Enterprise Trial of Toolboxes – Flexible Learning Case Studies
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Supporting Flexible Learning Opportunities




Hayman Island Resort 

Communication and early involvement of stakeholders in the planning phase is the key to successful Toolbox delivery partnerships

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).  

Background to this enterprise

Hayman Island Resort is a medium-sized enterprise in the hospitality industry. It is located about an hour’s ferry ride off the coast of Queensland. It is an international resort of world renown, with first class facilities and service.  

Employee numbers fluctuate seasonally from 450 to 500 staff. The majority are young and single. The Resort is not a registered training organisation (RTO), but makes connections with RTOs for accredited training. Rob Wilson, the Training Manager, heads the Resort’s Training Department.

Training is a high priority for the Resort for two main reasons. Firstly, finding and maintaining good staff is a considerable problem. Turnover of staff (including trainers) is relatively high because of the challenges of Island living. Training, Rob Wilson believes, is a partial solution. One of the incentives the organisation has put in place to motivate staff and improve staff retention is a reward system that recognises each level of training that staff complete. The company has a strong commitment to nationally accredited training that leads to recognised qualifications. 

The second reason for the high priority placed on training relates to quality management. A strong emphasis is placed on the provision of the highest quality service in all operations of the Resort. Having well trained staff is considered a key to maintaining good service. A continuous improvement process that responds to client and management feedback is a major influence on training decisions.

Training programs on the Island cover a broad range of topics, including most areas of hospitality, business topics (such as administration, hotel and front-line management), and trade topics (such as horticulture, and maintenance and service). About 90% of the training is conducted in-house using mostly traditional face-to-face methods. In-house training is conducted either by senior staff or a staff trainer, or by an external consultant. A few external study programs are used, primarily in the area of hotel management, but Hayman does not use these often. For apprenticeship training, the off-the-job component is arranged through a TAFE Institute that specialises in the particular discipline area. The Toolbox Trial described in this Case Study involved apprenticeship training to become chefs. 

Rob Wilson believed that the Toolbox could provide a solution to a number of the Resort’s present training challenges, especially in the apprenticeship training area. For example, in cookery training the availability of ready-made resources that the chefs could tap into for trainee use would make the supervisory role easier and more time efficient. Chefs work under great pressure and have difficulty finding the time to supervise trainees. “One of the biggest advantages this package has, particularly for cooking, [is that] it saves us the time of having to provide the material – it’s all there,” said Rob, referring to the Kitchen Operation Toolbox that he and some of the chefs reviewed.

The flexibility and self-contained nature of Toolboxes also had great appeal for resolving other training problems that had occurred in the past within apprenticeship training. For example, Rob reported that some trainees had, on occasions, complained about feeling disengaged. They perceived that they were not really learning unless they were engaged in formal study. The Toolbox would enable formal study to be continued between block study periods at TAFE, helping trainees overcome the feeling that they were not learning in between these periods. 
In addition, the self-contained nature of Toolboxes would enable trainees to begin study at times that suited them. For example, one student who was unable to coordinate her busy work schedules with course times and was frustrated at having to wait nearly a year for the next intake, could have been given the Toolbox while waiting to begin TAFE and then seek credit for Toolbox study through Recognition of Prior Learning.

It is clear, then, that Hayman staff had strong incentives to use the Toolbox. However, they knew they would also have challenges.

Facilities for both private study and computer access on the Island are limited. A small training centre, equipped with two networked computers with internet access, can be used by staff for private study purposes when it is not being used for meetings or training sessions. Apart from this the study situation is difficult. Rooms in staff quarters are quite small and are shared, and so are not ideal for study. Internet connections to the student quarters are not possible because of the high cost of telecommunications and the difficulty of monitoring usage. User-pays public internet access computers are available within the recreation facilities, but the location of these makes them unsuitable for serious work by students.  

For the Trial, the Toolbox was installed on the training room computers and arrangements were made for trainee access.

Experiences of this Trial
The principal aim of the Hayman Trial was to examine the Toolbox as a supplementary resource for apprenticeship training. Rob and some of the staff had already investigated the Toolbox as an informal learning resource but were keen to see if it could be used in a more formal way. “I would like to see if we could get more structure into it,” said Rob.  

For the Trial, the Enterprise selected the Certificate II Hospitality - Kitchen Operations Toolbox (409) to use in apprenticeship training with two new chefs, one doing first year and the other second year study at Cannonvale TAFE. The apprentices both lived and worked on the Island, were aged under 21, and were very confident computer users.  

The Trial involved Rob Wilson, the students’ work supervisors, and two staff from Cannonvale TAFE who joined the project part way through. Toolbox Champion Lynne Stephens provided mentoring support to Rob and the team throughout the project.  

The plan was to incorporate the Toolbox within the TAFE program but still to maintain the current delivery arrangements in which students undertake study on the mainland in periodic blocks. Block release structures suit the Resort best for a number of reasons, the principal one being that “students tend to go stir-crazy on the island” after a period of time, so it works well for the trainees to have some time away. Class-based study also provides an opportunity for them to pace and measure themselves against others. 

The Trial began under difficult circumstances, starting late for reasons external to the project. There were further delays due to time coordination difficulties of the various people involved. The delays in the project meant that the team were not able to execute the full Trial plan within the timeframe but they were at least able to get the training program to the point of delivery.

At the initial workshop arranged by Lynne for the Island staff, participants explored various ways in which the Toolbox could be used within the apprenticeship program. A number of the staff said that the hands-on session and the step-by-step tour of the Toolbox had been instructive and helpful. In particular, the opportunity to actually explore the program first-hand added value to the day, they said.  

Although this introductory session went well, there was one problem. The people who most needed to be at the training session - the key TAFE staff - were unable to attend because of the short notice of the session and then because of unexpected complications with transport arrangements across to the Island. Other circumstances meant that it was about half way through the Trial period before another workshop could be arranged for the TAFE staff.

Mentor support was initially directed only towards Resort staff, as the mentor and Toolbox management team did not know in the early planning stage that a TAFE Institute would be involved in the Trial. The Training Manager, too, when working out his plan involving TAFE, had not appreciated at this early stage that not all staff within TAFE were as yet familiar with Toolboxes, even though there was online learning expertise within the Institute. In hindsight, Rob commented that there was possibly a need for “a little bit more effort going into making sure that TAFE were familiar with what [the program] is, how it’s supposed to be used, and how it was going to be rolled out”. A key learning from this Toolbox Trial has been the importance of involving all stakeholders, involving them early, and checking on skills and knowledge. 

Because of these early difficulties it was some time before the TAFE trainers and the Island staff met to discuss the apprentices’ learning program, and ways in which the two organisations might effectively work together.  

As a consequence of the delays, the students were left feeling a little confused. They had been given a quick introduction to the mechanics of the Toolbox but as yet no instruction on how the content related to their particular study programs. They felt quite confident using the Toolbox, liked the content and the concept, and had no problems with navigation, but were unsure exactly what they should do. The students had explored the Toolbox informally but because of the delays had been unable to start formal Toolbox learning within the timeframe of the Trial.

It became very clear to both Hayman and TAFE staff that regular communication with each other and with the students would be vital to the success of this training and for future training initiatives. The Chef Trainer at Cannonvale TAFE, expressing this view, said: “The key issue is going to be communication between all of us. We are relatively new with using [the Toolbox] and so is Hayman … and one of the things I’ve set up with the Training Manager there is that I’ll increase my visits to the Island. I will go over and actually spend time with the students and go through things and make sure they’re getting as much support as possible, and as they learn with [it] … they don’t feel that basically they’ve been told ‘here, you go get on with it’.” 

Despite the difficult beginning, there were positive outcomes to the Trial. Said Rob:

“It’s not actually a disaster by any stretch of the imagination. It would have been … if we had signed up 20 or 30 people to do this. This is where the Trial has been an important step, as it’s identified where the shortcomings are. I think from here, I know that [the TAFE] are quite supportive of it. I think they just need to get their own trainers on board. We think it’s a very good product, we just want to see some action.”
Training for the two apprentices has now begun. 

Reflecting back on the process, the participants in the project feel that the short timeframe of the Trial had created difficulties that might not have occurred if they had had more time for the planning and preparation phase. The students, for example, would probably not have been involved until the preparation was complete. There would have been more time, too, to plan for TAFE’s involvement.

Outcomes and benefits 

Running training programs on an Island certainly has its difficulties, but the Island situation also provides a great deal of incentive to succeed. Although there were frustrations and difficulties experienced during the Trial, the learnings achieved bode well for Toolbox use in the future.

The kitchen staff (previously only familiar with traditional forms of learning) have taken to the Toolbox. The Head Chef reported that: “Having been through other learning resources, I found this [Toolbox] exciting … and more so being that we are in an isolated location as we don’t get to talk with other chefs. Sometimes students don’t like to ask questions for fear of admonishment from the chef or others, so this is good.”
All involved in the Trial remain very positive about using the Toolbox in the apprentice program, and have learnt much from this first experience, principally the importance of:
1. Early identification of and involvement of training partners. 

2. Carrying out a skills/knowledge check with the trainers and other staff very early in the planning phase.
3. Preparing trainers in advance of giving the Toolbox program to learners.
4. Supporting and guiding learners.
5. Setting up communication mechanisms among the project team.
This first experience will enable both the enterprise and TAFE staff to plan their next implementation with confidence now that they know the steps to take.

Hayman plans to improve computer access for apprentices and workplace supervisors by putting computers in the kitchens. 

Rob and his training staff also intend to examine additional Toolboxes as they can see potential applications in other areas of the Resort. 

The TAFE Institute may eventually incorporate the Toolbox into its online learning facilities, making use of the communication options, so that it can communicate electronically with students in between segments of block release training.
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






PAGE  
2
Australian Flexible Learning Framework

