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Executive summary 1 

 

 

 

 Executive summary  

The Enterprise RTO Association (ERTOA) is an association of 36 major Australian enterprises 
all with embedded Registered Training Organisations (RTO). All the enterprises have a strong 

commitment to quality training and performance outcomes for their staff , and a commitment 
to the Australian Quality  Training Framework  (AQTF) . More information about ERTOA can be 
found on the Association web site at  

www.ertoa.org.au  

In 2008 , and aga in in 2009 , ERTOA received funding under the COAG skills agenda , to 
investigate and promote RPL as a viable workforce development tool within business 
enterprises . Funding came from the NSW Department of Education and Training (DET).  

The initial  project looked at the up - take of RPL in ERTOs and developed a model for business 
focused recognition. The ful l report from the project is at:  

www.ertoa.org.au/library_reportsandpapers  

This document is the final report for the second project and details t he initial outcomes of 
pilots of the business focused recognition model by  three ERTOA members.   The p ilot sites 
were in Boral ACM, Insurance Australia Group , and McDonalds Australia.   These sites 

exhibited wide variation in the way they trained and asses sed staff and in their  approaches to 
national qualifications. The sites also targeted very different workers and levels of 
qualifications.   The pilot at Boral worked with existing older male workers and at a Certificate 
II level, IAG worked with existing and new workers in their insurance claims area at a 
Certificate III level and McDonalds worked with mostly existing staff in their management 
development pathways and at an Advanced Diploma level.  

Support was provided to the three sites to develop detailed  project plans and to articulate 

their proposed outcomes.   Several meetings were held with the key players face to face and 
follow up site visits occurred as the projects were implemented.   At each site the recognition 
model was implemented as part of wi der training and development initiatives.   These are 
described in detail the report ï all are major initiatives and a full evaluation of the outcomes, 
particularly of the recognition model as a business tool, will be completed after twelve months 
of opera tional experience.   A follow -up evaluation report will be prepared and distributed in 

December 2009.  

The details provided in the following report strongly support the ability of a business focused 
recognition model to be adopted and implemented within an enterprise context and to make 
considerable improvement in the application of g ood business processes.   Comments are also 
made in a óReturn on investmentô section supporting the ability of quality recognition 
processes to actually reduce business costs.  

The key message from the pilots supports the view that recognition within a business context, 

and moving staff toward achievement of national qualifications , can be supported from 
existing business processes.   This avoids the need to set up additional (and  often parallel) 
evidence collection processes to support demonstration of competency in the work -place.    
This report, and its earlier sister report, provide a model , now  with detailed pilot reports , to 
allow many thousands of existing workers to gain nat ional qualifications by showing they 
currently do their jobs well . 

Whilst not canvassed in detail in this report, there is considerable opportunity for this model to 

encourage many more enterprises to engage with the AQTF and for RTOs to look at the way 

they work in a different light.  

 

http://www.ertoa.org.au/
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1 Purpose  

This paper is the final report of the  DET NSW (COAG) RPL Promotion Projects ï Assessor 
Networks , Project No: SDU 00 49.   The purpose of this project is to:  

 To pilot, document and promote the best practice business - focused recognition model  

that was developed in the first stage of this project.  

 

2 Background  

Specific funding has been provided to States and Territories  as part of the COAG skills 

agenda , to investigate and promote RPL as a viable workforce development tool within 
business enterprises.   In 2008 the Enterprise RTO Association ( ERTOA)  was  funded  by the 
Department of Education and Training (DET) in NSW to investigate the current use of  RPL by 
its member enterprises.    This project was completed in April 2008 and the reports published 
on the ERTOA web site at www.ertoa.org.au .   The report included a proposed model for 

implementing RPL within a business environment;  a full description of the model is given  in 
Section  3 below.  

In August 2008 DET agreed to fund a second project to pilot the model within several 
business enterprises and document the  outcomes .   The  scope and deliverables of this pilot 
project are detailed in the formal Project F unding Agreement between DET and ERTOA dated 
August 13, 2008.   A copy of the agreement is provide for information in Attachment 4 

As part of the agreement ERTOA will :  

 Develop and deliver three workshops for members to raise awareness of ERTOs and their 

enterprise roles; of recognition as a tool for facilitating corporate and personal 
development, and of recognition models utilising existing appraisal outcomes and 
business drivers.  

 Develop, validate and pilot a best -practice recognition model on at least th ree pilot sites.  

 Document the project to allow it to be replicated, including the complete model 
(description, process/es and all documentation and tools), evaluation of the pilot and of 
the model with suggestions for improvement,  and identification of opportunities for its 

application within ERTOA and elsewhere, and of its likely reach and benefits.  

There are  a range of understanding s and uses of RPL in enterprise RTOs.   Use of RPL ranges 
from well developed models that support business needs and are shown to directly benefit the 
staff member and the business, to models that offer RPL in theory, but in practice it makes no 
difference to the training staff are required to undertake . 

The earlier research project support ed a view th at a good enterprise business case can be 
made for utili sing the model developed in that project .   The research supports the  view that 

to be appealing to enterprises , RPL and recognition processes need to be justified  in terms 
that show a clear benefit to  the business.  

The three pilot sites had very different understanding of RPL and different business 
imperatives in utilizing a recognition model. See full details of the pilot sites at attachment 1, 
2, and 3 . As the pilot developed it was clear that the en terprises would apply a part of the 
following steps  and hierarchy as they applied the model.   The steps include:  

 Job roles need to be defined and skills applied to each role.  

 The enterprise needs a defined number of job roles and a defined set of skills that can be 
applied to the roles.   Many skills will be common to multiple job roles.  

 Clear and regular processes are needed to forecast, create, update, modify or delete job 
roles or skill sets.  

 Assessment processes and products need to be developed that relate to job roles.   These 
need to be applied at all assessment points including recruitment and performance 

review processes.  



 

DET NSW/ERTOA RPL project report 
SDU0049  April 2009 

3 

 

 Training interventions need to be made up of ólearning objectsô that relate to the 
identified skills and sets of skills.  

 Training programs need to be customised to suit individuals (or teams) once a 
recognition process ( i.e.  application of the assessment tools) has been applied.  

 The enterprise needs to  be able to record individual staff memberôs progress as they 
develop and demonstrate their job related skills.  

 HR, Organisational Development, Training, Business Units and SMEs need to be 
committed to work together for improved business outcomes.  

 A wider definition of óassessmentô needs to be embraced that includes evidence from 
recruitment processes, induction, assessment during training and, most importantly, on -
the - job assessment.   The common link is the application of the skill specific assessment 

too ls.  

 Assessment processes will be applied in different business contexts (recruitment, 
training, on - the - job) and validation will need to be appropriately structured and 
formalised.  

 Enterprise defined skill sets, and their associated assessment tools are map ped to 

Training Package competencies and the mapping refreshed as needed.  

The  pilot implementation of the model needed  to include potential opportunities for 
completion of specific components of the full end - to -end process.   In other words, one 
enterprise  may need to look at defining job roles and skill sets whilst another may focus on 
business -aligned assessment tools, and a third may wish to pilot the process end - to -end.  (See 
the details below on how the pilot sites utilised components of the model).  

 

 

3 The enterprise RTO  recognition model  

For RPL/recognition to be seen by enterprise  RTOs as a useful tool , it needs to be justified in a 
business context and not in a learning and development context.    Whilst enterprise RTOs are 

required  to offer RPL as part of their AQTF  2007  compliance  only a small minority  actively 
promote it.    This minority promotes it  for number of business reasons  including;  

 New starters can move from induction to the workforce , and be productive workers,  in a 
qui cker time if their training can be customised as a result of assessing their current skills  

 Training costs can be reduced if a modular and customised training process can be applied 
that does not waste training effort on skills already held by participants  

 Older workers are likely to show considerable frustration at needing to repeat skills 

development training for skills they have already.    

 Applying a recognition process to younger workers allows them to clearly see that the 
induction and training is rel ated to the skills they need for the job not just ósheep dipô 
training  

 Employee satisfaction with training equates to a general rise in employee satisfaction  

 Training can focus on the essential job specific knowledge rather than on potentially 

existing bro ader skill s 

These would all appear to be sound business and economic reasons for using RPL so the 

question arises -  why donôt more enterprises make greater use of RPL to support their training 
programs?   A variety of reasons were given by the members surv eyed in the first project, but 
there appear to be three key themes:  

 The business products/processes of our enterprise are unique and all of our new 
employees need to be exposed to the full training program.  

 The RPL assessment process is a costly and time c onsuming add -on to the day - to -day 
workload of our training staff.  

 Learners feel that it is easier to attend training than to prepare evidence portfolios  
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In the 2008 initial DET project a sample of ERTOA members were interviewed and asked to 
describe an RP L/recognition model that would work in their business and training 

environment.   The óideal modelô would need to address the commonly expressed reasons for 
not using RPL.   A consensus view of an óideal modelô emerged from the interviews and is 

represente d in the following diagram.   The essential feature of the model is the integration of 
competency assessment into existing business processes such as recruitment, induction and 
job performance assessment , so that it imposes minimal additional workload  on p articipants 
and assessors.    

 

 

 

 

See recognition model diagram on next page > > > 
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5

A new starter, or an existing employee moving to a different job, will have current

skills assessed against the job role profile before entering customised training

HR CREATES JOB ROLE PROFILES FOR THE

ENTERPRISE & DEFINES THE SKILLS
THAT RELATE TO EACH JOB

HR, TRAINING & SMEs FROM THE BUSINESS UNITS
DESIGN WORK PERFORMANCE / SKILL ASSESSMENT

PROCESSES & TOOLS FOR EACH JOB ROLE

RECRUITMENT INDUCTION WORKINGCUSTOMISED TRAINING

TRAINING MAPS JOB SPECIFIC SKILLS
TO TRAINING PACKAGE COMPETENCIES

TRAINING WORKS WITH BUSINESS UNITS TO DESIGN
MODULARISED TRAINING OBJECTS THAT ALIGN

WITH THE SKILLS IDENTIFIED FOR EACH JOB ROLE
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A variety of evidence is gathered from the initial recruitment and induction assessments, assessments associated with the customised training program and the

normal workplace job performance measures.  The evidence demonstrates competency against the required job role skills and, via the mapping process to

the competencies and qualifications selected from the National Training Framework.   This enables the enterprise RTO to issue formal qualifications.

1
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Explanatory n otes on the enterprise recognition model:  

 

¡  
The Human Resource /Organisational Development  function of the enterprise defines and 
documents the range of skills and knowledge to  be assigned to specific job and team roles 
within the enterprise.   The defined skills and knowledge will reflect the current, developing 
and future needs of the workplace and, in enterprises with well developed HR and training 
functions, are reviewed regularly (every th ree years appears to be a common review 
period).   The defined skills and kn owledge may be used to  underpin a wide range of 
business functions including recruitment, performance measurement and succession 

planning processes, as well as workforce induction and training interventions.  
  

¢  
HR, Training and subject matter experts (SMEs) from  enterprise business units work 
together to answer the question óHow does the business know that this person or team is 
performing well in their role?ô   The tools developed to answer this question can take many 
forms and could include self -assessment, peer -assessment, workplace performance 
appraisal, challenge tests, third party reports, and product quality measures and so on.   In 

the case of new starters ;  job appl ications, referee reports and recruitment company reports 

can all be used to gather evidence.   The choice of process should relate to the risk 
associated with a skill.   For example, some skills, such as working in a team, may be easily 
demonstrated by an  employee simply working effectively within a team environment.   
Some other high risk skills, for example operating a heavy lift crane or offering complex 
financial advice, may need to be assessed by a more rigorous assessment such as a 
challenge test.   SMEs may require ócontextualisedô assessment processes that suit their 

particular work situation.   For example, the products sold by employees may vary across 
an insurance company, whilst the underlying selling skills are generic to all products.  

  

£  
The t raining /RTO  function of the enterprise reviews the defined skills and knowledge , and 
most importantly the tools and processes to be used to assess them in the workplace,  to 
decide which Training Packages competencies they best align to.   This ómapping exerciseô 
forms th e basis for  the evidence gathering process that allows the enterprise to issue 
nationally recognized s tatements of attainment or full qualifications to employees  as they 

demonstrate the agreed skills and knowledge.  
  

¤  
The training function of the enterprise and its business units, work together to design 
modularized training.   Training  óobjects ô are best designed to link closely to individual job 

skills  and may be common across a number of job and team roles .   The objects  may be 
designed in  two levels  -  level 1 is the generic object (e.g. selling skills) , and may apply 
across a number of job roles,  whilst level 2 is the specific customised knowledge (e.g. 

knowledge of a particular product or point of sale process).    Train ing objects can be 
assembled into training programs in various combinations to meet individual or team needs.    

  

¥  
Assessment of competency is ideally based upon evidence from a range of sources including  
recruitment, induction, training and performance on - the - job.   In the case of new starters, 
components of skills assessment could be contracted to the recruitment company or could 
occur as a standard part of the induction process.     After assessment t he employee is 
provided with  a customised training program that reflects their current skills  and 

knowledge.    In the case of existing workers, assessment of current skills could utilise a 
range of tools and/or could be a part of a regular performance appraisal process managed 
by HR / Organisational Development .   Assessment in the workplace based upon evidence 
from normal, regular performance appraisal processes continue s as the employee gains new 
skills and confidence.   This assessment can be used to  feed into professional developmen t 
opportunities for employees that  may include additional training.  
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4 Summary report of pilot implementations  

Three NSW -based ERTOA member enterprises agreed to participate in pilot implementations of the recognition model.    They were Boral ACM, 
Insurance Australia Group , and McDonalds Australia.   These three sites provide a wide range of work environments and level of Training Package  

qualification.   The follo wing table provides a comparative overview of the pilot implementations at each site ï full reports for each site are provided 
in the attachments to this report.  

 

THE PARTICIPATING ENTERPRISES 

Boral ACM Insurance Australia Group (IAG) McDonalds Australia 

Boral Limited is Australia's largest building and 
construction materials supplie r , and has significant 
operations in the USA and in Asia. With some A$5.2 
billion worth of sales, Boral has over 15,900 
employees working across 717 operating sites.  

Boral produces and distributes a broad range of 
construction materials, including quarry products, 
cement, fly  ash, pre -mix concrete and asphalt; and 
building products, including clay bricks and pavers, 
clay and concrete roof tiles, concrete masonry 
products, pl asterboard, windows and timber. Boral 
primarily serves customers in the building and 
construction industries with operations concentrated in 
three key geographical markets -  Australia, the USA 
and Asia. The Boral Group has leading market 
positions in all t hree geographic markets.  

Boral is Australia's leading quarry operator with 

around 100 quarries, sand pit and gravel operations, 
producing concrete aggregates, crushed rock, asphalt 
and sealing aggregates, road base materials, sands 
and gravels. 1  

IAG has a portfolio of general insurance businesses. It 
has leading and established brands across its home 
markets of Australia and New Zealand, a growing 
presence in Asia, and other specialist underwriting 
operations.    IAG underwrites around $7.8 billion of 
insu rance premiums each year. The Group employs 
around 15,000 people.  

IAG operates some of Australia's leading general 
insurance brands including NRMA Insurance, CGU, 
SGIO, SGIC and Swann Insurance.  

IAG's Australian operations distribute a range of 
personal an d commercial insurance products, under 
several brands. Products are sold:  

 directly to customers, through a network of 
branches, franchises and country service centres 
throughout Australia as well as call centres and 
online facilities; and  

 indirectly to customers through intermediary 
channels, including insurance brokers, authorised 
representatives, motor dealerships and financial 
institutions.  2  

In 1971 McDonalds ô Australia opened its first 
restaurant at Yagoona in Sydney. Today there are 
over 760 McDona ldsô restaurants across Australia 
serving approximately 1.45 million customers daily.  

The companyôs success is built on a foundation of 
personal and professional integrity. Hundreds of 
millions of people around the world trust the 
McDonaldsô brand and the company  earn s that trust 
every day by serving quality food that is safe to eat, 
respecting our customers and employees, and 
delivering outstanding quality, service, cleanliness and 
value.  

We are a franchise business with more than two thirds 
of all restaurants owned and operated by small 
business men and women and we employ 75,000 
people across Australia.  3  

                                                 
1
   Extracted from http://www.boral.com.au/Boral_Companies/CI_ACM.asp on 27/03/2009 

2
   Extracted from http://www.iag.com.au/about/brands/australia.shtml on 27/03/2009 

3
   Extracted from http://www.mcdonalds.com.au/HTML/inside/company.asp on 27/03/2009 
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THE PILOT SITES 

Boral ACM Insurance Australia Group (IAG) McDonalds Australia 

The Boral quarry located at Emu Plains NSW.  The Leisure & Lifestyle  section  of IAGôs Direct 
Insurance Manufacturing division located at its offices 
in Parramatta NSW.  

McDonalds ô restaurants across Australia.   The pilot is 
managed from McDonaldsô Australian headquarters in 
Thornleigh NSW.  

 

THE PILOT QUALIFICATIONS  AND TARGET GROUPS 

Boral ACM Insurance Australia Group (IAG) McDonalds Australia 

The qualification selected for this recognition pilot is 
MNQ20103  -  Certificate II in Extractive Industries 
Operations . 

The target group is  existing  operators  at the 
companyôs Emu Plain  quarry.   Many of these are long -
term mature employees with extensive experience in 
this type of work.    

There are approximately thirty (30) employees in the  
target group  

The qu alification selected for this recognition pilot is 
FNS30107 -  Certificate III in Financial Services . 

The target group is  new recruits and internal 
transferees to the companyôs Leisure  and Lifestyle 
(Claims and Assessing) section located at its 
Parramatta o ffice.   The transferees are existing IAG 
staff who have been trained and worked within other 
IAG óbusiness linesô.  

There are approximately thirty (30) employees in the 
target group.  

The qualification selected for this recognition pilot is 
BSB6020 7 -  Advanced Diploma of Business 
Management . 

The target group is  employees who have successfully 
completed the companyôs Management Development 
program and are now ready to move onto the 
Business Leadership and Practices program that will 
prepare them for McD onalds ô restaurant manager role.  

There are approximately fifty  (50) employees in the 
target group.  

 

PILOT OBJECTIVES  

Boral ACM Insurance Australia Group (IAG) McDonalds Australia 

To design and implement an effective process for 
recognising the current work skills and work skill gaps 
of experienced workers at the Boral Emu Plains site.   
Implementation of an effective process will  

 Help ensure greater level of óbuy inô by Boral 

employees and managers for the companyôs job 

To design and implement an effective process for 
recognising the current work skills and knowledge of 
newly recruited IAG emplo yees, and existing 
employees changing óbusiness linesô within IAG to 
ensure that the training provided to employees better 
reflects both individual needs and core business 
requirements.     

To design and implement a streamlined recognition 
process as part of a major review and restructure of 
McDonalds management training programs.   The 
streamlined process will better align National Tr aining 
Package units of competence with the new 
management training modules and the supporting 
training management system (TMS). The streamlined 
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skill training and assessment str ategy.  

 Improve employee morale, attraction and 
retention (i.e. contribute to Boral being 
recognised as an óemployer of choiceô). 

This pilot implementation will contribute to IAGôs 
current Positio n and Person Profiles (Position 
Descriptions) project which seeks to:  

 Reduce variation in the core training 

requirements of IAGôs induction programs. 

 Consolidate and simplify IAG Position and Person 

Profiles and associated training requirements.  

 Improve targeting of training needs and 
effectiveness of training  

recognition process will:  

 Reduce administrative loads and facilitate the 

timely issue of nationally recognised 

qualifications.  

 Promote and improve the uptake and completion 

of nationally - recognised management 

qualifications as part of McDonaldsô career 

pathways.  

 Improve staff recruitment and retention rates 
(i.e. promote McDonalds as an óemployer of 
choiceô). 

 

OVERVIEW OF PILOT PROCESSES 

Boral ACM Insurance Australia Group (IAG) McDonalds Australia 

This pilot seeks to leverage the evidence generated by 
standard job performance appraisals for the purpose 
of verifying achievement of competencies and the 
issue of the qualification.   Employees demonstrating 
the skills and knowledge to perform their jobs well 
also demonstrate the competencies required for the 
issue of the Certificate II qualification.    

The maj or activities undertaken for this pilot are;  

 Detailed review and identification of the discrete 
job tasks and knowledge operat ors require to do 
their job well  

 Identification of the behaviours that characterise 
satisfactory job performance  

 Mapping of the ta sks and behaviours to the 
performance  criteria for relevant Training 
Package competencies  and elements  

 Design and development of business -focused 
training and assessment templates  

 The implementation of an information system for 
the collection, storing and reporting of employee 

This pilot is part of a wider IAG initiative which seeks 
to rationalise and simplify position descriptions and 
training programs within the organisation .   Business 
training needs have been analysed in detail and 
divided into discrete stand -alone components . These  
can be used to develop programs composed of 
ólearning objectsô that can be ómixed and matchedô to 

build training that meets the individual skills and 
knowledge gaps of employees.   The identification of 
the skills and knowledge gaps is based upon business -
focused performance indicators and measurement.   
These same measures also allow employees to 
demonstrate the competencies required for the issue 
of the Certificate I II qualification  

The major activities undertaken for this pilot are;  

 Detailed review and identification of the discrete 
job tasks and knowledge operat ors require to do 
their job well  

 Identification of the behaviours that characterise 
satisfactory job performance  

 Mapping of the tasks and behaviours to the 

This pilot is part of a major redesign/restructure of 
McDonalds ô management training programs.   
Processe s for the collection of recognition evidence 
have been fully integrated into the new programs so 
that employees successfully completing the training 
program and the subsequent demonstration of the 
application of the required job skills and knowledge in 

the  workplace automatically achieve the competencies 
required for the issue of the Advanced Diploma 
qualification.   The need to prepare a separate 
portfolio of evidence against specific competencies is 
eliminated.  

The major activities undertaken for this pil ot are;  

 Major overhaul/redesign and documentation of 
the companyôs management training programs. 

 Development of a standard Performance 
Development System for the accurate and 
efficient measurement of work performance  

 Mapping of job  tasks and behaviours to the 
performance  criteria for relevant Training 
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skills and knowledge data  

The target population for the pilot is existing staff.   
The pilot seeks to integrate recognition with the 
induction, customised training and work performance 
components of the model.     

The use of recruitmen t activity to collect recognition 
evidence is not within the  scope of this pilot.  

performance  criteri a for relevant Training 
Package competencies  and elements  

 Design and development of business -focused 
training and assessment templates  

 The use of the IAG corporate information system 
(Saba) for the collection, storing and reporting of 
employee skills and k nowledge data  that reflects 
the new ólearning objectsô that comprise the 
induction training program  

The target population for the pilot is existing staff.   
The pilot seeks to integrate recognition with the 
induction, customised training and work performan ce 
components of the model.     

The use of recruitment activity to collect recognition 
evidence for new recruits is not within the scope of 
this pilot.  

Package competencies  and elements  

 The design and implementation of an efficient 
information system for the collection, storing and 
reporting of employee skills and knowledge data  

The target population for the pilot is existing 
employees seeking to develop their longer - term 
careers with the company.   The pilot integrate s 
recognition with in the companyôs new Management 
Development Programs and systems for the 
measurement and reportin g of work performance  

The use of recruitment activity to collect recognition 
evidence is not within the scope of this pilot.  

 

SUMMARY OF PILOT OUTCOMES TO DATE AND NEXT STEPS 

Boral ACM Insurance Australia Group (IAG) McDonalds Australia 

The pilot recognition project at this site has now been 
underway for several months.   During that period 
eight competency assessments have been completed 
successfully and nine employees are actively engaged 
in the training and assessment program leading to the 
issu e of the Certificate II .   This is a significant 

increase in the take -up rate by employees  

The costs of the one - to -one assessment process have 
been significantly reduced by the job -focused 
approach used for this pilot.   

A full evaluation of the pilot agai nst all of the specified 
success indicators will be completed in December 
2009 . 

A successful pilot at the Boral Emu Plains site will 
result in the issue of at least thirty Certificate II 
qualifications  over the next two years based upon the 
integrated recognition process.   There is potential for 

Several of the new training modules have now been 
piloted and evaluated.   The outcomes are very 
encouraging ï indicating that gaps in the job skills and 
knowledge of individuals have been accurately 
identified and training provided to adress  those gaps.   
Some excellent pre and post confidence level 

difference scores have been reported . 

The full pilot  implementation commenced in April 2009 
and a full review and evaluation against the specified 
success indicators for this major IAG initiative is 
planned for April 2010.  

A successful pilot of the recognition model 
incorporated in this major IAG initiative  will see it 
rolled -out into the wider IAG business environment 
with potential for the issue of several hundred 
Certificate III qualifications  per year into the future.  

Some small scale pilots of the streamlined, business -
focused recognition process have been completed and 
anecdotal evidence indicates high levels of acceptance 
and satisfaction with the process amongst participants.  

The pilots have also demonstrated significant potential 
for savings in administrative workloads and costs.    

A full evaluatio n of the pilot is planned for December 
2009 prior to its national launch in January 2010.  

Full national implementation of this integrated 
recognition model for McDonalds restaurant managers 
will result in the issue of at least one hundred 
Advanced diploma qualification per year into the 
future.  
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the process to be rolled -out to Boral sites across 
Australia  

 

LIST OF RELEVANT DOCUMENTATION 

Boral ACM Insurance Australia Group (IAG) McDonalds Australia 

 Matrix table mapping job type to competency *  

 Boral Quarries Training Program ï Haul Truck 
Operations *  

 Boral Metro Quarries & Recycling ï Safety Work 
Procedure *  

 MNQOPS333A -  Haul truck Performance 
Assessment Instrument *  

 Matrix table mapping job type to competency *  

 Learning and Assessment Strategy for the L&L 
Claims  program *  

 IAG Capability  Dictionary *  

 Telephone Business Consultant  position  
description *  

 Leisure & Lifestyles Claims  Concept Design  
Analysis *  

 Motorcycle Insurance Policy ï Claims Training 
Evaluation  Report *  

 LLP Monthly KPI performance summary  

 Monthly monitoring session forms  

 Portfolio of Evidence Checklist and Worksheet *  

 2008/2009 Managers Information Booklet  

 Curriculum Guide  

 Post Clas s Action Plan template  

 Performance Development System  

( *extracts from  these documents are inclu ded for information  in the Appendix to this report )  

 

PILOT SITE CONTACTS  

Boral ACM Insurance Australia Group (IAG) McDonalds Australia 

Gabrielle Deschamps  

Principal Training Advisor RTO  

Gabrielle.Deschamps@boral.com.au  

Michael Eichler  

Manager RTO & Accreditation  

m ichael.eichler@iag.com.au  

Lisa Apthorpe  

National Training, Learning & Development 

Consultant  

lisa.apthorpe@au.mcd.com  
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5 Return on investment considerations  

Recent surveys of ERTOA members have  confirmed a low take -up of RPL amongst employees 

undertaking job training especially where the participation was offered on a voluntary basis.   
Several key reasons emerged to explain the reluctance to engage with the RPL process ï the 
principal reason given was the perceived complexity and work load associated with the 
collection and assessment of large evidence portfolios.   Stand -alone assessment processes 
such as the one represented by the McDonalds document (see document Mac #1in the 
Appendix to this report) are unlikely to be viable within a business training environment.  

A consensus view of an óideal recognition modelô emerged from the surveys (See full description 

of the model in Section 3 of this  report).   The essential feature of the model is the integration 
of competency assessment into existing business processes such as recruitment, induction and 
job performance assessment so that it imposes minimal additional workload on participants and 
assessors.   The key issues for enterprise RTOs considering implementing this recognition model 
are;  

 How much will it cost to set -up and implement?  

 What return can be expected from this training investment?   

These issues have been addressed in the pilot impl ementations included in this report.   Full 
óreturn on training investmentô analysis will require a minimum of twelve months experience of 
using the model at each of the three pilot sites.   These results will become available towards 
the end of 2009.   Ho wever, some positive preliminary data is available and is summarised 
below.   The following flow chart provides a broad overview of the components of the 
recognition process being piloted at the three sites  

 



 

DET NSW/ERTOA RPL project report 
SDU0049  April 2009 

13 

 

Estimates of the time and resource costs for t he development of each of the components have 
been reported together with an initial estimate of the potential returns.   These are summarised 

in the table below:  

 

1.  Set-up/implementation costs 

ITEM COMMENTS NOTIONAL COST 

1  Many enterprises already have accurate position/job descriptions 
and documented work instructions that clearly define the tasks 
and responsibilities associated with a specific job.   If not, then 
these must be developed before a viable recognition process can 
be implemented.    

Not an RTO cost  

(This is normally an HR 
responsibility)  

2  Most enterprises already have some form of work performance 
KPIs and measures for evaluating how well an employee is 
performing their job.   These need to be reviewed to ensure that 
the behaviours and outcomes being measured accurately reflect 
the quality of the employees work performance.   These 
performance measures are an essential pre -requisite for 
business - focused recognition  

Not an RTO cost  

(This is normally an HR 
responsibility)  

3  The tasks and responsibilities associated with a specific job, and 
the processes and tools to be used to evaluate performance of 
the job must then be mapped to the relevant Training Package 
competencies and elements of competency.   For each of the 
pilot sites there was a close alignment between the business -
focused training and assessment and the competencies and 
qualification packaging rules.  

This activity requires a person with experience and knowledge of 
the business environment, Trai ning Packages and the Australian 
Quality Training Framework evidence standards.  

This process may identify gaps and quality issues with the work 
performance measures that will need to addressed to ensure 
they have the validity and robustness required to com ply with 
AQTF standards.  

Pilot site experience indicates four to eight weeks work  by a 
suitable expert is needed complete the mapping and document 
the results.  

$10,000 to $15,000  

4  The business training needs should be reviewed in detail to 
identify the smallest practical óstand-aloneô modules (learning 
objects).   The training program can then be built by ómixing and 
matchingô these learning objects.   Modularisation of the training 
program is essential to provid e the flexibility needed to allow for 
indi vidualised training that responds to the individual skills and 
knowledge gaps of employees  (see the IAG pilot report in 
Attachment 2 for a good example of training modularisation) .  

Two of the pilot sites have undertaken this type of activity. 
Experience to  date indicates that four to six months of full - time 
work by an experienced training and development person is 
needed for this major exercise.  

$30,000 to $50,000  

5  Assessment of competency is fully integrated into standard 
business activities and processes.   The evidence for assessment 
of competency is generated by the business processes.   There is 
no explicit, óstand-aloneô workplace assessment or collection of a 
portfolio of evidence required.  

Nil  

6  Achievement of competencies is óautomaticallyô verified and 
qualifications issues on the basis of business processes that 
determine whether an employees are ódoing their job wellô. 

Nil  

 Notional up front set - up costs:  $40,000 to $65,000  
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2.  Potential return on investment. 

Potential returns (cost savings) for this recognition model will be generated from the activities 
associated with Item 5 in the previous flow chart.   Accurate identification of employee skills and 
knowledge gaps , and better targeting of the training employees are required to att end will;  

 Reduce the amount of training the employee is required to attend  

 Reduce the workloads on trainers and coaches providing the training  

 Shorten the time for a new recruit to develop into a fully productive employee  

 Minimise or eliminate the need for  employees to go off -line for ócompetency assessmentô 

or spend time preparing extensive evidence portfolios  

At l east twelve months operational experience with the recognition model will be need ed to 
accurately evaluate the potential returns.   However, pre liminary pilot data indicates a minimum 
average reduction of around 25% in the amount of training required after employee skills and 
knowledge gaps are identified and training customised , compared to the full training program.   
This represents a potential  return of up to  $2000  per trainee for an eight week induction 

program (based upon saving two weeks of  training at a gross annual salary of $ 52 ,000).   For a 
pilot site with a target population of thirty this represents a potential return of $ 60 ,000.   This 
figure does not include savings in trainer/coach workload , or  the productivity gains generated by 
the employee being fully productive earlier.  

These early notional figure s strongly suggest that a full óreturn on investmentô is achievable 
within the  first year of operation of the recognition model .   Confirmation of this at the pilot site s 
at the end of 2009 will provide a powerful incentive for the implementation of the recognition 

model by other businesses and registered training organisations   

 

 

 

Attachments . . . .  
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Attachment 1  

 

Report on the Boral ACM Pilot  

 

1 Overview  

Boralôs Emu Plains quarry is located on the shores of the Nepean River near Penrith NSW.   It 
produces washed sand and various grades of crushed aggregate for the building and construction 
industries from its extensive deposits of river sand and gravel.   It is a large site covering 
approximately 21 square kilometres and has  been quarried in one form or another since 1860 . 

Work at the site involves the operation of large, expensive mobile equipment including 100 - tonne 
haul trucks and large capacity front -end loaders.   The output of the quarryôs operation averages 

18,000 to 1 9,000 tonnes per day and a complete quarry shutdown would incur production losses of 

the order of $50,000 per lost production hour.   A relatively small workforce is needed to operate the 
site ï currently thirty six employees supported by a further eightee n contractors.   The high 
productivity per employee at the site means than any non -productive (off line) activities involving 
employee ôs, needs to be carefully managed to limit production losses.  

Current reserves will allow the quarry to operate for anothe r five years after which it will be closed 

and the site rehabilitated and returned to the NSW Government.   The current workforce will be 
redeployed to other company sites or resign when the site closes.   Boral is keen to ensure that all 
employees are ass essed and issued with some form of formal qualification before the site closes.  

There have been numerous attempts in the past to engage existing employees in a formal 
assessment process leading to the issue of a nationally recognised qualification but the take -up has 
been poor for a number of reasons including;  

 Inadequate early planning, administration and record keeping of the assessment process and 

outcomes -  resulting in incomplete recognition of employee skills and knowledge , and non -
issue of the promis ed qualification.   This has lead to significant frustration and 
disengagement of the employees involved.  

 The use of an intrusive óstand-aloneô assessment process that required the collection and 
presentation of evidence additional to the existing job perf ormance appraisals.   Employees 
found this to be a challenge, especially those with limited literacy/reading skills.  

 The costs and inflexibility of assessment services provide d by external RTOs.   The major 

disadvantage here was the loss of productivity du e to the poor alignment of assessment 
sessions with the operational requirements of the quarry.  

Haul truck, front -end loader and fixed plant operators at the site are currently required to possess a 
plant operatorôs licence recognised by Work Cover , and al so acknowledged by  the NSW Department 
of Primary Industr ies, and all undertake the relevant training and assessment to qualify.   The Work  
Cover  assessment does not fully meet the AQTF requirements, but contribute s towards a formal 

assess ment  against the r elated Training Package competencies .  To perform a particular role, an 
operator may be assessed against a range of units of competency, such as:  

V MNQOPS262A ï Operate medium vehicle  
V MNQOPS333A ï Conduct Haul Truck Operations  
V MNQOPS339A ï Conduct sales loader operation  

These units provide an operator with the minimum number of units required to perform their job 
safely and effectively.  However, few have chosen to progress to assessment at a Certificate II level, 

which requires 8 units of competency . Ove r the past ten years only 17% of the potential 
competency completions for these additional  competencies have been completed.   This Boral 
initiative seeks to improve this figure to 100% over the next two to three years.  
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2 Pilot objective and success ind icators  

To design and implement an effective process for recognising the current work skills and work skill 
gaps of experienced workers at the Boral Emu Plains site.   Implementation of an effective process 
will  

 Help ensure greater level of óbuy inô by Boral employees and managers for the companyôs 

job skill training and assessment strategy.  

 Improve employee morale, attraction , and retention (i.e. contribute to Boral being 
recognised as an óemployer of choiceô). 

The success of the pilot will be evaluated  on the basis of:  

 The level of employee engagement in the recognition process exceeding 50% of the 
potential target population.  

 Improvements in the levels of employee morale and job satisfaction as measured in the 

Boral bi -annual staff survey.  

 Anecdotal ev idence from the site indicating employee satisfaction with the job -performance 

focused recognition process.  

 Measurable cost savings attributable to better targeted training and competency 
assessment.  

 

3 Pilot scope and task list  

This pilot recognition process was applied to the following qualification and packaging rules;  

 

MNQ20103 - Certificate II in Extractive Industries Operations. 

Successful completion of eight (8) units of competency made up of: 

V One mandatory unit of competence (MNQGEN210A ï Work safely), and 
V Seven elective units drawn from the extractive industry units listed 

(A matrix table of job type against competency set is attached for information) 

 

The agreed scope of implementation of the recognition model at this site is summarised in the 
following table together with the original planning document showing pilot tasks and notional 
timeline.   Note that the focus of this implementation is the assess ment of the skills and knowledge 
of existing workers using training and assessment tools based upon the existing work instructions 
and job performance appraisal documents and tools (i.e. documents and tools that the company 
would use irrespective of whethe r a formal qualification is to be issued) .   These existing documents 
and tools align closely with the eight competencies required for the issue of the Certificate II and 

allow the competency assessment process to be fully integrated with standard work pra ctices at the 
site.  

 

Proposed pilot scope 

 Recruitment/Position descriptions:  

V Pilot will target existing workers only  

 Induction/orientation:  

V Identify gaps in existing worker competencies against Training Package requirements  

 Customised training:  

V These existing workers will generally not need training.  
V Training is totally on - the -job and ólogbookô based.  
V Carry out a gap analysis against requirements of the training package, then get evidence for 
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recognition, then tailor specific assessment for competenci es which havenôt been covered or are 
insufficiently covered.  

 Working/job performance  

V Use the generic recognition process (as generally assessing experienced workers not new employees)  
V Specific assessment (by on -site assessor) to be conducted on competencie s which havenôt been 

covered in previous recognition process.  

 

Summary of pilot tasks and notional timeline 

# Task When Output Notes 

1  Establish and confirm scope 

of pilot and prepare a formal 

project plan  

End Oct 

2008  

Draft project 

plan  

 

2  ERTOA project steering 

committee meeting  

6/11/08  Final project 

plan -  

To approve pilot project plan  

3  Project start -up 

meeting/briefing  

24/11/08  -  To ensure all stakeholders have a 

common understanding of the 

projectôs plan and objectives. 

4  Define pilot baseline #1 ~ 

establish notional cost of 

current ónon-RPLô training 

and assessment processes  

Nov 2008  $ cost/employee  To determine the current notional 

cost of training and assessing an 

employee to fully competent (i.e. 

before the RPL pilot)  

5  Define pilot baseline #2 ~ 

attitudinal survey of current 

employees  

Nov 2008  Attitudinal 

measures  

To determine the current attitude of 

employees towards the 

training/assessment services they 

have received (i.e. before the RPL 

pilot)  

6  Identify pilot participants  Nov 2008  -  Select participants for the pilot  

7  Identify the units and 

associated assessment tools 

to be used for the pilot  

Dec 2008  -  Assessment tools to be integrated as 

far as possible with existing standard 

on- the - job performance 

measurement activities  

8  Design and document the 

process to be used by 

participants seeking credit 

transfer/RPL  

Dec 2009  Guidelines for 

participants  

Existing Boral standard handbook 

materials  

9  Invite óapplicationsô from 

participants seeking credit 

transfer/RPL  

Jan 2009  -  All current site employees will be 

included in the recognition pilot.    

10  Implement the credit 

transfer/RPL process and 

record outcomes  

Feb 2009  -  See attached documentation and 

process flow chart  

11  Issue qualifications to 

successful participants  

TBA -   

12  Evaluate the pilot and Dec 2009  Evaluation report  Identify and document 
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# Task When Output Notes 

prepare final report  improvements measured against the 

project baselines established in tasks 

#4 and #5  

 

 

4 Summary of results  

The following diagram provides a broad overview of the training and assessment processes at the 

Emu Plains site.   The recognition pilot has been implemented within this business - focused 
environment.  

 

 

 

The key elements operating at this pilot site are;  

 This is a hazardous work environment within which  employees operate large expensive 

mobile equipment and plant.   Safe work procedures are the prime concern and this is 
reflected in the on e- to -one training and assessment processes that are used.  

 The content of the training program is tightly aligned to e mployee job descriptions and site 
work instruction documentation.   The quality of the training is dependent upon the quality 

of the job description and work instruction documentation.  

 The performance and knowledge assessment processes and tools are drive n by the need to 
ensure that employees óconstantly work safely and achieve production outcomes with 
minimal supervisionô rather than the requirements of the Training Package.   The close 
alignment of the siteôs business-generated training and assessment ne eds with the 
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Certificate II qualification is fortuitous and allows Boral to issue a nationally recognised 
qualification to employees as an additional bonus of their training and assessment processes 

rather than as their primary purpose.  

This is a significant long - term initiative for the company and a full evaluation of its success will be 

completed after the first twelve months of its commencement.   The following table details the 
outcomes of the recognition pilot that have been achieved  to date.    

P ILOT COMPONENT  COMMENTS  

  

Alignment with 
Training Package:  

The first step in this pilot was to ensure that the existing job structures at 
the site align with the selected Training Package qualification.   The 
mapping process confirmed a close alignment.    One mandatory safety 

competency was identified, to be undertaken by all employees on the site, 
together with a range of electives matched to the various job types (see 
matrix attached as Document #1)  

  

Develop job -
focused training 

program :  

Training activities associated with the job description and work instructions 
identified and documented.   Note that all employees must attend and 

demonstrate competence in the Safety Work Procedure (SWP) component 
of the site induction program be fore any on -site operational training is 
undertaken.   Demonstration of SWP competency also contributes to 
completion of the mandatory Training Package  unit of  competency 
MNQGEN210A ï Work safely  (A copy of the SWP training program is 
attached as Document 2) . 

An outline of the  Haul Truck Operations training program is attached for 

information as Document 3.   This document clearly identifies the required 
training components and allows accurate targeting of training based upon 
competencies demonstrated on - th e- job during the training program.   
Employees able to demonstrate pre -existing competencies receive training 
appropriate to their individual skill gaps and achieve ójob readyô status in a 
shorter period (see óOutcomes Achievedô section below). 

  

Develop  job -
focused 

assessment tools:  

The training program aims to develop an employee to a level where the 
trainer can confirm that the employee óconstantly works safely and 
achieves production outcomes with 
minimal supervisionô.  At this point 
arrangements are  made for the formal 
assessment of the employee using the 

job performance and knowledge 
assessment tools that have been 
developed (See the Haul Truck 
Operations performance assessment 
instrument attached as Document #4).   

The assessment is conducted on a one -
to -one basis with the nominated site 

assessor and can take six to eight hours 

to complete for each module.   The 
performance assessment is conducted 
on- the - job as part of the employees 
normal work.   The knowledge 
assessment is done in a training room 
with appropriate allowance for the literacy skills/reading ability of the 

employee.  

The assessment formally confirms that the employee is ójob readyô for that 
job activity and at the same time provides the evidence required to confirm 
the associated Traini ng Package competency.  
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This assessment process is designed to be non - intrusive in that it requires 
no additional assessment or evidence collection beyond that already 

required  by the company to ensure that the employee has the skills and 
knowledge to ócons tantly work safely and achieve production outcomes 

with minimal supervisionô. 

  

Assessor 
resources:  

The pilot site has two accredited assessors who are responsible for all 
training and assessment on the site.   Selected experienced operators are 
also used as a training resource as required, e.g. if a new starter requires 
additional support during the induction training.  

The two assessors are located on -site and undertake production work when 

needed and/or when there is no immediate training or assessme nt activity 
to be undertaken.   This approach has several advantages including;  

V Maintenance of up - to -date practical work skills and knowledge  

V Establishing credibility in the eyes of employees being trained and 

assessed  

V Providing the flexibility to allow al ignment of training and assessment 

sessions with production demands and employee needs  

V Significant reduction in costs for formal assessment of competency 
and the issue of qualifications  

  

Record keeping:  Efficient systems for the collection, storage and reporting of training and 
assessment data is an essential requirement for successful business -

focused recognition processes.   Competency evidence generated from a 
range of standard job performance and busi ness outcome measures are 
typically recorded and stored in a number of separate systems within a 
business.   These need to be collated into a single data base to support the 
issue of qualifications and to ensure that the sources of evidence are 
clearly ide ntified and validated.   This Boral RTO  has recently installed the 

VETRAK learning management system and is using it to support this 

recognition initiative.  

  

Outcomes 
achieved to date:  

This is a long term project and will require at least twelve months before a 
meaningful evaluation of the outcomes can be undertaken.   However, the 
following interim outcomes can be reported at this stage.  

V The pilot recognition project at this site has now been underway for 
several months.   During that period eight compe tency assessments 
have been completed successfully and nine employees are actively 
engaged in the training and assessment program leading to the issue of 
the Certificate II.   This is a significant increase in the take -up rate by 
employees and reflects the ir satisfaction with this new approach to 
training and assessment and the continuing companyôs support for the 

process.  

V The assessment process has identified some skill and knowledge gaps 
amongst experienced operators that can be addressed with a targeted 
training intervention.  

V The training program developed to support this pilot provides a 
framework for targeting of training to individual needs of employees ï 
this has resulted in reduction of up to 50% in the training time required 

to develop a ójob readyô employeeô from a new starter.   A complete 
novice typically requires up to two months training upon recruitment.   
However, the design and delivery of the training program provides for 
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early identification of pre -existing job skills and effective targetin g of 
training to meet skills gaps allowing training to be completed in as little 

as two weeks.   At a notional minimum cost of $100 per person per 
training hour any reduction in training required to reach ójob readyô 

status generates significant savings fo r the company.   These savings 
will offset the costs of developing the job - focused training and 
assessment tools ï if for example, an average reduction of two weeks 
in the training required for each new employee is achieved then these 
costs will be recoupe d in twelve to eighteen months if the company 
recruits ten new employees each year of following implementation.    

V The costs of the one - to -one assessment process have  been significantly 

reduced by the job - focused approach used for this pilot.  The 
performa nce assessment requires about six hours to complete and is 
carried out as the employee undertakes their normal work duties (i.e. 
the components of the assessment are undertaken as and when the 
employee undertakes that component of their job).   This reduce s the 
requirement to extract the employee from productive work for the 

assessment process saving up to $300 per assessment (around $2,100 

for all seven elective Training Package competencies).   The knowledge 
component of the assessment takes up to two hou rs and is carried out 
in the training room.    

V The use of internal assessor resources effectively halves the cost of 
purchasing assessment services from an external RTO.   The cost of 
external competency assessment services can be as high as $750 per 

compe tency compared to around $400 for the internal resource.  

 

 

See Appendix for supporting documentation . . .  
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Attachment 2  

 

Report on the Insurance Australia Group (IAG) Pilot  

 

1 Overview  

The target group for this recognition pilot is staff working in IAGôs Leisure and Lifestyles (L&L) 
Claims team.    A recent major review and restructure of the organisation and business lines of IAG 
resulted in a review of a number of key people priorities including Person & Position Profiles and a 

Learning Review within the Direct Insurance Manufacturing (DI) division.    The restructure 
highlighted the multiplicity of different position descriptions and training programs created by 
individual business lines, often with minimal reference to, or acknowledgement and sharing of their 
common components.    This project will establish a framework for identifying and responding to 

common core training requirements across business lines to re duce duplication and significantly 
improve staffing flexibility and training efficiency.  

The L&L Claims team operates from IAGôs Parramatta office and is relatively small ï consisting of 

around thirty five claims  consultants.    The core work of the team is processing claims that  
customers make on their insurance policies and the relevant Training package qualification is -  
FNS30107 -  Certificate III Financial Services . 

No formal L&L claims consultant training pro gram existed to support the development of the skills 
and knowledge staff require to perform in their job roles.      Training of new staff previously 
involved coaching by a Team Manager or Senior Claims Consultant utilising a checklist, plus  

óobservation ô of existing staff until the new staff felt comfortable to do the procedure on their own .  
Whilst there is value in this method, it leads to inconsistent approaches, and has proven to be 
inadequate as a stand -alone training  strategy.    There is a requiremen t for more role clarity, more 
in -depth skilling, and more measurable training outputs to improve quality and consistency.   A 
more structured approach has now been developed to:  

 Improve learning and increase consistency  

 Maximise flexibility to cater for varied skill sets  upon recruitment  

 Minimise design and delivery time  

 Maximise training resources across the business units, in particular Claims & Assessing.  

During  2006, a comprehensive Training Needs Analysis (TNA) was undertaken which highlighted  a 
number of keys priority areas for induction , such as customer service, processes, procedures and 
practical activities.   More recent analysis has confirmed a need for a new induction structur e and 
identified  an additional business need for the Induction Training Package to be utilised as 
órefresher trainingô for existing staff with skill gaps.   The success of this initiative is dependent 

upon clear and unambiguous definition of position descr iptions and staff capabilities and effective 
processes for recognising current staff skills and knowledge, identifying gaps and addr essing them 
with well targeted training programs.  
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2 Pilot objective and success indicators  

To design and implement an effective process for recognising the current work skills and 
knowledge of newly recruited IAG employees, and existing employees changing óbusiness linesô 
within IAG to ensure that the training provided to employees better reflec ts both individual needs 
and core business requirements.     

This pilot implementation will contribute to IAGôs current Position and Person Profiles (Position 
Descriptions) project which seeks to:  

 Reduce variation in the core training requirements of IAGôs induction programs  

 Consolidate and simplify IAG Position & Person Profiles and associated training 

requirements  

 Improve targeting of training needs and effectiveness of training  

The immediate key success indicator for this recognition  pilot will be clear evidence that the 
training undertaken by employees accurately addresses the gaps identified in their job skills and 

knowledge.   That is, employees should only attend the training they need to do their job well.   

This outcome will be measured throug h a formal evaluation procedure  at the completion of each 
training event.   The evaluation will be in two parts;  

 A standard Kirkpatrick level 1/level 3 evaluation using a six -part response scale and a 
minimum acceptable average score of 4.0 for all responses  to  questions such as ;  

V I gained new skills and knowledge from this program  

V The training was a good use of my time, and  

V I plan to use the new skills and knowledge back on the job  

 A pre and post confidence level self -assessment using a ten point sca le.   The difference 
between the pre and post scores will be used to measure the effectiveness of the targeting 
of the training; i.e. did the training address the needs of participants ï low difference 
scores here are evidence that the process for identify ing and recognising the current skills 
and knowledge of employees are ineffective . 

In the longer term the success of this recognition process will be reflected in;  

 A reduction in the average quantity of training provided to employees, and ;  

 A reduction in the average time taken for an employee to attain ójob readyô status.  

Both of these measures can be readily translated into ótraining costs savedô and óadditional 
production outputsô for a return on training investment analysis.  

 

 

3 Pilot scope and task list  

This pilot recognition process was applied to the following qualification and packaging rules;  

 

FNS30107 - Certificate III Financial Services. 

Successful completion of thirteen (13) units of competency made up of: 

V Four core competencies, and 
V Nine elective competencies; consisting of a mix of competencies classified 

as either IAG core or Technical skill capabilities. 

(A matrix table showing the alignment of job type against competency sets is 
attached for information as document IAG #1.) 
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The agreed scope of implementation of the recognition model at this site is summarised in the 
following table together with the original planning document showing pilot tasks and notional 

timeline.    

 

Overview of pilot scope 

 Recruitment:  

V Identify core capabilities (i.e. capabilities that are transferable across business lines) and IAG product 
specific capabilities  

V Mapping IAG capabilities to competencies  
V Determine which capabilities can be órecruited forô and which can be ótrained forô 
V Which capabilities can be ópicked-upô in the recruitment process 
V Capturing/identifying evidence in recruitment to assist in training customisation  

 Induction/orientation:  

V Design a process for identifying core capabilities and capturing evidence for recognition  at an óearly 
stageô 

V Can the current 6 week induction program be reduced in length?  

 Customised training:  

V Design a process to allow for flexible delivery of induction/orientation training to take into account:  
¶ What is non -exempt (i.e. business unit specific /product knowledge)  
¶ óstandardô core IAG capabilities 

¶ The contribution that recognition can make ensuring training reflects individual and business 
needs.  

 Working/job performance  

V What process can be used to ensure an employee is ójob readyô? 

V Performance must be measured against business outcomes using standard business processes (i.e. 
the assessment process focuses upon the employees ability to function in the business/work place  

 

Summary of pilot tasks and notional timeline 

# Task When Output Notes 

1  Establish and confirm scope 

of pilot and prepare a 

formal project plan  

21/10/08  Draft project 

plan  

Defines in broad terms the project 

objective and the approach to be 

taken to achieve it.  

2  ERTOA project steering 

committee meeting  

24/11/08  -  Committee to formally approve pilot 

project plan  

3  Project start -up 

meeting/briefing  

24/11/08  -  To ensure all stakeholders have a 

common understanding of the 

projectôs plan and objectives. 

4  Identify and document 

linkage to the current IAG 

PD project  

Dec 2008  -  Liaise with HR to help ensure that 

stakeholders and participants 

understand the contribution that the 

proposed process will make to a 

successful outcome for the PD project  

5  Identification of key IAG 

stakeholders  

Nov 2008  List of key 

stakeholders  

Who within IAG needs to be involved 

in/aware of this pilot project?  

6  Negotiate with business 

units to establish support 

and identify pilot sites  

Nov 2008  Approval to 

proceed?  

What is the process within IAG for 

gaining approval to proceed with this 

pilot?  
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# Task When Output Notes 

7  Develop a communication 

plan  

Dec 2008  Communication 

plan  

To ensure all key stakeholders are 

kept informed of plans and progress  

8  Identify participants  Feb 2009   Participants based upon planned 

recruitment intake  

9  Define pilot baseline #1 ~ 

establish notional cost of 

current ónon-RPLô training 

and assessment processes  

Feb 2009  Agreed set of 

performance 

measures  

To confirm the financial benefits of the 

pilot process to IAG  

10  Define pilot baseline #2 ~ 

attitudinal survey of current 

employees undertaking the 

training and assessment 

processes  

Dec 2008  Agreed set of 

performance 

measures  

To be used to measure/evaluate pilot 

outcomes.   Possible measures 

include:  

Business unit opinion survey results  

Employee survey/focus group results  

11  Document proposed 

process  

Feb 2009  Documented 

process  

Redefine IAG recruitment criteria, 

induction and learning programs  

12  Pilot start -up meeting  Mar 2009  -  For the information of 

participants/involved business units 

and other key stakeholders.  

13  Commence implementation  April 2009  -   

14  Full r eview and evaluation  April 2010  Evaluation report  Evaluate pilot outcomes against 

baseline measures agreed at tasks #9 

and #10.  
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4 Summary of results  

The following diagram provides a broad overview of the training and assessment strategy for the 
L&L Telephone Business Consultant .   The recognition pilot has been implemented within this 
business - focused environment.  

 

 

 

During the first eight weeks of employment the Claims  Consultant goes through a structured 
Induction Plan  (Stage 1 in the above diagram) . The plan has been designed to align with IAG 
learning strategies where the approach is both blended and flexible.  

The Induction Plan is made up of facilitated sessions, workshops, presentations, self -paced 
learning and individual coaching.   The approach to coaching has been formalised with the set -up 
of a óRock Poolô.   The óRock Poolô environment allows the consultant  to receive in the early stages 
of training , individual coaching, practice  using systems and the taking of live calls supported by a 
dedi cated Team Manager and senior TBC.    Stage 1 aims to develop new staff to a ó70% job readyô 
level.  

The following extract from the L&L Claims Induction Training Program illustrates the detail with 

which the skills and knowledge for the claims consultants have been arranged into stand -alone 
ólearning objectsô.   Three broad classifications of learning objects are used;  

 Orientation  (Common/generic training for new staff in all business lines)  

 Customer service  (Common/generic training for new staff in all business lines)  

 Product  (Specific product  training  for this business line)   

 Systems and procedures  (Specific systems and procedures training for the processing of 
the business products)  

The following extract from the Induction Training P rogram  documentation lists nineteen of the 
sixty individual courses (learning objects) that comprise the full induction  package.   
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Extracted from: L&L Claims Induction Training Package 

Stage Course Course Code 
Learning 

Type 
Owner 

Orientation Workplace Orientation for L&L Self-paced Workbook INDDIMPU024 Self-paced P&U T&D 

Orientation OH&S Principles and Practice CMPIAG016 Online Generic 

Orientation OH&S Workstation Setup CMPIAG018 Online Generic 

Orientation OH&S Manual Handling CMPIAG017 Online Generic 

Orientation OH&S Online Course Evaluation CMPIAG062 Online Generic 

. . .  etc 
 

Customer Service Deliver on Our Promise PRDIMA226 Face-to-face C&A 

. . .  etc 
 

Product Caravan & Trailer Product INDDIMPU013 Face-to-face P&U T&D 

Product Caravan & Trailer Policy - Claims INDDIMPU021 Face-to-face P&U T&D 

Product Boat Product INDDIMPU015 Face-to-face P&U T&D 

Product Boat Claims Up-skill INDDIMPU027 Face-to-face P&U T&D 

Product Motor Insurance Policy PRDIMA001 Face-to-face C&A 

Product Release 25 Motor & MPD Changes RELDIMPU025C Face-to-face P&U T&D 

. . .  etc 
 

Systems & Procedures Using web based CABS SYSIMA003 tba C&A 

Systems & Procedures How to use BONUS PRDIMA347 tba C&A 

Systems & Procedures CIS for Claims Staff SYSIMA025 tba C&A 

Systems & Procedures Bridge Session - Writing Good Case Notes - Motor SKIIMA042 tba C&A 

Systems & Procedures Managing a Recovery SKIIMA130 tba C&A 

Systems & Procedures Coaching Tool Kit INDDIMPU026 Self-paced P&U T&D 

Systems & Procedures Dealing with Non Disclosure & Misrepresentation PRDIMA295 Face-to-face C&A 

. . .  etc 
 

 

The identification of generic courses applicable across business lines significantly reduces 
duplication of effort in training design (through the ódevelop once ï use many timesô approach) 
and allows great flexibility in the ómixing and matchingô of learners and classes for the delivery of 
the training.   This approach also allows business areas to concentrate their effort and resources 
on the development and delivery of training that is specific to their product line and/or systems 

and procedures.  

The detailed breakdown of the induction program into smaller sta nd -alone ólearning objectsô also 
facilitates the customisation of training for individual employees based upon the skills and 
knowledge they bring to and/or demonstrate within the workplace, and their previous training 
history.  

Stage 1 is followed by on -going training and support in the workplace (Stage 2 in the diagram).   
Stage 2 provides continuous learning and professional development for consultants through 

regular coaching sessions with their team manager, usually conducted  on a monthly basis.   The 
sessions may cover call monitoring and policy audit/compliance checks, call statistics, claims data  
and general areas for development.   This coaching and support function is a standard component 
of the team manager role.   Team managers receive comprehensive coaching training and support 
resources including tool kits and guides.   Stage 2 also includes focus group activities aimed at 
sharing knowledge within the team and providing opportunities for consultants to further develop 

their skills and knowledge in particular areas such as;  

 Objection handling  

 System tips and techniques  
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 Risk and compliance.  

Stage 2 includes a structured assessment program whose principal focus is the demonstration of 
job skills and knowledge in the workpl ace using performance measures and evidence generated as 
a standard part of the L&L business procedures.   These procedures are designed to ;  

 Determine how well the employee is doing their job , and ;  

 I dentify  skills and knowledge gaps which need to be addressed through  further training 
and coaching.  

Business - focused evidence used in the assessment program includes monthly KPI performance 
summaries, monthly monitoring session reports (incorporating call monitori ng compliance checks) 
and team leader performance reports.   The collection of this evidence by the employee requires 
minimal additional work beyond normal job activities.   The alignment of the business - focused 

training and assessment to the relevant Trai ning Package competencies enables the issue of the 
Certificate III qualification to employees who demonstrate that they are performing all aspects of 
their job well.   

A full description of the learning and assessment strategy is provided in the following I AG 
document.  A list of the  document ôs contents is provided for information and selected extracts from 

the thirty -one page document  are included in the appendix to this report  (see document IAG # 2) .  

 

 

 

 

 

 

 

 

 

 

 

Contents 

 Background and purpose 

 Alignment with FNS30107 Certificate III Financial Services 

 Training methodology 

 Assessment methodology 

 Aligning the learning activities to the units of competency 

 The evidence required to determine competency 

 Learner support 

 Manager support 

 Measurement and evaluation 

 Assessment validation schedule 

 Appendix A ï Claims Consultant Program Activity Summary 

 Appendix B ï Evidence Guide 

 



 

Report on Insurance Australia Group recognition pilot (Attachment 2)   29 

 

 

This is a major  initiative for the company with significant potential benefits for business outcomes.   
Full evaluation of its success will require at least  twelve months of operational experience, 
however, evaluation of pilot delivery of several of the new courses ha s been completed with very 

positive results.    The following table details the outcomes of th e recognition pilot that have been 
achieved to date.    

P ILOT COMPONENT  COMMENTS  

  

Alignment with 
Training Package:  

A detailed mapping of the L&L Claims Induction Training Program against 
the competencies and packaging rules for the Certificate III Financial 

Services has been completed.   The training content, job activities and 
business - focused assessment of job performance align closely with the 
Training Package requirements  (see document IAG # 2 in the appendix).  

  

Develop job -
focused training 

program :  

IAG has developed an extensive suite of training materials and programs 
based upon accurate identification and documentation of the skills and 

knowledge employee require doing  
their jobs well.   Typical of this 
documentation are ;  

 The IAG Capability Dictionary . 
This provides a means to 
define the non - technical  skills, 
knowledge and abilities that a 

person requires in order to 
successfully perform a role.  
(see appendix -  document IAG 
# 3 for selected extracts)  

 Detailed position descriptions which specify the activities of a job 
together with the skills and knowledge required to do the job well 
(see appendix -  document IAG # 4 for an example)  

 Clearly defined and readily accessible product, systems and 
procedures documentation  (i.e. the technica l skills, knowledge and 
abilities that a person requires in order to successfully perform a 
role) . 

 Clearly defined KPIs, measures and reports for the assessment of 
employee job performance.  

This suite of training materials and programs responds directly to  business 
needs and was developed without reference to any specific Training 
Package requirements.    A subsequent mapping exercise was undertaken 
to link the defined business needs to the relevant Training Package 
qualification  
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To measure whether the training has 
been successful and to see a transfer of 
learning into the workplace, data and 
information is to be collected in the 
following areas:  
1.  Claims Teamsô KPI measures, e.g. 

claims costs  
2.  Team Manager statistics from 

monthly coaching, e.g. quality 
listening, telling customers of 
features and benefits  

3.  Other existing measures of staff 
effectively doing their job 
effectively  

4.  L&L Claims reports  
5.  Collection of data bas ed on 

previous new staff, comparing 
information, for example:  
How long did it take in the past for 
a new person to become 
competent in the role?  
Analyse past KPI measures of new 
staff to monitor progress.  

6.  Reporting from L&L Portfolio area, 
for example, vol ume and types of 
claims being processed  

7.  L&L strategy for Claims  
8.  Survey learners pre, during and 

post training  
9.  Learnersô self evaluation 
10.  Formal and informal feedback from 

learners and Team Managers  

11.  Noting customer feedback . 

 

Develop job -

focused 
assessment tools:  

The assessment tools and procedures used to ;  

 accurately target training to 
individual needs  

 confirm the achievement of 

competencies , and  

 support the issue of the 
Certificate III qualification  

have been fully integrated into 
standard IAG business practices.   
These include; LLP monthly KPI 
performance reports, call 

monitoring, policy compliance 
checks and regular work 
performance review sessions with 
team leaders/coaches.   The 
principal focus of these is 

appraisal of work performance ï 

confirming that the employee is 
performing their job well.   The 
confirmation of satisfactory  work 
performance generates the 
evidence required for the issue of 
the Certificate III qualification.  

The shaded text box to the  right  

contains an extract from the IAG 
project definition document for 
this initiative ï it provides an 
overview of the assessment 
evidence sources provided by 
standard IAG business practices.   
These same sources also provide 

the evidence needed for the confir mation of achievement of Training 
Package competencies and the issue of a qualification . 

  

Assessor 
resources:  

The L& L team leader positions include a responsibility to work closely with 
employees in their team in a formal coaching role.   Comprehensive 
coaching training and support materials are provided for team leaders and 

there is a well defined framework for the mea surement of job performance  
and the identification of skills and knowledge gaps  that includes monthly 
KPI performance reports and reviews.   This business - focused assessment 
framework identifies training needs and provides the evidence needed for 
the recog nition of Training Package competencies and the issue of the 
Certificate III qualification.   The process is quality assured an d supported 
by qualified staff from IAGôs RTO team.   The RTO team  also conducts 

regular assessment validation and moderation wor kshops.  

  

Record keeping:  An efficient system  for the collection, storage and reporting of training and 
assessment data is an essential requirement for successful business -
focused recognition processes.   IAG has implemented the Saba Enterprise 
Learning System for the management of its training and development 

operations.   This allows accurate tracking and reporting of individual 
employee training completions and confirmed competencies.  
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Outcomes 

achieved to date:  

The full scope of this major training and assessment initiative is detailed in 

the Concept Design Analysis 
document (dated September 
2008).   Extracts from this 

document, including the 
contents list and executive 
summary are provided for 
information in the  appendix as 
document IAG #5.  

The key to the success of the recognition component of this project is the 
mapping exercise that links the job descriptions, policy and procedure 

documentation, business - focused, modularised training and job 
performance assess ment to the competencies and completion rules for the 
Certificate III Financial Services .   There was a close alignment between 
the business training needs and the qualification.   This meant that an 
employee who can demonstrate satisfactory performance of  their job also 
demonstrates the competencies required for the issue of the qualification.   

Examples of the mapping are provided for information in the extracts from 

the L&L Learning and Assessment Strategy (see document IAG #2 in the 
appendix).  

Several o f the new training modules have now been piloted and evaluated.   
The outcomes are very encouraging ï indicating that  gaps in the job skills 
and knowledge of individuals have been accurately identified and training 
provided to a ddress  those gaps.   Some ex cellent pre and post confidence 

level difference scores have been reported (see document IAG #6 in the 
appendix).  

 

 

 

See Appendix for supporting documentation . . .  
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Attachment 3  

 

Report on the McDonalds Australia pilot  

 

1 Overview  

This recognition pilot is a key component of a major restructure of McDonalds ô management 
training programs.   Within the McDonalds organisation the current óroad to managementô involves 
the following stages  

 Shift supervisor  

 Second assistant manager  

 First assistant manager  

 Restaurant manager  

The principal aim of the management training restructure is to actively encourage talented 
employees to remain with McDonalds as they work their way through these development stages to 
become effective restaurant managers responsible for multi -million dollar operations. The mapping  

of qualif ications, from the Certificate IV in Retail Management and  the Advanced Diploma in 
Business Management, has been reviewed. This means that employees undertaking and 
completing the various McDonalds ô training programs and  
demonstrating the application of the required job skills and 
knowledge through the McDonalds ô performance measurement 
and appraisal systems will also receive a nationally recognised 
qualification without the requirement to prepare and present 

any addition al evidence.   Prior to the development and 
introduction of the new management training strategy 
McDonalds ô offered a ótraditionalô RPL service to employees 
completing its restaurant manager development program.   
This was structured in terms of standard Training Package 
competencies and elements and required applicants to 

personally collect and present a large portfolio of evidence ( see  

document Mac #1 in the Appendix illustrating the former RPL 
evidence and template).   Participants found this RPL proces s 
to be complex, tedious and time consuming requiring 
significant effort to identify and obtain various bits of evidence 
sometimes going back over a number of years.   Consequently 
the take -up of RPL was low and the issue of qualifications 

minimal.    

McDonalds ô current management training strategy is detailed in the Managers Information Booklet 
2008/2009.   The pathway to the Advanced Diploma of Business qualification is detailed in the 
associated 2007 Curriculum Guide . 

 

2 Pilot objective and success indicators  

To design and implement a streamlined recognition process as part of a major review and 
restructure of McDonaldsô management training programs.   The streamlined process will better 
align National Training Package units of competence with the n ew management training modules 

and the supporting training management system (TMS).   The streamlined recognition process 
will:  

 Reduce administrative loads and facilitate the timely issue of nationally recognised 

qualifications.  

 Promote and improve the upt ake and completion of nationally recognised management 

qualifications as part of McDonaldsô career pathways.  

 Improve staff recruitment and retention rates (i.e. promote McDonalds  as an óemployer of 
choiceô). 


