


CONTENTS

ACKNOWLEDGEMENTS .....c.tittitiiste et ste ettt sttt st et sbe e st seese st st e besbe e ebe st e st abe s b eseebe st ebesbe e e besbene et 3
1.0 EXECUTIVE SUMMARY ...ttt sttt ettt sttt sttt st nans 4
1.1 Introduction & ProjeCt OBJECLIVES ......cviviieeeice e st e e 4
1.2 METNOTOIOY ...ttt bbb bbbt b e bbb et b et et b et e 4
1.3 =TS | £ 5
14 OUTCOMIBS. ...ttt etttk ettt h e bt e bt et ekt e bt e et e ae e ehe £ eb £ e ab e e st e eb e e eb e e ke e sbenbee st e e nbean sabeannas 6
15 RECOMMENUALIONS ...ttt ettt bbbt bttt et e e et e b b e beseeebe b e 7
2.0 INTRODUCTION & PROJECT OBJECTIVES ..ottt 8
2.1 Agriculture ITO Reporting Value Added by Agricultural Training .........cccoevveverevcnie s 8
2.2 Department of Labour Funded SCOpINg REPOITS .......coiveiririiiiiieirieeses e 8
2.3 Encouraging and Supporting Innovation Fund — TEC— the Project Brief ..........ccccocvivviviiivnnenne. 9
3.0 LITERATURE BACKGROUND ......ccuiiitiiterietisieestesietesteseete st et seesasbesaetessesaesessesassessesessesessessesansenss 10
4.0 INTRODUCTION TO THE QUARRYING INDUSTRY ....cuvitiiiiirieiniinierisiesieresiesesre s seens 11
4.1 T U] €A - USSP 11
4.2 INAUSTIY ITO L.ttt b ettt bbbt b e e 11
5.0 METHODOLOGY ...ttt sttt sttt sttt ettt sbe e tesbe e e tesb e s e ebese et e ebeseebesbe e ebeseeseneesearenbenens 12
5.1 INEFOTUCTION ...t bbbt bt e s e b e sb e besbeebesbe bt abeenee e 12
5.2 The Agriculture ITO RVA Methodology & its Applicaton to the Quarring Industry —

Adjustments Made to the MethodolOgy ..o s 12
5.3 National Diploma in Extractive Industries (Management) .........ccccocvvivvvrieneeieneese s 13
6.0 RESULTS & DISCUSSION ......oiiitiiieiietiiiete st e st ettt stese sttt tesbe e be st sasbe st etesae s esesresaateneas 14
6.1 Level 3 VOCatioNal TrAINING .....cccieiiirieiiterieesie ettt ettt b e et b e et sre e b e 14
6.2 National Diploma in Extractive Industries (Management) ...........ccocovviireniniencne e 25
7.0 STUDY OUTCOMES & RECOMMENDATIONS ......cooiiiiterieisiesiee ettt 35
7.1 LU0 Y @ 1T (0T ] . TSP 35
7.2 RECOMMENUALIONS ...ttt ettt sttt e b et bt ebe et ebeseeseebe e 37
8.0 REFERENCES.........uitetiitiietiit ittt sttt ettt st s bttt et s e bbb et et et et et e te b et abe st ene ens 39
APPENDICES ... .evettiteietistete ettt ettt et s st s e be b e st be bbb e e R et e st b e ket et e b e Rt b b e ne b nEe b ene et r e 40
Appendix 1: Project Background: Findings from the Agriculture ITO’s “Reporting Value Added by
Agricultural Training” Study & its Impact 0N ITO DEIIVEIY.......ccvciveieriercie e 41
Appendix 2: Literature BaCkgroUNG ..........ccooviiriiiiiiieecc e sre st eneas 44
APPENTIX 32 INTEIVIEW NOTES ...ttt bbb et b e et b et b e ene e 51
Appendix 4: Valuing the Potential Contribution of Training to the Quarry Business ..........c.ccccoevvvriencnn 63
Appendix 5: Case Studies (National Diploma Graduates & TraiNEES)........cccererererierieriieriene e 71
GLOSSARY OF TERIMS .....oiittiietiitesietesteeste sttt sttt sttt et e b st e ekt b et s b et e st et et e b e st e s b e ntenean on 77

Identifying & Reporting the Value-Added from Training (ESI Project 943) — Extractives Sector — Final Draft 2|Page



ACKNOWLEDGEMENTS

The authors wish to express their gratitude to the companies and their staff who made their time
available and who contributed so freely of their experience and ideas. Their positive support for the
many interviews and surveys was critical in enabling this work to be completed.

We also gratefully acknowledge and thank EXITO who assisted by providing industry statistics and
contact points. This study is at a single point in time and it is critical to read this report with an
understanding of what has gone before and what is being planned for the future. EXITO assisted the
authors to understand the context for the results obtained.

Finally, we wish to acknowledge the work that led to this study — “Reporting Value Added by
Agricultural Training”, a report by McLeish, Gardner and Waters for the Agriculture ITO, demonstrated
an approach that formed the basis for this study.

This report has been produced as part of the Industry Training Federation Project “Identifying and
Reporting the Value Added from Training”, funded by the Tertiary Education Commission through the
2008 round of the Encouraging and Supporting Innovation Fund.

Notwithstanding the acknowledgements above, the content of this report is the responsibility of ASL.

Please Read

The information in this report is accurate to the best of the knowledge and belief of the consultants
acting on behalf of ASL. While the consultants have exercised all reasonable skill and care in the
preparation of information in this report, neither the consultant, nor ASL accept any liability in contract,
tort or otherwise for any loss, damage, injury or expense, whether direct, indirect or consequential,
arising out of the provision of information in this report.

Identifying & Reporting the Value-Added from Training (ESI Project 943) — Extractives Sector — Final Draft 3|Page



1.0 EXECUTIVE SUMMARY

1.1 INTRODUCTION & PROJECT OBJECTIVES

The Agriculture ITO set itself a goal of better understanding the benefits that agricultural training
created for its stakeholders. McLeish, Gardner and Waters were commissioned to research a
methodology that would enable this improved understanding, and their results are presented in
“Reporting Value Added by Agriculture Training”. This work, together with the high impact learning
work of Professor Robert Brinkerhoff, has subsequently influenced the way the Agriculture ITO
structures its qualifications and delivers training to its industries.

Following this seminal piece of research, the Industry Training Federation applied to the Tertiary
Education Commission for funding to complete a project with the following objectives in four primary
sector industries, including the extractives industry:

Obijectives

e Test applicability of the model for identifying and reporting value added from training as
utilised by Agriculture ITO in other industries.

Key Outcomes

* To enable ITOs and wider tertiary groups. Industries and firms to gain a greater understanding
of how they can identify and report value add by industry training

* Toenable better targeted investments in education and training

« To be able to design and select better education and training activities

e To get improvements in follow-up and support for the implementation of skills gained form
education and training activities

« Toimprove the connection between skill, productivity, profits and pay

This report covers the results and recommendations from applying this methodology to the extractives
industry (aggregate quarrying).

1.2 METHODOLOGY

Twenty six Senior Managers in the quarry industry were interviewed to identify the key tasks where
employees make a difference on quarry performance. These managers were also asked about a range of
matters related to the training carried out in their businesses, and the effectiveness of that training and
its impacts on the key performance indicators (KPIs) for their quarries. The interviews covered two
levels of training — the Level 3 National Certificate and the Level 5 National Diploma.

For the Level 3 National Certificate the key tasks where employee performance impacted upon the
quarry’s performance were explored in detail to identify the financial consequences as a result of the
level of performance observed.

Quarry Managers were re-interviewed to record how employee performance changed after training.

A small sample of employees was surveyed through a written questionnaire to examine their
perspective on training supplied and how it impacted on them.
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A case study approach was also carried out with recent graduates and trainees of the Level 5 National
Diploma in Extractive Industries (Management) with the strand in surface extraction. Interviews were
held with Quarry Managers and senior staff who had completed or were completing the Diploma. A
postal survey of recent graduates and current trainees was also done and telephone interviews for
selected survey respondents were carried out to develop a number of specific case studies.

1.3

RESULTS

Well trained operators can make a very significant difference to quarry performance and initial
training can lift productivity 10-25% with further improvement over time.

Skills training can lift productivity 10-25%

with further improvement over time.

Most companies provide a range of training, both ITO facilitated and non-ITO facilitated, and it
is difficult to separate the benefits of each. Some of the most valued non-ITO facilitated is
provided by the equipment suppliers for the customised use of their specific plant and
equipment and is very practical and relevant.

The organisation of training is an issue for many companies. Taking staff off the job to
complete training is perceived as a significant cost. Training is then often organised in bursts
with trainers providing training and assessment on a number of Unit Standards over a short
period of time and the level of subsequent competence and performance does not meet
company standards.

The alternative to short bursts of training and assessment is for the company to provide
internal assessment over a longer period. The need for national uniformity of training
standards requires moderation, which as it is currently applied, is seen as onerous on the
company in time and cost.

There are mixed views about the value and relative importance of Certificates of Competence
and National Qualifications. Many trainees sign up for the national Certificate when they only
ever intend to attain their B Grade Certificate. They are eligible for training subsidies, but the
ITO is left with many non-completions. The ITO is addressing this.

Health and safety training has made a significant difference to staff behaviour and appears to
be showing improvements in ACC statistical data for entitlement costs in the quarrying
industry.

Health and safety training has made a significant difference

Benefit cost ratios for specific training have been estimated at in excess of 24:1 for processing
plant operation and 10:1 for movable plant operation but it is more difficult to develop such
measures for health and safety and environmental management training due to data
limitations.
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1.4

Cost Benefit Ratios — Value Add

24:1 for Processing Plant Operations

10:1 for Movable Plant Operation

The individual case studies associated with the National Level 5 Diploma indicated significant
economic benefits either in one-off improvements in quarry efficiencies or in ongoing annual
efficiency gains and enabled managers to understand and meet efficiency targets. The highest
value modules appeared to be around people management, financial management and
managing health and safety programmes.

Determining a single value add financial indicator for the Diploma qualification was not
achievable.

OUTCOMES

Value can be measured on training value where the impact can be measured in terms of
product output, quality, or operating costs (machinery) but more challenging for compliance
training.

It is difficult, if not impossible, to separate the value of training from the management
system/approach that is wrapped around the training programmes/events/support on-job.

The development of managers to create the environment and provide the systems and
opportunity to practice and develop skills in the workplace is integral to creating value from
skills training.

Improving the value of training will require consideration of alignment with business goals,
integration with company performance and operating systems and supportive management
systems.

Briefly — Right Staff, Right Training, Right Management = Right Performance

Training was not always integrated into the quarry and business performance management
systems -staff were simply sent off to complete the next Unit Standard without matching the
training to business needs or priorities. This implies there is potential opportunity to work
closer with businesses to demonstrate how training can add productive value.

There is industry debate over qualifications with the Quarry Manager's A&B Certificate of
Compliance preferred by some and EXITO qualifications preferred by others. The authors
understand that EXITO is doing work on this at present. More clarity around purpose and value
of these programmes would help in the resolution of this issue.

Trainer quality was reported as variable. Poor trainers were highly correlated with the
manager’s perceptions of the value of the training.

Some managers did not equate assessment and the attainment of Unit standards, with
competence. There was still a major investment in training required by the company,
particularly through front line supervisory staff, before the staff member would be deemed to
be competent in their roles.
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1.5

RECOMMENDATIONS

That EXITO adopt a Value Added methodology to assessing vocational training, in conjunction
with other assessment methods, to enhance training outcomes. Having the ITO focus on the
actual training results — numbers enrolled, numbers completing, as well as focussing on the
effect of the training on quarry performance can improve the training, and can improve
communication with its stakeholders. EXITO and company management will have shared
goals.

That at next formal qualification review, EXITO test the relevance of Unit Standards and the
qualification against the current and future needs of a modern quarry to ensure each
component adds real value. EXITO is already considering breaking the Certificate into smaller
components. This is encouraged and greater alignment with actual roles should be considered.

That EXITO consider offering assistance or training to companies and managers on how to
design and manage a staff development programme within the company. The objective will be
to help maximise the value that can be had from effective training, which will then show up in
the company productivity.

That EXITO consider offering training for front line supervisors in staff management,
particularly as it relates to their coaching, mentoring, and training role. This role is seen as the
most critical in creating value from the formal training currently provided.

That EXITO consider the changes that are taking place within the industry to the career
pathways available to quarry operators, and assess the potential impacts on the current
qualifications being offered.

That training is recognised as the responsibility of the line managers and as one of the tools
available to improve staff performance. EXITO needs to ensure that accredited trainers do not
deliver training in isolation from that manager.

That the place of the National Diploma be reviewed against the needs of the industry, and in
particular against the need for Certificates of Competence. Within the current debate that is
taking place between supporters of the two qualifications, the Value Added Approach may be
of assistance in that it helps maintain the focus on business outcomes.

That the current dual assessment approach be reviewed to embrace workplace “can do”
methodology. This could encompass a stronger task based assessment approach in the context
of the jobs and roles trainees are performing in the workplace and include observation,
collection and assessment of naturally occurring evidence, attestation of third parties as
elements of assessing actual on-job performance.

That EXITO explore the development of robust RCC and RPL assessment processes as a means
of recognising alternative learning pathways and experience. This could be applied across the
range of training levels, but particularly at diploma level.
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2.0 INTRODUCTION & PROJECT OBJECTIVES

2.1 AGRICULTURE ITO REPORTING VALUE ADDED BY AGRICULTURAL
TRAINING

In early 2005 the Agriculture Industry Training Organisation (Agriculture ITO) began a research project
to develop an improved understanding of the benefits created for its stakeholders (Government,
Industry, Employers and Trainees) through agricultural training, beyond that generated through its
regular stakeholder satisfaction surveys.

The findings of this study and the influence that it has had on the way that the Agriculture ITO
structures its qualifications and delivers training to its industries is summarised in Appendix 1.

The Reporting Value Added (RVA) project has had a significant impact upon the way the Agriculture ITO
carries out its work. The presentation of this information to other ITOs stimulated the demand for
similar studies on other industries.

2.2 DEPARTMENT OF LABOUR FUNDED SCOPING REPORTS

In 2008, the Department of Labour provided funding to the Industry Training Federation to enable it to
complete scoping reports for three ITOs engaged in the food and beverage industries to investigate
whether the Reporting Value Added Project methodology as used in the agriculture study was
appropriate and could be applied to the respective industries and what data existed to support the
application of the methodology, what needed to be done to collect and utilise the data.

These studies looked at the following three ITOs:

e Seafood ITO
e NZ Horticulture ITO
e Hospitality Standards Institute

The studies indicated that, in general, the methodology could be applied to all three, particularly
seafood and horticulture but that there could be some challenges in applying the methodology to a
service industry but, given the importance of the service sectors to the New Zealand economy, it was
desirable to test the methodology in the services sector.

The conclusion of the three scoping studies identified the scope of any study to cover the following:
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Focus ITO/Sector Approach

Literacy & Numeracy Seafood Case Study
Level 2 & 3 Seafood Processing RVA Methodology
Vocational Training (Skills) Horticulture

e Fruit production

e Viticulture

Services
Level 4 &5 Seafood Case Study
Supervision/Management Services

Certificates/Diploma

2.3 ENCOURAGING AND SUPPORTING INNOVATION FUND — TERTIARY

EDUCATION COMMISSION — THE PROJECT BRIEF

The Industry Training Federation applied to the Tertiary Education Commission for funding to complete
a project with the following objectives in four primary sector industries including the extractives

industry.

Objectives

e Test applicability of the model for identifying and reporting value added from training as
utilised by Agriculture ITO in other industries.

Key Outcomes

e To enable ITOs and wider tertiary groups. Industries and firms to gain a greater understanding
of how they can identify and report value add by industry training

« Toenable better targeted investments in education and training

« To be able to design and select better education and training activities

e To get improvements in follow-up and support for the implementation of skills gained from
education and training activities

« Toimprove the connection between skill, productivity, profits and pay

Identifying & Reporting the Value-Added from Training (ESI Project 943) — Extractives Sector — Final Draft
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3.0 LITERATURE BACKGROUND

This project is about identifying a Return on Investment (ROI) from training and improving the
connectivity between skills, productivity and profit.

McLeish, Gardner and Waters (July 2007) provided a comprehensive literature review on ROI
methodology and models - in particular, Kirkpatrick’s four step model and Phillips’ three layer model.
The Agriculture ITO’s RVA study only focused on the value returned from job related skills applied to the
trainees’ current work situation.

Brinkerhoff and Dressler (July 2007) provided some criticism of ROl methods in that we want to use
training to improve business performance. In evaluating the transfer of skills/knowledge or behaviour
change from training, we are measuring the management and performance systems rather than the
training alone.

The training function answers questions about instructional quality, the training programme linkage to
business needs and strategy, and how well training is integrated with performance systems.

The management function looks at how much is learning applied, identifies obstacles and facilitating
factors, and how effective is performance. A partnership between training and management is required
for a high impact learning approach and success.

Given the study goals are focused around the contribution of vocational training to productivity gains, a
number of people performance models were examined to inform the interview and survey tools applied
in the study.

SUMMARY

The role of skill development in productivity improvement features strongly in all models. These models
indicate very close alignment to Brinkerhoff and Dressler identifying that skills training must be
accompanied by a range of effective management interventions if it is to be transformed into
productive value in a business setting. The models support the contention that the development of
managers both in higher level technical skills and supervision and management capability is a
fundamental core to unlocking the real value of skills training.

These models have modified the methodology adopted to explore this hypothesis in that where there
are high apparent returns from skills training, there will be a high level of management intervention and
support.

Any assumption that a hands-off approach to training and people development by line managers and
handing responsibility to an external trainer, or even an internal training department, is not likely to

generate a high return from investment into training.

A summary of the literature background and people productivity models can be found in Appendix 2.
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4.0 INTRODUCTION TO THE QUARRYING INDUSTRY

4.1 INDUSTRY DATA

INDUSTRIAL OUTPUT

In 2007, New Zealand produced 46.34 million tones of aggregates worth $592 million. This is equivalent
to 10.9 tonnes aggregates per head of population which is higher than the USA, Europe, Australia and
the United Kingdom.

Over half the output is used in roading and a further 21% is used in buildings.

For each tone of aggregate produced, every 30 kilometres travelled doubles the cost, so quarry location
is important.

The value added by the industry to the New Zealand economy is $240 million in GDP and 1890 jobs with
average annual earnings of $49,000/person (average for New Zealand $39,622) (source:

WWW.aga.org.nz).

4.2 INDUSTRY ITO

EXITO is the industry training organisation for the following industries:

e  Extractive (mining)
e Petrochemical

e Gas
e Energy and chemical plants
e Drilling

e Blaster coating
e Galvanising
e Resource recovery and solid waste

The extractive industries are shown in the following table (the quarrying sector includes 1,092 trainees):

TABLE 1

Extractives Subsector Trainees
Explosives 28
Gold Mining 556
Gravel & Sand (quarries) 895 )
Lime (quarries) 181 ) 1,092
Rock (quarries) 16 )
Surface Coal 658
Underground Coal 565
Other 69
Total 2,968
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5.0 METHODOLOGY

5.1 INTRODUCTION

One of the project’s goals was to test the applicability of the methodology used in the Agriculture ITO’s
RVA project. This methodology was applied to examine the practical vocational training typical of the
Level 3 National Certificate in Extractive Industries (Operations) with the strand in Surface Extraction.
This is a 127 credit programme that has compulsory standards primarily related to health and safety,
environmental requirements, safety checks and emergency procedures and elective sections that
recognise skills required to work in the extractive industry and strands for surface contexts.

A different methodology was developed for examining the National Diploma in Extractive Industries
(Management) with a strand in Surface Extraction. This is a management qualification at Level 5.

5.2 THE AGRICULTURE ITO RVA METHODOLOGY AND ITS APPLICATON TO THE
QUARRING INDUSTRY — ADJUSTMENTS MADE TO THE METHODOLOGY

1. Focus group with farmers to identify the on-farm tasks that were significantly impacted by
the ability of the employees, eg mastitis, feeding, heat detection and lameness. The groups
enabled the project team to understand how farmers recognised competency and value
added to their business by staff.

2. The financial implications of poor through to good skill application were identified by
industry (Dexcel and AgResearch).

Given that the quarrying industry has far fewer employers than the pastoral agricultural industries,
interview surveys of quarry managers, company HR managers and company general managers were
carried out to identify the training that was important in the performance of the quarry, issues that
affected the response to training and to gain an overall understanding of the quarrying industry, KPIs
and the managers’ view of training.

Four tasks were identified as the key tasks where employees could have impact upon the performance
for the quarry — these were:

e Processing of the raw material into aggregate
e Use of movable plant

e Health and safety compliance

e Environmental regulation compliance

The breakdown of these four tasks (and their subtasks), along with their impact on quarry performance
and the financial impact were developed through intensive interviews with two experienced quarry
managers. These were then circulated among a number of quarry managers for further feedback and
amendment.
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3. Survey of farmers/focus groups where farmers asked to note changes in behavior of trainees
after training compared to levels identified in (1). These ascribed a dollar value based on (2).

Following the development of the template that describes the impact and costs of poor and good
performance, quarry managers interviewed were resurveyed using a postal/telephone interview to

quantify how employee performance changed after training.

Data related to costs of training for the quarry were also gathered, as was the cost data per trainee for
the Extractives ITO.

4. Non-financial values — mail survey trainees and employers
In the extractives study we used a written questionnaire to survey a small number of trainees. Given the

pressures in the industry, managers were reluctant to allow unrestricted access to staff but agreed to
get 3-6 surveys completed by staff in each quarry.

5.3 NATIONAL DIPLOMA IN EXTRACTIVE INDUSTRIES (MANAGEMENT)

EXITO has 41 employees from the quarrying industry enrolled in the Level 5 301 credit National Diploma
in Extractive Industries (Management) with the strand in surface extraction (Version 2).

The approach used to evaluate the contribution of this qualification was:

1. Interviewing quarry managers and senior quarry staff who had completed or were in the
process of completing the diploma.

2. Conducting a postal survey of recent graduates (2007 or 2008) and those currently completing
the diploma.
TABLE 2
No. of People No. of Valid Response
Surveyed Responses Rate
Recent graduates 20 15 75%
Those currently enrolled 41 18 44%
Total 61 33 54%
3. Follow-up interview of selected survey responses to develop case studies.
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6.0 RESULTS & DISCUSSION

6.1 LEVEL 3 VOCATIONAL TRAINING

MANAGERS’/SUPERVISORS’ PERSPECTIVES

Quarry Manager Interviews

Twenty six Quarry Managers were interviewed to determine the areas where training was focused, the
changes that could be expected from training, the value of training and the challenges. The interview
notes are summarised in Appendix 3.

Key Themes

e A well-trained operator can make a huge difference to quarry performance (30-40%) and initial
training can lift productivity 10-20% with further improvements over time.

e Most companies provide a range of training, both EXITO facilitated training and non-EXITO
facilitated, and it is difficult to separate the benefits of each. Some of the non-ITO facilitated
training is provided by the equipment suppliers for the customised use of their plant and
equipment and for first line supervisor training. The equipment supplier provided training is
highly valued due to its practical nature and customised approach.

e EXITO training is sometimes perceived as background, theoretical training while company
provided training is more hands-on.

e The consistent delivery of training is an issue — some firms have a trainer on-site for a burst
once or twice a year and complete a number of Unit Standards in a short period of time.
Consequently, training can be rushed, assessment can be too easy and knowledge retention
can be poor. Consequently many managers have concern about the level of competence,
unless company effort is applied to mentoring and coaching to support the acquisition of skills
to a highly competent level.

e Trainer quality is quite variable from shocking to outstanding — some seem to have a “tick the
box” focus as opposed to enhancing skills in the workplace. Explaining to staff that ITO
assessment does not meet company standards is a challenge.

e The Unit Standards do not always relate to competence — they appear to be written so as
external assessors can assess immediately after learning. Internal assessors may be a better
option but this can be a big time demand, particularly in smaller quarries. External assessors
may be better used for compliance training and for licenses.

e There are mixed views about the value of National Certificates and the A and B Grade Quarry
Managers’ Certificate of Competence.
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e Several companies see the B Grade Certificate as more valuable than the Level 3 National
Certificate and only train to this certificate.

e Compliance training has made a noticeable difference in behaviour to improve health and
safety outcomes. (It was difficult to get quantitative measures from industry to support this
view.)

e Training to competent level does take time, from six months to two years.

e Front line supervision has a major impact on training outcomes and needs more support and
training for this role.

e The achievement of a National Certificate is valued by staff.

e Training needs to take place within the context of the company’s standard operating
procedures. The trainer needs to understand these.

e The processing plant operator skills seems to be missing from the National Certificate.
Environmental compliance requirements seem unusually low in A and B Grade Certificates.

e Level 3 training has been reduced in some companies as it is regarded as too generic.

e Removing operators from production line for training is a significant cost and a significant
barrier.

e Improvements in quarry productivity reflect both training, technology and systems
(10,000t/person to 50,000t/person).

e EXITO is regarded by most as doing a good job but could do even more to meet company
requirements. More emphasis on product quality and consequences for customers (and the
company) when specifications are not adhered to. More training on geology for those working
at the face and more “why” along with the “how”.

e Some companies have identified a literacy issue but do not identify EXITO support for this.

e There was a high level of commonality in issues raised by quarry managers, company senior
management and HR managers across the industry.

| EMPLOYEES’ PERSPECTIVES

After discussion with Quarry Managers about how best to engage with trainees to gather information
about their experience of training and what made a difference for them, it was agreed to provide a
survey form and each Quarry Manager would get 2-6 staff to complete the written survey. While this
approach has a risk of bias, it enables an employee/trainee perception to be gathered. Data was
gathered from six quarries.
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Results

Employees were asked to select a number that best reflects their agreement with a number of
statements with:

1 = Strongly disagree
6 = Strongly agree

The results are shown in Table 3.

TABLE 3
Question Topic Mean
1 CONTRIBUTION OF TRAINING TO YOUR JOB AND/OR CAREER
a Training helps me to do the job better (better skills & confidence) 5.3
b Training has made me more valuable to my employer 5.3
c Training means | need less supervision 51
d Training enables me to take on more tasks and multi-task 5.2
e Training helps me to progress in the quarry industry 55
f A National Certificate is important to me 5.0
g Training and national qualifications result in improved wages 4.6
h Training makes the job more interesting and | understand the job better 5.2
i | can do a wider range of jobs in the quarry 54
2 EFFECTIVENESS OF THE TRAINING AND THE NATIONAL CERTIFICATE PROVIDED BY EXITO
a Training is best done off-job 24
b Training is best done on-job 5.2
c Theory training helps me understand my job better 3.6
d Practical training helps me do my job better 55
e Training must be applied at work right away if it is to be useful 45
f | prefer training in short bursts and spread over several days or weeks 42
g | prefer training to be carried out in an intensive block 31
3 UNIT STANDARDS AND ASSESSMENTS
a All the Unit Standards | studied were relevant to my job 4.9
b Being assessed as competent means | can do the job well 4.9
o My boss told me how the training will help me before | went on the course 4.1
d After | completed the training, my boss helped me put it into practice on the job 41
e Accredited trainers understand practical quarrying and make training relevant 4.9
Comments

In general, all trainees had a very positive view about the contribution of training to their job/career
with most giving a 5 or 6 for those. Two questions scored a lower response — a National Certificate was
important to most but a group of respondents scored it a 4. There was less agreement around the
statement that training and national qualifications resulted in improved wages. It was noticeable that
even in responses from employees from the same quarry, the rating varied from 1 to 6.
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In terms of effectiveness of training, there was little support for off-the-job training (mean 2.43, no 5 or
6 scores) and very strong support for on-the-job training (mean 5.23).

Fifty percent of respondents did not think that training in theory added much value (scored <3).
Therefore theory training needs to be embedded well into practical training.

There was mixed reception to whether training should be intensive block course (2-3 days) or spread
out over a longer period with slightly more support of shorter bursts over longer periods. Some quarry
managers had commented adversely about the practice of having a trainer doing the training and
assessment over 2-3 days. While costs drove this behaviour, a high level of competence was not always
gained.

Most employees considered the Unit Standards taught were relevant; they were positive about the
assessment process and the trainers understood the quarry environment and made the training
relevant. The two questions that related to support from management — preparation for training and
help to implement training were less supported. Perhaps not surprisingly, high or low scores tended to
be consistent across quarry sites. If managers did not prepare employees for training or did not support
them to implement training post the event, it was common to all employees from that quarry.

Employees were asked about other training received. Just under half had received non-EXITO training,
particularly in the area of staff supervision, specific machinery training, or internal standard operating
procedures.

Specific mentions included:

e Explosive use and handling

e Asset management

e Induction to supervision (multiple responses)

e In-house training (multiple responses)

e  Operator training

e  Front-line management Level 3 and 4

e EMA - supervision, monitoring and managing team performance
e 4711 Welding ticket

When asked if there were other areas of training that would be relevant, several mentioned computers
— one comment was “Every work place has a computer — even at a quarry. I’m using a computer every
day and could use it a lot more.”

One respondent favoured night classes for A and B Grade Quarry Manager certificates of competence,
as in the 1980s. “Have had good feedback on these.”

Regarding the difference between Unit Standard assessed training and non-Unit Standard training,
generally most who expressed an opinion favoured Unit Standards because they were recognised and
non-Unit Standard training was not, although several said that it dependent on who took the training.
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TABLE 4
Application in the Workplace

Importance of Skills/Knowledge/Confidence el AdiEvEmER %

Skill/Knowledge in Refore After

Role at Work o - Difference N/A Poor Good Great
Training Training

Tasks

(Mean) e (Mean) (Mean) % % % %
1.  UNDERSTANDING THE QUARRYING PROCESS, THE OPERATION OF
THE CRUSHER AND THEIR IMPACTS ON AGGREGATE QUALITY
Task 1: Recggnlsmg cha_nge_s in rock quality at quarry face and 55 34 51 17 10 5 79 5
understanding the implications on product quality
Task 2: Building quarry bench for optimal efficiency 5.0 3.2 4.7 1.6 33 - 50 17
Task 3: Set the processing plant to produce aggregate to product 55 3.4 5.2 18 12 i 65 24

specifications

Task 4: Operate the processing plant at optimal speed and settings to
maximise output efficiency while minimising machine breakdown and 5.4 3.3 5.1 1.9 17 - 55 28
repairs and maintenance costs

2. OPERATING MOBILE PLANT AND MACHINERY EFFECTIVELY AND

EFFICIENTLY
Task 1: Drive vehicles to optimise fuel use/tonne moved 55 3.9 5.6 1.7 10 - 60 30
Task 2: Drive vehicles to optimise tones shifted/operating hour 55 3.9 5.4 1.6 10 - 65 25
Task.S: Operatllng and servicing the machine to minimise downtime and 54 41 55 14 10 10 47 32
repairs and maintenance cost
Task_4: Maximise _Ioad accuracy in shlft_lng _and loading prqduct _to meet 5.6 36 52 16 5 5 70 20
quality and quantity standards and maintain customer satisfaction
1.  ENVIRONMENTAL COMPLIANCE
Task 1: Operate within company environmental policies and standard
operating procedures to avoid a breach of environmental regulations and 5.8 3.3 5.2 1.9 5 - 63 32
consents
2. HEALTH AND SAFETY COMPLIANCE
Task 1: Operate within company’s health and safety policies and standard 59 39 53 14 i 5 63 3

operating procedure



| RELEVANCE OF TRAINING

Employees were also asked about training on four specific topics that quarry managers had identified as
critical tasks where staff performance could have a direct impact on quarry performance.

The results are shown in Table 4 where the mean scores are on a scale of 1-6, with 6 being very
important or confident and 1 not important or confident.

In general, most employees felt that their knowledge or skill in these tasks was very important in the
workplace.

The change in knowledge/skill from before training to after training seemed relatively low at 1.4 and 1.9
units. However, for each task, between 13% and 32% of respondents indicated no shift. Their scoring
before training was similar to after training.

It would have been useful to follow up why this was so, but it does raise two questions:

e Do employers send everyone along to training regardless of their knowledge/skill level so that
everyone can get a National Certificate?

e Is there no robust process to recognise prior learning or current competency to avoid people
having to do training to “get the tick”, because it is easier for the trainer and/or secures
funding?

QUANTIFYING THE VALUE OF TRAINING OF EMPLOYEES TO THE BUSINESS

In terms of vocational training in quarries, managers identified four key areas where operator
performance had a significant impact on quarry performance:

1. UNDERSTANDING THE QUARRYING PROCESS, THE OPERATION OF THE CRUSHER AND THEIR
IMPACTS ON AGGREGATE QUALITY

Task 1: Recognising changes in rock quality at quarry face and understanding the implications on
product quality

Task 2: Building quarry bench for optimal efficiency
Task 3: Set the processing plant to produce aggregate to product specifications

Task 4: Operate the processing plant at optimal speed and settings to maximise output efficiency while
minimising machine breakdown and repairs and maintenance costs

2.  OPERATING MOBILE PLANT AND MACHINERY EFFECTIVELY AND EFFICIENTLY

Task 1: Drive vehicles to optimise fuel use/tonne moved

Task 2: Drive vehicles to optimise tones shifted/operating hour

Task 3: Operating and servicing the machine to minimise downtime and repairs and maintenance cost

Task 4: Maximise load accuracy in shifting and loading product to meet quality and quantity standards
and maintain customer satisfaction

Identifying & Reporting the Value-Added from Training (ESI Project 943) — Extractives Sector — Final Draft 19|Page



3. ENVIRONMENTAL COMPLIANCE

Task 1: Operate within company environmental policies and standard operating procedures to avoid a
breach of environmental regulations and consents

4. HEALTH AND SAFETY COMPLIANCE
Task 1: Operate within company’s health and safety policies and standard operating procedure
The list of skills and tasks was confirmed by a return visit to a sample of quarry managers who provided

descriptions of the tasks by highly competent and unskilled employees and estimated the impact of
their performance on quarry productivity and financial outcomes.

Financial outcomes for the last two tasks were unable to be provided by the industry and data from ACC
and regional council has been used as a proxy for the benefits.

[COSTS OF TRAINING
1. TEC/ITO Costs

As at 31 August, EXITO had received $3,300,416 from TEC for 4,544 trainees (all sectors). This equates to
$726/trainee. This is equivalent to $1,090 on a 12 month basis.

STMs allocated by TEC are 424/quarter or 1696 for the 2009 year.
The industry contributes $663,357 - $145 per trainee — for eight months equivalent to $219/trainee.

The combined cost of running the ITO, paying for the training provider that is funded by the ITO and
industry is $1,309/trainee.

2. Company Costs

The quarry managers’ survey spent additional money on training that varied from zero to
$1,100/trainee for additional training, although the higher levels of funding have dropped in 2009 due
to the downturn.

3. Time

The paid time that trainees committed to training varied from six to 18 days per year, with the weighted
average being 9.5 days per year. At an average wage, this is equivalent to $1,368.

However, given that trainees need to be replaced in their job by another employee who is less efficient,
we have increased this cost by 20% - $1,641/annum/trainee.

Total cost/trainee/year = $3,250

The range could vary from $2,100 to $4,920.
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ANALYSIS OF RESULTS

Task 1: Understanding the quarrying process, the operation of the processing plant and the
impact on aggregate quality.

Issues:
e The task is very complex, has huge impact on the quarrying profitability and takes several years
to acquire the skill and requires a lot of supervision to improve skills.
e Takes two years to get to average competence and four years to get almost to best practice.
e | am using detailed data relating to small alluvial operations — 600 m3/day. A large hard rock
quarry might do three times this rate.
e This task is not taught as part of the certificate and there is concern about this.

Table 5 indicates a range of benefit/cost ratios for training a competent processing plant operator.

Initially we showed a very high ratio of up to $57 return for every dollar in cost but had not recognised
the significant cost of supervision in the first two years of developing a new operator. After considering
what the cost of supervision might be, a more realistic return would be in the order of $24:31. This
seems quite high compared to the return rates found in the Agriculture ITO study but reflects the critical
importance of this task in the quarry and the high capital investment into the plant.

Table 6 indicates the range of benefit cost ratio of training movable plant operators. Initially no
allowance was made for supervision and support to achieve a high level of competence but a modest
allowance (compared to that required for a processing plant operator) was applied and a benefit cost
ratio of 10:1 ($10 returned for $1 spent on training) was estimated.

TABLE 5: Benefit Cost Ratios for Training a
Competent Processing Plant Operator

With Supervision Without Supervision
After 1 year 2:1 10.9:1
After year 4 (fully trained)  24:1 57:1

Task 2: Benefit/cost ratio for the training of a competent operator of movable plant in the
quarry.

This task is less complex but still significant. It takes a year to get to an acceptable standard and two
years to get to best practice (on the range of plant).

TABLE 6

With Supervision Without Supervision
After 1 year 6.6:1 11.4:1
After 2 years 10:1 16:1
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Task 3: Health & Safety

Without exception all Quarry Managers spoke of the importance of training in good health and safety
practice to make quarries a safer workplace and most gave anecdotal advice that the training had
improved compliance with company health and safety procedures that were designed to improve
safety. However, none were prepared to put a dollar value on this improved practice.

Comments on health and safety training were:

e Total accident costs may be ten times the medical treatment costs, therefore measuring the
cost of medical treatment is a poor indicator of the cost of not doing safety training.
Statistically, approximately 7-10 no-injury property damage incidents will occur for every injury
accident. Comments included “We do not monitor the total costs of accidents”.

e Lost time injury events are generally so infrequent that they do not provide a reliable statistical
basis for measurement.

e Itis very difficult to predict what are the likely costs of any unsafe condition which may be the
outcome of poor training. For example, a loose rock left lying on a walkway could result in a
person tripping, with possible consequences ranging from minor scratches, through to
fractures, permanent disability or even death.

e Over the last 10 years, our company has seen an approximate 10-fold decrease in accident
levels as the result of a steady focus on safety training/initiatives. (LTIFR has reduced from
approximately 40 to four, and other key measures have similarly reduced.)

e All accident statistics are based on the number of incident reported, which may be quite
different to the number of incidents that have occurred.

e A focus on safety training will raise safety awareness, and may (initially) result in increased
levels of incident reporting, and a perceived increase in accident frequency rates.

e The personal cost of a serious harm accident (especially one that results in permanent
disability) to the victim and family is very difficult to quantify — it is not easy to put a dollar
value on it, but it is huge.

e Team morale is (generally) higher on a “safe” site, with a resulting increase in productivity.

e A safe site is generally also a productive site. (Full site team safety meetings held regularly
generally also include a discussion on current production issues.)

Industry Data

Consequently data was obtained from ACC to determine whether there had been any reduction in the
number of injuries and costs over time. We have combined two premium classes — Gravel & Sand
Quarrying and Construction Material Mining — that best represent the sector.
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TABLE 7: Number of Claims

Year Ending June New Entitlement New Medical Fee Claims Fatalities
Claims
2002 97 564 3
2003 85 754 0
2004 80 526 1
2005 101 805 2
2006 97 494 0
2007 74 408 0
2008 79 336 0
2009 75 334 0

Entitlement claims are those claims for which the claimant is off work for at least a week and is entitled
to payment of earnings and other rehabilitation costs.

Medical fee claims are those claims for which there are medical expenses but the injured were off work
for less than five days.

Fatalities are only those fatalities for which ACC paid out claims on.

2004/05 appeared to be a bad year for both entitlement and medical claims (and fatalities) but the last
three years represent a significant improvement over the previous five years. New entitlement claims
are down 17% and new medical claims are down 43%.

Cost of Claims

It is difficult to separate the costs of new claims as the ACC costs are for active claims which includes
new claims as well as ongoing costs for claims from prior years.

Advances in new medical treatment and rehabilitation options may involve more expensive options
becoming available and influencing the cost/injury.

TABLE 8: Entitlement Costs

Year Active Entitlement Active Entitlement Nominal Real
Claims Costs Cost/Claim Cost/Claim

2002 157 $1,189,871 $7,578 $9,094
2003 172 $1,289,100 $7,494 $8,842
2004 186 $1,128,199 $6,065 $7,035
2005 227 $1,259,205 $5,547 $6,213
2006 238 $1,493,061 $6,273 $6,775
2007 238 $1,567,406 $6,585 $6,980
2008 263 $1,416,456 $5,385 $5,493
2009 301 $1,666,565 $5,536 $5,536

It is difficult to be confident about trends in entitlement costs but using the CPI to convert nominal costs
into real costs, the average cost per active entitlement case seems to be declining by 25% when
comparing the last three years and the three years of 2001-2004.
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TABLE 9: Active Medical Fees Cost

Year Active Medical Active Nominal Real
Fee Claims Entitlement Costs Costs/Claim Costs/Claim
2002 655 $143,051 $218 $262
2003 710 $163,640 $230 $272
2004 662 $192,547 $291 $337
2005 963 $300,908 $312 $350
2006 705 $261,514 $371 $401
2007 588 $205,685 $350 $371
2008 507 $282,490 $557 $568
2009 525 $258,187 $492 $492

Comparing the last three years with the first three years of the eight year period, medical cost claims
are down 20% but total costs are up 49%. The real cost is up 64% per active medical claim over five
years. (Average of 2001-04 compared to 2006-2009.)

Fatalities

Fatalities (as indicated by ACC comparison costs) have declined from an average of 1.5 deaths for 2001-
2005 to zero for the last four years. Given that the “value of life” estimate used in public policy analysis
is valued at $3.35 million in 2009 dollars, this represents a benefit of $5 million/year. However, this is
not a saving to the employer/firm.

Summary

There seems to be a significant improvement in the performance of the industry as far as health and
safety. It is also important to compare these costs to industry output.

In 2002 the estimated output was 36.91 million tonnes while by 2007 the output was 46.35 tonnes, a
25.6% increase in output.

Note in 2005, the industry output peaked at 49.04 million tones which corresponds to the year of high
entitlement claims.

It would be convenient to claim all the benefits to training but this is somewhat naive and simplistic. It
will reflect improvements in technology from investment, changes in company systems, and staff
management partially driven by incentives associated with ACC levy discounts associated with the ACC
Safety Management Practices Programme.

Some of the changes may relate to companies who operate in the ACC Partnership Programme who are
responsible for managing and paying for their own injuries. Such companies are large and would
normally pay levies in excess of $150,000/annum.

ACC Levy Discounts

ACC were able to provide some industry data on levies paid by the gravel and sand quarrying sector and
the construction material mining (not elsewhere classified). This data included average employer liable
earnings, the number of employers, the employer levy rate and the number of employers in primary,
secondary and tertiary levels of the Workplace Safety Management Practices Programme.
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For those companies participating in the Safety Management Practices Programme, 25% are on primary,
48% on secondary and 27% on tertiary level.

To maintain the employers’ discount, effective training systems are mandatory. The estimate benefit is
15% of the ACC levy payable and about 0.4% of liable earnings. Therefore, if typical wage rates are $18
per hour, the benefit from retaining this level is in the order of $180 per employee per annum.

Task 4: Environmental

No data available. An attempt was made to collect some regional council data on consent breaches over
time to look for benefits from changes in quarry systems including training but this was not available at
the due date for the report.

6.2 NATIONAL DIPLOMA IN EXTRACTIVE INDUSTRIES (MANAGEMENT)

The Level 5 301 credit National Diploma is a large qualification that is strongly supported by some
companies and not supported by others. One large national company requires all its quarry managers to
complete the Diploma despite many of the younger managers being degree qualified, professional
engineers, while other companies support the National A or B Grade Quarry Manager certificate of
competency along with management training through a Level 3 or 4 National Certificate in First-line
Supervision.

Determining a single value add financial indicator for the Diploma qualification was not achievable. It
was evident from the survey work undertaken that significant value can be added by applying the
learning provided within this qualification. However, this is very dependent on the scope available to
the learner within their management role. It was not considered that aggregation of this data would
provide meaningful information.

The authors are of the view that using specific examples demonstrating the “value add” of Diploma
training is the most appropriate methodology for demonstrating value. These specific examples are
contained in Table 12 on pages 32-34 and in the specific case studies.

RESULTS
QUARRY MANAGER INTERVIEWS

Interviews were held with a number of quarry managers to identify how vocational training added value
to their business and how it could be improved to raise productivity further. Many of these managers
had either completed the Diploma, were currently enrolled in the Diploma themselves and/or had
senior staff currently enrolled.

Quarry Managers expressed a range of views about aspects of the National Diploma as noted below.
e Managers need to understand strategic business management, how to analyse the figures and

meet the KPIs. National Diploma does not seem to be providing all this and the company has
been using other training courses.
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e  Manager training requires a big time commitment (two days/month) and this can be hard with
the streamlined teams now in quarries. There seems to be a step missing between the
Certificate and the Diploma — leadership and staff management.

e Have looked at the National Diploma but started doing some MBA papers instead.

e Not sure about the benefits of the National Diploma. Understand that many have not
completed it. What you learn is not relevant the next day and may not make you a better
quarry manager. The supervisor is more important than the manager when it comes to staff
performance. But there does not seem to be relevant training support for this level. | have heard
about other courses on business management and staff management that would be more
appropriate to managers and perhaps supervisors.

e Improving the management of training would be a useful skill for supervisors and managers to
get.

e | would like to see more support for managers — practical training useful for managing staff and
managing manufacturing efficiency and quality.

e Do not have staff with the Diploma. Want staff with A and B Grade Quarry Manager
Certificates of Competence. Diploma not seen as NZCE status. Would like to see management
skills added to A and B Grade — managing people, selling targets, understanding the context of
where the business is going.

e The company has several staff enrolled in the National Diploma. Can see the growth in
confidence and improved decision making. Their interpersonal skills have developed and they
are showing improved staff management ability. They are aware of their legal responsibilities
particularly around employment.

e Have completed A and B Grade Certificates and National Certificate. Have enrolled in the
Diploma but finding the mathematics very hard and not sure of the relevance. One good
positive thing is learning from other participants. | need the qualifications to progress — | now
supervise 12 staff. The quality of the trainer is very important and the company is now doing a
better job of choosing the trainer.

e When it comes to manager training, the value shows up in the overall performance of the
business. Have noticed change in managers — more confident, better decision makers and all
round happier. Have had to send supervisors away for people manager skills. Most quarry
managers are not computer literate and some of the training does not help by not using
spreadsheets.

e Company has access to other training, particularly for managers which is relevant to managing
teams of staff.
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POSTAL SURVEY OF NATIONAL DIPLOMA GRADUATES AND CURRENT TRAINEES

A postal survey was carried out to help evaluate how the qualification adds value to the trainee and to
identify where improvements can be made.

Sixty one recent (2007/2008) graduates and current trainees were surveyed and 33 usable replies were
received.

Respondents were asked to:

(@) Rate onal (Not Important or Not Confident) to 6 (Very Important or Very Confident):
e The importance of the skill or knowledge in their role at work
e Their skill, knowledge and confidence of the topic before and after training, and

(b) Rate how well they applied the learning in the workplace and what they achieved
e Not applicable at work (irrelevant or no opportunity to apply)
e Poor, good or great results

Identifying & Reporting the Value-Added from Training (ESI Project 943) — Extractives Sector — Final Draft 27|Page



1eiq [euld — 101085 saAnde.Ix3 — (€6 198f0.d 1S3) Bulures] woiy pappy-anfeA ayl Buniodsy 7 Builinuap

abedlsz

TABLE 10: POSTAL SURVEY RESULTS

Topic

Financial Management

Incl budgeting, forecasting, reporting

People Management

Incl recruiting & selecting staff, leading teams to achieve objectives,
planning & organising work

Regulatory Health & Safety

Incl health & safety management systems, investigation & reporting
Regulatory Environmental

Incl minimising environmental impact

Employment Relations

Incl employment law & managing employee relations
Communications

Incl conducting meetings and report writing

Quality Management

Incl quality improvement systems, statistical process control
Operations Management

Incl inspecting and reporting on site operations, advanced maths for
problem solving

Customer/Supplier Relationships

Incl managing to strengthen external relationships

Business Law & Contracts

Incl contract law, managing tenders and contracts

Advanced Engineering & Technical Skills

Incl knowledge, use and maintenance of equipment, plant & machinery
Theoretical Mechanics

Incl application of knowledge in a quarry

Production Planning

Incl planning, monitoring and continuous improvement systems
Survey Principles

Incl applying principles on an extraction site

Importance of
Skill/Knowledge in
Role at Work
(Mean)

5.0

5.4

5.4
5.2
4.9
4.9

4.7

4.6

51
3.9
4.9
41
5.3

3.7

Skills/Knowledge/Confidence

Before
Training
(Mean)

3.3

3.9

3.8
3.5
31
41

3.7

3.7

3.6
3.1
4.0
3.5
3.9

3.1

After
Training
(Mean)

4.7

4.7

5.0
4.8
4.6
52

45

4.7

4.7
4.2
4.6
45
4.9

41

Difference
(Mean)

1.4

0.8

1.2
1.3
1.5
11

0.8

1.0

11
11
0.6
1.0
1.0

1.0

N/A
%

12.5

6.0

6.0

6.0

9.0

6.0

12.0

9.0

3.0

25.0

12.5

22.0

10.0

35.0

Application in the Workplace

Respondent %
Poor Good
% %
75.0
9.0 66.0
- 76.0
- 76.0
3.0 76.0
3.0 82.0
3.0 73.0
3.0 79.0
3.0 73.0
9.0 59.0
6.0 66.0
3.0 66.0
6.0 68.0
6.0 48.0

Great
%

125

19.0

18.0

18.0

12.0

9.0

120

9.0

21.0

6.0

155

9.0

16.0

3.0



In terms of the Diploma graduate/trainee perception, the topics most closely associated with
developing great results were:

e  Customer/Supplier Relationships

e People Management

e Regulatory Health & Safety

e Regulatory Environment

e  Production Planning

e Advanced Engineering & Technical Skills

In terms of those topics associated with a higher proportion of not applicable (irrelevant or not able to
use):

e  Survey Principles
e Business Law & Contracts
e Theoretical Mechanics

Advanced engineering and technical skills and quality management, including statistical process control
were associated with modest gains in knowledge/skill — how given many of the Diploma
graduates/trainees are engineering degree qualified people, this is not surprising.

When asked whether the National Diploma assisted them in developing their skills/knowledge/
confidence in the seven drivers for productivity as identified in the Department of Labour study; the
respondents gave an average rating on a scale of 1 to 6 as indicated in Table 11.

TABLE 11: Linkage Between Diploma and the DOL Productivity Drivers

Rating
1 = Weak, 6 = Strong
Building leadership and management capability 4.34
Creating productive workplace cultures 4.15
Encouraging innovation and use of technology 3.84
Investing in people skills 4.56
Organising work 4.40
Networking and collaboration 4.15
Measuring what matters 4.43

A rating of over 3 indicates that the Diploma gave some support in developing their skills around the
productivity drivers identified in the Department of Labour study but suggest that the content of the
Diploma could be better aligned to developing productivity in the industry.

OTHER MANAGEMENT TOPICS
Respondents were asked to comment on the relevance of other management topics:
Establishing and communicating organisational values, culture and goals effectively

Rated as highly important (5.3 out of 6) but not covered well in the Diploma (3.9 out of 6) but covered in
other non-EXITO training (87%). 50% wanted further training in this topic.
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Planning, monitoring and evaluating the performance of others
Rated as highly important (5.1) but covered to some extent (4.1) and 78% have received training from
other programmes. 68% would be interested in further training on this topic.

Managing effective teams
Also rated important (5.0) and not well covered (3.6) in the Diploma and 90% have had training from
another programme on this topic. 65% would be interested in further training on this topic.

Coaching, training and developing team members

This was also rated as important (5.3) but also not well covered in the Diploma (3.9) and 88% of
participants had other training to cover this topic. 56% would be interested in further training on this
topic.

Self awareness and self management, eg emotional intelligence, self development, understanding
personalities

This was not rated as important (4.8) as other topics and it was less well covered (3.4) but 71% had
covered the topic elsewhere. 53% would be interested in further training on this topic.

Managing diversity in the workplace
This was not rated as particularly important (4.2) and not covered in the Diploma (3.3) but 65% had

received some training in the subject. Only 19% thought further training in this topic was useful.

Understanding and using KPIs

This rated as very important (5.3) and covered to some extent (4.2) but 78% had had other training. 65%

thought further training in this topics would be of use.

There was opportunity for respondents to make individual comments based on their experience with
the Diploma.

e The quality of assessors was highly variable and some were not very effective in ensuring that

training achieved the goals.

e |t was a good programme but hard to remain focused given the length of time over which it
was delivered. Of course, it would be hard to reduce the time, given work commitments. The

value gained often depended on the individual trainer/facilitator.

e A graduate of the Australian diploma expressed the opinion that the New Zealand Diploma is of

superior value especially in the area of Advanced Engineering and Mathematics.

e The programme is too long and appears to be a mixture of different training courses with
different providers. Some courses are too broad with not enough detail. | get more value from
attending specific courses on a particular topic rather than attend a general course that tries to

cover everything but in generalities.

e One respondent had been upskilling for a long time and the Diploma refreshed and polished

some existing skills, or ones that were no longer regularly used.

e The course offers good core skills and knowledge but the effectiveness of the trainer is critical.

They must not take shortcuts and must challenge the trainee.

e Any training is beneficial, you just need to be open minded.
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e  While completing the Diploma piece by piece, it did not seem to offer much benefit. Now | have
finished it, | can look back and see the way | do things now and how the site operates, especially
the culture. On reflection, the Diploma as a whole has changed me as a person and the way | do
my work.

e Good to do the Diploma and improve my understanding of extractives industry management
but difficult to identify where significant difference has occurred in how | do my job. A lot of
assessment based on projects already completed or from prior learning recognition could be a
reason for this.

e | did most of my learning on the job, not at training courses. | could not relate to about a third
of each course to my job/site/self.

e The management side of this is very important but EXITO could improve its recognition of prior
learning from other organizations.

e Some of the training material could be more directly related to our industry, eg the accounting
course material related to a factory. The use of performance data from one’s own industry
makes the material more relevant and useful.

CASE STUDY INTERVIEWS

Seven Diploma graduates and trainees were interviewed to determine how the Diploma had made a
difference and to provide some measure of the difference. These interviewees were selected on the
basis of great results claimed, the gains in learning achieved and the areas of ‘great achievement”
claimed.

The interviews are fully summarised in Appendix 5 but a brief analysis is summarised in Table 12.
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TABLE 12

case Years in Years Taken to Benefits to Interview Areas of High Importance Estimated
Study | Industry | Complete Diploma Productivity Change
1 Relatively | 5years e Career progression Financial Management ¢ Reduced over-staffing by
young e Better ability to manage and improve | e Understands the drivers of productivity multi-tasking and
productivity Health & Safety maintained output annual
e Open eyes to the risks o Able to confidently lead older staff to implement health and safety savings $200,000
e Better communication and leadership programmes/culture o 2-5% productivity gains
Customer Relationships overall ($3 m
o Helped retain key clients to keep a small quarry operating turnover/year)
Advanced Engineering
o Understanding the manufacturing processes
Lesser Value:
Surveying ) Only require a basic understanding
Theoretical Mechanics )  as specialists are used by the
Business Law )  company
2 o Career progression to management Personal & Interpersonal Skills, People Management ¢ Up to 20% difference in
o Helps understand the employment process, who we need and how profitability, efficiency
to manage them and quality
o Deal with problems earlier e Reduced workplace
Health & Safety incidents
¢ Reduced incidents
Financial Management
o Understanding the quarry’s drivers in financial performance
Lesser Value:
Survey Principles
Need understanding of principles but not the detail
3 15 years Financial, People & Quality Management & Production Planning ¢ $330,00 saving in

o Enables me to take the results we get and discuss these with staff
and how we can improve them — set KPIs and discuss how we can
achieve them

o Also rotating staff on jobs so all understand how their role affects
others

o Better communication to staff and with customers

o Lower staff turnover

expenditure (30%)
through better planning
and switching off plant
when not required rather
than making and
stockpiling material
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TABLE 12

case Years in Years Taken to Benefits to Interview Areas of High Importance Estimated
Study | Industry | Complete Diploma Productivity Change
Lesser Value: o 3-4% per annum efficiency
Theoretical Mechanics gains should be
Business Law achievable in cost savings
. Done at Head Office and revenue gains
4 30 years ¢ Has now moved out of industry o Downside was difficulty in finding quality tutors — some were e Expect he could use
incredible good and challenging, some were shockingly bad and did knowledge to generate
not know enough about the day to day running of a quarry 2%/annum productivity
Employment Relations gain
e Employ better people
o Improving induction process and ongoing training
Regulatory Environment
e You need to be able to avoid being shut down
Customer Relationships
e Most quarries are small, localised businesses who need to build
good relationships
5 Relatively | 2 years (has Employment Relations o Difficult to put financial
young degreein e Recruiting the right staff is critical — now more objective in value but reduced risks to
Engineering) approach. Reduced number of issues and improved performance. business and it has really
Customer Relations helped me manage a
o Need to treat customers well and understand their need — improves quarry and meet KPIs
planning to better meet that need
Business Law & Contracts
o Better appreciation of the importance of contracts and how to set
them up
Health & Safety
o Helped him lead the way especially with older guys
Note: Some tutors excellent but one less than acceptable
Focusing now on improving his skills in delegation and improving
supervisor and staff
6 Old hand | 3years ¢ Help in managing a quarry Health & Safety ¢ No estimate

¢ More confidence and authority
e Better communication

Customer Relations




yelq [eulq — 101995 SaAeIIXT — (€176 19804 |ST) Bulurel] wouy pappy-anjeA ayl bunuoday 7 BuiAinuap|

abedl|ve

TABLE 12

case Years in Years Taken to Benefits to Interview Areas of High Importance Estimated
Study | Industry | Complete Diploma g P Productivity Change
7 4 years 2 years (holds ¢ All the topics useful and use on daily | Customer Relations o 10% gain in productivity
Engineering basis — confidence in applying o Lowered risk during downturn through regular meetings and meet targets
Degree) knowledge Health & Safety

e Use company’s management tools
and information

o Helped implement company programme

Financial Management

e Recognise what is important

Less Applicable:

Theoretical Mechanics (have Engineering Degree)
Business Law ) Not required in depth but good
Survey Principles ) to have background knowledge

General Comment

All interviews really valued the Diploma in making a difference in managing a quarry. The high value modules were around people, finances, health & safety

(managing older staff and getting them on board with good practice).

Even the units with less value were worthwhile in providing background understanding but the interviews suggested that they went into too much detail.
The National Diploma should be more widely recognised by the industry and is overshadowed by the A and B grade regulatory certificates. “The A and B Grade
Quarry Managers’ Certificates relate to the regulatory environment and do not have a great relevance to the overall job of Quarry Manager”. They do not develop

skills to run a productive plant and are seen by many as “tick box” certificates that do not relate to modern quarry management.

There is potential to position the Diploma as the preferred qualification.




7.0 STUDY OUTCOMES AND RECOMMENDATIONS

7.1 STUDY OUTCOMES

| (A) APPLICABILITY OF VALUE ADDED APPROACH — OPERATOR TRAINING

The study showed that a dollar value can be measured on the impact of vocational training, particularly
where there is a direct connection between the operation of a piece of plant or machinery by an
individual operator and the results are measured in product quality, operating costs, or productivity
changes. When measuring the impact of compliance training in Health and Safety or Environmental
Management, the return is affected by additional factors, such as company policy and company culture,
and it is more difficult to apportion the value that the training alone has provided.

Throughout the study it was apparent that training is but one factor among many that impact on the
performance of staff. Some of the more critical factors included:

e The calibre of management

e The opportunity for the trainee to apply new skills and knowledge
e The quality of recruitment, and the commitment of the staff

e Alignment of training objectives and company strategic direction
e Clear company operating policies and procedures

The return on investment from training is dependent on these non-training factors. The Value Added
Approach measures the impacts of all these factors taken together.

When considering the value add of training in the workplace, there is a need to think beyond the
training event and the acquisition of discrete skills and knowledge, to alignment with business goals,
integration of training with performance and operating systems, and supportive management systems.

From the results of the value added analysis, interviews and surveys it became evident that the
approach itself had a potential value to companies and the industry. While trying to ascribe all the
changes in staff performance to a training event alone cannot be justified, training needs to be viewed
as a holistic process, there are benefits available to the industry if this approach was added to the range
of measures that are used (or should be used) when assessing training. They include:

e Focusing management on the value of the performances that can be achieved with the right
staff, the right training, and the right management. Ensuring that management demand a
return from training, and are more aware of the need to match staff, trainers and courses so as
to increase the value of training to the company. Similarly ensuring that appropriate follow-up
is provided so as to capture the potential value.

e Focusing companies and EXITO on a more holistic approach to improving staff performance,
that is, integrating training into a performance management system. Managers were often
sending staff on training without consideration of whether they would get a return. Some of
the training was inappropriate to the issues that the company was facing. Training was often
seen as separate to quarry and business performance.
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Assisting EXITO to identify and address the workplace issues that reduce the impact of the
training provided. Many managers appeared to place training in a separate compartment to
running their quarry, and there may be a new role for the ITO to assist managers in preparing
staff for training, in helping them to follow up the training, or to assist them in drawing up an
appropriate staff development programme. These omissions can give rise to negative
perceptions on the effectiveness of the EXITO investment.

Shifting the industry culture of training from a “tick the box” approach where the focus is
simply to sign off Unit Standards, to one where the training is valued as a critical element in the
performance of the quarry, and the quarry manager.

The authors believe that the approach that required an assessment of outcomes, and the value of the
outcomes, is a very useful addition to the manager’s tool box.

(B)

APPLICABILITY OF VALUE ADDED APPROACH — MANAGER DEVELOPMENT

It was not possible to calculate the value added from manager development training. Trying to ascibe
changes to quarry output to new skills that one member of the management team may have acquired
from training was too long a bow. However there were beneficial outcomes from attempting to use the
methodology, as shown in the survey results. While the actual value from training added is not known,
the focus on business outcomes that was used in the survey does offer the opportunities. This is
demonstrated in the quality of the responses received. The most significant findings were:

A number of managers who commented that subjects within the National Diploma were not
relevant to their work, and were so difficult that they had dropped out of study.

The debate within the industry on the relationship between the National Diploma and the A
grade Quarry Manager Certificate of Competence, and their relative values.

Divergent views on the strategic direction for the industry. The quarries visited are currently
managed by very competent and very pragmatic and experienced quarry managers. There is a
move by some to replace that experience with a university degree as the entry qualification to
management. This has changed the career pathways for affected staff. It will also mean that
future managers will need to be trained by their staff to gain the practical and technical skills.
This debate has obvious implications for the Diploma, and EXITO.

The profitability of a quarry is very dependant on the skills of the management and staff to
operate that quarry. Relatively there is an under representation of staff management training
available in the Diploma.

(©)

DELIVERY OF TRAINING

This study was designed to assess the applicability of the Value Added approach. It was not intended to
be a review of EXITO performance, or trainers or training material. However, a number of comments
and suggestions were made during the interviews and in the surveys which the participants clearly
wanted to be recorded. These comments need to be read in a context where most people interviewed
commented on the positive progress that the ITO had made in recent times.
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7.2

There was an issue with the calibre of a few trainers. EXITO had recognised this and had
started to take action by removing accreditation where it was warranted.

There was a common perception that achieving a Unit Standard did not equate to achieving
competence. This was not just from the poor trainers but more to the structure of the Unit
Standards. This perception carried over into one of not valuing the Certificate, and therefore
not too concerned with completing the qualification.

All companies run a “dual” training programme. They have a list of competencies from the
Unit Standard list, and they have an equal sized list of competencies that they have written for
the areas that they believe need to be included before they could assess an employee as
competent. Areas that they see as missing from the EXITO training. It may be helpful for EXITO
to develop guidelines for on-job training that allows the trainer to link the context of their
workplaces to the learning needed to meet productivity and NQF needs.

Some companies also run a dual assessment process. While the staff member may have been
awarded the Unit Standard, his/ her manager will tell them that, in the manager’s opinion, they
are not yet competent and will have to demonstrate greater skills over a longer period before
being signed off.

It would seem that a review of the on-job assessment approach may add some value to the
training process.

Individuals can be supported by their companies to sign up for a national qualification when
what is being sought is the subsidy for the units needed to obtain the A or B grade certificates.
There was no intention to complete the national qualification.

RECOMMENDATIONS

That a Value Added approach to assessing vocational training be added to the monitoring and
evaluation framework used by EXITO, and that it be used in conjunction with other assessment
methods. This should focus on before and after training measurement systems.

That at next formal qualification review, EXITO test the relevance of Unit Standards and the
qualification against the current and future needs of a modern quarry to ensure each
component adds real value. EXITO is already considering breaking the Certificate into smaller
parts. This is encouraged and greater alignment with actual roles should be considered.

That EXITO consider offering assistance or training to companies and managers on how to
design and manage a staff development programme within the company. The objective will be
to help maximise the value that can be had from effective training, which will then show up in
the Value Added Approach.

That EXITO consider the changes that are taking place within the industry to the career
pathways available to quarry operators, and assess the potential impacts on the current
qualifications being offered.

That training is recognised as the responsibility of the line managers and as one of the tools
available to improve staff performance. EXITO needs to ensure that accredited trainers do not
deliver training in isolation from that manager.
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6. That the place of the National Diploma be reviewed against the needs of the industry, and in
particular against the need for Certificates of Competence. Within the current debate that is
taking place between supporters of the two qualifications, the Value Added Approach may be
of assistance in that it helps maintain the focus on business outcomes.

7. That the current dual assessment approach be reviewed to embrace workplace “can do”
methodology. This could encompass a stronger task based assessment approach in the context
of the jobs and roles trainees are performing in the workplace and include observation,
collection and assessment of naturally occurring evidence, attestation of third parties as
elements of assessing actual on-job performance.

8. That EXITO explore the development of robust RCC and RPL assessment processes as a means
of recognising alternative learning pathways and experience. This could be applied across the
range of training levels, but particularly at diploma level.
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APPENDIX 1

PROJECT BACKGROUND: FINDINGS FROM THE AGRICULTURE ITO’S “REPORTING
VALUE ADDED BY AGRICULTURAL TRAINING” STUDY AND ITS IMPACT ON ITO
DELIVERY

In early 2005 the Agriculture Industry Training Organisation (Agriculture ITO) began a research project
to develop an improved understanding of the benefits created for its stakeholders (Government,
Industry, Employers and Trainees) through agricultural training, beyond that generated through its
regular stakeholder satisfaction surveys. They did this for two main reasons:

Firstly, competition for funding, market, time and resources. Stakeholders might ask why they should
commit funding and/or time to training rather than the next best alternative.

Secondly. accountability — it was important to the Agriculture ITO to show that they are supporting their
trainees appropriately; they are using best practice learning methods for skills and knowledge and
engaging with employers and that they are meeting government and industry objectives (in literacy,
numeracy, productivity, labour availability, etc); that they are building skills rather than just reporting
skills that trainees already have.

AGRICULTURE ITO REPORTING VALUE ADDED BY AGRICULTURAL TRAINING

In March 2005, the Agriculture ITO engaged Seglias Winship and AgResearch to develop an appropriate
model and carry out a study that would quantify the benefits of vocational training in ways that would
be valued by each of the stakeholders.

The final report dated July 2007 reported the findings of the two year research project:

e Agricultural vocational training provides both quantitative and qualitative value to trainees,
their employers, the wider industry and the economy.

e The total value to the dairy farm business from training was $8,332 per trained employee. The
total cost of training including trainee salary cost while training was $2,452/trainee. Therefore
the net return from training spent was $2.40 per $1.00 spent.

e The total value to the sheep and beef cattle business from training was $17,400/trainee and
the cost was $3,505 per trainee giving a net return of $3.96 per $1.00 spent on training.

e There were also less tangible but important benefits from training that were identified by
farmer employers — more positive attitudes, better understanding of farming systems, better
communication through common understanding and shared terminology and better transfer of
knowledge and technology. Trained staff also stayed in the industry, if not the farm business,
for longer. Employers want employees who “can do” rather than “know how to do”.

e The value derived from training was largely dependent upon the employer.

e Some work in another study indicated training improves trainee earning power and improves
career advancement by seven years earlier than a non-trained worker would achieve.
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| IMPACT OF THE AGRICULTURE ITO RESEARCH ON THE AGRICULTURE ITO

The RVA project was informed by the high impact learning work of Professor Robert Brinkerhoff of the
University of Western Michigan. These two pieces of work have and are continuing to influence the way
that the Agriculture ITO structures its qualifications and delivers training to its industries (Hardy 2008)

(a) Marketing

Before
The marketing proposition was based on value to the trainees in terms of job security and career
progression.

After

The marketing proposition was shifted towards employer value and included messages about:
e Attraction and retention of staff to the industry
e Employer expectations of training
e Development of on-farm capability — “can do”

(b) Qualification Structure

Before
The Agriculture ITO qualification structure was based on theory and practical but the balance tended to
be weighted in favour of theory with the certificate awarded with a higher proof of competency for
theory.

After

The new qualifications have been aligned to subjects and tasks which cover a range of tasks with a
common economic driver.

The value of the on-job component has been recognised with an average increase of on-job Unit
Standard credit value of 25%. This will ensure that attainment of the qualification will require a higher
level of proof of on-job competency.

There are now 16 National Certificates where previously there were only eight.

7 (c) Delivery Mode

Before
More assessment off-job — 0.85 hours/credits off-job.

After

Level 2 and 3 qualifications will have reduced amount of on-job learning and assessment, with the
majority of the off-job classes taken up with learning and not assessment. Where possible, theory
learning will be assessed on the joh. 0.36 hours of off-job support/credit.
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(d) Task Based Assessment (to reflect “can do”)

Before
Assessment based on individual Unit Standard.

After

Assessment based on the task, eg building a fence rather than the individual Unit Standards making up
the task. The trainee will be assessed as competent when they can perform the whole tasks rather than
parts of the task.

(e) Common Resources

Before
Each training provider developed their own resources which varied in quality.

After
Best Practice resources validated by industry to support on-farm capability development.

() Qualification Development

Before
Qualification and development reviews centred on provider and Agriculture ITO field staff.

After
Industry, farmers, trainees and industry experts more involved in reviews to ensure quicker
incorporation of industry best practice.

(9) Field Staff Focus

Before
More focus and engagement with trainee.

After
A shift to more focus on the employer and the needs of the business to matching training to business
needs.

In summary, the RVA project has had a significant impact upon the way the Agriculture ITO carries out
its functions. The presentation of this data to other ITOs has stimulated the demand for a similar
approach for other ITOs.
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APPENDIX 2

LITERATURE BACKGROUND

This project is about identifying a Return on Investment (ROI) from training and improving the
connectivity between skills, productivity and profit.

RETURN ON INVESTMENT FROM TRAINING

McLeish, Gardner and Waters (July 2007) provided a comprehensive literature review on ROI
methodology and models.

In summary, Kirkpatrick is generally regarded as the “father” of research into ROI on training and who
developed the following four step model to evaluate training in 1959.

Level

Evaluation Type
(What is Measured)

Evaluation Description &
Characteristics

o Reaction evaluation is
how the delegates felt
about the training or
learning experience

Reaction

Learning e Learning evaluation is
the measurement of the
increase in knowledge -
before and after

Behaviour e Behaviour evaluation is
the extent of applied
learning back on the job
—implementation

Results e Results evaluation is the
effect on the business or
environment by the
trainee

Examples of
Evaluation Tools
& Method

e eg ‘happy sheets’,
feedback forms

e Also verbal
reaction, post-
training surveys or
guestionnaires

Typically
assessments or
tests before and
after the training

Interview or
observation can
also be used

e Observation and
interview over
time are required
to assess change,
relevance of
change, and
sustainability of
change

Measures are
already in place
via normal
management
systems and
reporting - the
challenge is to
relate to the
trainee

Relevance &
Practicability

e Quick and very
easy to obtain

o Not expensive to
gather or to
analyse

o Relatively simple
to set up; clear-
cut for
quantifiable skills

e Less easy for
complex learning

e Measurement of
behaviour change
typically requires
cooperation and
skill of line-
managers

o Individually not
difficult; unlike
whole
organisation

e Process must
attribute clear
accountabilities
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McLeish et al. also described Phillips’ (2003) three layer model of value returned from training activity:

1. Value returned from job related skills applied to the trainee’s current work situation.

Value of training terms of preparing the employee for their next job.

3. Developmental and cultural change within the community, business and industry to which
training outcomes contribute.

o

McLeish’s et al. methodology focused on the first layer and data from another study provided some
information on the second layer.

McLeish et al. also quoted Rylatt 2003 who described the return from training in terms of:

1. Value to the individual.
2. Value to the business.
3. Value to society.

ROI/RVA is designed to calculate the return to the business but there is a strong argument that given
the 70+% of funding for industry training coming from the government, there should be a measurable
gain for “the taxpayer” funder. Part of this return will be more productive businesses paying higher
wages to employees and both the business and the employees paying more tax but part of the return
for society comes from a more flexible skilled workforce that can move between industries, can learn
new skills and use new technology more rapidly and adapt to changing needs more quickly.

Brinkerhoff and Dressler (July 2002) argue that systematic evaluation of training is a tool that can help
managers learn how to leverage learning and performance improvements from their training
investments. This challenge will not be met by better application of Kirkpatrick’s four step model rather
an evaluation strategy is required that integrates performance improvement principles and methods.
When learning impact on business results is assessed, there are always three categories of impact:

e Some trainees use their training in highly effective ways
e Some trainees do not apply any of it
e Most trainees are in between, trying bits out here and there

The cause of this variability has more to do with the business performance system and the
organisation’s environment than it does with the training design and content itself. Brinkerhoff and
Dressler argue that ROI studies have three risks:

1. It undermines performance partnerships with line management by misrepresenting the role
and process of training in performance improvement.

2. Itignores the performance system factors that affect the impact from training.

3. It does not provide relevant feedback that managers (the customers of training) need to
improve performance.

At the Level 3 and 4 of Kirkpatrick’s model, the performance improvement process is evaluated of which
training is only a part. ROl methods tend to try to isolate the impact of the training alone. Given that we
want to use training to improve business performance and evaluate the transfer or behavior change
from training, we must measure and evaluate the managerial and performance system, not the training
in isolation.

Brinkerhoff and Dressler describe the following process to evaluate the ability of a business to enhance
the capacity to leverage learning and knowledge into business value:
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Feedback

Feedback

Evaluative Information

e How and how much is learning e What is the quality of
applied? instructional services?
o How effective is performance? o How well is learning linked to

) ) business needs and strategy?
o What obstacles, impediments

and facilitating factors interact o How well is training integrated
with performance? with performance and
operating systems?

Actions to Improve l A

e \What new needs are
emerging?

Enhanced Capability to Leverage Learning

and Knowledge into Business Value

Figure 1: Evaluation as Capability Building

The left hand column represents the flow of information to management; the right hand channel is the
flow of information to the owners of the organisation’s learning structure and processes. Neither party
can take the credit alone; an effective partnership is required for high impact learning approach and
success.
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TRAINING AND PRODUCTIVITY

Given the project goal of linking training skills, productivity and profit, the project team considered a
number of people performance models that might inform the interview and survey questionnaires.
These included:

(@) Investors in People (IIP) International Standard (Investors in People NZ)

[IP is a quality standard developed originally in the UK in 2001 that audited business organisations
against 12 indicators and evidence requirements as a catalyst for continuous organisational
improvement through the focused and managed development of people. The indicators of an Investor
in People organisation are:

1. The organisation is committed to supporting the development of its people.
People are encouraged to improve their own and other people’s performance.

People believe that their contribution to the organisation is recognised.

P WD

The organisation is committed to ensuring equality of opportunity in the development of its
people.

The organisation has a plan with clear aims and objectives which are understood by everyone.
The development of people is in line with the organisation’s aims and objectives.
People understand how they contribute to achieving the organisation’s aims and objectives.

Managers are effective in supporting the development of people.

© ©® N o O

People learn and develop effectively.

10. The development of people improves the performance of the organisation, teams and
individuals.

11. People understand the impact of the development on the performance of the organisation,
teams and individuals.

12. The organisation gets better at developing its people.

(b) The Performance Equation (CEO Group, Palmerston North)

Performance is a function of Ability, Motivation, Opportunity and Direction. All four components need
to be present in order for a person to be productive.

ABILITY
Ability is made up of both knowledge and skill developed either through systematic training or
experience. Overcoming skill/ability deficiencies is not difficult today.

MOTIVATION

CEO has suggested that there are no unmotivated people, only unmotivated employees. Where there is
a lack of motivation and all three other factors are present, one needs to establish whether the desired
performance is punishing, or non-performance is rewarding or whether performance really matters.

OPPORTUNITY
The individual needs to feel that they can perform and have the opportunity to do so. This includes the
space, time, authority, resources, etc, to do so.
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DIRECTION

This factor is often overlooked or assumed. Without clarity as to the expected outcomes, performance
will be disappointing. It is important that managers describe the outcomes rather than the activities or
means to the end.

(c) Seven Drivers of Productivity, Department of Labour

The New Zealand Department of Labour has developed a model of seven drivers that build productivity.
These include:

1. Building Leadership & Management Capability

Effective leadership is about everyone having a clear vision of where an organisation is heading. It’s
about identifying new opportunities and inspiring people and the teams they work in to pursue those
opportunities.

Key things to consider about the leadership in your organisation:

e Leadership needs to be developed at every level of an organisation, not just amongst
managers.

e Leading by example is an essential factor in creating a more productive workplace.

e Effective leadership means being able to adapt to change and motivate people.

e Leadership means ensuring staff have the skills and resources to improve their performance
and go on learning.

2. Creating Productive Workplace Cultures

Positive relationships between staff, teams and managers are a feature of productive workplaces.
Creating a positive work environment:

e Motivates people and makes them feel valued
e Helps people commit to an organisation
e Encourages people to “go the extra mile”.

3. Encouraging Innovation and the Use of Technology

Innovation is key to raising workplace productivity.

Innovative and productive workplaces:
e Encourage all staff to think of ways to create new products and improve existing services
e Keep up with the play and use new technology
e Plan and organise themselves well
e Employ and value people with good skills and ideas

Creating new products or services or just doing things better are vital ways of growing your business.
You may be innovative on a small scale or you can introduce entirely new technology, products and
services. Your company'’s ability to innovate will depend on a range of factors - the skills of your
employees, your workplace culture, how your work is organised and a shared vision of where your
business is heading.
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4. Investing in People and Skills

The more skills your staff have, the more innovative they can be. The more skills staff have, the more
they can contribute.

Skilled staff:

e Are more capable with new technology

e  Work more quickly with fewer mistakes

e Require less supervision and accept more responsibility, and
e Are better communicators

An organisation’s commitment to training is important for raising skills and creating a highly-skilled
workforce. Effective training leads to higher skills and wages and lower staff turnover.

5. Organising Work

A well-organised workplace is able to get the best out of its staff and technology. It values everyone’s
contribution and encourages people to share information and ideas.

Productive workplaces have structures and processes that enable them to adapt and grow as products,
technology and markets change.

6. Networking & Collaboration

You can also improve your workplace productivity by exchanging ideas and information with others in
your industry.

Networking or collaborating with others:

e Reduces the cost of doing business
e Provides access to new ideas and new technologies
e Creates new opportunities for your business locally and internationally

7. Measuring What Matters

It is really important to assess the value of any investment your organisation makes in improving its
workplace productivity.

Keeping track of this will help your organisation find out the things that are making the biggest
difference. For example, how much of a difference is a new training initiative making? What is the
impact of a new product or service? Has new technology brought any new efficiencies? What is the staff
retention rate?
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(d)  The Workplace Productivity Project (sponsored by the NZ Department of
: Labour and the Industry Training Federation)

This project worked with seven manufacturing companies to improve their productivity and business
performance. An assessment tool was developed and used as a discussion stimulus to think about the
business and its relationship to customers. This tool scores a range of attributes:

1. The strategic focus and how it is reflected in the company and product thinking.

2. Staff clarity about what they are doing and why.

w

Staff are equipped for the job (this attribute is about training needs identification, training and
post-training support).

Leadership is valued and is at all company levels.
Positive working culture (good staff participation in business improvement/problem solving).
Constructive workplace relationships.

Rewards and conditions are working well.

© N o g &

There is a staff performance/development culture.

SUMMARY

The role of skill development in productivity improvement features strongly in all models. These models
indicate very close alignment to Brinkerhoff and Dressler identifying that skills training must be
accompanied by a range of effective management interventions if it is to be transformed into
productive value in a business setting. The models support the contention that the development of
managers both in higher level technical skills and supervision and management capability is a
fundamental core to unlocking the real value of skills training.

These models have modified the methodology adopted to explore this hypothesis in that where there
are high apparent returns from skills training, there will be a high level of management intervention and
support.

Any assumption that a hands-off approach to training and people development by line managers and
handing responsibility to an external trainer, or even an internal training department, is not likely to
generate a high return from investment into training.
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APPENDIX 3

INTERVIEW NOTES — A SUMMARY OF KEY POINTS MADE BY SENIOR AND JUNIOR
MANAGERS ACROSS 12 QUARRIES

Twenty six people were interviewed to collect background data for the surveys that were to follow. All
bar one of these is in a management role within their companies. The one exception was an operator
who was currently involved in completing the National Certificate/B Grade Certificate of competency.
Four interviews were with two or three managers present, and those notes were recorded for the
interview as a whole. There was no attempt to separate out the individual comments.

The sites and quarries visited included:

Winstone Aggregates Ltd
0 Head Office, Penrose
0 Puketutu
0 Hunua
0 Belmont
o Otaki

Fulton Hogan, Poplar Lane Quarry, Tauranga
H G Leach & Co Ltd, Paeroa

McDonalds Lime, Oparure Quarry, Te Kuiti
Stevenson Resources, Drury

Smythes Quarries, Maramarua

Perry Aggregates Ltd, Ngaruawahia

Higgins Aggregates, Kelvin Grove

Holcim (N2) Ltd

Atom Hire Ltd, Wellington

INTERVIEW 1

An effective operator can make a difference of 30-40% to productivity - initial training can lift
productivity 10-20 %, then ongoing training with good operator can continue improvement to
30-40 % gain in tonnes/hour moved.

Training is chiefly concerned with changing behaviours in productivity and safety.

A significant amount of training is carried out internally and it is difficult to separate out the
ITO training and other company training.

Recruitment is critical and staff are asked to complete a Safety Attitude Survey before being
hired — survey looks at risk taking and impulse control.

New staff are on an induction programme for their first year.

Recognition for staff completing National Certificate — an extra $0.40 per hour.

Managers depend on supervisors for making sure that the training is applied and rules/policies
are followed.

Effective training on optimising machine efficiency is provided by companies that supply the
machines — good training and good field assessment.

Essential to have good measures of productivity and set standards or expectations to measure
against.
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e Formal training improves the versatility of the operator to be able to work on different
machines (crushers).

e Sees EXITO as providing background training and company providing internal training targeted
at improving efficiency.

e A lot of the National Certificate is not relevant to an individual site, but the qualification is
attractive to staff and managers need to support that.

e Certificate provides basic level of knowledge, but does not give skills or confidence.

e Trainers come in for short bursts — once or twice a year, and goes through a lot of Unit
Standards over a few days. Training is rushed, passing is easy, and knowledge retention is low.
Question whether improvements are sustained.

e Managers need to understand strategic business management, how to analyse the figures, and
meet KPIs. National Diploma doesn’t seem to be providing all this and company has been using
other training courses.

INTERVIEW 2
e Look for training outcomes in:

1. Operator understanding processes that they manage and the effects on quality of

changing the process — keeping a focus on the end result

Health and safety — understanding the regulations and keeping themselves safe

Operating machinery efficiently

Time management

Communication and interaction with customers, management and other operators

. Impact on R&M bills

e Training is provided by a mix of ITO and internal (to the company) training. For machinery
efficiency somewhere between 50:50 internal/EXITO and 70:30 internal/EXITO. For R&M 70:30
Internal:EXITO.

e A and B Grade Certificates are more useful than the ITO material, but staff like National
Certificates.

e Compliance training has made a noticeable difference — can see change in behaviour in safety,
but not in environment. Training gets staff half way, then the rest of the improvement comes
from management.

e Training to improve machinery efficiency can make 20% difference in throughput and 10%
difference in fuel usage.

e Takes about six months to train someone who has some experience when they start, up to two
years for raw recruits. For older guys need a lot of on-the-job coaching.

e As a manager appreciated opportunity to get front line manager training - particularly for staff
management. Went outside EXITO for course.

e Front line supervisors have major impact on training outcomes and need to be supported

e  Machinery suppliers run good courses on understanding machine operation and maintenance

e EXITO training material is relevant to our business. The issue is the ability of staff to absorb the
material in such short bursts — courses tens to be too intense, and there is no follow-up.

e Quality of Unit Standards is low — trainers seem more interested in ticking boxes (regurgitating
what just heard) that having good training outcomes.

S
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[INTERVIEW 3

Good supervisors make a big difference but cannot be everywhere and see everything so need
staff to make good decisions and understand what they are doing and why they are doing it.
Often miss out the “why”.

Operators need to be able to “see” R&M before things break — noticed and remedied,
maintenance schedules kept, all procedures such as start-up, etc, complied with. Training
needs to achieve this end result.

Operators need to continually adjust their machinery or their operations to suit the conditions
at the time. They need to understand what’s changed, what the implications will be, and how
to fix. Training tends to focus more on setting up plant than adapting to changes.

Manager training requires a big time commitment — two days per month, and this can be hard
with streamlined teams now in quarries.

Seems to be a step missing between Certificate and Diploma — leadership, staff management.

[INTERVIEW 4

Training impacts seen in:

1. Competence on mobile plant — wear on tyres, punctures, premature transmission
failures, wear parts on buckets needing replacement early

2. Health and safety training - number of accidents

3. Fixed plant operation — but no formal training — more on-the-job coaching

A new outcome that the company wants from training is to improve the versatility of staff so
that they can handle a range of jobs well.

Quarry manager can identify the training needs for staff but these can be changed according
to the budget available.

Company does more training outside EXITO than within the Unit Standards — more relevant to
improving performance.

EXITO training is more focused on compliance not performance improvement.

Not sure whether training improves performance — haven’t measured it.

Achievement of Certificate is important for staff — recognition and satisfaction.

Quarry manager is focused on optimising equipment efficiency. Formal Unit Standards training
not seen as part of that, but do get suppliers in to help improve machinery operating skills.
Have looked at National Diploma but have started doing some MBA papers instead. Want to
know how to run the business better.

Issues where EXITO Unit Standards and A Grade Certificate cross over. Staff get passed for Unit
Standards by EXITO trainer but they are not up to a standard where | can sign them off. Staff
get confused.
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INTERVIEW 5

Performance of staff has more to do with selecting the right staff in the first place, than it does
with the training.

Important to select those that have some mechanical common sense, and empathy for
machinery.

Competent staff have less machinery breakdowns, lower R&M costs, and they can pick up on
early signs of damage.

As high performing operators they are able to keep a picture in their mind of the whole job all
the time — anticipating where they will be and what they need to do ahead of time.

High performing staff look to help others and are good communicators.

Efficiency is made up of a lot of small actions that used to be taught by the old hands. Need to
involve supervisors more in training because they have the skills as well as knowledge of the
particular quarry. Bringing in outside trainers has weakened some of the training because it
has not involved the supervisors and created a gap between the operator and the supervisor.
Effective training for machinery has come from suppliers. Their training is practical and
relevant, and their standards are high.

For any training to be effective it must have ongoing management for reinforcement.

Quarry Manager is now working more with the supervisors to push more on-the-job training
through them.

Have not been able to find a suitable training solution for fixed plant. Performance is
measured through product quality, quantity crushed, and maintenance. Staff need to
understand what products they are making, why the quality is important, and what impacts
their operation of the crusher can have.

Staff should be better trained to understand how their products are used by the next user, and
how changes in the quarry can affect their (the customer’s) business. Has been some training
(ad hoc) and have noticed a positive change in behaviour.

Monthly reports focus on machinery costs and productivity changes. Easy to overlook staff.
Training has been driven by the need to reduce risk (especially with the fear of fines), and this
has meant that it has missed a focus on the business bottom line. Have seen a change in EXITO
Unit Standards becoming more relevant to the wider needs of the business today.

Not sure about benefits of the National Diploma. Understand that many have not completed.
What you learn is not relevant the next day, and may not make a better quarry manager.
Supervisor is more important in the quarry than the manager is when it comes to staff
performance. But does not seem to be relevant training support for this level.

Have heard about other courses on business management, and staff management that would
be more appropriate to managers and perhaps supervisors.

To measure return on investment from training operators, should look at:

1. Safety

2 Operating Efficiency

3. Repairs and Maintenance

4 Production Gains
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INTERVIEW 6

e Training effectiveness shows up in safety and wear and tear/damage.

o Before training takes place need a system, procedures or policies, so that training can take
place within these.

e Also need to measure the change before and after. Managers should know where they are
now so that they can see the difference from training.

e Training should be targeted at areas of greatest need. Need to know where these are — good
measurement again!

e Would expect (from experience) that effective staff can reduce quarry costs by $4-$6 per m3.

e Currently passing Unit Standards does not indicate proficiency or competency. Unit Standards
are written so external assessor can test staff straight after training. Should be able to see
whether staff can apply their new skills on the job and may need to observe this for some time.
May need correcting and coaching. All this better done by internal assessor.

e External assessor should be kept for compliance training and for licenses.

e Unit standards do not currently do anything for improving machinery efficiency. Company will
produce own Unit Standards for practical skills.

INTERVIEW 7

e Training needs to include reading and writing.

e Only two to three staff out of 28 will complete the National Certificate. A few more will get
their B Grade Certificate.

e Have used supplier for loader training and for crusher.

e  Only way to get skills for crusher is through mentoring.

e Crusher seems to be largely missing from Certificate.

e A new employee coming with Unit Standards would be more attractive to employ.

e On the job training through an induction and buddy system is very important to get staff up to
speed quickly.

e Concerned that there appears to be less emphasis on environmental compliance in A Grade
Certificate when this is becoming more of an issue.

e Areas where would expect to see improvement from training include:
1. Repairs and Maintenance
2. Speed of Operations
3. Compliance with Consents

4, Health and Safety
e Improving the management of training would be a useful skill for supervisors and managers to
get.
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INTERVIEW 8

Impacts of staff performance are seen in:

1. Health and Safety — cost of accidents, safe operation of machines

2. Quiality — providing the correct material

3. Machinery Maintenance

4, Machinery Efficiency

Extraction is assessed by the number of loads per excavator hour. Important to get the right
number of loads (10-12 per hour) and to get consistent loads (eg 64 tonnes with a low
variance).

Staff are not let loose on machinery until the manager believes that are capable to operate the
machine. Manager has company policy and guidelines to follow.

Training for new mobile equipment was from the supplier, which was followed by internal
training to fine tune the operations. Internal training included internal systems.

Preventative maintenance of crushing equipment is hugely important. As is quality control
checking all day. Crusher operators can produce very different results — mostly down to
attitude.

Everyone on site has a responsibility for quality.

Operators are given responsibility and then trained to meet those responsibilities.

The impacts of training are huge. Health and safety, including hazard spotting, may be difficult
to quantify but does reduce costs.

Training to improve fixed plant efficiency is very difficult because of the variation between
plants and rock. Have to use experienced staff to train new people.

Have reduced Level 3 training in the past 12 months because the material is too generic and
not relevant to this company. Generic training works for H&S.

Taking people out of the line to send them on training costs production because they are all
specialists in their own right. They are versatile but there is usually one job they do better.
Their replacements are not as productive and could lose 10-15% production while having key
people away. Question whether the benefits from the training catch up this loss of output.
Supervisors are front line coaches and mentors, and they need to be released from their front
line duties so that they can do more to train their staff.

Would like to see more support for managers — practical training useful for managing staff and
managing manufacturing efficiency and quality.

Quarry Mangers need to meet with their key customers more and focus on quality. They need
to understand how the aggregates are used, the impact of aggregate quality on the customers
business, and perhaps a broad understanding of the key factors in running that business.

INTERVIEW 9

Staff see a positive value of being able to be trained and get their Certificate. They feel more
appreciated, and it helps in staff retention.

Most training in this quarry is on-the-job. EXITO training is seen as theoretical and generic.
Training should reduce operating costs, which can be measured easily. Training should also
reduce accidents, which will be difficult to measure — particularly if there is a need to measure
the impact of training on an individual.

On the job training provides an opportunity for senior staff to pass on their knowledge.
Training for the operation of the crusher is on-the-job training. There are measures used to
check on the efficiency of the crusher — production and downtime, and formal targets are set.
The training is then provided with the aim of achieving those targets.
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Theory training needs to be completed for staff to get their Certificate. From the manager’s
perspective there will be little benefit for the quarry from this training — perhaps one or two
points only. Most value from the Certificate comes from the way that staff feel about
themselves.

Training is more effective when the generic and site specific training are separated.

There is no direct support for supervisors.

Training to help understand customers’ processes would be valuable and would help with the
current focus on improving quality.

An internal company workshop had classroom training, followed up by field visits to the quarry
by the trainer, and practical work to be completed using the quarry. The combination of the
three different ways of teaching was very effective. Putting more variety into the way that
staff are trained through the ITO could improve the results achieved.

INTERVIEW 10

Difficult to differentiate formal EXITO training from on-the-job training in terms of value add.
EXITO provides formal acknowledgement of training through certification.

Training can make big difference to productivity — from 15 tonnes per hour for untrained to 20
tonnes per hour for trained staff.

Important to recruit people with some machinery background to make R&M easier.

Have been big changes to the structure of the quarrying operation over the years — have gone
from 25 people producing 250,000 mt to 13 staff producing 650,000 mt. Training has been
part of this but biggest bit is machinery and systems.

Value of training often lies in getting people to think in a systematic way — less stuff ups from
silly decisions.

Company’s hazard analysis is better than that offered through EXITO — so see EXITO as
minimum required. Difficult to explain to staff that they have got Unit Standards but not up to
company standards.

EXITO needs to be more flexible so that trainers and staff can include own systems.

Worry that training is watered down to accommodate small quarries and poor performers and
misses needs of bigger operations that dominate the industry.

Company is committed to personal growth of staff and helping them obtain professional
qualifications.

60% of staff will do the Certificate. Most will go on to B grade. Some to A grade.

Do not have staff with Diploma. Want staff with A and B Grade Certificates. Diploma not seen
as NZCE status.

Support EXITO and the changes that it is making but need to see more relevance in the training
provided.

Would also like to see recognition of the time cost of training. Many units take too long for
what they are and cost to company of having staff away does not match the benefits

Would like to see management skills added to A and B grade — managing people, setting
targets, understanding the bigger picture (context) of where the business is heading

There is a big opportunity for further productivity gains to be had by training but at this stage
seems to be responsibility of company training.

EXITO is doing a good job with what it is doing. Would like to see EXITO reassess who its
customers are and what they want. More discussion with companies would be valuable so can
change Unit Standards to be more relevant. Some changes could include — more emphasis on
product quality and consequences to customers (and company); more emphasis on principles
(the why) rather than the how; more training in geology (especially for guys on face digger) and
for Diploma courses.
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See EXITO duplicating existing resources and cannot understand why.

Summary:

o0 Opportunity to improve machine operator productivity

0 Higher standards of assessment would improve value of qualification

0 More emphasis on people management

0 Need to promote value of Diploma (and maybe change it to get companies to recognise
that value)

o0 Would like to see more emphasis on on-site training, work place training, maybe making
more use of company staff

INTERVIEW 11

There is a value in staff getting the Certificate — the training and the satisfaction of completion
changes their attitude to the job for the better. Hard to measure but shows up in
performance.

Staff have different views on training — some guys just tick along on the minimum units,
younger ones push harder as see the training as part of career development.

Company pushes career aspect. 90% of recruits would be new to the industry and need proper
training.

Concern that can renew A and B Grade Certificates but there is no need to keep up to date.
Company is moving to more internal assessment. There are concerns about the quality of
some external assessors, and concerns about the way that assessing is done. Prefer to see staff
apply the skills on the job as test of whether they should be signed off, and this is best done by
someone on site who can make many observations over a period of time. It means that the
company has raised the bar (standards) for assessment.

Company will get in external trainers to provide Unit Standards training but will then contract
the trainer to take it further — and then apply internal assessment.

The extra training that the company provides increases the longevity of the plant.

Recruitment and induction are very important to future performance of staff.

Performance appraisals are also very important part of improving staff performance. This
provides opportunity to look at incidents in detail and to identify training needs.

The framework for training that EXITO provides is very valuable.

National Certificate provides staff with a lot of flexibility when it comes to choosing units.
Good for industry but means that not sure what you are getting when you hire an external
person with the Certificate.

Would like to see a review of the way that assessors are accredited. Company will benefit from
having work placed assessors. This is particularly important when there are concerns about the
quality of some external assessors. EXITO seems to want to treat all assessors as career
trainers and does not recognise the amount of time away from the quarry that they demand.
Getting to the point where their approach is working against company having assessor.
Greatest improvement from training has shown up in awareness and compliance with H&S,
and improvement in machinery maintenance. Also productivity gains.

If something were to be added to the training curriculum would like to see training on product
quality — the uses of different products, and the consequences of supplying wrong product.
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[INTERVIEW 12

Training is important to the company, but the type of training depends on the individual - the
job that they do and their needs.

Majority of staff are trained to Level 3 national Certificate and B Grade Certificate.

Important to have management systems around training. A training plan is worked out each
year with the external trainer. Managers must be committed to that training plan. Staff are
expected to produce a short report on what they have learnt and how they will apply it.
Training can take staff 60% of the way — especially for productivity gains, and then up to staff
and managers to go rest of way by fine tuning on the job, under supervision.

Always train in groups for a buddy system, so staff can support one another.

Appreciate having Unit Standards (although lacking in some areas) but it is then an ongoing
process to get better.

Not sure whether the value of training can be measured. Changes show up in areas like the
level of responsibility that staff can take on.

Staff get a thrill when they get their certificates and this is important value for them.

Staff are taught about the quality of product and its impacts. Not sure whether there needs to
be Unit Standards. Could upgrade the geology paper.

Company has approved assessor in the management team. Moderation is necessary but not
too demanding.

Question whether EXITO should become involved in managing the training in the workplace -
this is the role of management.

EXITO is making good progress and has process in place to keep getting better. A change that
could be considered is allowing operators to only sign up for the units that they or their
employer want.

Our staff are assessed on KPIs — some generic, some specific. Could these KPIs be used to
measure the value of training?

Should EXITO be selective in who it trains?

Need to always remember that to get the value out of the training there needs to be a lot of
time spent applying what was learnt — under supervision

[INTERVIEW 13

Approximately 25% of staff are currently involved in training. Some staff are not offered
formal training as management believes that there would be little benefit to be had. Company
wants to see all “trainable” staff with B Grade Certificate.

A number of staff have literacy problems. There is no EXITO support locally for this. Have used
buddying up to help guys who cannot read.

Relevance is not an issue for training in this company - it raises awareness, and we focus on
practical things.

Level 3 Certificate — management picks out the units that are the right ones for the B Grade
Certificate — these should be compulsory.

As soon as staff get the B grade they have what they want and there is little motivation to do
the extra units to complete the National Certificate. From a company point of view, once it
sees that it has what it wants it doesn’t want to spend money on unnecessary training. Why
isn’t the B Grade Certificate of competency seen as a qualification?

Many suppliers offer very useful workshops and staff get good knowledge but no recognition
on the framework. There are a number of companies offering this service and it is very difficult
for a quarrying company like us to get that recognised by EXITO. Will see this training on CV
and recognise the value, but not in the Certificate.
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Another factor that leads management to have less motivation to see the Certificate

completed is the length of time it takes.

Company believes that it gets good value from training. Seen in areas such as:

o0 Improved compliance

0 Less non-conforming product

0 Lower R&M costs

0 Greater productivity

In an ideal world would want staff to ask to go on training.

Some staff realise that once they have been trained they can’t plead ignorance - they can’t

hide.

Legal and green standards can be hard for staff to understand but training does raise

awareness and there are less incidents. Some staff have made big changes to their approach

after training.

Also seen improved H&S after EXITO training. Before there was little/ no participation by staff

in Tool Box talks. Now they can recognise a hazard and make good contributions at meetings.

Company has also made big commitment to improve the level of medical training.

Some areas where changes could be looked at for EXITO:

0 Option for staff to pull 50 Unit Standards from anywhere on the framework devalues the
qualification — these are often not relevant. (Although this may have been designed to
allow the employer rather than the trainee to identify particular skills that are required in
the specific workplace.)

0 To demonstrate competency can take two years of on-the-job practice and supervision.
Although the staff have passed Unit Standards | will not sign them off. Need to review
assessments and what we are assessing.

0 EXITO has external advisory group — SAG, but recommendations from that group do not
appear to get taken forward. Have heard that good managers have dropped off SAG
because of frustration with this.

o0 License endorsements are a bit of a farce — no real need to demonstrate competence
because tasks are so simple.

Company has several staff enrolled in National Diploma. Can see the growth in confidence and

improved decision making. Their interpersonal skills have developed and they are showing

improved staff management ability. They are aware of the legal aspects of their job —
particularly around employment.

Company has also had several staff enrolled in National Certificate in Supervision (Level 4).

Would like to see more geology in EXITO training.

Staff that leave the company may not have completed the Certificate. This will show as a

failure for the ITO but shouldn’t. It won't be training that led to the person leaving.

| INTERVIEW 14 (TRAINEE OPERATOR)

Enrolled to get B Grade Certificate — one unit to go. Would like to go on and do the National
Certificate.

A lot of the training material is new but a lot is also repetition. Different units cover the same
stuff but use different words.

Good to learn reasons why things are important.

Value in training:

0 Be able to do the job better

0 Understand some of the engineering

o Don’t have to deal with resource consents but am aware of the impacts of not complying —
saw one place closed because it breached the consent
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0 Helps when have to do other jobs in the quarry

o Would help if I wanted to leave and get another job

Ways that training could be improved for me:

0 Need to get opportunity to use some of the machinery after the training

0 Would like more physical work on top of the book work — the physical stuff sticks better

INTERVIEW 15 (SUPERVISOR)

Have got A and B Grade Certificates and National Certificate. Have enrolled in National
Diploma but finding the maths very hard — and not sure of the relevance.

One good value from the Diploma is being able to learn from the other participants.

Don’t believe that | would have progressed in the company without the qualifications. Now
supervise 12 staff.

The quality of the trainer is very important to the results achieved — not always good, although
we now spend more time making sure we get the right ones.

After the training we give the operator to someone who is good on the job — to be a mentor
and coach. Absolutely essential.

INTERVIEW 16

Business has shed half the staff, and increased productivity by 25%. Now have only the more
competent staff left.

Company is focused on getting staff to B Grade Certificate — not going into level 3 Certificate.
All staff training is tracked through a spreadsheet. Half the training is EXITO and the other half
is training that the company organises. Would love to see Barmac course on Unit Standards.
Networking with other companies is a side effect of some of the training and is very
worthwhile.

Training individual staff is expensive and not value for money. Means that can’t be as flexible
in training as would like. Subsidy is not enough ($200 of the $1,100) to allow training for one
staff.

Choice of trainers is critical and the current choice is a bit restricted — not all have practical
experience that we consider essential for the training, and that staff can relate to.

Company is committed to 10 days training per person per year. After that the cost of having
them away from the job is too much — especially with streamlined staffing. When considering
the cost of training should also include downtime, having to use staff as replacements with less
ability, plus the actual cost of the training itself. Could add up to significant cost if hidden costs
included.

Have had to develop a lot on internal training manuals for the training that the company
undertakes. Also have internal assessment sheets which are used by the foreman.

Would like to see EXITO with less paperwork - it seems to be a paper heavy operation for a
practical industry.

INTERVIEW 17

Company wants people linked into training but the focus is on the younger staff. Training
covers the certificates of competency and the National Certificate and Diploma. However see
low value of National Certificate compared to B Grade Certificate.

Identifying & Reporting the Value-Added from Training (ESI Project 943) — Extractives Sector — Final Draft 6l|Page



While most staff have hooked up with EXITO (probably 70%) only about 10-20% are actively
involved in training.

Would like to see EXITO break Certificate down into smaller parts and let staff and company
just picks the bits that they need.

EXITO training leaves a lot of gaps in the training that our company wants so have to organise a
lot of training ourselves.

See a trend where the training is becoming more academic but don’t believe that is leading to
people who can manage a quarry. At the operator level we see that there is a need to
strengthen the link between Unit Standards and competency.

Use internal resources to plan training and carry out training needs analysis. Have internal
assessor on the staff.

Supply companies offer training that is effective and good value.

Company has training in product quality, including getting loader drivers in the lab. Quality
improvement could be given more emphasis by EXITO.

When it comes to manager training the value shows up in the overall performance of the
business. Have noticed changes in managers — more confident, better decision makers, and all
round happier.

Have had to send supervisors away for people management skills.

Most quarry managers are not computer literate and some of the training doesn’t help by not
using spreadsheets.

The real cost of training can be very high and is often not considered. Good to look at the
value that is received from training.

INTERVIEW 18

Company is strongly committed to staff development and would allow staff around 1.5 days
per month off in training.

Company has access to other training, particularly for managers, which is very relevant to
managing teams of staff.

The standards of competency are often too low in the EXITO training. It is important that staff
respect the qualification they have worked for. EXITO should look at both the competencies of
the trainers and assessors, and also the level of competencies that are written in the Unit
Standards.

Most training is good but feel that the Unit Standards are not keeping up with the industry.
Seems slow to change and stay relevant. Probably more noticeable because of the recent
changes to staffing and the pressures on the business.

To get someone to a level of competence can take up to 3 years even when they get good
training and good follow-up supervision. H&S maybe 18 months but environment compliance
three years plus. Machinery 2 -3 years.

All staff have to undergo three month induction with close supervision.

Difficult to separate out EXITO training value from other training that the company does, and
the on-the-job supervision that takes place.

Would like to see EXITO provide greater incentive (and easiness) for companies to take more
responsibility for training.

There is quite a wide variation in the quality of trainers. We have had to hunt around to find
and test ones that deliver what we want.
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APPENDIX 4

VALUING THE POTENTIAL CONTRIBUTION OF TRAINING TO THE QUARRY
BUSINESS

INTRODUCTION

From information gained from interviewing a range of quarry managers and aggregate company HR
managers, four critical areas of tasks and skills for quarry employees were identified. These were:

1. Understanding the quarrying process, the operation of the crusher and their impacts on
aggregate quality

Task 1: Knowing and choosing the right rock to meet product specifications
Task 2: Set the processing plant to produce aggregate to product specifications

Task 3: Operate the processing plant at optimal speed and settings to maximise output
efficiency while minimising machine breakdown and repairs and maintenance costs

2. Operating movable plant effectively and efficiently
Task 1: Drive vehicles to optimise fuel use/tonne moved
Task 2: Drive vehicles to optimise tonnes shifted/operating hour

Task 3: Operating and servicing the machine to minimise downtime and repairs and
maintenance cost

Task4: Shifting aggregate to correct place, dispatching product from the correct place and
maintaining customer satisfaction.

3. Environmental compliance

Task 1: Operate within company environmental policies and standard operating procedures to
avoid a breach of environmental regulations and consents

4. Health and safety compliance

Task 1: Operate within company’s health and safety policies and standard operating procedure

This list of skills and tasks was confirmed by a return visit to a sample of quarry managers who provided
descriptions of the tasks by highly competent, competent and unskilled employees and estimate the
impact of their performance on quarry productivity and financial outcomes. These were aggregated to
provide an industry estimate.
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UNDERSTANDING THE QUARRYING PROCESS, THE OPERATION

OF THE PROCESSING PLANT AND THEIR IMPACT OF AGGREGATE QUALITY

Level of Proficiency

New Entry/ Acceptable Highly Skilled —
Learning the Job Practice Best Industry Practice
Task 1. Knowing the feed source material and how it contributes to product specification and

responding to changes.

e The learner operator would o The competent operator | e The best practitioner knows

either be subject to intensive recognises changes as it source material well and is
supervision and make less occurs. Will ask the “on the job” recognising feed
mistakes than the supervisor when unsure source variability and
competent operator or could but makes some wrong responding as it changes.
make non-compliant product calls. o Close to 100% right all the
for 2-3 hours until the e 90% of best practice for time.

reports from an on-site alluvial quarries.

laboratory indicate that it is o 80% of best practice for

not up to specification. hard rock quarries.

Outcomes | e Product is out of e Product is downgraded e Product quantity and quality
specification for 2-3 for 2-3 hours while is at optimum and plant runs
hours/day for 30% of the awaiting lab reports for to minimise breakdowns.
time or a supervisor is on 10% of days in alluvial
hand 100% of the time. quarry or 20% of the

time in a hard rock
quarry (15%).

Financial Depends upon product mix 8.75m3 @ $7.50 o Nil

and plant capacity. downgrade - $66

. 3.8m3-$198
Assumg 70@ base.course @ Total cost/month $264
$15/m* minimal risk of of best practice

downgrade

30% chip @ $40/m3 where risk
of down high.

Impact per month
Base course production

18.9m3

Chip 8m3 - $436
Cost per month $577
cf best practice

Note: This first task within the role/skill is to know the feed source material and how it contributes to
the quality of product specifications and to recognise when it changes and what response is
appropriate.

Feedback from our sample quarry managers suggest new entry operators would be given limited scope
to get it wrong through intensive supervision or alternatively there is strong feedback from an on-site
laboratory. It is an important skills that takes time to learn - three months for a quick learner to a year
for a slow learner. It is considered more critical for a hard rock quarry where the feed source can be
much more variable.
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UNDERSTANDING THE QUARRYING PROCESS, THE OPERATION OF THE

PROCESSING PLANT AND THEIR IMPACT ON AGGREGATE QUALITY

Level of Proficiency

New Entry/
Learning the Job

Acceptable
Practice

Highly Skilled —
Best Industry Practice

300 m? produced

300 m* @ 27/m’ = 8,100/day

For 20 days $162,000
Quality impact $10 $21,000
Operating cost $25,000
Margin $116,000
2. $11.29/m° $972
36m°/hour @ $27 $406
Per hour $566

month before reports indicate
size of problem.

300 m* @ $27/m3 = $8,100/day

For 20 days $162,000
Quality impact $10/m®  $12,000
Operating cost $25,000
Margin $125,000

2. Cost/tonne $8.50/m®

50 m*/hour @ $27 $1,350
$425
Per hour $935

Task 2. Setting the processing plant to produce aggregate to specification.

3. Operate the processing plant to maximise output while minimising machine breakdown and

repairs and maintenance costs.

e Anew entry operator is a e Runs the plant to achieve the o Knows the plant very well and
“button pusher” - not doing all correct volume of how to adjust it and fine-tune
the constant adjustments output/hour but generally it.
required to produce product to produces to specification. o Does the planned maintenance
specification. - knows the sound of the

e Most at risk of slow running or machine running correctly so
out of specification product. any deviation is picked up and

adjustments made.

Outcomes 1. Product volume is 50% of best 1. Product volume is 50% of best 1. Quantity and quality of output
practice and 30-40% is out of practice and 20% of product is is at optimum level.
specification. out of specification. Repairs and maintenance is

2. 62 tonnes/hour produced 2. 82 tonnes/hour produced. done in a timely way to avoid

1-4 hours downtime when excessive breakdown.
breakdown occurs 2. 100 tonnes/hour produced.

Financial 1. The costimpact can occur fora | 1.300 m® 1. 600 m® produced

Revenue 600 m* @ $27/m®
=$16,200

For 20 days $324,000
Cost/month $25,000
Margin $299,000

2. Cost/tonne $7.00/m*

$700/hour
60 m*/hour @ $27 $1,620
$425
Per hour $1,200

Note: These two tasks (aggregate quality and aggregate quantity) were combined in terms of financial
impact. The numbers 1 and 2 under financial reflect estimates from two different quarries.

The comments received from industry is that the two costs were calculated from relatively small alluvial
quarries and many hard rock quarries would be significantly bigger but the ratios between the different
levels of proficiency would be the same.

Identifying & Reporting the Value-Added from Training (ESI Project 943) — Extractives Sector — Final Draft

65|Page




MOVABLE PLANT

Level of Proficiency
New Entry/ Acceptable Highly Skilled —
Learning the Job Practice Best Industry Practice
Task 1. Driving vehicles (loaders, dumpers and trucks) to optimise fuel use per tonne product moved
e “Boy racers” - heavy on o Mostly operate at steady o Staff operate at a slow and
accelerator, hard into corners, pace but have a “boy racer” steady pace at constant speeds -
hard on brakes - become day now and then. deliver the same loads every day.
frustrated when held up by slow
and steady operators and often
do less loads - go early to break
to avoid being held up.
Outcomes o Less volume shifted - 1-2 o 32litres/hour e 25 litres/hour
loads/day.
o More fuel used: o 222 litres/day e 200 litres/day
1. 40 litres/hour
2. 250 litres/day
Financial o $40/hour = $88,000 e $32/hour =$70,400/annum | e $25/hour = $55,000/annum
Difference = $17,600/annum Difference = $15,400/annum
o $250/day o $222/day o $200/day
Difference = $28/day Difference = $22/day
$8,400/annum $6,600/annum
Task 2. Drive vehicles to optimise tonnes shifted/operating hour
Outcomes | 1 shift 8000 m3 in 200 hours per | Shift 9000 m3 in 200 Shift 10,000 m3 in 200 hours
month. hours/month. 30 loads/day - 8000 m3/month
2. 1-2loads less/day = 20m3/load | 8000m3 shifted
x 2 loads — 20 days/month =
800 m*/month
Financial 1. 50 hours/month more to shift 22 more hours/month to move
the same material as best same material as best practice
practice. Machine $120/hour
Machine cost - dry $120/hr Fuel $32
Fuel $40/hr Driver $18/hour
Driver $16/hour
2. $10/m*3 = $8000/month less
than a competent driver
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MOVABLE PLANT

Level of Proficiency

New Entry/ Acceptable Highly Skilled —
Learning the Job Practice Best Industry Practice
Task 3. Operating and servicing the machine to minimise the downtime and repairs and maintenance costs.
Poor preventative services - Best practice operator takes care of
forgets or does not do “difficult to machine, is careful to fully service
access” greasing points. the machine (grease, oil checks) to

requirements.

Outcomes 1

More brakepads

Higher impact fracture of a tyre
one or two extra/year.

More downtime - 5 hours or a
day

o Early failure of joints

Bucket parts wear quicker -

4,000 hours
* 4,000 hours between major o 4500 hours o Much lower wear and tear
service 5000 hours
2. $5-$10/hr for maintenance cost | 2. $5/hour maintenance cost 2. $2-3/hour maintenance cost
Financial 1. Bucket cost $35,000 for 4000 1. Bucket cost/annum 1. Bucket cost $7/hour =
hours $7.78/hour = $17,100/year $15,400/annum

$8.75/hour or 2200 hours/year
=$19,250/annum

1-2 extra tyres/year @
$10,000/tyre = $20,000 extra

1 day extra lost per year in
time = $3,000 for the day in
lost revenue

2. $7.50/hour for 2,000 = 2. $5/hour for 2,000 2. $2.50/hour for 2,000 hours =
$15,000 hours/year = $10,000 year $5,000
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MOVABLE PLANT

Level of Proficiency

New Entry/ Acceptable Highly Skilled —
Learning the Job Practice Best Industry Practice
Task 4. Shift the correct material to the correct place.

o Either requires higher e The best skilled operator moves
supervision or contaminates the correct material to correct
stockpiles so that rework is place - stockpile, or onto
required or poor layering results customer’s truck.
in separation of material and o Builds stockpile using correct
non-complying product. Poor layering technique to avoid
loadout of contaminated separation.
product may require recovery, e Avoids loading out contaminated
reworking or abandonment. product and has people skills

when interacting with customers.

Outcomes Turnover of staff where
customer relationship poor.
2-3incidents a year where
material is too small and goes
too deep in tar (chip/concrete
products “picks up the carpet”
or cross contamination in
loading and material “hangs up”
$600/load.

Financial

$1,200-$1,800/year cost
(Cost limited by good
supervision otherwise much
higher).
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HEALTH & SAFETY COMPLIANCE

Level of Proficiency

New Entry/
Learning the Job

Acceptable
Practice

Highly Skilled —
Best Industry Practice

Task: Operate within the company’s hea

Ith and safety policy and standard operating procedures.

Not always wearing all correct PPE —
occasional injuries to hands or eyes as
a consequence, or possible hearing loss
over time if not wearing hearing
protection.

For safety issues in our industry, |
would not accept that there is an
“Acceptable Practice” standard at
a lower level to “Highly Skilled —
Best Practice”. (We are crushing

Attempting to lift items that are heavy,
occasional strain/sprain injuries.

rocks with very heavy machinery,
and any injury has the potential
to be very serious. Therefore the

Attempts to do a job when not 100%
sure of correct method, occasionally
results in injury or damage to
equipment.

only acceptable standard is best
industry practice with the
greatest safety margin.)

Rushes to get job done, drives too fast,
runs, does not check that everything is
in place when finishing a job, additional
fuel use and R&M costs on machinery,
and occasionally has an accident as a
result.

Does not always follow lockout
requirements or other procedures —
takes shortcuts to “save time”, possibly
always gets away with it, but could
result in a fatality.

Occasionally reverses mobile plant
without looking in mirrors/cameras,
and “gets into the groove” when doing
repetitive tasks — mind not on job and
may have a collision that causes
expensive property damage, or causes
aserious injury.

Does not always use “three points of
contact” when using stairs, accessing
vehicles, etc, and occasionally slips and
falls and injures themselves, possible
fractures.

Does not immediately recognise when
seeing someone else dong something
that is unsafe, so does not intervene.
May only be looking after himself.

o Always wearing correct PPE — no PPE
avoidable injuries.

Gets help when needed for any heavy
lifting.

Checks SOP before proceeding, or TAKES
5 if no SOP available. All jobs completed
safely.

Does not hurry, works at a good steady
pace, maximises plant efficiencies, no
accidents.

Always follows correct procedures and
lockouts — nothing is left to chance ...
“the holes in the Swiss Cheese never line

up”.

Always checks around/behind at every
reversing of mobile plant, never collides
with other vehicles.

Always moves around the plant and
accesses vehicles very carefully.

Realises when someone else is doing
something unsafe, and takes steps
immediately to stop them from injuring
themselves or others. Reports it as a
“near hit” to ensure the learning is
shared. Will also be looking out for his
workmates.
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ENVIRONMENTAL COMPLIANCE

Level of Proficiency

New Entry/
Learning the Job

Acceptable
Practice

Highly Skilled —
Best Industry Practice

o Nil impact as breakdowns picked
up by manager/supervisor or
experienced operator.

Fines of up to $200,000, instant
fines of $500.

Stopwork notice for up to 3
months to fix breach.

Damaged relationship with local
authority makes for other
difficulties, eg renewing
consents.

Task 1. Operate within the company’s environmental policies and standard operating procedures to avoid a
breach of environmental regulations and consent requirements.

o These operators may not always These operators mostly e They know the SOP procedures
be compliant, ie applying water follow the SOP but may be well and operate within them all
to crushing plant material or on less aware of when others the time.
roads to control dust. may be in breach of the e They are aware of the

e More focused on impacts on rules. requirements and take action
them rather than the business. when they see another employee

breaching the SOPs.
o Understanding of the why.
QOutcomes e Dust is the biggest issue as it is
highly visible.

o Noise - some quarries have
random measures taken and
reporting to audit processes.

o Waste water - most significant
quarries have a closed system so
that breakdowns are not within
the control of individual
operators - more under
management control.

Financial Either:
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APPENDIX 5

CASE STUDIES (NATIONAL DIPLOMA GRADUATES & TRAINEES)

CASE STUDY ONE — NATIONAL DIPLOMA IN EXTRACTIVE INDUSTRIES
(RESPONDENT A)

A is a relatively young Quarry Manager and he has just completed the National Diploma in Extractive
Industries. It has been a five year journey for him and A says the Diploma has contributed to his career
progression and his ability to manage quarries and improve productivity in them.

A rates the Financial Management module as one of the more important modules for him. “It has let me
understand the nature of the business far better and to identify the drivers of productivity” he said. He
recognises that this module was not enough by itself and that he needed the skills to communicate with
and lead staff towards improved productivity. “For instance, | managed a quarry with nine people in it,
each of whom had their own job to do. | could see that we were overstaffed and could maintain
production with less staff if we showed the staff what the critical tasks were, focused on them and got
on with the job. The result was that we went from nine staff to four staff and maintained production,
which generated an annual saving of over $200,000 for the business”.

A also says that the Health and Safety module empowered him to confidently lead older staff who
worked for him into implementing the company’s strong health and safety culture. The business has
maintained a minimal level of health and safety incidents and has continued to improve health and
safety performance and culture.

A also valued the Customer Relations module. “We used to see customers as a necessary pain in the
neck, but | now have a better appreciation of just how important they are. | can honestly say that it has
helped me retain key clients in what would be a marginal quarry if we lost a customer” he says. “How
do you put a value on that, except to say that it is needed to keep doing business?”

A saw a lot of benefit in the Advanced Engineering module, as he needs a good understanding of
engineering especially as it relates to plant to understand the quarry process and to be a good manager.
Of lesser value to him were the modules on Surveying, Theoretical Mechanics and Business Law. “These
days, you need to have only a basic understanding. We cannot be expert in all these things and we will
employ the experts when needed.”

A says his five years of study toward the Diploma was a journey that required motivation and
commitment to find the time to allocate to it after a day’s work. “Perhaps it could have been shortened
if the company had given us time off for study leave, but it has been worth it for me” he believes. “I also
know how much | appreciated meeting with others doing the Diploma — it was a great help as we were
able to discuss the topic and toss a few ideas around.”

A says “the whole Diploma experience has opened my eyes to the risks of this business, what the key
actions are to drive production and how to better communicate and lead teams. Risk awareness has
helped with my own self management, as | write everything down and keep good notes on any
significant issues. This practice has saved the company money several times when dealing with disputes
with staff in the field of ACC claims and employment disputes.” A believes that the training he has
received has contributed an increase in quarry productivity of between 2-5% efficiency gain overall. This
gets rid of inefficiencies, saving costs and can lead to improvements in production and product quality.
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A sees the next step for him as some more training in managing his managers and better learning the
skills of delegation. When considering the A and B quarry licenses, he saw them as separate pathways
with the A & B licenses being part of the old world, but required as part of regulations.

CASE STUDY TWO - NATIONAL DIPLOMA IN EXTRACTIVE INDUSTRIES
(RESPONDENT B)

B is a Quarry Manager who has completed the National Diploma in Extractive Industries. B is a keen
supporter of training and credits the National Diploma in helping his management in the industry. B
particularly values the modules relating to personal and interpersonal skills.

Although B found value in almost all of the modules, he rates the people management module as the
most helpful one he took. When asked why, B said “it has really helped me understand the employment
process, who we need in the quarry and how to manage people. As a result, | now employ better people
for the job and | can manage them better. We deal with problems earlier, more proactively and with
better results. In fact, while | cannot put a figure on it, | now have fewer workplace problems.” This
supports his view that learning how to deal with people, building a workplace culture and leading teams
is the most important skill set for a manager. When asked the difference it makes to the business, B said
“I reckon that the difference between two managers, one with good people and leadership skills and a
team where these skills are absent could be up to 20% difference in a combination of profitability,
efficiency and quality.” B couldn’t put a value on this from his experiences and he learned these skills
through the Diploma and values them highly.

He also rates the Health and Safety module highly. “I have achieved a reduction in workplace incidents,
which is due to the company’s drive to continuously improve health and safety in the workplace and to
my skills and knowledge in leading the team to achieve this.”

B found a marked improvement in his understanding of financial management, and while he is not
strongly involved in managing budgets, it has helped his understanding of the financial drivers of the
business.

Of less importance, B identified the Survey Principles as one that has less application to his role. When
discussing the A and B quarry licenses, B saw quite an overlap and felt there would be value in cross
crediting learning from one qualification to the other.

[CASE STUDY THREE - NATIONAL DIPLOMA IN EXTRACTIVE INDUSTRIES
(RESPONDENT C)

C is a Quarry Manager who has worked for the company for the last 15 years. He has recently received a
promotion and now manages two separate quarries for the company.

C has recently completed the National Diploma in Extractive Industries and although he knows that all
key modules are essential in producing a well-rounded manager, he recognises that effective
communication is absolutely vital in getting everyone on site going in the same direction to achieve
success and financial sustainability for the company.

C achieved great results in the modules of Financial Management; People Management; Quality
Management; and Production Planning. When asked how these topics made the difference, C explained
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how he has used the knowledge he gained to improve his management style and get results. “I use the
financial reports in my daily “Toolbox” meetings with the staff, where | take the results we achieved and
look at the results we want and put them in production and cost saving terms. We use some KPIs to set
targets and discuss problems and solutions that help us reach those targets. All staff are involved and
they all own the results. Because | have arranged a rotation for the staff of all the jobs on-site, we all
understand how what we do may affect the jobs of the other staff, so we work hard to make the whole
operation problem free at all stages.”

C has used the “Toolbox” meetings to keep staff informed, to manage the staff and get ownership of the
operation, particularly product quality.

His approach has brought dividends for the company. For instance, by applying his understanding of the
financial reports, and communicating his and his team’s solutions to cost control problems, he brought
about a $330,000 savings in expenditure in a $930,000 expenditure budget last financial year. “We used
to keep the plant going in the belief that idle plant loses money.” C explained “While there is a cost to
having the plant idle, we now know that we make more money if the plant is being used to produce
quality product in time for the customers and not producing lesser quality product which we stockpile.
So we plan better and switch the machines off when they are not being used. We plan better, test the
product on site as it is produced, communicate the problem and solutions, fix problems earlier, and
achieve the results.”

C said that “While this is something we cannot repeat every year, | anticipate continued management of
costs and product quality will achieve gains in savings and income of between 3-4% per annum. | think
we can achieve an increase of 1-2 m*hour in current production levels of 47 m*/hour.”

C’s approach to people management is to keep the staff informed of the company goals and the ways
that the quarry and the people on site can contribute towards a sustainable future with improved
productivity.

C applies the some disciplines to the customers and with the company’s sales force. He communicates
regularly with customers, keeps abreast with what the sales force are telling him so that the quarry
produces product to specification, and in the quantities required. “We don’t have the amounts of lower
value product now,” said C. “We save on production, storage and cartage costs.”

C found Theoretical Mechanics of lesser value. “The tutor was not as familiar with the topic and it was
not really applicable to our site.” he said. “Also, Business Law was of limited value - we have Head Office
staff who do most of that, so it is best to use the experts, although it is also good to have an
appreciation of the fundamentals.”

C found the programme daunting to start with, but really great value when reflecting on what he had
learned and how he could apply it. He found that it related well to the productivity drivers for the
business. He has completed a university level business paper after finishing the Diploma.

CASE STUDY FOUR - NATIONAL DIPLOMA IN EXTRACTIVE INDUSTRIES
(RESPONDENT D)

D is an industry trainer who has worked as a Quarry Manager and has completed the National Diploma
in Extractive Industries. D studied the Diploma primarily as a means to expand his knowledge and keep
him up to date and credible in his training business. D has been a trainer for over 30 years in a variety of
different fields.
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D found value in the Diploma and he rates it as a better qualification than what it replaced. He reckons
that the using the knowledge from the Diploma should be able to generate an ongoing increase in
income or decrease in costs in the order of 2% per year. On the down side, he say the journey was very
frustrating at times, with difficulty in finding trainers for particular topics, and finding really good
trainers. “Some are excellent” he said, “but some are pretty shocking — they didn’t know enough
especially about the day to day workings of a quarry.”

“The Diploma is a good qualification, but is seen as lightweight in the industry. It needs to be sold more
to the industry to be recognised as a valuable qualification when quarries are employing managers and
supervisors” he believes.

D says the Employment Relations module was the most valuable as employing better people; having
good induction processes and ongoing personal development, are essential to meet the job
requirements in the industry.

He also says that the module on Regulatory Environmental units is critical to allow quarries to keep
operating and meeting their resource consents. “There are a lot of issues around dust, noise, stream
contamination, and meeting Iwi needs that need to be addressed. If you don’t meet the requirements,
you can be shut down” D explained.

D likes the Customer Relations module as well “most quarries are small operations and | believe it is
important that quarry managers, no matter their size, need to build good relationships with their
customers” he said.

D thinks that EXITO is doing a good job, with around 3000 people signed up in different qualifications,
although many will not complete the qualification as they are after particular Unit Standards. D says
that the EXITO training helps keep staff in the business and has saved up to 10% of employees from
leaving a business, with the training and support provided.

CASE STUDY FIVE — NATIONAL DIPLOMA IN EXTRACTIVE INDUSTRIES
(RESPONDENT E)

E is a relatively young Quarry Manager and has just completed the National Diploma in Extractive
Industries. It has been a two year journey for him and E studied the Diploma because it covered all
aspects of managing a quarry. Even though he has a degree in Engineering, E felt that the more practical
aspects of the Diploma provided added value to him.

E rates the Employment Relations module as being the most significant for him. “Recruitment is a
critical part of getting good staff, and the module provides a very good framework to select and appoint
staff in a more objective way. | also complete the paperwork to support my decisions. It helps me go
through the selection process properly and it reduces risk for any appeals.” He explained. "I believe it
has reduced employment related problems and led to an increase in performance. Our site is a dynamic
site — there is a lot going on and continual change, and you need to be able to work with staff to bring it
together.”

He also valued the Customer Relations module. “I treat customers as gold — it is critical to meet their
needs if we want to keep them and grow their business. It also means that | have improved my planning
so that we can better meet customer needs — on time and to specification.”

E valued the Business law and Contracts module as it has given him more confidence in his role in
managing the business. “I've always been a person who needs to know how things work, and have
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worked the plant and equipment so | know how this business works. Learning about Contract and
Business Law has given me a better appreciation of the importance of contracts and how to set them up
correctly.”

E says his two years of study toward the Diploma was a journey that required motivation and challenge
in what you learn. “| like to be challenged and made to think, and some tutors facilitated this very well,
with one in particular being less than average. | didn’t go along to class to be fed bland Weetbix, but
wanted to be forced to think and challenged to relate the learning back to what went on in the quarry”,
he said.

When discussing the A grade and B Grade compliance certificates, E believes that they are “tick box”
qualifications, which people can possibly achieve without too much effort, and possibly without
mastering the compliance skills they need to. He sees the Diploma as being more holistic and
demanding.

E has continued with his personal development in doing courses to help him with his delegation skills,
strategic and business planning, and improving supervisor and staff contribution in the workplace.

“Looking back over the Diploma and how it has added value to the workplace, | can’'t put a financial
figure on it, but rather it has reduced risk to the business and allowed me to better manage the
challenges and changes that are part of the workplace” said E as he reflected on the value of the
Diploma. “I am proud of what | have achieved with the Diploma and want to see it have status in the
industry — we should be proud to hang it on our walls.”

CASE STUDY SIX — NATIONAL DIPLOMA IN EXTRACTIVE INDUSTRIES
(RESPONDENT F)

Fis an old hand in the industry and he has just completed the National Diploma in Extractive Industries.
It has been a three year journey for him and F studied the Diploma because he felt it would help in
managing a quarry. He has not had much opportunity to put it into practice as he has changed jobs and
now works at another site with one other staff member.

F says the Health and Safety module is needed in the workplace, as there are still some people who
don’t put enough emphasis on managing health and safety and making it a workplace responsibility.

While appreciating the Customer Relations module, F has found his new position has meant he is very
much hands-on and he doesn’t get the time to spend in the office and keep up the contacts with
customers.

Similarly the Business Law and Contracts module orientated towards managers with time to spend in
the office.

F says that the Diploma is more value to dedicated quarry managers, who are not required to work the
plant and equipment. He says he would have benefited from a more practically orientated qualification.
For all that, he believes he has more confidence and authority having completed the Diploma and his
communication is better, and he enjoyed the learning.

When discussing the A grade and B Grade compliance certificates, F believes that they are “tick box”
qualifications, which doesn’t relate to modern quarry management.
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CASE STUDY SEVEN — NATIONAL DIPLOMA IN EXTRACTIVE INDUSTRIES
(RESPONDENT G)

G is a graduate with a Bachelor in Mechanical Engineering who has completed an internal training
programme that includes the Diploma in Extractive Industries (Management) for Process Graduates.
Having completed the programme, G is now in charge of two quarries, each with a small number of
staff. G also holds an A Grade Certificate for Quarry Managers which he started just before the Diploma
and completed before the Diploma. G appreciated the cross credits between the two qualifications and
the credits he received in Theoretical Mechanics from his degree. He was pleased he did the
qualification before he had lost his university study skills, as they helped keep him focused and
achieving the modules.

After two years of study and almost two years as a manager, G definitely recommends the Diploma to
others. He says “All the topics are useful and | use them on a daily basis. It helps me understand my role
much better and has given me additional knowledge; confidence in applying knowledge and
understanding of where and when | need to look for further information.”

G rates the Customer Relations module highly. “While there is a downturn in business, it is a bit hard to
measure customer growth, but it has been a good opportunity to better communicate with customers. |
have monthly meetings with each of our major customers and suppliers where we review their needs;
discuss Health and Safety; and review accounts”, he explained. “It has definitely helped us manage
through the downturn and the better relationships lower the risk to the business.

There were some modules that were less applicable. Some, like Theoretical Mechanics, was less
applicable because of the knowledge gained from his degree, while Business Law and Survey Principles
are not used to the depth required in the Diploma. “For all that, Survey Principles means that | better
understand the surveyors’ reports and am in a better position to question them about it than | was
before”, said G.

Health and Safety is a big driver in the extractives industry, and the Diploma has helped G implement
the company’s requirements for Health and Safety. G had found that he learned a lot from the Financial
Management module - “ | more quickly recognise what matters most to the workforce at the quarry and
what matters more to my managers. It helps me focus on the more important aspects of running my
quarries” he says.

G says the Diploma has helped him in better implementing the company’s management tools;
controlling and monitoring costs; forecasting and planning work; building customer relationships and
communication with the staff, suppliers, customers and the key account holders in the company. He
hazards a guess that it could mean up to a 10% improvement in productivity performance in a
combination of managing costs and staff, and producing more from less. “lI am better at managing
people now and that helps me meet my targets, one of which is to help my staff meet their targets”, G
concluded.
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GLOSSARY OF TERMS

TEC Tertiary Education Commission

ITO Industry Training Organisation

RVA Reporting Value Added

ROI Return on Investment

STM Standard Training Measures

LTIFR  Lost Time Injury Frequency Rates
ACC Accident Compensation Commission
RCC Recognition of Current Competence

RPL Recognition of Prior Learning
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