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Key Definitions 
Australian Flexible Learning Framework

The Australian Flexible Learning Framework (Framework) is a five-year national strategy (2000–2004), funded collaboratively by all states and territories and the Australian Government, to respond to the rapidly increasing demand for flexible learning (or ‘e-learning’) and make training more client-focused.

http://flexiblelearning.net.au/aboutus/
Toolbox Project

The Toolbox Project is a key project within the Framework aimed at the development of high-quality, useable content to support the delivery of Training Packages in the vocational education and training (VET) system.

Flexible Learning Toolboxes are web-based learning resources with accompanying teaching strategies presented in the form of learning modules. Toolboxes are developed around a specific training package and, at the time of writing, there are 83 available.

http://flexiblelearning.net.au/toobox
Toolbox Champions 
Toolbox Champions assist with installation, use and customisation of Flexible Learning Toolboxes. They organise and conduct professional development activities and help mentor individuals and teams as required. 

The Toolbox Champion program was established to support the implementation of Flexible Learning Toolboxes and increase uptake within the VET system. There are Toolbox Champions in each state and territory of Australia.

http://flexiblelearning.net.au/toolbox/champions/index.htm
Enterprise Trial of Toolboxes 

The Enterprise Trial of Toolboxes project provided funding for seven enterprises to trial Flexible Learning Toolboxes under supported conditions with a Toolbox Champion providing mentor support to each. A key part of this trial was to better understand each enterprise’s use of the Toolboxes, including the circumstances and issues.

The findings from this trial will enable improvements in how Framework programs, and in particular the Toolbox Project and the Toolbox Champion program, support enterprises seeking to implement e-learning. 

The trial ran from the latter part of April until the end of August 2004. 
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Summary
I have found that this trial has opened up so many opportunities for learning and experiences for both myself, and the trainees. I found the Toolboxes really easy to use and a fantastic resource for students opening up — not just business-specific knowledge but industry knowledge. The students really enjoyed using the Toolboxes. The support and assistance was great by both researchers and IT support people. I was surprised at how easy they were to use and navigate, and how motivated the students were about using them.

Enterprise trainer, in Final Reflections form

The aim of the Enterprise Trial as described in the project brief was: 

To actively engage enterprises and provide them with the opportunity of using the Toolboxes under supported conditions. The trial will also provide valuable feedback and recommendations on future professional development and support to improve the successful uptake of Toolboxes by enterprises.

The Enterprise Trial of Toolboxes focused on four main areas:

1. implementation and delivery of Toolboxes in enterprise settings

2. professional development support for enterprises

3. promotion of Toolboxes to enterprises

4. evaluation of the trial.

Seven enterprises undertook the trial — a mix of small and medium-sized organisations from five states. Some were registered training organisations (RTOs) in their own right, others partnered with an RTO, and others operated independently. 

In total, 40 learners participated. Learners ranged in age from under-18 (school-based) to mature adult. The trial included learners undertaking both accredited and non-accredited study and examined the use of Toolboxes in both formal training and professional development scenarios.

The progress of the trial within each enterprise needs to be understood in the context of the enterprise and the wider environment in which it operates. Training set-ups were different in structure and approach in each of the participating organisations; both internal and external factors influenced their operations. 

In addition to evaluative feedback on the trial, this report captures the essence of each enterprise’s experience in case study form.

This research discovered common themes as well as differences across the organisations. It became evident that the different types of enterprises, their relationships to other training entities, and the governing frameworks needed to be examined and mapped so that differences could be more readily explained. 

The extent to which business-related and logistical matters determined the use of Toolboxes was unexpected. It was assumed that there would be a far greater focus on teaching and learning issues. This can be partly explained by enterprises being at the beginning of their ‘e-learning journey’, but it may also be an indicator of the operational conditions and issues that are the realities for enterprises in the normal course of training delivery.

The research found the mentoring service provided by the Toolbox Champions to be an effective mechanism to introduce enterprises to the use of Toolboxes for training and professional development of staff.

The feedback from enterprises on the mentoring service provided was extremely positive; the support and encouragement given by mentors was greatly appreciated, especially during the establishment and induction stage of projects. The next challenge is taking enterprises beyond implementation issues, towards engagement with pedagogical issues.

The flexibility of the Toolboxes was demonstrated through the different ways in which enterprises used them in their diverse situations to meet different needs. Both trainers and learners found the Toolboxes relatively easy to use, found the learning resources to be excellent, and found the presentation of the content to be appealing. 

Some of the benefits of Toolboxes recognised by enterprises include increased flexibility for training delivery, improved access to training for various learner cohorts, time efficiencies not having to travel, and economic benefits in having access to ready-made content.

Practitioners within enterprises perceived a need for more professional development opportunities using Toolboxes. Opportunities do exist — for example, forums and activities from the Framework and State and local vocational education and training (VET) initiatives. However, enterprise trainers do not necessarily hear about these opportunities unless they have close connections with a TAFE, are actively involved in online learning, or hear about them through personal networks. There is also some confusion whether private enterprise is within the target scope of some activities and events. For example, enterprise trainers sometimes hear about training initiatives but do not know whether or not private enterprises can participate; in some cases trainers assumed that they couldn’t participate because the marketing information didn’t indicate that they were invited.

In delivering professional development some trainers were simply not ready yet to think beyond just ‘getting things up and running’. State-of-readiness clearly has a bearing on awareness of, and receptiveness to, professional development and new ways of teaching. The personal and corporate knowledge required for successful adoption of online learning is acquired over a period of time. 

Mentors enjoyed working with enterprise trainers, commenting on trainers’ enthusiasm for the Toolboxes after mentors demonstrated the features. A number of mentors commented that the mentor program had positive outcomes for the mentors as well as for the enterprises; they too had learnt from the experience and grown professionally. 

A number of the mentors were not sure whether they should take a proactive or a reactive approach to providing advice.  Waiting to be asked is difficult, some mentors said, when people profess to not knowing what they don’t know — what questions they should be asking. To what extent should mentors attempt to influence or persuade? Can mentors, for example, tell businesspeople how they should train? There is a different set of expectations and parameters associated with being a mentor to being a consultant, and sometimes the boundaries of each are not clear to either the mentor or the client. 

The findings in this report suggest the Toolbox Champion program should continue, be refined, and directed towards strategically chosen industries in line with the findings.

Improved communications and marketing of professional development activities concurrent with the marketing of Toolboxes will very likely improve the reach and uptake of Toolboxes by enterprises.

This trial has successfully introduced Toolboxes to some enterprises. Not all of the training programs conducted as part of this trial are complete, due to the short timeframe of the trial, but training with Toolboxes is well underway.

Enterprise trainers indicated that the benefits of participating in this project will extend beyond this trial. The majority of trainers are looking to extend e-learning within their organisations, and a number are actively seeking to promote Toolboxes and online learning more widely within their industry. One enterprise already has plans to start training other trainers in their organisation.

Recommendations
To increase the access and uptake of Toolboxes within enterprises

1. Refine and expand the marketing strategy that makes a connection between Toolboxes and professional development opportunities. Marketing is likely to be more effective if trainers can see there is training and support associated with it. Market the Toolbox Champions and the Toolbox Repository alongside or as an extension to Toolbox purchase and use. 

2. Within marketing strategies that connect Toolboxes and professional development consider the different stages of readiness of enterprises, and frame information in such a way to help overcome the ‘we don’t know what we don’t know’ situation.

3. Encourage the development of industry champions within selected industries by providing further free support and training to those who can then become a mentor to others in their own industry or profession.

4. Include, within marketing and professional development strategies of the Framework, invitations to enterprises to join communities of practice supported by the Framework.

5. Build upon the current relationships the Framework has already established with the Industry Skills Councils, Australian Chamber of Commerce and Industry, Business Council of Australia, Australian Industry Group, Australian Retail Association, and other peak bodies that represent or support industry groups, by involving them in the marketing consultation process and ensuring they become part of the marketing deployment strategy. 

.

To improve Toolboxes

6. Assess the content of the Teacher Guide in Toolboxes to ensure adequate and appropriate instruction is provided to trainers on the benefits and need for a Learner Guide and what it should contain; the importance of gaining employer and manager support, allocating time for workplace supervisors to become familiar with the Toolbox; setting realistic timeframes, and establishing an appropriate environment within the workplace for study.

To improve support for the implementation and use of Toolboxes by enterprises

7. Give consideration to servicing industry through the role of industry consultants. Consultants could provide fee-for-service advice on training and business matters over and above the level of support currently available through the Toolbox Champion program. Industry consultants could be extensions to the Toolbox Champion program, existing positions based within states, or newly created positions. They should not replace the Toolbox Champion program; rather, the intent is to broaden the levels of service available to enterprises.

8. Develop a ‘needs-analysis and readiness checklist’ for enterprises to complete before embarking on the use of a Toolbox. This could be made available through the website (see Recommendation 13).

9. The Toolbox Champion program should target key organisations such as industry bodies and professional associations which can act as advocates and provide information and assistance to others.

To build capabilities and further enterprises’ readiness for successful e-learning delivery
 
10. Based on the findings of this project, further investigate the barriers to school involvement in Toolbox programs, and formulate strategies to improve industry–education connections. 

11. Continue the Toolbox Champion program and the concept of mentoring as a support device to improve the uptake of Toolboxes within industry.

12. Extend the Toolbox Champion service to provide consultancy on extensive planning, implementation, and professional development, on a low-cost, fee-for-service basis. 

13. Create a website or portal (or redesign the interface of an existing site)
, to have a specific industry focus and target enterprise needs. The site content should be written in appropriate language for industry. 

The website could link to existing information on VET system teaching and learning, contextualised to the industry milieu. Success factors and issues identified in this report should inform the content.

Decisions on host location, and links to the site, should aim to maximise reach to industry.

Enterprise engagement 

14. Promote opportunities for enterprise input into Toolbox development via reference groups, and consider how this representation might be supported. Providing a free Toolbox and additional professional development support in return for enterprise input may provide incentive.

Areas identified for minor improvements

15.
Further refine, and make more prominent to industry, the guidelines and statements on copyright and licensing issues surrounding Toolboxes. Write guidelines and policies in plain English with relevant examples of scenarios that an enterprise may encounter. Disseminate these guidelines broadly. 

16.
In their early communications with enterprises, the Toolbox Champion should stress the need to involve stakeholders in the planning of new or adapted training programs. If necessary, the Champion could assist with the identification of those stakeholders. Such guidance could be included in the training of the Toolbox Champions in their role as industry mentors, and in guides produced or adapted for enterprises. 

Section 2 in this report (in particular, the section on ‘the nature of enterprises’) and the two sections referring to internal and external factors that influence or govern what enterprises do may assist in the identification of stakeholders.

Structure of this report
The content of this report is set out as follows:

Section 1 - Introduction 

Describes the project aims and provides an overview of the Toolbox trial, methods used in this research and the project outputs.

Section 2 – The Enterprise Trial 

Describes the steps of engaging enterprises and the mentor role, followed by a brief overview of each of the enterprise’s activities. To give a better understanding of the context within which the organisations operate, the nature of enterprises is explored using a matrix diagram explaining relationships and governance factors, before analysing the enterprises’ implementation experiences and presenting the outcomes of the enterprise trial. 

Section 3 – Key Findings to Inform the Framework’s Strategies
Presents findings that identify commonalities and differences between enterprises, and between enterprises and TAFE institutes, to contribute to understandings of how enterprises operate. Key findings are then presented to inform specific strategies of the Framework in relation to Toolboxes and the support of enterprises.

Section 4 – Conclusions and Final Comments 

Provides concluding remarks, highlighting some of the essential lessons from the trial.

Section 1: Introduction 
This document provides a comprehensive report on the Enterprise Trial of Toolboxes conducted between mid-April and the end of September 2004.

A series of case studies reporting the experiences of the seven enterprises that participated in this trial are published separately.

Overview of the Enterprise Trial of Toolboxes 

This research sits within the Framework’s suite of programs aimed at providing high-quality content, support, and services to the VET system. The Framework is a joint initiative of the Australian national and State governments.

The Enterprise Trial of Toolboxes project and its relationship with connecting projects of the Framework, within the context of the wider VET system, is shown below in Diagram 1: Enterprise Trial Schema. 

Diagram 1
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The Toolbox Project is an initiative of the Framework, aimed at the development of internationally renowned content to support the delivery of Training Packages in the VET system. Flexible Learning Toolboxes are web-based learning resources and accompanying teaching strategies developed around a specific training package or for a specific equity group. At the time of writing there are 83 Toolboxes available. 

The Enterprise Trial was funded under the Framework and is managed by the Toolbox Project team.

The aim of the Enterprise Trial was to promote the uptake and use of Toolboxes by enterprises by providing them with the opportunity to implement a Toolbox within a training program with the support of a mentor (a ‘Toolbox Champion’). The findings and recommendations from the Enterprise Trial will inform the services provided by the Toolbox Project and other related programs within the Framework to improve services and connections with industry. The major premise that underpinned this trial and informed the research design is shown in the Trial Implementation Logic diagram in Appendix A.

The Toolbox Champion program is a service within the Toolbox project, established to support the implementation of Toolboxes within the VET system. There are Toolbox Champions in each state of Australia.  A Toolbox Champion was assigned to each of the enterprises.

Support provided to enterprises included an introduction to the Toolbox, technical support where required and, to a limited extent, teaching and learning guidance. Enterprises also received $3000 to help cover the cost of their participation in the trial.

The seven enterprises that participated in this trial were:

1. Hayman Island Resort — Queensland

2. Hungry Jacks RTO — Tasmania
3. Hungry Jacks RTO — South Australia
4. Interwork Limited — South Australia
5. Master Plumbers and Mechanical Services Association of Australia (MPMSAA): — Victoria
6. Maxima Training Services — South Australia
7. Territory Insurance Office (TIO) — Northern Territory
Context of the research

In the first years of the Framework, services and marketing were mainly directed towards teachers within TAFE. With the maturing of the Framework, greater emphasis is now being placed on extending services to enterprises. Similarly, research until now has predominantly been about online learning in TAFE institute settings. To successfully meet the needs of enterprise there is clearly a need to know more about enterprise operations and training contexts.

This research is timely, as TAFE/industry partnerships are becoming more prevalent and the market reach of the Framework, and within VET generally, is being extended to better serve industry.

Relationship to other projects/programs

In addition to the Framework projects above, there are other Framework projects that provide professional development in flexible learning and e-learning which enterprises could potentially tap into — nationally coordinated programs such as LearnScope, Flexible Learning Leaders, and Networking Conference programs. There are also relevant activities run at state level and local activities organised by these programs.


Concurrent with this research in 2004, research and development into enterprise professional development needs was undertaken within the New Practices in Flexible Learning Project (called ‘Enterprising, Franchised and Online’). This project aimed to develop a four-step model to assist enterprises to discern their readiness and assist their planning and transition to e-learning. The tool being developed is based on research of enterprise needs, and will provide a valuable starting point for enterprises wanting to investigate e-learning in the future. The findings presented within this research report may provide further insights that could inform the New Practices project.

The E-learning and Assessment Strategies project (a project within the Framework’s Resources for Teaching, Learning and Assessment Program) is developing a website called ‘Designing e-learning’, which will contain a wealth of information and resources to assist practitioners design and develop a successful e-learning course. Structured in four sections, the Gallery of Strategies provides guidance on tasks associated with designing e-learning such as organising content, preparing the learning activities, providing learner support and arranging assessment. The Learning Design Guide steps through the learning design process with examples. Assessing Online provides a detailed guide to planning, designing and delivering assessment on the web. Project Resources contains the research underpinning good learning design. The assessment section was constructed in conjunction with another Framework project completed in 2003. This website will be a useful resource for enterprises wanting to know more about e-learning strategies and approaches. The website will be launched early in 2005.

Launched in 2002 by TAFE frontiers, the website enCompass
 is a customisable tool and guide to the planning and implementation of online learning. It targets organisations that want to deliver online, and contains references, activities, and case studies designed to provide guidance. There are a number of similar tools of this type now available on the web. The findings of the Enterprise Trial of Toolboxes has shown a need to more effectively connect enterprises to relevant resources such as these and links to these sites might be considered within the web provisions recommended in this report.

Methodology


Qualitative methods for the collection and analysis of data were used for this research.

Data was obtained through interviews, observation, and questionnaires. 

Seven small to medium enterprises participated in the trial. The research involved 40 learners across five states, ranging in age from under-18 (school-age) to mature adult.

The following were interviewed: key training personnel involved in the trial, participants in the enterprise’s training program, and Toolbox mentors. Enterprise managers were included where appropriate. 

Data was collected at three points in the trial — at the beginning, mid-point and on completion — to capture the journey and experiences of the various participants within each enterprise.  Areas of interest included initial expectations, preparation, implementation, use of the Toolbox, and the reflections of people involved in the trial. The data gathering period was from mid-April to the end of September 2004; the trial completed at the end of August.

The evaluator visited each site mid-point in the trial. Key people involved in the trial were interviewed during these visits and at other times interviews were conducted via telephone.

Learners were surveyed at the beginning and end of the trial.  In addition, focus groups with learners were conducted mid-trial during site visits. It was not possible to arrange focus groups in person with all. In one situation learners were studying remotely, in another they were not available at the time of the visit, so a small number of individual learners were interviewed by phone. 

Interviews were taped with permission, transcribed, and N6 qualitative software used for processing and analysis.

Training that enterprises deliver include training that is part of an accredited training program (eg apprentice and traineeship programs), compliance training, and training aimed at professional development and ‘up-skilling’ of staff. 

The seven enterprises selected provided different contexts in which to examine the realities of the relationship between the prime enterprises engaged in the training and other entities.

The research process included an action research dimension. Fortnightly, telephone meetings occurred between the researcher and management team to keep everyone informed of events and progress. Progressive feedback was provided to the management team during these sessions (and via email in between) if any specific issues arose.

The project management team decided to extend the research to include a mentor workshop for the mentors to share and process the experiences from this trial, and to validate findings and enable their input into the recommendations in this report. Looking forward, it was also a chance for the Champions to take active ownership of some of the recommendations.

Supporting documentation and other outputs of this research

· enterprise case studies: individual case studies of the seven enterprises

· the mentor workshop held in September 2004

· NW2004 presentation at the Victorian local event, November 2004

Clarification of terms used within this research 

	Learner
	Student or staff member using the Toolbox as a ‘learner’



	Enterprise
	A business or registered training organisation (RTO). The business may or may not be associated with an RTO, may be a public or private organisation, but not a TAFE institute 



	RTO
	Registered training organisation



	Toolbox Trial Management 


	The team managing and conducting the overall trial research

	AQTF
	Australian Quality Training Framework. In 2001, Commonwealth, State and Territory Ministers of VET adopted national standards for the registration and auditing of training organisations. These standards are called the Australian Quality Training Framework (AQTF).

Standards include:

AQTF standards for registered training organisations (RTOs)

AQTF standards for state and territory registering/course accrediting bodies (RCABs)

For more information see:

http://www.vetab.nsw.gov.au/be_rto/whatisAQTF.htm



Section 2: The Enterprise Trial
The trial process

Expression of interest was called for via an advertisement in The Australian. Enterprises were selected on the basis of location (seeking a spread across states and territories), delivery technologies or support infrastructure, program delivery mode, curriculum area and range of competency units offered.

Roles of each party were communicated to the participating organisations during a briefing teleconference held at the beginning of the trial. See Table 1.

Table 1:  Project roles

	
Project Management Team 

· Select and instruct enterprises and mentors, and manage project.

Researcher 

· Gather data and evaluate.

Mentor 

· Provide an initial professional development opportunity in the use of Toolboxes for managers and trainers. This is in the form of a one-day visit to a nominated enterprise site.

· Provide support regarding educational aspects of the use of Toolboxes.

· Provide a contact point for technical questions related to the implementation of Toolbox products.

Enterprises

· Provide a cohort of learners in an industry setting to conduct the trial.

· Provide a suitable computer hardware platform for the conduct of the trial. This is done either via a web server or a stand-alone computer.

· Allow learners reasonable access to the Toolbox learning materials during work hours, outside work hours, or a combination.

· Provide a teacher or facilitator either within the enterprise or through a registered training organisation.

· Allow the researcher reasonable access to obtain information about experiences with the use of the Toolbox.



Participants in the teleconference included the Project Management Team, the Researcher, and the nominated project leaders within the enterprises. During the teleconference project leaders were informed of relevant information and guides on the Toolbox development website which might assist them in their planning and implementation of the Toolbox. At the conclusion of the meeting they were advised that their mentor would make contact with them.

Mentors were selected from the Toolbox Champion program and assigned to enterprises on the basis of their availability and proximity to the enterprise. They were given an outline of their brief and asked to make contact with the key nominated person in their assigned enterprise. Communications and activities were arranged individually between the respective organisations and their mentors. 

Fortnightly telephone meetings occurred between the Researcher and the Management Team to keep everyone informed of events and progress, and email reports were provided in between if specific issues arose.

The mentor role

Each enterprise was allocated a mentor. 

The mentor’s role within this brief was to assist enterprises to establish the trial by providing:

· an initial professional development opportunity for enterprise trainers and managers on the use of Toolboxes, in the form of a one-day visit to the enterprise site 

· support for trainers conducting e-learning using Toolboxes.

· a contact point for technical questions related to the implementation of Toolbox products.

In their role as Toolbox Champion they could also provide advice and limited assistance to enterprises wanting to customise or add to the html content within the Toolboxes
, however this was not an expected task of the trial.

Summary of case studies

This report contains only a brief summary of each of the seven case studies. Further details of the case studies are documented separately. 

Case study 1: Hayman Island Resort — Queensland

	· medium-sized organisation

· hospitality industry

· remote location

· non-RTO, partnered with TAFE.

‘We saw it as being a very good study tool’

Interview, training manager

‘We like to send them off to TAFE … It’s very good for them to get off the island for three or four weeks at a time for block release, otherwise they go a bit stir crazy. ‘

Interview, training manager

	Hayman Island Resort is a medium-sized enterprise in the hospitality industry. It is an international resort with approximately 450–550 staff (depending on seasonal fluctuations). It is remotely located off the coast of Queensland and fairly isolated both geographically and technically. 

The training manager manages all of the resort training. Workplace supervisors supervise the work-based training of apprentices. In-house training is largely conducted by the training manager, senior staff, or by external consultants. Some external study programs are used, primarily in the area of hotel management.

This enterprise does not have RTO status. Apprenticeship training is conducted through one or more TAFE colleges on the mainland. This trial involved Barrier Reef Institute (Cannonvale Campus). One of the two students in this trial attends South Bank Institute for patisserie components in his training but this institute was not involved in this trial.  Hayman Island Resort conduct both accredited and non-accredited training. This trial involved accredited training.

Key elements of this case study

· Remote location provided both incentive for the use of Toolboxes and challenges for study.

· There is a high incentive to trial flexible delivery to augment existing study programs so that trainees undertaking block-release study can continue to study ‘and feel like they are learning’
 in between. The Toolbox was seen as a supplement to off-the-job training. Currently, training resources are fairly limited. The Toolbox delivery options had appeal.

· Due to lifestyle distractions of the island and workload challenges, learners, when away from TAFE, tended to leave study on the mainland rather than continue study in between block release training.

· Supervisors have tremendous difficulty finding time to manage student training and were looking to provide more structure to some elements of training.

· Communications to and from the island are limited. 

· ‘Bottom line’ factor and prime concern is running a successful business. Staff training is seen as highly important but only to the point that it meets business needs.

· The trial involved a TAFE institute as well as the enterprise.

This trial

Type of training 

Training is an accredited learning program (part of an apprenticeship award). At the time of research, specific units of study were still being determined.

Toolbox used 

Cert 11 Hospitality (Kitchen Operations) 409.

Target group 

Two apprentice chefs — one a first year, and the other a second year. Students lived and worked on the island. Aged under 21.

Rated selves as being very confident computer users.

Training staff profile

· Project leader (enterprise training manager) was highly experienced, familiar with different learning modes, and had previously explored Toolboxes as a learning resource.

· TAFE trainers were not familiar with Toolboxes but there is some expertise in online learning within the TAFE institute. 

· Work-based supervisors had no prior experience with Toolboxes or online learning.

Facilities

Study facilities on the island are limited. Telecommunication access is poor, and conditions for private study are not ideal: Trainee lodgings consist of small, shared rooms, and telephone or internet connections in residential quarters are not permitted. User-pay public internet computers are available in the recreational area but the environment not conducive to study. There is, however, a training room with two computers with internet access, available for private study when not in use for meetings or training sessions, and there are future plans to extend computer access to kitchens.

The TAFE institute has full training facilities. The institute has a learning management system that is not yet used by the department involved in this study.

Training strategy
Apprentices do core off-the-job training at TAFE during block release. Assignments may be set in between. On-the-job training is done on the island. At the time of research, the training strategy was still being finalised. It was envisaged that a blended approach be adopted incorporating the Toolbox as part of the existing face-to-face program.

Delivery mode of Toolbox component 
The Toolbox was installed on the training room computers. This could possibly integrate with internet and online communication components later in the process. 

Comments

This project had significant delays and did not achieve all they had hoped within the short timeframe of the trial. However, students were introduced to the Toolbox as a learning tool, and program planning and staff training are well underway. Some of their difficulties stemmed from the fact that the department within the TAFE involved were not familiar with Toolboxes and this type of delivery; mentor support was initially targeted at the enterprise rather than the TAFE (the delivering agent) because it was not initially known that TAFE would be involved. 
Main purpose of the trial

To investigate whether the use of the Toolbox could be formalised and integrated into the apprentices’ study program. Previously the enterprise had just seen the Toolbox as an independent, stand-alone, additional study resource.


Case study 2: Hungry Jacks RTO — Tasmania

	· Small unit within medium organisation

· hospitality industry

· dispersed locations in regional and metropolitan centres

· RTO linked to the employing organisation.

‘Initially I was just going to use it with Mowbray kids but that's not going to work as well now because I can't get a computer room.‘

‘So what I'm going to do is to select our school-based trainees as the core group I'll be using, and maybe some of the other part-time trainees. I'm just going to have to work it out as far as which store has which kids, and which kids will work best with this tool.’

Interview, training manager

 ‘I'm a little bit concerned we may not get approval from the schools, so I'm going to have a plan B up my sleeve in case it doesn't work with this group of trainees.’

Interview, training manager
‘… the goal is to have the management of students on computer’

Interview, project manager/trainer

‘I guess I see it as … trial and error in the beginning to see what works and what doesn’t work’

Interview, project manager/trainer


	Hungry Jacks RTO Tasmania is part of Hungry Jacks Pty Ltd, a medium-sized, national organisation within the hospitality industry. Hungry Jacks Pty Ltd has two separate but interrelated divisions: Operations, which has the responsibility for the restaurants, and the RTO, which has responsibility for training and traineeship programs. The RTO is national with offices in each state but not yet in the territories. 

Each state office operates independently in training decisions and training operation, though each has contact with other states through their membership of the National Training Team. This case study involved the Tasmanian division of the RTO. Each of the state offices services the training needs of Hungry Jacks stores in their jurisdiction.

In Tasmania there are four stores employing around 160 staff, of which approximately 50 are doing traineeships.

The RTO in Tasmania is a one-person operation. The RTO in South Australia assists with administration. The training consultant manages and conducts training for all Tasmanian stores. Trainees each have work-based supervisors.

Training is usually conducted one-to-one or in small groups with students in the workplace. The training consultant (trainer) visits students on a 4​–6 week cycle.

This organisation is an RTO conducting accredited training (mostly traineeships). The trainees are employed by the operations division of the company. 

Key elements of this case study

· Traineeship students were also attending school.

· Student group is metropolitan-based. 

· They were keen to introduce computerised learning into training programs because they recognised the ‘student appeal’.

· Organisation uses resource-based learning. Training is largely conducted according to individual student training plans. The Toolbox was seen as a great enhancement for this type of learning.

· Training practices are embedded within a holistic approach that recognises individual differences in literacy. A significant focus is given to supporting learners according to their individual learning needs.

· Off-the-job training is mostly done one-to-one or with small groups in the restaurant area of the stores. 

· This is one of the few organisations within Tasmania employing and providing for school-based trainees.

· Student hours for study (including homework hours), and number of trainees, is regulated by traineeship and user choice agreements as applicable in Tasmania.

· Attempting to run a school-based program added challenges.

This trial

Type of training
Training was part of an accredited traineeship program. Units of study chosen according to the student’s individual training plan.

Toolbox used
Certificate II Retail Operations 212

Target group 

Started with six trainees working in the one location in a metropolitan store. One trainee resigned mid-way through the program. Trainees were under 18 and still attending school. Rated selves as being moderate to very confident computer users.

Training staff profile

Project leader and trainer (training manager) was familiar with online learning, having personally studied this way, but had no prior experience with Toolboxes. The training manager worked closely with the staff involved in the Hungry Jack’s South Australian trial.

Facilities

No training facilities are available. Training is done on cafeteria tables in the store. Trainer had a laptop and printer. Trainees have no computer access at work. The trainees chosen for this trial all had home computers. Printing can be a problem for students.

Training strategy

An induction session was provided to trainees in a small group setting within the store. A laptop was used to demonstrate the program and for students to use in turn. Students mostly worked from screen-printouts. Training sessions were continued individually with students during the trainer’s rotational visits. 
Following consultation with parents and trainees, CD ROMs were provided to enable trainees to study on home computers, or free time at school; however, given pressures of senior year study time it was not expected that students would be able to study much within school hours. 

Delivery mode of Toolbox component

Accessed learning material and activities from CD ROM or printouts provided by the trainer.

Comments

This project originally planned to use the Toolbox for a large group about to start in a new store; however, because computer access was not available, and because the trainer had concerns about the size of the group for a first e-learning attempt, this plan was aborted. 
The next proposal was to implement the Toolbox within a school-based traineeship program and use school computing facilities. However, for a number of reasons this did not eventuate either — mostly to do with timing, but also due to lack of understanding by the various parties of how school systems operate. 
The trial was eventually conducted (with student and parent agreement) on Hungry Jack’s premises with options to do online work at home or on school computers (but not as part of the school program). Working with under-18 trainees, still attending school, added an additional layer of procedural and ethical considerations that had to be observed. There were valuable lessons from this trial.
Motivation for taking part in this trial

The enterprise trainer believed the Toolbox would add interest and appeal to their training program. The trial provided an opportunity to experiment ‘to see what works and what doesn't’.


Case study 3: Hungry Jacks RTO — South Australia

	· Small unit within medium organisation

· hospitality industry

· regional and remote locations

· non-RTO, partnered with TAFE.

‘When we looked at the TB we thought it would be a great opportunity for the young people that are in our country stores to be able to do this.’

Interview, training manager

‘Our vision is to embrace life-long learning.’

Interview, training manager

‘Because we're a national RTO our goal is … going into the Territory … and understanding the rules within the user choice contract … we've actually approached the government to change the ratio from one to four. ‘

‘One of our goals would be to eventually [deliver to] those kids … we wouldn't be able to service … you'd have to have one person in Alice Springs and one person in Darwin.  We've  thought in six months time we'd like to look at … being able to do online training for those young people.’

Interview, training manager


	Hungry Jacks RTO South Australia 
See Case study 2 for background on company structure. 

This case study involves the South Australian division of the national RTO.

The National Traineeship Manager operates from this branch.

The South Australian office service both metropolitan and country-based stores. Training is usually conducted one-to-one or in small groups with students in the store. The training consultant (trainer) visits students on a 4–6 week cycle.

The trainees are employed by Hungry Jacks’ Operations Division. The South Australian RTO is concerned primarily with accredited training, and traineeships.

Key elements of this case study

· Trainees are school-aged but not school-based.

· Trainees are in country-based stores, some fairly remote.

· Internet access is a problem in some regions. Computer access is also a problem for some students. 

· Enterprise wants to be a leader within their organisation and the industry in the use of contemporary training methods.

· Enterprise is keen to enhance students’ learning opportunities

· Trainee numbers and student study hours are regulated by traineeship and user choice agreements within each state. They recently challenged the requirement for 1:1 supervisor-trainee ratio and had it amended to 1:4 in the Northern.

· Enterprise is committed to holistic approaches to learning and learners and have developed a literacy program that is now integrated within their training philosophy and programs.

· This pilot program is seen as a starting point in a long-term plan to make affective use of contemporary training methods and move more to e-learning. 

This trial

Type of training 

The training was part of an accredited traineeship program.  Units of study chosen according to the student’s individual training plan.

Toolbox used:
Certificate II Retail Operations 212

Target group 

Thirteen trainees from five country-based stores, aged under-18. Rated selves as being moderate to very confident computer users. One trainee had related training experience having used CD ROM and the internet.

Training staff profile

· Project leader (national traineeship manager) was a highly experienced trainer. No previous experience with Toolboxes, although knew of them.

· Trainer (training consultant) was young, energetic, and very keen to use computers in their training, but no experience with Toolboxes or online learning.

Facilities

Have central training rooms with two computers, but prefer to do traineeship training on-site within stores. They do not have training facilities or computers within stores yet. Store-based training is conducted at tables in the store cafeteria.  Trainer had a laptop upgraded and a printer purchased for the project. A data projector is sometimes available to use for training purposes.  Internet access is a problem in some regions.

Training strategy

An induction session was provided to students either individually or in a small group setting within the workplace. A laptop was used for presentations and printouts of screens and activities given to students.  Training continued in follow-up sessions during the trainers’ rotational visits to stores.  Students were each given a CD ROM to access if they wished and were able to.  Students had individual study plans

Delivery mode of Toolbox component

Accessed learning material and activities from CD ROM or printouts provided by teacher.

Comments

This trial was seen as the first stage in a transition to greater use of online learning and computerised facilities. Several different training approaches were trialled; individual training with students fit better than group sessions with the enterprise’s preferred training approach.

Motivation for taking part in this trial

A main driver for the South Australian group was to explore the technology for training as part of a drive to be innovative and establish themselves as leaders within their organisation and the industry. They were keen to push the boundaries of what they could do. Using the Toolbox was seen as the beginning of them implementing their longer-term plan. The main purpose of the trial was to avail themselves of the opportunity given to implement the Toolbox under supported conditions.




Case study 4: Interwork Limited — South Australia

	· medium, semi-government organisation

· disability and employment service

· metropolitan, regional and remote locations

· RTO but partner with another RTO to extend scope of registration.

‘Some of the areas find it difficult to actually get online because of ISP problems in their region or just the service level.’

Interview, trainer
‘Looking at TB for internal staff needs as well as looking at the bigger industry needs – we’ll advocate Toolboxes to them through connections with them.’

Interview, CEO

‘… so incredibly difficult to pull staff out …  they are very busy people — so training needs to be done when individual staff need and at times they need. ‘

 Interview, training manager


	Interwork Limited is one of the state’s largest and most experienced specialist employment services, working in partnership with government agencies, businesses, and the community.  They assist people with all types of disabilities (ie mental, physical and other learning barriers) to prepare for, find and maintain employment.  The company provides a range of services. They also run a training café for hospitality training.

Providing state coverage, the company has seven regional outlets from Mt. Gambier to Port Lincoln. It has about 45 permanent and around 60 casual staff.  Some staff have a disability. 

Interwork is an RTO, but their training is integrated with the general operations of the enterprise.  A training manager oversees internal and external training of staff and the training of some clients. They have several training staff and also use external trainers.  Although an RTO themselves, they work with another RTO to broaden their scope of coverage. 

They chiefly use face-to-face training (either workshop programs, or individualised training programs) supported by print-based learning materials. 

The focus of this study was staff training.

Key elements of this case study

· Training of staff is a challenge to this enterprise.  Workplaces are geographically dispersed and some are single staff offices.

· Demanding workloads and wide ranges of learner abilities, educational backgrounds and work experiences provide for challenges in training generally.

· Toolbox was used for professional development of staff.

· This is a resource and time-poor industry working with a high client service priority.  

· Some of the learners (staff) had special needs, and varying computer skill levels.
·  Set-up two different sets of conditions for trialling the Toolbox: one group provided with an induction session and one without. 
This trial

Type of training
Training is professional development of staff; accreditation is optional.

Toolbox used 

Community Services:  Disability and Mental Health 402 — two units at Certificate III level relating to Case Management.

Target group
Started with 13 learners (4 in the supported group; 9 in the unsupported group). All were adults, ages ranging from mid-20s to over 40, and rated selves confident to very confident using computers. 

Training staff profile

· Trainer (business development manager), an experienced trainer, but had no online or Toolbox experience. 

· Technical support person for this trial (training manager) was an experienced trainer, had taught computers but claimed he had limited technical expertise with regard to supporting online learning and had seen Toolboxes but had not used them.

· Various training and support personnel available to provide support and expertise on content and work-related matters.

· CEO was supportive of the study.

Facilities

There were several training rooms with a small number of computers that could be used for training purposes.  Nearly all staff have access to computers in the workplace. Enterprise is about to have a major IT upgrade, including a new network.

Training strategy

Two different training strategies were used. One group was given support in the form of a face-to-face induction session, then continued to work individually in the workplace or at home.  The second group were volunteers who responded to an open invitation to use the Toolbox unsupported except for introductory notes. 

Both groups were given support notes based on guides provided with the Toolbox. 

Delivery mode of Toolbox component

Computer projection was used in the induction session.  CD ROM was distributed to participants. 

Comments

Using the two different training scenarios enabled the enterprise to evaluate the importance and benefits of learner support provided in the form of a face-to-face induction session, and the ability of staff to cope with autonomous study using the Toolbox.

Those who had the initial induction fared better, but both groups had difficulties completing, and a number did not finish the trial. This trial highlighted the difficulties of training within challenging work situations, also things that make a difference for learners studying autonomously.  Service demand and high priority given to meeting client needs has a major impact on staff member’s priorities.

Main purpose of the trial

To investigate the Toolbox and determine if it would be an effective flexible learning solution to meet some of their professional development challenges.




Case study 5: Master Plumbers and Mechanical Services Association of Australia — Victoria

	· professional association and peak body

· plumbing and mechanical services industry

· national 

· RTO partnered with TAFE.

‘Basically we haven't got the resources or the skills to set up online training ourselves and because that's a wonderful resource, it's given us the impetus to take that particular program that little bit further.’

Interview, project manager

‘It is a bit of a two way trial. First of all we're trialling the Toolbox but we're also trialling a combination of online and face-to-face.’

Interview, project manager

	MPMSAA  is a registered national employer organisation representing all aspects of the plumbing and mechanical services industry. The head office is based in Victoria. Services provided to members include employment and industrial advisory services, occupational health and safety, education and training, and apprenticeships. The association also has an advocacy and support role. A professional association, they are concerned with raising the status and ability of members. 

This enterprise has around 26 fulltime staff and 160 apprentices employed under the group training scheme.

The organisation has RTO status but works with TAFE and others when additional expertise is required and to extend the range of training they can offer. 

MPMSAA primarily runs traditional face-to-face courses and seminars. Members can also access training material on the web. In-house resources developed included packages they also call ‘Toolboxes’, not dissimilar in principle to the Framework Toolboxes. The Occupational Health and Safety Issues resource was developed for members to use with their employees, and the management and accounting Biz e-Plumbers resource contains a suite of software, guiding regulations, and tools to assist small businesses. 

Key elements of this case study

· This is a professional association with connections to many businesses.

· They have developed learning products themselves (similar in construct and intent to the Framework Toolboxes).

· The association has broad training range with broad-based clientele.

· Enterprise is highly motivated to raise the skill base of members through online training delivery. Online learning is seen as an important step towards bringing plumbers into 2lst century. ICT awareness is seen as essential for the survival of small business.

· There is a business partnership between an RTO and a TAFE college to design, develop, and deliver an integrated training program incorporating the Toolbox.

· Planning for their course had already begun prior to their involvement in trial.

This trial

Prior to the trial, MPMSAA had begun developing a new course for members. They wanted to include online components to blend with existing materials they were revamping into a competency-based form. Units from the Toolbox were to form part of the online component.

Type of training 

Professional training is currently non-accredited but has the potential to be recognised as part of a qualification.

Toolbox used 

Business Services: Small Business Management 504.

Target group 

Proposed target group are small business operators.  Course had not yet reached the stage of delivery.

Training staff profile

Not yet selected.

Facilities

Training facilities to be determined.  Likely to use TAFE facilities. TAFE facilities include computer-equipped training rooms and laboratories for student use.  MPMSAA organise training facilities as required.  MPMSAA do not have in-house technical support.

Training strategy

Training strategy to be a blend of face-to-face with online components.

Delivery mode of Toolbox component

Not yet determined whether will use directly from CD ROM, online, or both.

Comments

There have been delays in this project due to problems encountered along the way, mostly due to business relationships.  At the time of writing, the development of the course within which they were planning to use the Toolbox components was not complete.   They hope to still run a trial program on completion. 

This trial provided valuable insights into issues an enterprise can encounter when seeking to use the Toolbox within a course developed in partnership with others.

Motivation for taking part in this trial

Prime motivations for participating in this trial were (a) it provided an opportunity to trial the Toolbox as a learning resource and a learning concept, and (b) when integrated into their new course would provide an opportunity to test a blended approach to training using a combination of online learning with face-to-face.




Case study 6: Maxima Training Services — South Australia

	· medium organisation

· employment and training company

· company based in three locations but provide services state-wide.

· RTO.

‘We've had a few trainees in remote locations before and the training part of it has been the most difficult part of the new apprenticeship to manage.’ 

Interview, training manager

‘We … want to look at alternative methods of delivering … qualification training and stuff that didn't compromise the quality of training but was professional enough to suit the needs of our diverse clients.’

Interview, training manager


	Maxima Training Services is part of the Maxima Group, a large group training and employment company.  This company had its origins as the South Australian Group Training Scheme. Now a self-funded operation with some government subsidy for group training and significantly expanded services with eight separate divisions covering various aspects of training and employment service. 

Maxima Training Services (MTS), the section involved in this study, provides a full range of training services, including train-the-trainer programs, individual training plans, fee-for-service professional development for industry clients, and traineeship programs. They deliver new apprenticeship training predominantly in horticulture, business administration and business services. 

The company operates in three locations, Beverley, Wellend, and Adelaide’s CBD, and offer services throughout South Australia. The company employs more than 150 staff.

As a group training organisation, Maxima is, in some instances, also the employer of the apprentice, and works in conjunction with host companies providing work-based training to students.

They have RTO status with scope of registration including horticulture, workplace training and assessment, frontline management, and warehouse and transport storage. 

They undertake both accredited and non-accredited training.  This research involved accredited.

Key elements of this case study

· This RTO offers a broad range of services, and is highly experienced in training.

· The enterprise is keen to try the Toolbox for remote delivery of training.

· Some trainees and their host organisations are based in remote and distributed locations.  The trial was conducted with a student located 600 km from the training centre. 

· Maxima are continually looking for high-quality relevant training resources to augment their face-to-face teaching and learning support for their diverse learner cohort.  From an operational perspective they need to be able to deliver services in cost-effective and sustainable ways and were looking to trial online delivery to see whether it would meet this and their training needs.

· They preferred to take a cautious approach to the integration of Toolboxes. The study involved only one trainee. Maxima plan to implement the training more broadly and across other disciplines if the trial is successful.

· The student involved in this trial was initially hesitant about participating due to lack of confidence with computers.

This trial

Type of training
Apprenticeship training.

Toolbox use
The Toolbox used was Certificate II Horticulture; selected competencies were chosen to fit with the student’s training plan, and an option given to complete other units.

Target group
One student based 600 km away from the training centre.  Aged mid–late 20s. Rated self as just ‘a little bit confident’ with computers with ‘a little general experience’.

Training staff profile

Project leader (horticulture manager for group training) had no prior experience with online learning or Toolboxes.

Trainer (snr horticulture trainer) was an experienced trainer with some online experience (mostly video links), but no previous experience with Toolboxes.
Facilities

Maxima have training rooms, but not group computing facilities. 

For remote study, access to computers had to be arranged with the employer and the learner. They may install computing facilities down the track if online learning is successful.

Training strategy

Blended training approach using a combination of online learning using the Toolbox direct from CD ROM, remote support, and face-to-face block training.  The trainer also visited the workplace premises.

Delivery mode of Toolbox component

Stand-alone CD ROM. 

Comments

This study demonstrated the value of face-to-face induction, and importance of continued learner support when Toolboxes are used for remote delivery. It also highlighted the importance of having a suitable study environment, and involving the trainee’s employer from the beginning.

Motivation for taking part in this trial

The prime motivation to use the Toolbox was to assess cost-effectiveness of delivering training to remote locations, and reduce the need for student travel. It is hoped that Toolboxes would save students’ time and cost, and reduce disruption to their work, and at the same time maximise trainer time so that it could be directed to supporting students in other ways.  The purpose of the trial was to see if it met both organisational and student needs.




Case study 7: Territory Insurance Office — Northern Territory

	· medium organisation

· finance and insurance industry

· metropolitan and regional locations

· non-RTO

· Professional development (mostly compliance training).

‘I looked at it from the business plan and what does the company want to achieve, and one thing I recognised was that the organisation wanted to change its culture, and that's a big thing.’

Interview, training manager

‘The LMS came out of our need to have a DB for that to record our training.’ 

Interview, training manager

‘… we don't want to ever deliver 100% online but we'll certainly be able to push out modules … to them online and … [giving] added flexibility if we do.’

Interview, training manager


	Territory Insurance Office (TIO) is a major finance and insurance company that operates within the Northern Territory. It has branches and agents throughout the state. The company employs around 250 staff.

TIO do not have RTO status. They normally enter into partnerships with other RTOs — the Adelaide Institute of TAFE, Securities Institute of Australia, or Northern Territory Chamber of Commerce and Industry — to deliver compliance training to meet their industry’s needs. Increasingly the company is looking to provide its own in-house training but continue to use others for accreditation.

In this instance the training conducted was at Certificate III level and didn’t necessitate the involvement of others. 

Key elements of this case study

· This enterprise embarked on an ambitious program of change, incorporating a formal change management strategy begun in an earlier LearnScope Project and further refined with support through the Flexible Learning Support Unit based in Western Australia.

· The Toolbox was to be integrated into a newly acquired Learning Management System (LMS). 

· Toolbox content was integrated within their own in-house developed course.

· This enterprise had already made inroads into flexible delivery, and planning and procurement of systems for online delivery. The trial was viewed as part of their strategic plan and change management strategy.

· This enterprise had a focus on compliance training. 

· Not an RTO but works in partnership with RTOs for accreditation and sometimes for delivery.
This trial

Type of training
Professional development, non-accredited.

Training program aimed to induct staff on ‘privacy principles’ relevant to the finance industry. 

The Toolbox Trial was one element in a larger project which had three major phases: 1) the procurement of an LMS, 2) an implementation strategy to engage and change the learning culture within the organisation, and 3) populating the LMS with strategically chosen content for trialling both IT systems and production process. 

The training delivered was a combination of in-house developed material combined with segments from the Toolbox. Third party software was used for the development of the online course and the selected components of the Toolbox were cut and pasted into the program. 

The trial ran with a reduced number of participants than originally planned due to the tight timelines of the trial and last minute technical challenges with the LMS platform. The learners had to by-pass the LMS interface and access the content directly which meant slightly less functionality, but content viewed the same.

Toolbox used
Finance Retail 406, minor sections from FNARF S14A, FNBCOM07A and FNBLIF31A.

Target group
Five learners participated in the trial. The group were all company staff with the exception of one (a ‘temp’ employed by the company). Participants ranged in age from early 20s to 40-plus. Rated selves as very confident with computers. Two had used CD ROM or internet for training previously. 

Training staff profile

Project leader and trainer (online projects officer) is a highly experienced trainer who had participated in a prior LearnScope project and developed a strategic plan for online learning for the company.

Facilities

Good facilities were available. Well-equipped training facilities. Computers are throughout organisation and were being upgraded. New servers and software purchased to support LMS initiative. 

Training strategy

This trial involved autonomous study undertaken in a single online training session; participants were given basic instruction on how to begin. 

The learners were asked to evaluate the content design and structure through a formal evaluation form, as part of their useability testing of the system.

Delivery mode of Toolbox component

Small sections of the Toolbox embedded within in-house developed content, delivered via an LMS. Students accessed content online.
Comments

This case was quite different to the other enterprise cases in that the Toolbox components were extracted and used in an in-house developed course and delivered via an LMS. 

Motivation for taking part in this trial
This enterprise wanted the opportunity to explore the use of Toolboxes within their newly formulated online learning framework. Their aim was to test the process of integrating ready-made content into their LMS and to evaluate the benefits of new forms of learning to the organisation.



The nature of enterprises

When examining case studies it is important to understand the context and relationships of the organisation. An Enterprise Relationship Matrix (Page 31) was prepared as a working device to help interpret the data. This tool may be useful for readers seeking to understand enterprises and relationships to others within and interconnecting to the VET system. The table could be extended with other combinations and, in conjunction with the experiences of these enterprises, may aid reflection about new cases.

The Enterprise Relationships Matrix shows:

· where the Toolbox training was primarily conducted

· where work-based training activities other than the Trial occurred (and by absence where none was involved)

· whether the organisation was conducting accredited or non-accredited training for the purpose of this trial, and what they offered in addition outside of this trial

· whether learner cohorts in this trial were adults or were under 18; hence certain statutory requirements associated with the under-18

· legislative realms

· standards that governed the enterprise involved in the trial

· authorities the enterprise might need to negotiate with on training matters.

The first and second columns of the table indicate whether the principal organisation was:

· an RTO in their own right 

· the employer of the learner being trained

· an RTO but connected with, or was also, the employing organisation 

· connected with a TAFE college for the delivery of the training

· a professional body representing or serving many employers/enterprises and their relationship to other entities.

For example, the two Hungry Jacks case studies are enterprise RTOs but are connected to the employing organisation (Hungry Jacks Operations). Maxima is an enterprise RTO and for this trial the employer of the trainee was a separate entity. Sometimes they are also the employer but not in this case. TIO is the employer and is not an RTO in their own right but sometimes deal with an RTO for accreditation purposes. Interwork is both an Enterprise RTO and also the employer for this case study; there is no separation. Hayman Island is a unique situation as it is the employer and the Toolbox was first introduced there but the Toolbox training actually occurred at a TAFE Institute, hence they star symbol indicates where the Toolbox training happened. The significance of knowing this becomes important when targeting support. MPMSAA are also in a different situation as they are a professional association serving many employer organisations, are an RTO, and also have affiliations with TAFE for the purpose of course development and course delivery.

It is important to note where the Toolbox trial was actually initiated, where the training was undertaken, and where workplace training occurred (if it was an apprenticeship or traineeship program). 

The age group of the learners is significant where under-18s are involved, as there are legislative requirements when dealing with this age group. In some cases permissions needed to be sought, as was the case in the Hungry Jacks Tasmanian trial.

The three final columns of the table show the relations to governing organisations that may or may not need to be consulted when planning for changes to training programs — it largely depends on the nature and degree of change. It is important to know, however, who stakeholders are and to consider whether they need to be involved or not when planning training programs. These are just examples given here of the likely organisations that could be answerable to if significant changes were made. In most instances changes to training programs are minor and consultation not necessary.

A key to the variables is provided below the diagram. 
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Support structure: mentoring and supporting enterprises

This section describes how enterprises were supported. The mentors’ experiences and findings of the mentor model as a support mechanism, are discussed in later sections of this report.

While each of the mentors were given general instructions on the aim of the trial and a broad outline of what was expected of them, the details of what they did and how they should do it was largely left to their discretion.

Most mentors began by arranging an introductory meeting in which they gave a run-through on the workings and content of the Toolbox. Possible uses of the Toolbox were discussed, and ways it might be incorporated into the enterprise’s training program. Mentors then either arranged a time for further support or invited the enterprise staff to contact them as needed. In some cases, the mentor provided assistance with student inductions. Few enterprises took up the offer of mentor support beyond the initial induction.

The mentors judged how much information to give based on people’s readiness and interest, and how self-sufficient the organisation appeared to be. For example some enterprise trainers were fairly clear on what it was they wanted to do, and the steps to take. These trainers just needed support on the logistics of Toolbox implementation and use to get started. Others had no idea where to begin. 

In two instances the mentors already had a working relationship with the enterprise. They knew about the organisation’s training activities but not the specific activity planned as this needed to be developed. For one mentor, this project was the culmination of earlier work done to introduce e-learning.

Assistance provided by the mentors largely centred on the mechanics of ‘getting up and running’. Many trainers were not yet ready to engage with the pedagogical aspects and new teaching strategies now available to them. Mentors also experienced uncertainty about how far to progress with new teaching strategies, and whether or not it was expected or appropriate to do so within this trial. This was a dilemma for them in their roles as Toolbox Champions as well in their specific roles as mentors in this program.

Issues also arose that were not directly related to the Toolbox, or teaching and learning, which affected program delivery options and progress of the trial. Examples include training arrangements involving negotiations with other entities, as in the Hungry Jacks Tasmania and Hayman Island case studies, and negotiation and management of external partnership arrangements for course development, as in the MPMSAA case. 

In the Hayman case study, support was also provided to others not included in the initial mentor brief. Initially, mentor support had just been directed to the enterprise as the mentor and Toolbox Management Team had not known at that early stage that a TAFE would also be involved or would need training.

The mentors were brought together at the end of the trial for a mentor workshop — arranged as a consequence of discussing their different experiences. It was agreed that there would great benefit in them sharing their findings and experiences, and coming together to process key findings of the trial. (See Pages 57–60) 

Teaching and learning approaches

A number of delivery methods were used but the predominant approach was via CD ROM.

The different ways the enterprises used the Toolbox demonstrated its flexibility. Four of the seven used the Toolbox as a stand-alone CD ROM and copied the disk for learners. MPMSAA were planning to do a combination of online and traditional workshop sessions but were still not sure whether the Toolbox component would be via network access or CD ROM. TIO ran their Toolbox online within their Learning Management System. Hayman Island loaded the Toolbox onto training room computers.

Different teaching approaches were employed within each of the enterprises.

Within the timeframe of this trial, Hayman Island and their associated TAFE had not fully worked through exactly how the Toolbox was to be integrated into the students’ training program. However, both organisations were clear about the training being incorporated with the traditional classroom teaching at the TAFE conducted in teaching blocks. While decisions about the training program were being made, the trainees were encouraged to work through the Toolbox and explore it as a learning resource. The two trainees were fairly experienced computer users and required minimum  (technical) instruction to begin. 

Training set-ups within the two Hungry Jacks enterprises were similar. Both enterprises taught within stores as their preferred training venue, used a single laptop, a portable printer, and the South Australian group used a data projector when available. An initial induction (one-to-one or in small groups) was followed by regular site visits by the trainer to stores on a rotational basis every four to six weeks. Within face-to-face sessions students worked mostly with printouts because 1. only one computer was available, and 2. work could be signed providing documentary evidence of completion. (All trainee work had to be signed by the trainer, trainee, and trainee’s workplace supervisor.) In a majority of cases students received disks providing choice to do the computer work at home, however, there were constraints on what the enterprise could expect students to do after work hours (Traineeship agreements require study to be done in paid work time). In the Tasmanian trial permission to use home computers was sought from trainees and parents before the Toolbox training began. Follow-up sessions during the site visits were largely used to process the work students had completed independently, to elaborate on content or tasks and contextualise the learning, and discuss things the trainees had not understood.

Maxima adopted a blended approach. They provided a one-to-one induction with the trainer stepping the learner through the use of the Toolbox and the study program, and providing the student with a CD ROM to work on at work or at home. The traineeship program was based around block-release study with the trainer making regular contact with the trainee in-between. 

Interwork undertook a comparative study with two groups. One group participated in a face-to-face induction, then each learner worked autonomously through select units of the Toolbox as they were able. The other group worked autonomously but without the initial induction session. The induction session comprised a walk-through of the Toolbox, discussion on the content relevance to workplace practice, and instruction on how to use the Toolbox, and what they needed to do to get underway.

TIO incorporated single elements of the Toolbox into an online learning program they were developing, to be delivered through the new online Learning Management System. The learning program was a short self-contained program that could be completed within one sitting, which did not require teacher input or multiple sessions. The learners required only basic instruction on how to get going.

 MPMSAA intend using a blended approach, complementing the workshop sessions with online study, for the delivery of their proposed short course. The TAFE they were working with had the capacity and experience to develop an effective learner study guide to support the online learning component if learners worked alone, but at the time of writing they had not made final decisions on how the course would be delivered other than it would be a mixture of face-to-face and online.

Little modification of Toolboxes was attempted within the trial period but a number of trial sites are interested in doing this. 

With the exception of TIO and MPMSAA who have already modified, or intend to modify the content, none of the enterprises attempted to add to or change the Toolbox, though a number indicated that they would like to do this at a later stage. 

Enterprises were not encouraged to make modifications for their first trial; it was thought better to keep their first engagement with the Toolbox simple. Also, the short timeframe of the trial didn’t really permit this. 

The enterprise experiences


Analysis of the enterprises’ teaching and learning experiences

Analysis of the enterprises’ teaching and learning experiences showed the following.

Face-to-face induction sessions were the most effective and preferred way of introducing learners to the Toolbox.

The few learners not given an induction session experienced great difficulty, and most dropped out. (There were other attributing factors for these non-completions.)  The TIO group were exceptions.

The benefits of, and a strong preference for, face-to-face inductions were made abundantly clear in interviews with both trainers and students.

Learner support, beyond the initial induction to the Toolbox, is essential.

Learners expected, but did not always receive, the required level of support and contact from trainers. When ongoing support was given, the e-learning experience was quite different. Having a ‘self-contained’ learning resource most times still requires a level of instruction from the teacher, regular communication between teacher and learner, and ongoing learner support. The exception was when the learning module was short, sharp and focused; learners were mature professionals needing to know the unit of study for work purposes; and the learning program was constructed in such a way that learners could undertake the unit of study without additional support.
Teaching resources are just one part of a successfully designed learning program.

The findings from this trial, importantly and predictably, showed that using the Toolbox does not negate the need for trainer guidance and interaction with learners, or the need for a well-considered training program design.

Scaffolding and learner instruction is essential when autonomous learning is involved and the learners have only ever experienced traditional forms of study. This was perhaps the most significant learning some of the enterprises took from the trial. 

A number of trainers instinctively knew the importance of scaffolding
 (although they didn’t use this term) and provided additional guidance to learners through regular communications. (Scaffolding is additional guidance given within the training instruction gradually withdrawn as the learner becomes confident and familiar with the material or task.) 

However, in a number of cases this extra instruction and support was not provided. This could have been because trainers had made false assumptions about the learner’s readiness and ability to cope with autonomous study, it had not yet surfaced in their experience of this new form of delivery as something they needed to consider, or they had wrongly assumed Toolboxes to be all-encompassing.

That further instruction and scaffolding was needed was evidenced by the fact that learners from a number of the groups commented that more guidance on what they were expected to do, how to go about things at least until they knew what they were doing, what elements to study, and how to engage with the topic, would have made a difference to their learning experience. Also, some were looking for advice on how to manage their time. The age of the learner did not make a difference.

Factors perceived to underpin successful implementation and use of Toolboxes

There were few new discoveries about implementing online learning successfully; interviews supported previous literature. 

Factors reported by interviewees mirrored patterns reported in the online learning, e-learning, flexible learning, and distance education literature. In some cases, the suggestions were based on the interviewees’ own experience of the process, practice or strategy contributing, in their view, to successful implementation or use of the Toolbox. In other cases, interviewees’ suggestions were based on what they thought would contribute to successful implementation, but not what they had experienced in their trial.

In summary, their suggestions for successful implementation and use of Toolboxes are as follows.

From a teaching and delivery perspective
Prior to implementation (and ongoing)
· The enterprise identifies and involves stakeholders early in the planning phase of new training program development.

· Management of participating enterprises provide support and demonstrate commitment. 

· Predict what students might need to succeed. Success tips given by mentors to trainers include:

· familiarise yourself with the Toolbox before inducting students

· work through the training program design and the Toolbox from the student viewpoint to determine what might be necessary for learners to succeed

· note, and then provide instruction for students on, any section of the Toolbox you perceive they may have difficulty with.

· The trainer gains support from the employer of trainees.

· The enterprise makes arrangements for workplace supervisors to become familiar with the Toolbox so they may better understand the material covered, become familiar with how the Toolbox works, and are better equipped to support learners in the workplace. This may improve the likelihood that study undertaken by trainees is transferred and applied within their work.

· Trainers have the opportunity to share with other trainers using the Toolbox: ‘… it [would] give me ideas and help me to use it’.

During implementation set-up

· The trainer ensures end-users receive and read the instructions on plug-ins if these are necessary, and provide support if required. 

Essential foundation elements
· Pre-requisite computer skills: minimum standard of computer literacy (students, trainers, and workplace supervisors) is vital. It was acknowledged that most of the younger generation now have the required ICT skills but this should not be assumed.

· Students have a suitable place to study, free from distraction.

· Students and trainers have access to a printer, and the resources to use it. Note: one student reported that the cost of printing prevented her using the printer she had access to.

Teaching and learning

· Motivate learners. It is incumbent upon trainers to provide the necessary motivational hooks: showing reason, benefit and relevance of content and method of study.

· Trainers contextualise the content and understandings gained from Toolboxes for the learners (or provide the means for learners to do so). For one enterprise trainer, this was getting the learners ‘to understand that the systems and processes are across industry, and [that] just because you’re working in a small … [industry] … it doesn’t necessarily mean that these things don’t apply’. For another it involved showing students the relationship of the Toolbox content to their own workplace practice.

· Trainers ensure learners are given the necessary time for learning tasks — this applies to trainees undertaking formal learning programs, undertaking study within the workplace, and both compulsory and optional professional development activities.

· Employers and the trainees themselves ensure time is set-aside for learners to work on the Toolbox regularly. 

· Provide essential learning support in the induction phase and continuously throughout training. Support can be provided by trainers via personal communication, telephone, email, internet chat, or other means. Learners can also support each other via informal or formal support mechanisms.

· Trainers make it known to learners that just because they don’t have a teacher in front of them it does not mean they are without support. 

· Provide students with appropriate induction to independent/autonomous learning if they are unfamiliar with it. Scaffolding
 can also assist. If more is needed than the Toolbox already provides this can be done with additional notes, if not verbally.

· Provide a learner guide if learners are studying remotely or autonomously. This is essential. Some Toolboxes provide these, but still may need to be adapted to suit the particular learning situation and learner group.
.
Factors facilitating effective business partnerships associated with the course design and/or course delivery using Toolboxes

· In training delivery partnerships (ie combinations involving enterprise, RTO or TAFE), it is essential to involve all stakeholders early in the planning process and important also to formulate a communication strategy for ongoing contact.

· In course development partnerships involving one or more partners or contributors, it is essential to have formal agreement (preferably in writing) in place early in the process. It should include agreement on: 

· functional project management arrangements that are acceptable to both parties

· copyright and IP agreement (specifying who is contributing and who owns what, and how any material surrounding the Toolbox and the Toolbox content can and cannot be used)

· communication strategy and protocols

· responsibilities of the various parties

· timelines.

Factors, which students mentioned, that make for a successful learning experience 

· needing, or wanting to do it

· adequate guidance on pacing and time management (ie what needs to be done by when, and how to effectively manage time when you have competing demands)

· adequate guidance on how to work through the learning program, ‘what to expect, [and] how to go about things at least till I know what to do’

· adequate guidance on the stage at which the learner is within the Toolbox learning program: ‘hardcopy flowchart of jobs/activities so you know where you are up to and can tick it off’

· an opportunity to receive support from peers (This was seen by one group of students as being almost as important as teacher support.)

· feedback on ‘how we are going’

· not making assumptions about the learner’s prior understanding on content, and providing the necessary induction and support on content as well as technical induction.

	Recommendation 6


Assess the content of the Teacher Guide in Toolboxes to ensure adequate and appropriate instruction is provided to trainers on the benefits and the need for a Learner Guide and what it should contain; the importance of gaining employer and manager support, allocating time for workplace supervisors to become familiar with the Toolbox; setting realistic timeframes, and establishing an appropriate environment within the workplace for study.




Area for improvement 16


In their early communications with enterprises, the Toolbox Champion should stress the need to involve stakeholders in the planning of new or adapted training programs. If necessary, the Champion could assist with the identification of those stakeholders. Such guidance could be included in the training of the Toolbox Champions in their role as industry mentors, and in guides produced or adapted for enterprises. 

Section 2 in this report (in particular, the section on ‘the nature of enterprises’) and the two sections referring to internal and external factors that influence or govern what enterprises do may assist in the identification of stakeholders.

Barriers or challenges enterprises faced


A distinction is made here between barriers and challenges. Barriers can actually prevent movement forward; challenges can possibly prevent moving forward, or give reason to look for alternative or creative solutions to achieve an outcome, or a better outcome. (Some existed prior to the project and others arose during.)


Major barriers enterprises experienced in the trial primarily related to ‘business’ issues rather than teaching and learning or implementation issues.

The MPMSAA case study is a prime example of business relationships blocking the way to learning; it was not able to establish a workable business partnership with their elected partners in the timeframes of the trial. As a representative from MPMSAA  said: ‘we continually hit a brick wall’. Their experience shows the importance of having a formal agreement and contract in place early when undertaking development and delivery in partnership. Also, high priority should be placed on establishing a clear and considered work plan and having an agreed communication strategy before the project begins. Research summarised in the Quick Guide ‘Success Factors for Collaborative Development of Content to Support Online Learning’ 
 shows the MPMSAA experience to be not uncommon. The things MPMSAA staff said they would do differently next time if they were to enter into partnership again could well have been lifted from this text.

Hungry Jacks Tasmania was not able to go with one of the student groups they had planned to trial the Toolbox with because they were not sufficiently aware of the channels for negotiation and the way things needed to occur within schools and school departments.


Barriers for learners were predictably and, not surprisingly, time constraints or time management issues (work commitments, competing pressures or not being given the time to do the learning tasks/program) and personal constraints.

A number of learners did not complete the trial, mostly due to time and work pressures. One dropped out because of illness. A few resigned and did not continue with training. Support and encouragement through regular teacher contact can and did make a difference for some learners under pressure.


Pre-existing challenges that continued to challenge during the trial, mostly related to time.
Some of the reported pre-existing challenges were:
· time for work-place supervisors and trainers to attend teaching and supervisory tasks, time to do the development work required associated with new forms of training, or time to undertake professional development:
‘at the end of the day, it’s work … as much as you’d love to go off and do a course you just can’t squeeze all of them in.’

Enterprise trainer, site visit
· time constraints of learners (both young trainees and the staff participating as part of their professional development), though the flexibility of the program partly solved some of their time issues; it did not resolve all. For example, one student travelling 600 km to attend training during block release saved an enormous amount of her own time and that of her trainer because the Toolbox program could be done at a distance but she still had difficulty making the required time in her work and personal schedules.

Challenges that arose during the trial largely centred on minor technical difficulties, access, skill and familiarisation levels, and conditions of study. 

Some of the reported challenges were:

· last minute technical hitches prior to learner trials. These hitches related to the Learning Management System rather than the Toolbox per se

· the inability to procure group computer training facilities and then having to find other solutions 

· organising access to computers for learners who do not have ready access at their place of work

· the partner TAFE not yet familiar with Toolboxes causing delays in the project

· fears the Toolbox would not be suitable for teaching disciplines with high manual skill components caused some degree of hesitancy for some TAFE staff

· trainers and learners having to come to grips with a new form of learning

· trainers and learners working in settings that were less than ideal.

Teaching and learning challenges were mostly transitionary (ie would be overcome in time as trainers become more familiar with the new form of teaching).

Trainers worked through some of the teaching and learning challenges for themselves; for example, uncertainty about how to handle authenticity of assessment and coming to the conclusion that they needed to adopt a mixed approach. 

Trainers sought advice on other challenges from mentors and moved forward with guidance; for example, the best ways to induct learners, and the best ways of incorporating Toolbox units into learning programs. 

Enterprises continue to work on some challenges; for example, finding ways around the need for physical signatures on ‘signed-off work’ and currently having to duplicate assessment effort because of it. 

Internal factors within enterprises that influence uptake and use of Toolboxes

Toolboxes are constructed and packaged to provide maximum flexibility for ways they can be used (eg directly from CD ROM, installed on a computer or network), and flexibility with regard to how the components of the Toolbox can be incorporated into training programs. The various approaches enterprises have adopted have demonstrated how flexible Toolboxes can be.

However, ways in which enterprises choose to use Toolboxes and component parts, and indeed whether they can use them at all, can be influenced by internal and external factors. 

This section covers internal influences spoken about or experienced by the interviewees. External factors follow.

Internal factors that can affect utilisation of new forms of teaching and learning differ in degree across enterprises.

Internal factors that enterprises have identified that may influence an enterprise’s utilisation of new forms of teaching and learning, and specifically e-learning, include:

· time for training staff to devote the necessary attention to planning, design, and delivery (including learner and learning support)

· financial resources available to support the training endeavour

· continuity of training staff — turn-over of training staff is a problem for some enterprises

· lack of internal expertise to support computer-based training
· internal infrastructure and facilities. 

Lack of internal infrastructure was found to be an inhibitor of ways of doing things rather than a barrier. 

This was evidenced in the ways enterprises found their way around difficulties when they were working within less-than-ideal environments. Work-a-rounds included teaching with laptops, using a portable printer in the workplace, using a projector in workplace settings; making arrangements with learners to use home computers when group training facilities were not forthcoming; and lending a work computer to a staff member when a personal computer broke down. Where electronic communication was known to be a barrier, it was not factored into training design.

Lack of reasonable access to a computer could be a barrier for learners.

Lack of access to computers was not a barrier within this trial, but a number of the enterprises had to find other solutions because of access difficulties. They noted within interview responses that this could potentially be a barrier for some learners in some situations. It was certainly a restriction.

External factors that influence or govern what enterprises do


The lack of telecommunication infrastructure to remote sites may become a barrier for enterprises supporting remote study, or just affect ways they conduct training.

Some enterprises considering training options may be deterred from using Toolboxes for remote teaching because of telecommunication restrictions in locations where their learners reside. If it does not deter, it may create a situation where they need to think of other ways to communicate with learners.

Various legislations governing training agreements can influence training numbers and training processes. 

Training that falls within the formal governance of the AQTF is regulated and accredited and the guiding principles are quite different to professional development training that may or may not be accredited.

Enterprise training operations and student numbers were sometimes affected by legislation that governed Training Agreements. 

Needing to fit within the governing frameworks is not something unique to enterprises. TAFE is equally affected by the same requirements. Enterprise trainers spoke of external requirements impacting upon their training programs in the following ways:

· Workplace supervisor-trainee ratios within user choice agreements differ in each state (and are ‘not always sensible’ said one training manager). Ratios affect trainee numbers; hence, the numbers they can put through training. 

· Traineeship agreements can affect where and when the learner studies and total hours (including homework hours). This in turn may affect teaching strategies employed. For example, whether or not home computers can be used and for what proportion of study, what is required to be done in ‘paid hours’.

· Compliance training is governed by an industry body and may or may not fall within the AQTF. Training outcomes and evidence need to comply with the set standards of the relevant industry body.

· Traineeship/apprenticeship training agreements, and user choice agreements require tangible evidence that has traditionally been in the form of paper copy with signatures. This presents dilemmas and uncertainty on how to integrate Toolbox assessment tasks into these processes and into existing learning management systems.

‘Under our user choice contract, we actually have to make sure the trainee, the mentor and the training consultant signs off on every training session that’s delivered. And also the training plan needs to be updated, then they have to sign off on that, so all three parties have to sign on that before it can be submitted into our computer system … which tracks the record of all our training.’


Interview, training manager 

Outcomes of the Enterprise Trial 

Key learning from the enterprise perspective

Based on trainers’ and managers’ reflections, it is clear the trial was a valuable and rewarding experience for them. Reported outcomes in terms of their own personal learning were:

· knowing we could actually deliver this type of training (previously it had only been a vision)

· discovering we could now cater for clients/students at a distance

· ‘learning to work with new technology and commencing email support and training’

· learning about extendibility options, ‘The possibility of being able to customise a Toolbox to our needs’

· ‘after seeing how user-friendly the Toolbox is we have identified several different areas we could utilise its flexibility to meet the different learning needs of our students’

· ‘I doubt if we will ever again make the mistake of entering into such an arrangement with another organisation with so little formal agreements between the parties’.

Probably, the most significant experience for them personally was that the trial had been a voyage of discovery — recognising what they could now do, the benefits of using the Toolbox, and how they might proceed.

Benefits to enterprises having participated in this trial

In addition to ‘having a rich learning resource’ with the opportunity to use a Toolbox within their organisation, some of the direct benefits cited were:

· better time management of our trainers and trainees — reducing the need for trainees to come in for block release freed trainer time so that this time could be devoted to other ways of supporting learners (It saved trainees’ time and cost.)

· ‘ability to preview Toolboxes and use them in existing online learning creation software (Lectora) seamlessly; ability to incorporate 3 projects — LMS implementation; content development; … and test developed content in anticipation of organisation wide rollout’

· ‘it has given us personal development skills that would have cost us time and money over the next year to implement … we have had the opportunity to continue to train [whilst] using the Toolbox and the mentor’.

Other benefits cited related to the benefits afforded to them through experiences gained. It raised their capabilities and provided them with the opportunity and means to:

· become a leader in their field

· offer flexibility to trainees

· develop more flexible training plans for rural based students 

· provide students with broader examples of practice within their industry.

All of the enterprises had appreciated the opportunity to explore the use of Toolboxes with support under the guise of a trial. The trial gave trainers the opportunity to experiment (eg use the Toolbox with two groups using two different implementation approaches), to refine processes (eg incorporating content components into a learning management system), and others claimed that as a trial it had provided a safety net for them. 

‘It could have been a disaster if we had signed up 20 or 30 people to do this, now that would have been a failure. This is where the trial has been an important step as it’s identified where the shortcomings are’.
Final reflection form, training manager

Met expectations on outcomes and experiences of enterprises


Most of the enterprises reported their expectations on outcomes and experiences of the trial were met or exceeded.

Interview and survey responses from trainers and managers indicated a high level of attainment with regard to expected outcomes and experiences being met, with a few exceptions. 

The enterprise unable to begin its training program was unable to say outcomes had been met, but were able to say their involvement in the trial had been a valuable experience. Another who also claimed to have learnt a lot from the experience said the outcomes weren’t quite what they had expected.

‘I guess I am disappointed in a way that more people were unable to complete the toolboxes, but that is the nature of our industry — we are resource poor.

I think I assumed the Toolboxes [would be] more ‘user-friendly’, and that people would be taken through step-by-step by the Toolbox. I think the use of the Toolbox in our organisation will be needed to be done with structured training support.’

Final reflection form, training manager

Application of lessons and skills developed beyond the trial

It was evident from the enterprise trainers’ final reflection responses that the benefits of participating will extend beyond the trial:

‘… we will be continuing with the Toolboxes and using this new learning tool to support our on-the-job training … I have now also developed a website and community tools (chat, discussion boards, etc.) for both students and a professional development site for training consultants nationally’.

‘From this project we stand in good stead for our next online development project … we have developed a generic project plan with better estimations of time requirements, templated project documentations, etc.’

‘After discussion with management we now intend looking at other Toolboxes available, and implementing the use of these in other vocations’.

Providing solutions to needs


The Toolbox provided solutions to enterprise needs, for some; others preferred to say it had provided additional or complementary alternatives.

Responses to the question asking whether the Toolbox provided solutions to enterprise training needs were mixed. For three of the seven, it had directly met an identified need. Others preferring to say ‘not solutions, just flexibility’ or that ‘it had provided additional and complementary alternatives.’ In one instance the content had not entirely met the enterprise needs — the Toolbox content was considered ‘too light’ for the training program they were developing — but they were able to use selected material from it, and the presentation ideas. 

The mentor workshop as a process, and value from

The Toolbox Champions work in different states of Australia and do not get to meet face-to-face often to converse on issues, though they do communicate with each other electronically. 

Discussions with mentors and the Project Management Team mid-point in the trial indicated that there would be value in bringing the mentors together for a one-day workshop following the trial. A workshop in Sydney was subsequently arranged and attended by the five mentors, the researcher, the Enterprise Trial management team and a representative from the Toolbox Project Management Team.

This workshop enabled:

· preliminary findings of this research to be discussed with the mentors 

· sharing of mentor experiences and insights from the trial

· workshopping of issues that had arisen from the trial

· mentor input into recommendations of this report

· discussion on things mentors might take forward in their role as Toolbox Champions to improve service to enterprises.

This workshop was important not only for outcomes related to the Toolbox projects, but the opportunity it provided to build the collective understandings of enterprise needs and circumstance was timely, especially given that ‘doing business’ with industry has increasing priority.

Section 3: Key Findings to Inform Framework Strategies 

Due to the interrelated nature of the topics within this section, some recommendations may be relevant to more than one area but have not been repeated.  

Building our understanding of enterprises (and relationships)

Common features and experiences of enterprises

There were common elements found across the different enterprises

· Decisions on training matters were mostly made within training divisions by a training manager appointed for the task. In all cases the manager had the autonomy to make decisions regarding the trial and Toolbox use. However, bigger decisions such as the implementation of a Learning Management System required the endorsement of others in the organisation.

· Lack of time is a common issue, but is of concern to varying degrees: time to release people for training, and time to embark on change processes and new methods of training.

· All use a variety of methods for training. Choices are determined by the nature of their training program, client needs, enterprise or learner circumstance, and options available to them. Traditional face-to-face methods predominated.
Unique features or variations found across the different enterprises

Key differences exist between organisations and variations also in operations, facilities, resources, and circumstance.

This research found the following:

· Differences in technical capabilities exist (eg in-house support and technical expertise).

· There are extreme differences in the available resources to support training endeavours. Larger enterprises generally have greater facilities and resources. One of the bigger influences appeared to be the nature and ownership of the organisation. For example, it mattered greatly whether the enterprise is a community organisation or a commercial enterprise. However, the sample size is not sufficiently large enough to generalise.

· Enterprises with staff working in scattered, distant, and remote locations have particular difficulty providing induction sessions for staff. 

· Differences in accountability and governance frameworks depended upon whether the enterprise was delivering accredited or non-accredited training. It was also dependant on client groups they were serving (eg under-18, adult, professional membership), and relationship to AQTF and/or other authorities.

· Connections and relationships with other key stakeholders, as discussed earlier in this report, was another major difference. 

Relationships affected whether there was a potential need to consult with others, whether a deeper level working relationship existed, and in some instances, where responsibility for training delivery lay. 


For example, in reference to the Matrix on Page 31:

Interwork, as an employer conducting internal training had no need to consult with others. 

The two Hungry Jacks providing training for a separate division of their parent company needed to consult with workplace supervisors, and consider administrative processes that both they (as the RTO) and Operations (as the employing division) had to comply with, hence it involved more than just communication between them; they had connected processes.

The Maxima trainee worked for a separate organisation, hence the enterprise had to consult with the workplace staff to organise suitable study conditions and ensure the employers were familiar with the Toolbox so they could support the trainee in the workplace.

Two of the enterprises, Hayman and MPMSAA, had relationships with a TAFE in the trial: one to develop the course the Toolbox was to be part of, and the other to deliver training. Their relationships, however, were quite different. In the Hayman example the training responsibility and decisions about the conduct of training shifts to the TAFE. In the development example it is an equal partnership involving a business (as opposed to a training) contract. Communication between the parties in both situations was essential.

These relationships turned out to be quite significant in understanding the operations of the businesses and the frameworks within which each operates.

Similarities to the TAFE environment and experience

Similarities could be seen between the issues and success factors reported by the enterprises, and those reported in studies of Toolbox and e-learning implementations within TAFE.

· Teaching and learning issues relating to delivery, learner participation, and learner support, are much the same for enterprises as they are for TAFE but often exacerbated by the enterprise or learner group circumstance. For example, distance, location, or competing demands can add another layer of challenge.

· Success factors for effective learning and the need for good teaching design are the same in enterprise settings as within TAFE.

Differences to TAFE

Differences between the enterprises, and reported TAFE implementation experiences were observed. 

· Business bottom-line is the dominant concern of commercial enterprises. Training must be viewed within this context and be proportionate to other concerns and responsibilities of the business, especially if training is not the core business.

· Environmental conditions (training facilities and surrounding conditions) in enterprises can be quite different to TAFE and are often less than ideal. These can influence training options and training methods. For example, learning in the workplace can present additional challenges to both the teacher and the learner. Geographic separation of work or learning places can likewise present challenges.

· Enterprise trainers are not always given or able to make the time to attend professional development sessions or investigate new training strategies. As one CEO said, they are often so concerned with client training needs they neglect their own professional development needs. Work pressures can be such that their focus is often on the ‘here and now’ rather than taking a longer term strategic view. But this is not so in all enterprises.

· Enterprises trainers and training managers do not always have internal expertise they can readily call upon when entering into negotiations with training partners, or when dealing with new training arrangements that require understanding regulations and governance issues they are not familiar with. 

· Enterprises do not usually have the same infrastructure and support available to them for multi-media developments or adaptations to learning products like Toolboxes, as do TAFE.

· Enterprises do not always have adequate technical support or in-house expertise to support trainers or their learners.

· Enterprises do not usually have the same level of access to teaching and learning design expertise (in particular, e-learning, autonomous or distance learning expertise) as TAFE, nor the accompanying in-house development systems.
Marketing of Toolboxes and Toolbox services

The marketing of Toolboxes and Toolbox-related services such as the Toolbox Champion service is not as effective as it might be.

For a number of the enterprises, this was their first knowledge of Toolboxes and Toolbox assistance available to them — a number said they fell over the Toolbox by chance or a third party had referred them. Some knew of the Toolboxes but were not fully aware of their availability to enterprises or enterprise RTOs. There is clear evidence to suggest that improved marketing could broaden the reach and uptake of Toolboxes within enterprises. 

Associated services should be marketed alongside or as an extension to Toolbox use.

The findings from this research suggest that strong consideration should be given to refining and expanding the marketing strategy that sees a connection and continuum with other professional development and activities and opportunities of the Framework, in addition to the Toolbox Champion program. As more people learn about flexible learning methods the greater the demand for online learning resources and the more confidence they have to use them.

Likewise, knowing about the Toolbox Repository may also persuade enterprises to investigate online learning and Toolboxes. Given the reported scarcity of suitable learning resources in some topic areas learning elements found in the repository may complement Toolbox content. 

Knowledge of the Framework projects and products is not widespread in enterprises. Few knew of the Toolbox Champions, or of other professional development opportunities. 

Only two enterprises claimed any great knowledge of other Framework projects. Two enterprise trainers had actually participated in LearnScope projects and another had attended a single LearnScope event, indicating that marketing of Framework products and services is not reaching all enterprise trainers.

The fact that many were not aware of professional development opportunities may, in part, also be attributed to their perceived need for professional development. People often don’t learn about things until they need to know them.

More is needed to assist enterprises wanting to implement Toolboxes within school-based training programs.

Negotiations may need to occur within VET in School policy and administration sections at state level on best ways to negotiate training partnerships between enterprise RTOs wanting to utilise Toolboxes in school-based training programs or make use of school facilities. The experiences of one enterprise trainer showed uncertainty on best ways of negotiating school-based training arrangements, saying that ‘if we can get the [schools] involved … and … able to utilise the school’s technology I think that will have a major benefit for us as a business and the kids’. Instructions in this regard may assist.

The experiences of the enterprise RTO attempting to engage school-based trainees in their trial have highlighted a likely gap in marketing to schools within the VET in schools programs, especially to private schools. 
 

	Recommendation 1


Refine and expand the marketing strategy that makes a connection between Toolboxes and professional development opportunities. Marketing is likely to be more effective if trainers can see there is training and support associated with it. Market the Toolbox Champions and the Toolbox Repository alongside or as an extension to Toolbox purchase and use.

Recommendation 4 


Include, within marketing and professional development strategies of the Framework, invitations to enterprises to join communities of practice supported by the Framework.

Recommendation 5


Build upon the current relationships the Flexible Learning Framework has already established with the Industry Skills Councils, Australian Chamber of Commerce and Industry, Business Council of Australia, Australian Industry Group, Australian Retail Association, and other peak bodies that represent or support industry groups, by involving them in the marketing consultation process and ensuring they become part of the marketing deployment strategy. 

Recommendation 10


Based on the findings of this project, further investigate the barriers to school involvement in Toolbox programs, and formulate strategies to improve industry–education connections.




Uptake of Toolboxes

Enterprises in this trial have been stimulated to further examine e-learning and will very likely build on the experiences gained in this trial.

Providing enterprises with the opportunity to trial a Toolbox implementation, together with the support and encouragement given by mentors, has resulted in the majority of participating organisations taking steps to build on the experiences gained in this trial. Many have had ‘their eyes opened’ to the possibilities. All have shown they are ready to learn more.

There is a strong likelihood that most enterprises, once introduced to Toolboxes, will continue to use them if their criterions are met. 

Having overcome initial hurdles, nearly all of the enterprise trainers were confident they would continue to use Toolboxes. Exceptions or hesitancies could be tracked to obstacles still not overcome, or the Toolbox not meeting a specifically identified need. For instance, the situation where the Toolbox content pitch and language did not meet the standards sought deterring continued use of a particular Toolbox but not the investigation of others.

Some enterprises are keen to market the Toolboxes to others and/or share their experiences.

While a number of trainers and managers thought Toolboxes might be useful to others within their industry and expressed desires in the beginning to share, the real test came at the end of the trial as their trial experience could have affected their view. It is known that at least one enterprise is moving strongly towards advocating e-learning to others. They are not only keen to share but want to be seen as ‘leaders’ within their industry. They have completed a number of internal presentations and have presented at a NET*Working 2004 event. 

All have indicated a willingness to share their experiences with others by virtue of the fact that they have agreed to their stories being told in the case studies, but some have said so more explicitly. One said:

‘[We are] very interested in contributing to case studies as [this] would be very helpful for spreading the word in industry.’

Interview, enterprise manager 

Likewise, all are keen to know how other participating organisations went about their Toolbox implementation, and to read their stories. 
Supporting enterprises

The Toolbox Champion program as a mentor model 

The Toolbox Champion program and the concept of mentoring to engage enterprises proved effective.

A number of enterprises indicated that having mentor assistance was a strong factor in their decision to nominate for the trial. 

The strongest proof of the effectiveness of mentoring was the high number who said they would continue using the Toolbox and would look at others, which indicates they were seriously now engaging in Toolbox delivery. 

Expectations by enterprises in regard to the mentor program were met.

The mentor program ranked highly within interview and survey responses. Trainers appreciated support and encouragement given by mentors: the induction sessions given, support given with student inductions, and just knowing mentors were there to assist further if needed. A number commented that the ‘hands-on’ opportunities given at these sessions in particular had been most helpful.

A number of the mentors assisted enterprise trainers in giving their first induction to the learner, and this was especially appreciated:

 ‘if we didn’t have [our mentor] there it would be a very nerve-racking experience for us because if somebody asked us an IT technical questions [we] are just going to stand there and go, yuck!’. 

Interview, trainer at end of trial 

A number of the trainers believed their association with their mentor would continue. 

‘My mentor is really keen to get this whole thing up and running and I think that will develop into a long term relationship rather than just the trial, it will be fantastic’.

Second interview, trainer 


Another enterprise trainer commented that it would have been nice to have more ‘hand-holding’, ‘someone there when we did our first [induction session with learners]’, but hadn’t expected that this would be possible. This was not a criticism, merely a reflection.

	Recommendation 11


Continue the Toolbox Champion program and the concept of mentoring as a support device to improve the uptake of Toolboxes within industry.




Sustainability of the Toolbox Champion program to meet market demand


There is a question on the sustainability of the Toolbox Champion program along side evidence of growing demand.

Sustainability of the Champion program were among the concerns of mentors — mentors had to justify time spent to their respective managers amidst growing demands for their services and the finite resources of the program.

The mentors, at the mentor workshop, explored possible ways of extending the reach of the program to enterprises with minor additional funds and strategic planning. A number of their suggestions are presented here as recommendations.

	Recommendation 3


Encourage the development of industry champions within selected industries by providing further free support and training to those who can then become a mentor to others in their own industry or profession.

Recommendation 9


The Toolbox Champion program should target key organisations such as industry bodies and professional associations which can act as advocates and provide information and assistance to others.




Extension of services


Enterprise success could be further assured by extending the mentor role (Toolbox Champion role) to provide ‘authority’ to further investigate enterprise professional development needs and planning expertise.

Enterprises were not good at predicting their own professional development needs. This is true for a number of reasons, some mentioned earlier. The outcomes of the trial show that successful online learning happens over time and that second-order professional development needs to follow basic introductory and logistical matters. And, that longer-term needs are not necessarily apparent up-front. 

Mentors told of their dilemma as to whether to take a pro-active or re-active role in this regard. Also, the advisability of, as well as their authority to ‘tell industry' what they could or should be doing. 

Mentors discussed ways and means around this. One way, they said, might be to assign more authority to the role. However, the resources required to achieve this level of service would need to be factored in. Relaying advice to enterprises would need to be couched in terms of benefits to the organisation, and probably sold to them as further advice available as an extended service.

	Recommendation 12


Extend the Toolbox Champion service to provide consultancy on extensive planning, implementation, and professional development, on a low-cost, fee-for-service basis.

 


Other

Targeting of mentor support 

As mentioned, in the Hayman Island trial, support was provided in the first instance, for good reason, to the Hayman training supervisor when in fact the major training responsibility resided within TAFE. (The point of repeating it here is to say that it is important to identify up-front who within the implementation project may need support.)

It cannot be assumed that all staff within a partnering TAFE are yet conversant with Toolboxes and online learning resources, nor necessarily know about the various elements of teaching and support that underpin successful online learning. 

Professional development for workplace trainers

Current knowledge and skill levels

Enterprise trainers do not have a high level of knowledge on contemporary training methods.

Responses to the questions that sought to profile enterprise trainers indicated variations in trainers’ understanding of resource-based learning, online learning, and flexible delivery. Most were new to online and flexible forms of delivery and not conversant with either the research or practice associated with these teaching mediums and methods. As was said earlier, enterprises do not necessarily have the same level of access to teaching and learning design expertise to support e-learning. 

These areas are the next logical extensions to their professional development needs.

Identification of need

Enterprise trainers ‘don’t know what they don’t know’ and need assistance in the identification of what they might need to know before they can accurately predict their own professional development needs.

Mentioned often by mentors and enterprise staff was the dilemma of trainers ‘not knowing what there is to know’, or if there is even anything more to know, given their long-standing experience in training and well established practices. However, this is not something unique to enterprises. This experience is universal.

	Recommendation 8


Develop a ‘needs-analysis and readiness checklist’ for enterprises to complete before embarking on the use of a Toolbox. This could be made available through the website (see Recommendation 13).




Servicing needs
‘This thing about enterprises coming back after an initial showing and a period of reflection … this was brought up at the beginning of the year at the Champion’s meeting. This is the way it often happens.’ 

Interview, mentor

Servicing professional development needs requires more attention to enterprise exposure, but also timing and readiness should be considered.

There was convincing evidence to suggest that enterprises and enterprise RTOs are not exposed to the same levels of opportunity to learn about Toolbox products and innovative teaching ideas as their TAFE counterparts.

Some enterprises indicated that others in their respective industries would be most interested to attend showcase sessions of products and forums presenting new forms of teaching and learning, and ideas on different ways Toolboxes can be used. 

Such sessions could be ‘general’. There may also be merit in targeting specific industries or associations as indicated in the recommendations. 

There are indicators that enterprises cannot easily locate generally available resources providing guidance on course or content preparation for online learning. Some enterprises are now realising they need this. One enterprise trainer, using the Toolbox within an online course being developed in-house, said she was looking for a written strategy or best practice document, something that says:

‘… okay you've got this course that you deliver face-to-face using this particular manual, this is the process you should go through to convert that to be online.’

Interview, enterprise trainer 

Providing the reason, this trainer said this is, ‘definitely what I'll need after we've finished this trial because we're just making it up as we go..’.

Timing is important if tapping into ‘readiness’ and ‘responsiveness’. A rolling program of events may be more appropriate than one-off single events.

Connection with other professional development programs

Opportunities were identified for connections with Framework professional development programs and activities, and the benefits of this were demonstrated.

As enterprises became aware of other Framework programs, they expressed interest in finding out more about them, especially professional development opportunities.

The benefit of having participated in a Framework professional development program was best demonstrated in the TIO case study. This enterprise had a well-prepared plan, knew exactly what they wanted to achieve within their e-learning strategy, and had developed a change management plan accordingly, all before they actually engaged with Toolboxes.

	Recommendation 13

Create a website or portal (or redesign the interface of an existing site)
, to have a specific industry focus and target enterprise needs. The site content should be written in appropriate language for industry. (See Recommendation 13 in Reflections and Insights from Mentors Section, Page 60.) 

Recommendation 1

Refine and expand the marketing strategy that makes a connection between Toolboxes and professional development opportunities. Marketing is likely to be more effective if trainers can see there is training and support associated with it. Market the Toolbox Champions and the Toolbox Repository alongside or as an extension to Toolbox purchase and use. (Also listed in Marketing of Toolboxes and Toolboxes Services section, Page 50.)

Recommendation 2

Within marketing strategies that connect Toolboxes and professional development consider the different stages of readiness of enterprises, and frame information in such a way to help overcome the ‘we don’t know what we don’t know’ situation.




Feedback on Toolboxes

This research did not seek comments on Toolboxes specifically, as this was not the intended focus, but where comments were made these were captured. 

Note: in addition to the feedback listed here comments about the Toolboxes are reported in other places in this report, presented in other contexts. These comments have not been repeated in this section. 

Overall the feedback on Toolboxes was extremely positive; some provided constructive feedback. 

Feedback examples include: 

· wanting more teacher instruction: 

· ‘It would be good [if] as soon as you put the CD in it comes up and says … here’s what you can do … and introductory bit for the teachers … with links to the Trainers Guide (as that’s not told to you anywhere), … a screen that guides you … a menu … and a site map.’

· feedback on content:

· ‘The content is too simplistic for specific needs, but got good ideas on presentation from it.’

· ‘I think the whole thing is useful.’

· ‘Don't see the need to adapt - pretty well covers what we need as it is.’

· ‘I think it was brilliant.’

· feedback on usability:

· ‘I'm quite illiterate when it comes to computers so if I can understand it pretty well anyone can.’ 

· ‘It might be a good idea to break up some of the content into smaller modules. This will also assist users in keeping track of where they are. In particular, it will cater to learners with a short concentration span.’

· ‘I’ve just been really impressed by how easy it has been to implement it.’

· student instruction:

· ‘It would be good if you had ‘hardcopy flowchart of jobs/activities so you know where you are up to and can tick it off.’ 

There is an opportunity for enterprises to be involved in the refinement of Toolboxes.

Two enterprises expressed a willingness to contribute to Toolbox refinement through their expertise in the area.

One enterprise expressed a willingness to provide critical feedback on the content of the Toolbox they were delivering. They were highly experienced in that subject area and the assessment requirements for that qualification, and felt they could provide valuable and constructive feedback. However, they were not sure if there were channels or opportunities for this, whether it would be welcomed, or if Toolboxes went through a modification processes. 

Another, an expert in the area of disability, offered to contribute on useability design issues beyond just technical accessibility, to learning design. For example, recognising the limited concentration span of people with learning difficulties and making it easier for them to track where they are up to if a module is left mid-session.

It became evident that there needs to be a known mechanism for enterprises to feed back into the development loop. 

	Recommendation 14

Promote opportunities for enterprise input into Toolbox development via reference groups, and consider how this representation might be supported. Providing a free Toolbox and additional professional development support in return for enterprise input may provide incentive.




Feedback on the management of the Enterprise Trial of Toolboxes 

The feedback on trial management indicated that people were happy with the way the trial was conducted. This comment by one enterprise trainer summed up the feeling of most:

‘Project management very good — information provided, feedback frequency, explained well. First teleconference and tight timeframe being discussed then further time being allowed indicative of the supportive nature of management. 

Hasn't been too much paperwork or unrealistic expectations and that's all been good.’

Reflections and insights from the mentors

The mentor workshop provided an avenue for mentors to take an active part in contributing to this research and input into many of the recommendations made, and the personal and collective ‘learnings’ shared will enable all to better service enterprises.

The major benefits of the mentor workshop held in Sydney following the trial came through the opportunity for participants to debrief and share insights. The following is a synthesis of key points of learning from this trial based on shared experiences of the group and follow-up discussions:

· It is important, within demonstration sessions to enterprises, to provide guidance that will assist enterprises to manage expectations when they first embark on e-learning (for example, suggesting they start slowly, set realistic goals, and may need to manage expectations upward within their organisation).

· Toolbox Champions might possibly need to pre-empt some of the issues enterprises might encounter: 

‘I think perhaps it’s a lesson too on the mentoring side … and I know you can say over and over again … but pre-empt some of what might happen and elude them to it … we supply additional hints and tips of a generic nature, perhaps.’  

Mentor at workshop session

However, uncertainty existed on how proactive mentors should be.

· Professional associations (like the Master Plumbers) could be worth examining as strategic areas to target for marketing and support as they represent many industries, and their success stories would have wide audience. They are also well placed to mentor others.

· Importance of mentors (and the trainers themselves) more accurately assessing trainers’ start points with regard to their knowledge and skill levels.  However, it was acknowledge the difficulty of doing this unless the mentor role is extended.

· Toolbox Champions and the Framework making clear to enterprises what type of support is available to trainers.

· In communications Champions have with enterprises, and in planning guides made available to enterprises, on the implementation of e-learning, the importance of forward planning needs to be stressed. Especially if what the enterprise is planning to do involves other stakeholders or (re-) negotiation of learning agreements.

· Enterprises possibly need more detailed and specific guidelines for implementation of Toolboxes into their learning programs. 

· Importance of relaying to enterprises the benefits and need to prepare learners for e-learning, and providing the right level of learning and learner support. 

For example, what to include and various ways of providing induction for learners; instructing learners on the importance of finding a suitable place to work free from distractions; value of having a Learner Guide and what this might include; trainers providing further scaffolding within learning materials if required or through personal communication, especially for autonomous learners; providing and relaying to students what support is available to them; and the importance of communication between the trainer and learner/s and between learners.

· It may well be worth Champions considering assisting enterprises to plan their first two weeks of a training program.

· Enterprises may need guidance on legislative issues they might have to deal with or consider when establishing e-learning programs for certain learner cohorts (for example school-based trainees). Enterprise trainers may need direction on where to find information and who to contact.  How much mentors needed to know regarding this was a grey area but it was agreed by some that it ought to be sufficient to ‘spot’ potential errors or problems but it was probably outside of their domain to know detail.  Another view was that it was outside of the mentor/Champions role all together.

· Enterprises need assistance identifying what they can and cannot do with the CD ROM and material contained therein, ie copyright regulations. 

Insights the mentors shared about the differences in and across enterprises:

· The language of industry is different to the language of TAFE.

· Drivers within enterprises are often different. They are not always interested in satisfaction and learning outcomes; rather, they are interested in bottom-line business outcomes. Their focus and interest depends on the type of business, and the nature of the industry.

· Different types of businesses have different needs with regard to training support.

· Differences in training philosophies and approaches between enterprises in which the whole organisation embraces the learning ‘journey’ and those where they do not. 

· There are a lot of industries where staff are expected to take responsibility for their own training; hence, they may not all be interested in organised training for staff.

· Many organisations believe that multimedia stands alone and that the CD ROM [Toolbox] does totally everything. It rarely does. Corporate vendors flagging ideas that people can work totally independently, adds to this misconception.

· Enterprises do not always know the right questions to ask about Toolboxes or Toolbox support.

· Decisions on learning systems purchase made by ‘technical’ people in IT domains and not by trainers, is not uncommon within industry. This can often lead to wrong choice or compromise.  This matters when a Toolbox is to be integrated into a learning system.

· Enterprises often focus on the short-term skills base, not ongoing educational experience of learners.

· Enterprise people are busy and need things to work straight away. They are expected to provide immediate solutions.

Points reinforced for mentors as to what enterprises need to be aware of when implementing online learning:

· Lead-time is required for planning and familiarisation. 

· There is a need for trainers and workplace supervisors to have sufficient skills to support learning in the workplace.

· There is a requirement for staff to become familiar with the Toolbox before giving it to learners.

· As in all teaching, there is an importance in ‘knowing your students’ — their needs, capabilities, and personal and study circumstance so that learning programs and accompanying support can be accurately targeted.

· There is a need for trainers to make it clear to students what type of support they have access to (ie differentiating between technical and learning support, and support being available in many forms).

· It is significant knowing who their stakeholders (and governing agencies) are, and involving the appropriate people in the planning process.

· It is important that the enterprise formalises business relationships and have agreed to processes if other entities are involved in course development or delivery.

· It is important that there is a clear communication strategy between parties if an enterprise is dealing with other organisations in a Toolbox implementation or delivery project.

· There is a need for the enterprise to have technical capacity sufficient to support the intended program (eg PCs and printers available in the field).

	Recommendation 7


Give consideration to servicing industry through the role of industry consultants. Consultants could provide fee-for-service advice on training and business matters over and above the level of support currently available through the Toolbox Champion program. Industry consultants could be extensions to the Toolbox Champion program, existing positions based within states, or newly created positions. They should not replace the Toolbox Champion program; rather, the intent is to broaden the levels of service available to enterprises.

Recommendation 13


Create a website or portal (or redesign the interface of an existing site)
, to have a specific industry focus and target enterprise needs. The site content should be written in appropriate language for industry. 


The website could link to existing information on VET system teaching and learning, contextualised to the industry milieu. Success factors and issues identified in this report should inform the content.


Decisions on host location, and links to the site, should aim to maximise reach to industry.




	Area for improvement 15

Further refine, and make more prominent to industry, the guidelines and statements on copyright and licensing issues surrounding Toolboxes. Write guidelines and policies in plain English with relevant examples of scenarios that an enterprise may encounter. Disseminate these guidelines broadly. 




Unexpected findings

Things that were not anticipated when embarking on this research were:

· the degree to which business and operational matters arose and dominated over the teaching and learning issues

· the importance of understanding the relationship between enterprises and others; for example, the schools–TAFE–enterprise relationship was not well-understood by the various parties in the Tasmanian case study, and not something expected within this trial.

These were both important findings in this research. It is imperative to understand the realities of operations when doing business with or supporting enterprises.

Section 4: Conclusions and Final Comments
Research method: issues and reflections

The learner view sought in this research was of the experience engaging with the Toolbox, and the experience of the teaching and learning process. Participants were not asked to comment on the content of Toolboxes. The learner view provided an important perspective on the trial program.

Interviewing learners turned out to be more problematic than expected. It was not possible to conduct all focus groups planned because of the distant and scattered locations of some learners, or the timing of the researcher’s visit and them not being sufficiently far into the Toolbox to discuss their experiences. Some of the intended face-to-face focus groups were replaced by individual phone contact with learners. 

Students’ views sometimes differed to the teachers’ views, hence it was important to hear both sides. For example, student views differed on the level of support and communication necessary for successful learning experiences, and the types of support they required. In a number of cases, the level of support given did not meet learner expectations or need. 

To obtain a cross-section of views, it was also originally intended to interview both the trainer and a manager in each enterprise. However, many enterprise trainers made decisions on training matters quite independently and although managers were available, they often had insufficient knowledge about the project being implemented to provide meaningful feedback. Every effort was made to interview other staff involved in the project.

The site visits were extremely valuable and essential. Visiting the enterprises enabled first-hand viewing of the environments in which they deliver training. It also enabled longer and more informal discussions with the trainers and others in the organisation. 

Toolboxes provide the flexibility enterprises need

These cases have shown the diverse ways trainers teach within enterprise settings, and have demonstrated the flexibility of Toolboxes to fit in with their needs.

Supporting the enterprise trainers

This research found that with minimum support, enterprises can implement and use Toolboxes at a base level; that is, identify a training need, install and/or use a Toolbox with a small group of learners to achieve one or more competencies in a learning program. 

Some trainers may be able to do this independently if provided with clear instruction and if they are sufficiently motivated and confident to do so. 

However, regardless of whether they receive support or are able to implement Toolboxes independently, some enterprises may not succeed. For example, when internal or external factors (highlighted within this report) become insurmountable.

This research has shown personal contact with a mentor (or Toolbox Champion) as part of the support provided to enterprises can be effective, especially: 

· for confidence building, and re-assuring trainers new to e-learning 

· to help enterprise trainers identify the most appropriate use of the Toolbox within their specific organisation

· to seed teaching ideas and assist in the formulation of strategies to meet a training need or training challenge.


For a number of trainers in this trial it was evident that having personal support had enabled them to get a ‘jump start’. The trainers had achieved far more, and more quickly, than they would have if implementing e-learning unaided.

The big question is whether base-level is sufficient. Additionally, at what point do we place our marker for measuring successful online delivery? Does the Framework have a role in helping enterprises understand that learning resources are just one element in a successful training program?

When viewed in the context of the many professional development opportunities, events and resources emanating from the Framework through past and present projects, it was difficult to contain recommendations to just those immediately applicable to the Enterprise Toolbox project goals.

It is clear from this trial that most enterprises do not yet appreciate that the use of online learning programs such as Toolboxes can require (and almost demand) new pedagogical approaches and different considerations be given to the learning and learner environments. The mentors, because of their experience and expertise in online learning implementation, are well-placed to provide initial pedagogical guidance. 

It was evident that the mentor program, in combination with other Framework outputs, could extend enterprise capabilities to the next level. The recommendations made within this report show ways that other programs of the framework can be leveraged in conjunction with the Toolbox Champion program either in its current or enhanced form, to fulfil the longer term needs of a range of enterprise types.

Mentors continue to build their understanding of how enterprises work and their needs. For example, one mentor reflecting said after the trial that an important learning was that one of the functions the enterprise sought to serve was the provision of ‘value-add’ for clients (ie helping clients in turn help their clients). This immediately stimulated the mentor’s own ideas on ways he could present to businesses in future. This was a motivational selling point the mentor could use in addition to the teaching value of Toolboxes. 


Professional growth of trainers

The design of the trial, and the way the trial was conducted, was well received by enterprises. Implementing the Toolbox with support provided an opportunity for trainers to experiment within safety margins. 

The trial provided the opportunity and incentive for enterprises to examine, warts and all, their experience. A number said it had been a steep learning curve, but were comfortable and confident that they could now implement a Toolbox given the support they now knew was available. As an outside observer, you could see the progress of enterprises and their growing self-sufficiency as they met specific challenges. For example, the way some were now contemplating better ways to induct remote learners.

This ongoing progress reinforces the fact that the findings of this trial should be viewed as a ‘snap shot’ in time; as enterprise trainers become more experienced they will undoubtedly broaden their capabilities and strategies.

Concluding comments

To continue to grow the enterprise market and extend the reach of the Framework products and services to meet enterprise needs, this report and accompanying case studies, will potentially provide important and valuable information to the Framework to build understanding of the environment in which enterprises operate.

Training that falls within the formal governance of the AQTF and bound by regulations and guiding principles is quite different to training for professional up-skilling of staff where there is a good deal more freedom in the training design. And likewise, training towards other external accreditation/recognition, such as industry compliance training, may be quite different again as it may have quite different criteria. So when dealing with organisations it is important to know what training they deliver and the regimes in which the training falls. 

The Enterprise Relationships Matrix developed as a tool to aid analysis in this project may be worth testing in other projects and further refining. Having a conceptual model may help others understand the different types of enterprises, and their relationship and interrelationships between organisations and other stakeholders. 

Whether the Framework has a role helping business do business with other entities may need further discussion among Framework Management. Suffice to say, negotiating and successfully managing ‘partnerships’ proved a major hurdle to successful implementation for at least one enterprise. 

Two reasons supporting further discussion are:

· Firstly, the Framework is well-placed to provide knowledge and support in this area. The experiences of the enterprise concerned, for example, mirrored exactly the finding of the Quick Guide
 produced by the Sharing Knowledge Project on this topic. Other projects have likewise produced guides that could usefully inform enterprises entering into course development partnerships. 

· Secondly, the mentors were of the view that they could help enterprises avoid pitfalls if they were providing services as a ‘consultant’. It was probably a thin border between mentoring and advising, but the difference in connotation and authority were marked between being a ‘mentor’ and being a ‘consultant’. With the supporting mandate they could provide this service. 

Other ways of helping enterprises is through the provision of appropriately written and marketed resources provided through strategic avenues that enterprises could readily tap into. Discussed within this report is the need to improve enterprise access to information resources that can help them learn about and implement online learning. One suggestion is for a website or interface that provides a filter to the many quality resources that currently exist with the VET system. This website can be further developed to meet the specific needs of enterprises. 

The various parts of this trial — the opportunity afforded the enterprises, this report of their experiences, the case Studies produced as an extension to this report, and the findings shared among mentors — will contribute to the collective understandings of enterprise training scenarios essential for successful engagement with industry.

The case studies will be a vehicle for other enterprises to share the lessons and experiences of the seven enterprises participating in this research. The Mentor Workshop has most certainly contributed to a deeper understanding amongst the Toolbox Champions involved in this trial. Insights gained in their workshop will undoubtedly be carried to other aspects of their work as they continue to mentor and service other enterprises.

Finally, the Industry Engagement Project in 2005 aims to increase industry use of e-learning in close consultation with enterprises and key industry bodies. The findings from this research will feed into that project. Although the project details are not yet finalised that project should be well placed to implement a number of the recommendations made in this report. In particular, the marketing of products and services through strategic channels to disseminate more broadly to enterprises, but also selectively, development of supporting resources to guide e-learning, and the conduct of enterprise focused demonstrations and forums. This research report can provide valuable information to that project.

For more information contact:

2005 Australian Flexible Learning Framework

National Communication Project

Phone: 
(07) 3247 5511
Fax: 

(07) 3237 0419
Email:

enquiries@flexiblelearning.net.au
Website:
flexiblelearning.net.au
Address: 
Locked Mail Bag 527 GPO

Brisbane QLD 4001
APPENDIX A - Trial Implementation Logic
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Table 1:   Enterprise Relationship Matrix
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�   The Engaging Industry project in 2005 may be well placed to coordinate this.


�  For further information about the Framework projects see � HYPERLINK "http://flexiblearning.net.au" ��http://flexiblearning.net.au�


�  The link to enCompass can be found at � HYPERLINK "http://www.tafefrontiers.com.au/pd/webtools.html" ��http://www.tafefrontiers.com.au/pd/webtools.html�





 


�  Toolbox customisation includes such things as adding own examples, rewording of content to apply specifically to their business procedures, and adding links to web resources relevant to their training.


�  Training manager interview


�   ‘Scaffolding’ is a term used within curriculum and constructivist theory.


� Trainer, mid-point interview


�  Scaffolding is a term used within constructivist and curriculum theory. Scaffolding is additional guidance given within the training instruction gradually withdrawn as the learner becomes confident. 





�  Backroad Connections Pty Ltd 2002, Success Factors for Collaborative Development of Content to Support Online Learning (Version 1.00), Australian National Training Authority � HYPERLINK "http://flexiblelearning.net.au/guides/collcontent.html" ��http://flexiblelearning.net.au/guides/collcontent.html�





�  It was reported that not all schools engaged in VET in Schools Programs have been informed of Toolboxes being a potential learning resource they or employing organisations might use; state differences may exist on reach to schools; and that TAFE–school relationships are different in Tasmania to other states. These reported facts have not been verified. 


�   The Engaging Industry project in 2005 may be well placed to coordinate this.


�  The Engaging Industry project in 2005 may be well placed to coordinate this. 


� Backroad Connections Pty Ltd 2002, Success Factors for Collaborative Development of Content to Support Online Learning (Version 1.00), Australian National Training Authority � HYPERLINK "http://flexiblelearning.net.au/guides/collcontent.html" ��http://flexiblelearning.net.au/guides/collcontent.html�
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