level)
{Second week of course started lecember, 1968

Dec, 15th to 19th.

X 26th and 27th;



7. INTERVIEWING (3 days)
July 28th to 30th.

8.  STAFF APPRATSAL SEMINAR (1 days)
Oct. 10th.

9. STAFF APPRAISAL APPREGIATION SESSION (% day)

Oct. 24th.

10, DISCIPLINE SEMINAR (1 day)

Oct. 29tho

11. PRODUGTIVITY AGREEMENTS SEMINARS (1% days)

Te be discussed further,

12. TARGET-SETTING (1 day)

To be discussed further.
13. GUIDING FOR WORKS VISITS. (2 days)

Oct. 27th and 28th.
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APPENDIX

QUESTIONNATRE FORMING THE BASIS OF THE SENTOR MANAGEMENT

INTERVIEW AT IMPERIAL SMELTING CORPORATION.,

Has the Industrial Training Act and the Appointment of a CAP-ITB
affected training practice in this Company in your experience?

Have you read/studied any of the CAP-ITB tréining recommendsations

or draft proposals?

Do you receive any literature concerning training, especially that
issued by the CAP-ITB?

What do you feel ia your role in the training function?

Is there a training plan available now?

Has there been, in say the last 12 months, any assessment made of
the future training needs of the personnel in this department?

Is there a general appraisal/development programme for the employees
in this department?

Are any training statistics produced for or by this department?

Has this department initiated any training in the last 12 months,
i.e. by direct request to the Personnel Services Department?

Is any assessment made of the value of sending employees on training
courses?

Has your department influenced the structure of any training courses?
Have any particular personnel in this department direct responsibility
for training or liaisson with the training section of the personnel
services department?

What changes do you feel are necessary to existing company training
practice?

In which éreas do you feel ths company training effort needs to be

concentrated in the immediate future?




PPENDIT X

QUESTI ONNAIRE FORMING THE BASIS OF THE MIDDLE AND JUNIOR MANAGEMENT

INTERVIEW AT IMPERTAL SMELTING CORPORATICN

The author introduced himself and initially requested information

concerning the interviewees training back-ground.

1.

2.

3.

e
5e
6,
7e
8.
9.
10.

1l.

Were the courses you have attended:

(a) Part of a Company training programme for your personal
development?

(b) Presented to employees systematically over the years?

What do you feel has been the basis of your selection for courses?

Did your supervisor discuss courses with youﬁ

(a) Prior to your attendance?

(b) Subsequent to your attendance?

Was there any course follow-up by Training Department staff?

Were the aims of the courses you have attended made clear?

Do you think the courses were in general effective?

Were the course syllabus relevant to your job?

Was the material presented of practical velue?

Can you suggest any ways in which courses might be made more effective?

What changes do you feel are necessary to existing company tréining practice?
In which areas do you feel the company training effort needs to be

concentrated in the immediate future?









