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Supporting Flexible Learning Opportunities



Hungry Jack’s RTO South Australia
Investigating Toolboxes for training in country-based stores

The Enterprise Trial of Flexible Learning Toolboxes Project


The Flexible Learning Toolbox Project is an initiative of the Australian Flexible Learning Framework, which aims to develop internationally renowned content to support the delivery of Training Packages in the vocational education and training (VET) system.
Flexible Learning Toolboxes are low cost, high quality e-learning programs that are provided on a CD-ROM and can be installed on a server or used on a stand-alone computer. Toolboxes can be used to support the online delivery of VET qualifications from Certificate I to Diploma level and can be customised to suit different learner or workplace training needs.

Designed to provide maximum flexibility, Toolboxes can be used as a ready-made training resource, used selectively, or customised, and can be accessed via intranet or internet, or used directly from CD-ROM. There are 83 Toolboxes currently available including a number developed under an equity program to support training within specific equity groups.

The Enterprise Trial of Toolboxes aimed to provide a number of enterprises with an opportunity to implement a Toolbox within a training program under supported conditions, and to capture their experience. Feedback from the Trial will help improve professional development and support to enterprises. 

Support was provided to each of the enterprises by a mentor - a Toolbox Champion. The Toolbox Champion program is funded through the Toolbox Project. Champions within each State and Territory provide support on the implementation and use of Toolboxes.

Seven enterprises from five States took part in the Trial. All were small to medium sized enterprises and some were also registered training organisations (RTOs).  

Both Hungry Jack’s RTO South Australia (whom this case study is about) and Hungry Jack’s RTO Tasmania (a separate division) participated in the Trial. The Tasmanian case is documented separately.

Background to this enterprise

Hungry Jack’s is a medium sized organisation within the hospitality industry. The company has two separate but interrelated divisions: the Operations division (responsible for Hungry Jack’s fast-food restaurants; and the RTO (responsible for the training of store staff and for traineeship programs). 

Hungry Jack’s RTO is a national RTO with offices in each State, but not yet in the Territories. Each State Office runs its training and makes training decisions independently, but the training managers communicate with each other as members of the National Training Team.

Hungry Jack’s espouses a culture of developing young people, regardless of their academic ability or social standing, and tries to reflect this in its approach to training. For example, trainees with poor literacy and numeracy skills are provided with additional tuition and “if necessary [we write] for them if their literacy isn’t up to scratch … as long as we are assessing them as competent against the performance criteria,” said National Traineeship Manager, Karen Colling. 

The South Australian RTO has a small team of training consultants, led by a training manager. National Traineeship Manager, Karen Colling, also works from the South Australian branch. Karen, formerly the State Manager, was appointed to the national position just as the Toolbox Trial began but continued as the Project Leader. Last year the South Australian branch was placed third in the State for the Minister’s Awards for Employer of Choice for Traineeships, and this year is aiming to be number one.

Hungry Jack’s mostly employs resource-based teaching methods using printed materials developed in-house. Trainees usually study individually or in small groups in teacher-led sessions, with learning programs designed to meet each trainee’s own study plan. 

Traineeship programs are mostly conducted in Hungry Jack’s stores, in preference to bringing trainees into the company’s central training premises. Karen said that by taking the training to young people in the stores, the company had been able to reduce trainee turnover considerably. Training consultants visit each store on a 4-6 week cycle to supervise the trainees’ learning programs and conduct training. 

Conducting training in the stores does, however, present difficulties. The facilities are limited; “it can be noisy and very distracting” said a trainee; and the teaching and learning environment is not ideal. But in spite of this both trainers and trainees seem to cope reasonably well. The individualised approach to training that the company adopts appears to compensate to some degree for the difficult conditions. 

The training staff were excited when they first heard about Toolboxes. The Toolboxes would provide them with additional content to use within their current training programs, and in addition, the team expected that they would offer greater flexibility and choice in when, where, and how training was delivered, especially to country-based trainees. 

As a training organisation operating within a regulated environment, certain restrictions are placed upon training operations. The study hours of trainees, and the number of trainees that Hungry Jack’s can take on under the one supervisor, are regulated by the Traineeship Agreements and User Choice Contracts, applicable to that State.  

Recently challenging the Northern Territory supervisor-trainee ratios, the company were successful in getting the ratio changed from one-to-one to one-to-four. Karen explained that this mattered because under the previous ratio “if a store only has four managers that means you’re only going to have four kids on traineeships”, said Karen. In the Northern Territory in particular this is a problem, because they have low supervisor numbers. South Australia hopes that with training resources like the Toolbox it might now be feasible to conduct some of the Northern Territory’s training from a distance from the South Australian office, although there will still be limits to the total number of trainees.

The primary motivation for the South Australian group to participate in the Toolbox Trial was their desire to try new methods which would establish them as leaders within their organisation and the industry. Karen and the training staff were keen to push the boundaries of what they could do. They viewing participating in the Toolbox Trial as the take-off point for achieving their longer-term vision of providing flexible and innovative training programs, which would be available to all trainees. 

Experiences of this Trial
For the Trial, South Australia chose the Certificate II Retail Operations (212) Toolbox to use with thirteen secondary school students undertaking a traineeship located in five of their country-based stores. The trainees were all enrolled in a traineeship program. The units of study from within the Toolbox were chosen according to each trainees’ individual study plans.

In addition to Karen, others involved in the project were Marc Grantham, the Training Consultant responsible for country stores, and mentor Doug Purcell, the Toolbox Champion from South Australia, who provided support to help Marc and Karen get under way. Marc was the trainer in the Trial.  Karen oversaw the project and worked together with Marc to work out the details of the program plan and the teaching approaches.

Neither Karen nor Marc had previous experience with computer-based learning, although Marc had instructed on computer use. The trainees participating in the Trial had all rated themselves as moderate to very confident in using computers and one had previously used computers for learning. The trainees had varying levels of literacy.

To conduct Toolbox training in the stores a laptop was upgraded and a new printer was purchased. With only one computer, careful thought was required to find the best way to conduct training with the different learner groups in each of the stores. To maximise his own learning from the Trial, Marc took the opportunity to experiment with different methods to see which would work best in the various training scenarios. 

In some cases Marc used Toolbox exercises in a small group setting, in others he worked individually with one or more trainees. At other times he let trainees work independently. In each case Marc provided printouts of Toolbox exercises for trainees to work from in addition to giving them time in turn on the computer. Working with printouts provided a part solution to the problem of access to the computer. It also fitted with the company’s present administrative processes: trainees’ work could be marked, signed, and stored as proof of competency attainment. This was necessary, said Marc, as part of the company’s contractual requirements.

Marc gave trainees tasks to complete at work in between his visits. Trainees who had home computers and wished to study using the Toolbox at home were also given disks. Trainees are, however, not compelled to work at home (Traineeship Agreements state that all required study has to be done within paid work time). 

Having tried the different teaching approaches, Marc found that for him the one-to-one training worked best, especially since the team’s training philosophy was to cater for the learning needs of individuals. He found that group training in the stores with only one laptop was far more difficult than the one-to-one approach.

For future training programs, however, he recognised that the one-to-one training would have to be balanced with time limitations and the practical aspects of training provision. Marc found that when using the Toolbox (in the first sessions at least) it would often take him longer than usual to get through a topic. He found himself going into more detail with learners on some parts of the program. He was sure, though, that greater familiarity with the Toolbox would reduce the time needed. Once he and the trainees were well under way he hoped to be able to spend more time clarifying or expanding upon details rather than the more comprehensive teaching he was doing in the first sessions. 

Upon reflection, Karen said the biggest discovery for the team was learning how to teach and assess differently. A different way of thinking was needed, and at the beginning of the project the team was not sure how to achieve this. 

Having mentor assistance at the start was “great”, according to Karen and Marc. Doug had stepped them through the functions and form of the Toolbox, and helped them to devise teaching approaches to fit the company’s needs. “[He] gave us lots of good ideas,” they said. As a further support, Marc realised in hindsight that he would have liked “somebody standing by my side when doing our very first delivery in the field”. But this, he said, was not a criticism of the support received. Being new to online delivery, Marc said he was not at all confident when he first started out. “It’s all very well saying this is how you do it, but it’s quite a bit different actually doing it,” he said. But once he had worked his way through the first session with students his confidence had increased. 

From a teaching design perspective, one of the more challenging aspects of the use of the Toolbox was making sure that the assessment conformed with the requirements of a highly regulated industry. For example, Karen and Marc were not sure whether the tasks within the Toolbox would align with their current assessment requirements, whether the Toolbox activities could be used for formative assessment, and whether they would be acceptable to the authorities. They were still learning about this at the end of the Trial. They knew it was important to find the right balance between formative and summative, and online and off-line, assessment, but they still needed a fuller understanding of exactly what Toolbox programs developed around training packages could do. 

Karen and Marc also had some concerns about verification of, and signatures on, assessable work, which they were required to provide under User Choice Agreements. Under the agreements, training plans and work completed must be physically ‘signed off’ by multiple parties. Administrative requirements such as this, they said, could present a barrier to the adoption of totally online training. “Our systems don’t cater for electronic signatures!” they stated. Both Karen and Marc remained confident, however, that they could gradually work through these difficulties. For the present they were just ecstatic, they said, about all the other things that the Toolbox would enable them to do.

Outcomes and benefits 

The Hungry Jack’s team found that the greatest benefits from participating in the Trial had been ‘the journey’. Marc and Karen learned a lot about Toolbox delivery, and how they might now implement components of the Toolbox within training programs in their own State and nationally. Through their participation in the Trial, they observed that all the enterprise training staff in the South Australian division have now broadened their training vision. 

Having a mentor and being able to implement a Trial program under guidance “has given us personal development skills that would have cost us time and money over the next year to implement. This way we have had the opportunity to continue to train, [whilst] using the Toolbox and the mentor,” said Karen. 

The trainees all reported that using the Toolbox was a great way to learn and they were particularly impressed with the interactivity and presentation of the content. Both the trainees and Marc also remarked on how much they liked the generic nature of the content. Marc reported that, through viewing the Toolbox examples, the trainees were now starting to appreciate the transferability of their skills. Marc was also able to demonstrate the relevance of the Toolbox content to what the trainees were learning and doing in their work.

As for their future plans, Marc, now skilled in the use of Toolboxes, hopes to train other training consultants in South Australia and in the other State branches. Both he and Karen having become keen advocates and are keen to share their Toolbox experiences with others in their industry. 

Reinforced by the positive experiences of their Trial participation, Karen believes there is now even greater incentive to expand the company’s IT provisions. She had earlier submitted a proposal to have computers placed in each of the stores and she was hoping that they could achieve this soon. Work has also begun on the installation of an intranet to provide greater access and flexibility for trainees. The intranet, Karen said, will provide ready access to training resources. When linked to the company’s quality control mechanisms, the intranet will help to ensure that trainees in the various locations are using current versions of documents and are reading the most recently distributed information relating to their training. As well, the availability of a network will provide a further communication channel between the training staff and trainees, and among the trainees.

Computing literacy is likely to become part of the company’s literacy support program. In talking this through Marc and Karen reflected that they might need to consider assessing technical competence at the beginning of the trainee’s program so that they can gauge his or her capability and offer additional training if required.

Having successfully used the Toolbox and having their eyes opened to what is now possible, Marc and Karen want to begin thinking about minor enhancements they might make to the Toolbox content to tailor it further to Hungry Jack’s needs. They are also planning to investigate whether and how online learning processes associated with Toolboxes could be combined with Hungry Jack’s current (and future) training management procedures and systems. They will investigate other Toolboxes, beginning, they anticipate, with a legal unit applicable to the retail stream.

In summary, the Toolbox Trial for the Hungry Jack’s South Australian team has been a rewarding and valuable experience.
To purchase a Toolbox contact Australian Training Products:
Level 25, 150 Lonsdale St

Melbourne, Victoria, 3000

Ph: (03) 9655 0600

Online ordering: http://www.atpl.net.au/?tab=Home&zone=Catalogue&cid=28
To view Toolbox products or to contact a Toolbox Champion in your State/Territory: http://flexiblelearning.net.au/toolbox/index.htm
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