How to Use This Document

At the beginning of this ‘A Framework for CPD Systems’ document (in fact
on the reverse of this sheet) is a foldout diagram. Open this out so that you
can refer to it while reading the Framework. There is a similar foldout sheet
at the end of the Framework, which contains a glossary (Appendix F). Any
words in italics and underlined (like this) are defined in the glossary.

This document uses different fonts and icons to present different types of
information. Text in a bold plain font (like this) presents the Framework itself,
on the left-hand pages. The Framework should be read as a series of
benchmarks of good practice.

The other information is in a classical font (likethis) and an appropriate icon
shows who it is aimed at. Numerous explanations, real illustrations and
examples are provided on the right hand pages:

aimed at all readers, these are general notes on implementing the
Framework.

a commentary written for ORGANISATIONS, explaining the practical
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IQ implementation of the Framework and the suggested ‘steps’ which
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organisations can take.

a commentary for INDIVIDUAL PRACTITIONERS explaining the
implementation of the Framework and suggesting ‘steps’ which
individuals can take.

examples (boxed within double lines) show how the Framework’s
components have been implemented by different users. Their format is:

Examples

Each user will want to make this Framework as easy for its own practitioners to use
as possible, for example by:

* trangdlating it into their own language and context.

* giving examples relevant to their national situation.

Typica examples are given throughout the document, and users are encouraged to
repl ace them with their own examples, and to add others.

Use of Implementation Steps

In addition to describing the various components of the Framework, further
guidance is given in the form of ‘Implementation Steps’, which suggest how
ORGANISATIONS (‘organisation steps’ 1 to 11) and INDIVIDUAL
PRACTITIONERS (‘individual’s steps’ 1 to 10) can develop and implement the
Framework. Because implementation is evolutionary, many of the steps offer
several alternatives — each progressively more structured, each appropriate
to a different situation, but all being acceptable. They are shown in boxes
like this:

‘Individud’s Step’ 1 (What definition of Continuing Professional Deveopment will you
use?) appears on page 6.

Although steps are set out in a sequence, in practice individuals and
organisations will start at whatever point on the cycle suits their own
situation, even retracing their steps to review, modify past decisions and
implement their CPD in an improved way. In this way CPD is iterative, a cycle
of continuing development and improvement, and there is no end point.
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1 INTRODUCING THE NEW FRAMEWORK

1.1 Introduction

As the title implies, this document provides a framework for good practice
from which organisations and individuals working in the construction
industries of European countries, can develop their own CPD policies and
practices.

The framework is intended to provide the benchmark for CPD and includes all
the components needed for a good CPD system. A CPD system which does
not include all the components of the Framework cannot be considered to be
complete.

The Framework has been prepared by a four nation team (see Appendix A)
who represent the responsible bodies in the UK, Finland, Ireland and
Portugal. The work has been carried out under EUSCCCIP (European project
for the Use of Standards of Competence in CPD — continuing professional
development — for Construction Industry Practitioners) and funded under the
Leonardo da Vinci programme of the European Commission.

1.2 The Aims Of The Framework

e To help individual practitioners with their CPD.

 To provide a flexible and comprehensive outline specification based
upon the contents of best practice CPD systems which can be applied by
individuals, employers, organisations and professional institutions in the
construction industries of EU countries .

 To provide a check-list for the component parts of a successful CPD
system.

* To provide a framework which will encourage designers of CPD systems
to move away from those based on inputs (eg time spent) towards
outcomes (eg based on standards of competence in employment).

» To provide sufficient flexibility to accommodate the different cultures and
current practices in each EU country and its organisations.
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The Benefits

By implementing CPD in accordance with this Framework, organisations and individuals
will adopt best practice, making their CPD more eficient and more effective. The
competences gained through CPD enable individuals to cope with change, comply with
legislation and perform better.

As more individuals and more organisations adopt the Eramework, there are advantages

when different European countries use compatible CPD systems based on a common

framework:

e encouraging the use of best practice.

« promoting flexibility, transferability and enhanced skills.

* encouraging implementation in other countries and other sectors.

» promoting collaboration and mutual understanding between different parts of the
Construction Industry.

*  promoting a common, transparent, international language and currency of

competences.
e encouraging improved provision of CPD opportunities.

Those already involved in CPD can use the Framework asa‘_benchmark’ against which
to review or plan the development of their own CPD system.

Those without a CPD system will find the Eramework helpful in managing their CPD.

I ndividuals who are not members of a professional institution or whose employers do not
operate a CPD system, will be able to use the Eramework to get more out of their own
CPD.

Motivation for Doing CPD in the UK Construction I ndustry

* most CPD is done without any intention of gaining credits towards a
gualification.

» individuals are motivated by an interest in their occupation, a desire to keep up-
to-date and employable, and to promote their own careers.

* most individuals record ther CPD principaly to meet the rules of their
professiona institutions and, while doing so, have in mind their own particular
needs and ambitions.




2. CPD (Continuing Professional Development)

2.1 What is CPD?

Continuing Professional Development is commonly known as CPD. It follows
initial vocational education and training, leading to a vocational qualification,
and they should all be integrated and consistent. The good habits and
procedures adopted for initial education and training should be compatible
with those for CPD, so that there is a ‘seamless’ transition on gaining a
qualification. CPD includes both the maintenance and improvement of
existing competences as well as the development of new competences (see
diagram below); it implies the individual’s commitment to professional
excellence.

l

Improvement
Maintenance of
Competence

Broadening =

CPD is not just about courses or qualifications. CPD includes a wide variety
of activities which lead to learning and development. These include open
learning, private study, work experience and many more.

CPD is one aspect of life-long learning, that aspect which relates to a
practitioner’'s work and career.

Because of the variety of choice, a universal approach is not appropriate.
With such diversity of cultures, aims, needs and languages, it is inevitable
that countries and organisations will emerge with considerable variations in
their perception of CPD, extending even to the definition of CPD itself. The
Framework has been designed to offer sufficient flexibility to accommodate
this rich diversity.

For Organisations

bl

Organisation Step 1: CPD Definition

What definition of Continuing Professiona Devd opment will you use?

For Individuals

Individual’s Step 1: CPD Definition

What definition of Continuing Professiona Devd opment will you use?
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For Organisations

CPD is about the training and devel opment of all the organisation’s staff. This does not
need highly formal and inflexible systems. It can happen in other ways. It can result from
shared experiences between members of the staff or the devd opment of an individual’s
leedership skills following awell considered delegation of authority and responsibility. It
might even result from undertaking a chalenging new task (such as planning and leading
the organisation’s CPD system!).

Deveopment is coping with change, preferably before it happens. A successful CPD
systemis areflection of the enthusiasm of those operating, participating in and supporting
it.

“ Even the most efficient conventionally delivered training, whether in the form of
apprenticeships or off-the-job vocational training, can only produce a tiny percentage
of the learning and development that is required in an organisation.” (Michael Pearn)

Definition of CPD in the UK Construction Industry

After much experience of promoting and supporting CPD, the construction industry
has emerged with a definition that has, over more than a decade of practice, won the
support of the mgjority of professional institutions. Thisis:

“The systematic maintenance, improvement and broadening of knowledge and
skill and the devdopment of personal qualities necessary for the execution of
professional and technical duties throughout the practitioner’s working life.”

This suggests that, for a practitioner to work properly, the systematic acquisition of
knowledge, skills and persona qualities is essentia. It further suggests that, once
acquired, the same knowledge, skills and personal qualities must be methodically
kept up-to-date to maintain them at an adequate level. They must then be devel oped
and broadened.




2.2 Why CPD?

The Construction Industry is constantly evolving. Rapid developments in
technology, new and shifting markets, the economic situation, a more mobile
international work-force, preparedness for promotion, or a change of job —
all place greater emphasis on the continuing need for the individual to be well
informed and professionally competent.

Both employers and clients need competent practitioners. Government and
professional institutions have a responsibility to ensure public and
environmental safety. All require the industry to provide better standards,
faster and at lower costs. This is particularly true of the construction
industry which creates most of a nation’s fixed infrastructure and
investment. Well developed and professionally competent workers will
enhance the public image of the construction industry.

Individua’s Step 2: Specify the Aims and Objectives

Individuals should write down the overall aim of their CPD system, together with
specific targets — tangible obj ectives — by which they can measure success.



M otivation

There are many driving forces, among them added-value, business performance and
individua career development. The ultimate goa has to be skilful peoplein efficient
organisations. The most potent and primitive of all motives are employment and survival .
Change is pervasive. Most of those still in employment are survivors with skills that are a
response to a changing environment and which maintain and ensure empl oyahility,
allowing entry into the new professions that have emerged. Motivation is, and will
increasingly be, market-driven.

Motivation For Organisations

Employers, (professional) Institutions, clients and Governments have different motivesin
providing and promoting CPD. Common to dl is the advantage that stems from having
efficient and skilful peoplein effident firms and organisations. Clients require to know that
the company and the professiona s carrying out their work have the necessary verifiable
competences, institutions want to assist their members in providing those competences and
the Government hopes to profit from the competitive and efficient industries that boost its
€conomy.

“Therate at which an organisation learns may become the only sustainable sour ce of
competitive advantage.” (Ray Steta)

“Business, we know, is so complex and difficult, the survival of firms so hazardousin an
environment increasingly unpredictable, competitive and fraught with danger, that their
continued existence depends on the day-to-day mobilisation of every ounce of intelligence.
The core of management is precisely this art of mobilising and putting together the
intellectual resources of all employeesin the service of the firm.” (Matsushita)

Motivation For Individuals
But the benefits are not confined to the organisation. Theindividua is motivated in many
ways, among them:

* preparation for new jobs, e promotion or moving sideways,
* intdlectua challenge, * awareness of shortcomings,
*  need for up-dating, o fear of litigation,

» ananticipated need to provide evidence of professional competence,
* compliance with employer’ s and professional institutions' requirements.

The Finnish Competence-based Vocational Qualification System
Finland is devel oping competence-based vocational qualifications which do not

depend on how the practitioner acquired the required skills and knowledge, whether at
work, intraining or in leisure pursuits. The system leads to recognised vocationa
qualifications, particularly catering for vocational adult education and training. The
system can be flexible and tailored to individual circumstances, not tied to
participation in specific training.

The qualifications are modul ar, so that the trainee can choose which modules to
submit for assessment. The system serves as a network of support for life-long
learning, offering educational support for adults at various stages of their lives.

The‘socid partners’ (representatives of government, empl oyers and employees)
participate actively in the assessment system ensuring that it meets the needs of trade
and industry.




2.3 Why Use Standards Of Competence for CPD?

To carry out their CPD effectively, individuals need to have a clear and
objective reference against which to build their development. Any system for
CPD, whether led by employers, professional institutions, industry or
government, will be enhanced by using an agreed framework of standards of

competence.

There are clear economies in adopting standards already developed by
others. Such Standards should be based on what actually happens in
Industry and should take into account industry’s real complexity, including
coping with the unexpected, managing the task and managing oneself.

Once developed, standards of competence have a variety of potential uses,

including:

e opportunities for structuring CPD

» identification and targeting of development needs

* job design, performance appraisal and work planning

» abasis for assessment and certification of competences

« allowing outcomes rather than inputs to be used, so that changes in
competence profiles can be measured.




Professional Bodiesin the UK Congtruction I ndustry

Professional bodies play a mgjor, though varied, role in encouraging their membersto
participate in CPD. They can do this by use of either the‘carrot’ or the‘ stick’; that is by
incentive or penalty.

Some professional institutions prefer to persuade their members to undertake CPD
voluntarily, offering generd guidelines to intending partici pants. Other professional
ingtitutions make CPD obligatory, laying down requirements such as minimum
durations and acceptable standards. Some expect their members — when called upon —to
provide evidence of their meaningful involvement in CPD over a number of years.

The requirements of professiona institutions in the UK are usually set out in their rules
of professional conduct. These can ind ude the requirement to hel p others with ther
CPD, eg. intheradle of line manager, employer or mentor.




2.4 What is a CPD System?

A CPD system consists of a structure and procedures to help an individual
undertake CPD efficiently, and in a regular way. Depending on legislation
and the wishes of the organisation, different components can be voluntary,
obligatory or mandatory.

A CPD system allows individuals to:

« review and explore their professional and personal careers/competences

« discover and set down their individual strengths and weaknesses

* make and use a development plan

« record their intentions and provide verification that they have conformed
to their plans and achieved their targets

A system can be devised to suit the needs of an individual. Alternatively it can
be designhed by an organisation (eg employer or professional institution) to
satisfy the requirements of a number of practitioners. All systems can vary in
detail while working within the Framework’s guidelines.

2.5 Evolution of CPD Systems

CPD systems evolve in response to changing demand and new
circumstances.

Economies of scale promote the sharing of CPD systems and their
components such as standards, proformas and quality systems.

Individuals and their employers have the opportunity to share in ever larger
groupings such as professional institutions and industry-wide as well as
governmental, bodies. Larger grouping leads to greater standardisation by
using common formats.

Increasing levels of sharing provide an evolutionary path for a CPD system.

A more broadly shared system has the advantage of progressively wider
recognition of achievement and competence.

10
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2.6 Who is Responsible and Who Pays?

CPD is essentially about individuals, their development needs and what they
are doing to achieve them.

Individuals are ultimately responsible for managing their own CPD, although

most people have obligations to employers, professional institutions,

Government and society. Employers, in return, can provide support in one or

more of the following ways:

» developing company procedures which support CPD

« providing development opportunities (particularly those that can be
experienced in-house)

e assisting with resources and expertise

e giving positive encouragement and recognition

In a formal system the obligations of all the parties need to be clearly
understood and recorded to avoid later disagreement. The individual and the
employer both benefit from improved competence and so both contribute to
the cost of CPD whether in cash or in kind (by donating their time or
services). The balance of contributions depends on: where the benefit is
taken, the ability to pay, and the organisation’s policy.

Additional interested parties who provide support and receive benefits are
shown in appendix D.

#0209 'in
Oﬁm Organisation Step 2: Specify the Aims and Objectives
Organisations determine their corporate commitment to CPD and agree to the adoption

of a CPD system based on this Eramework. The aims of the CPD system are agreed,
together with certain SMART objectives.

12
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3 THE FRAMEWORK

3.1 Understanding the Framework

The Framework is illustrated by the pull-out diagram “Framework for CPD
Systems” found as Figure 1. The diagram illustrates the relationship of all
the components of a CPD system:

* The four essential ‘Processes’ - ‘Review’, ‘Planning’, ‘Development
Activities’ and ‘Assessing Achievement’ - which an individual, undertaking
CPD, goes through. Each process is part of a continuous cycle, inter-
relates with the others and has outputs which feed into the next process

» Each of the processes results in a written ‘Output’. These are ‘Profiles’,
‘Plans’, ‘Records’ and ‘Evidence’ - which record individuals’ intentions
and demonstrate their achievements. They also provide evidence of
carrying out the processes and can be used to monitor and improve
guality

e The three ‘Supporting Functions’ - ‘Support and Guidance’, ‘Standards of
Competence’ and ‘Quality’ - which underpin and facilitate the processes.

The Framework is a development cycle. Those undertaking it find themselves
more competent each time they traverse the circle; as well as becoming
more effective in developing themselves and more adept at managing their
own CPD. There is no ‘correct’ place from which to begin the cycle, although
for simplicity the Framework is presented with the ‘Review’ process as its
beginning.

Section 4 gives details of the processes and outputs; while Section 5
describes the supporting functions.

3.2 Sources of Support and Guidance

Support and guidance can save much time and avoid wasted effort when
setting up a new CPD system or up-grading an existing system This
Framework is intended to provide such guidance, and the organisations
which participated in its preparation can provide further information and
advice.

The first source of support is in-country. There may be legal, or other
requirements to comply with (eg relating to health and safety, protecting the
environment, licence to practise). It is important to develop a system which
is in harmony with other developments in country, to encourage a national
consensus of good practice to emerge. This will allow training providers,
employers, professional and national bodies to collaborate more easily to
provide CPD opportunities to practitioners. It will also promote a more flexible
labour market.

3.3 Context of the Framework

Appendix D illustrates the principal interested parties and their involvement
in each component of the framework. Other interested parties include:
industry-wide bodies, Government bodies, clients and the general public.
The actual parties who become involved depend on the differing
circumstances, such as current practice in each country and organisation.

14
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Organisation Step 3: Seeking Support/Guidance
3a) Contact national bodies with an interest in promoting CPD.
or

3b) Do the same as 3a), but also contact organisations in other countries (see
Appendices A, and E) or others with whom you have contact or which have a good
reputation.

Individual’s Step 3: Identifying Support

I dentify your sources of support and guidance. Contact them and findise arrangements.

In an internationa industry like construction, there are great benefits if each country’s
emerging consensus for CPD can bein harmony with others in the European | abour
market. Certain international bodies take an interest in promoting CPD, and their contact
addresses are listed in Appendix E.

National and regional bodies which are likdy to have an interest in hel ping you with CPD
are:

Regulatory bodies; trades unions, empl oyer federations, chambers of commerce and other industry
bodies; craft and professional institutions;, Government bodies for empl oyment, training,
qualifications, etc; universities, colleges and other training providers; insurers, dient and
procurement associations.

15



4 CORE PROCESSES

4.1 Review - Analysis and Appraisal

Individuals review their personal and professional experiences in a
structured way. This appraisal enables them to identify their interests and
competences. Analysis of future needs takes account of current, future, job
and career requirements.

The appraisal results in a profile of the individuals’ personal and professional
competences. The analysis identifies the priority areas for their CPD
development which is recorded as the profile of needs.

Individual’s Step 4: Review (analysis/appraisal)

4a) Use guidance materids (from your institution, employer ec, possibly using
Personal Development Manager software) and, in a structured way, review your past
experiences and performances. This will enable you to identify what competences you
already have and what you need.

or

4b) Do the same as 4a) but this time do it in didogue with a manager, a mentor, or
someone ese with experience who can ask the right questions. This could be part of
your organisation’s performance appraisal system.

or

4c) Do the same as 4b) but with a development specialist - someone who can advise you
on the most appropriate ways to achieve your devel opment aims.

Individual’s Step 5: Record Profiles of Competences and Needs

5a) Having completed your review write down and keep (for future review) your profile
of competences and the profile of needs (competences which you want to achieve for
your current job, for your anticipated jobs, for your persona development and
satisfaction). Use a CPD proforma for setting out your competence profile, eg from
Appendix B, your employer or professiona institution.

or

5b) Do the same as 5a) but using the specifications of competence prepared by your
employer, professional or industry body, or the national system.

16



The Tripartite Principle in Finland

The devel opment of the competence-based qualifications and the quality assurance of
the assessment are based on the cooperation of trade, industry and educational
ingtitutions. The tripartite ‘ examination boards’ which organise the assessment, are
made up of 6 to 9 representatives of employer and empl oyee organisations, and
teachers.

The examination boards are expert bodies and define the requi rements and content of
the skill tests, and analyse the occupational needs for knowledge, skills and experience
They a so issue the certificates of competence.

Engineering Professional Ingtitutions' Responsibility for CPD
The UK engineering professions have a common 13 point framework which lists the
responsi bilities of professional engineering institutions for their members’ CPD.

Engineering Professional Ingtitutions' Requirements for CPD
The UK Engineering Coundil specifies the education, training and professiona

devel opment requirements for registered engineers through a policy document
‘SARTOR’ (Standards and Routes to Registration). The 1997 edition highlights the
obligation on engineers to maintain and devel op their professional competence. At
registration al engineers will be required to provide evidence of CPD, in particular
through compliance with the CPD code; this focuses on individual engineers recording
and planning their CPD to meet employment and career needs.

17
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4.2 Planning

With advice from their organisations or a mentor (when available), individuals
identify the most appropriate learning and development activities to meet
their profiles of need taking into account the opportunities available as well
as any preferences and constraints. They set targets which are of high
priority, practical, achievable and challenging.

The profile is recorded as the personal development plan which specifies
objectives, responsibilities, resource requirements, time-scale and
indicators of successful achievement.

Organisation Step 4: Informing Employees

Provide information to employees on availability, cost, convenience, suitability of both
in-house and external devel opment opportunities courses.

Individual’'s Step 6: Planning

6a) Develop an outline plan stating priorities, target dates and appropriate devel opment
activities.

or

6b) Do the same as 6a) and then agree the plan with interested people such as employer,

mentor, specialist in development, professional institution and someone with the
rd evant experience.

Individual’s Step 7: Development Plan
7a) Commit the outline plan to writing
or

7b) Do the same as 7a) then develop the outline plan to a structured, detailed plan with
targets, agreed resources, agreed support, agreed controls and responsibilities.

18
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4.3 Development Activities

This particular component - the implementation of a personal development
plan - has already been more fully documented by others. This section does
not attempt to be comprehensive.

To meet their development needs and achieve their targets, individuals
choose from the wide range of activities available to them. Activities may be
formal and structured, e.g. courses, distance learning, conferences,
presentations and research. They may however be informal and less
structured e.g. work experience projects and personal studies. Some will be
a combination of both.

Although most activities will be planned, individuals are encouraged to
recognise and take advantage of opportunities which arise from day-to-day
work experiences, unexpected challenges and professional contacts.

Successful development usually requires that learning activities are matched
by practical applications.

An important outcome of development activities is the detailed record, kept
by the individual, of the activities undertaken. The record shows intended
objectives, what activities have actually occurred and with what
consequences. Verification of attendance and achievement is recorded
where available.

The development process is given adequate time to include personal
reflection. This is not just a reflection on the development activity but on
becoming a better learner.

Individual’s Step 8: Development Activity

8a) Reflect on your performance during development activities. Are you using only the
limited range of training providers and training methods already known and
experienced?

or

8b) With more reflection extend the range of development activities and methods which
could be used such as on-the-job, distance and open learning, and so on.

or

8c) As for 8h), but aso reflect on which activities you have learnt most from, and
review your profiles of competence and needs, to include those you need to become a
better learner. Review your planning to use development activities which work best for
you.

20



A CPD Record Book

A mode CPD record book can be based on the proformas in Appendix B and might
attempt to provide a common format for al construction practitioners, drawing on the best
practice of the wide variety of existing record books.

A CPD Record Book is used to store information collected during the individua’s progress
through the processes of the Eramework. This includes written records of:

Reviews:; personal reflections, performance appraisals, psychometric test results, analysis,
profiles of competences and needs.

Planning: information collected while devel oping the plan, priorities, targets, dates, budget
and suitable devel opment activities.

Development Activities: what actually happened, where, when, the result, and with what
consequences (eg the identification of new devel opment needs, or the revision of the
personal development plan in other ways).

Assessment of Achievements: including recording and verifying them.

The UK National Record of Achievement

The UK Government has introduced the National Record of Achievement (NRA) or
ProFile, designed and distributed by the Qualifications and Curriculum Authority
(QCA), which isintended to encourage life-long learning. It issued to al those at school
and is available to anyone ese. UK organisations' record books are therefore
increasingly designed to complement the NRA.

CPD Record Booksin the UK Construction Industry

CPD Record Books, with avariety of titles, have been introduced in the UK by many
organisations. Their main purpose in standardising CPD record-kesping is to help the
practitioner and to facilitate monitoring. Practitioners will often have several record
books: from the employer and one or more professional institutions.

The form and content of the record books have evolved to reflect changesin CPD
requirements and regulations. An individual’s record book usually includes a copy of
the organisation’s CPD rules and guidance, space for recording devel opment targets
together with their eventual performance. Some record books allow individuals to

record their employment history (curriculum vitae) and formal qualifications.

21



4.4 Assessing Achievements

To gain full benefit from their development activities, individuals need to
ensure that the results are assessed in some way. This is done against their
development plan and measured in terms of new and improved levels of

competence.

Individuals provide evidence of their achievements and the development
activities which lead to them. A constructive and thoughtful record of
assessed achievement provides an excellent opportunity for review by
employers, organisations and professional bodies. It is also useful in
employment and career development.

Individual’s Step 9: Assessing Achievement

9a) After sdf-assessment, record your achievement against your Development plan and
enter it in your Deve opment Record; make them available for review by others.

or

9b) Same as 9a) but express your development achievements using standards of
competence. Arrange external assessment and verification where available.

Individual’s Step 10: Moving On

Where applicable, obtain a nationally recognised qualification.

Use the assessment and results as the entry point into a new CPD learning cycle

22



The Finnish Record Book for the Construction Industry

Finland has deve oped a record book for construction industry practitioners. It records
the practitioner’s significant work experience, certificates and other formal training
(recognised by employers, employees and educati on — the tripartite principle). The
record book is physically very similar to a passport, and is printed by the same
organisation (Setec Oy) as prints passports; which is responsible for entering and
validating entries in the record book, and which a so compiles statistics from the record
books.

23



S. SUPPORTING FUNCTIONS

The Supporting Functions ensure that the CPD system is integrated and
delivers planned outcomes to required standards. The Supporting Functions
support the four development processes, outlined in section 4.

There are three key support functions:
e Sources of support and guidance for individuals
» Standards of competence

e Quality

Without the support of employers, institutions and other partners,
individuals can find it difficult to work within the Framework or carry out its
core processes effectively.

5.1 Providing Support and Guidance to Individuals

An organisation provides support and guidance for individual practitioners (its
members or employees) who undertake CPD. Support and guidance consists
of:

Identifying the individuals’ needs for support.

Identifying existing sources for each component of the CPD cycle.
Relating these to standards of competence and quality systems.
Setting up the support functions.

Enabling individuals to gain access to appropriate sources of support
and guidance.

Monitoring use of support and guidance, and reviewing progress.
Implementing improvements to the CPD systems.

agbhwNE

No

For Organisations
Organisation Step 5: | dentify Needs

| dentify needs for support and guidance

Organisation Step 6: Establish CPD System

Publicly nominate staff to hold CPD responsibilities and give them resources and
authority. Set up appropriate support systems.

Organisation Step 7: Manage System

Manage CPD system to generate maximum benefits.

Organisation Step 8: Improve

Produce periodic management reports and review progress.

24



Methods for identifying devd opment needs:

» Informally take note of which competences people lack

*  Quedtionnaires

* Interviews with experts or a representative sample of individual practitioners

* Hold workshop on CPD

» Discussionin organisation’s CPD committee or similar forum

* Invite suggestions from e sewhere from within related organisations (eg regional
branches, other companies in the same group)

* Explorewhat is done by others (eg suppliers, clients, competitors)

Typica support systems. appointment of a CPD Manager, CPD committee (for managing
the system, and for promoating local involvement), proformas/ record book/* professional
development manager’ software, resource centre, explanatory leaflets, telephone hel p-line,
regional CPD officers, mentoring, newsl etter, website, conference, local meetings, lists of
courses/sources of information/ funding, build into existing management systems (eg QA,
annual report, performance appraisal), grants/tax relief/allowances/budgets, etc.

| dentify priority needs and alternative levels/costs of provision. Feed back resultsto
decision-makers and employees.

Decide on appropriate ‘ house-style', logo, €tc.

Publicise provision, organise funding to ensure sustainability, generate revenues, recognise
success, make agreements to share fadilities.

Keep records of usage and queries to identify changing patterns of demand. Carry out
periodic surveys.
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5.2 Standards Of Competence

The organisation and individual select and agree a suitable set of standards of
competence. The standards should express the main competences which the
individual practitioners use, in an appropriate level of detail and in language
which they understand. The standards should be shared and tested with
others where possible. There is benefit in adopting widely shared standards

of competence.

Periodically review the standards to ensure that they:

» are still the most appropriate,

e remain up-to-date and reflect current best practice, as their environment
changes,

» are evolving towards more widely shared standards.

Organisation Step 9: Select Sandards of Competence

Define the principal job roles in terms of key functions, activities and outputs. Review
existing vocational qualifications; do they specify competences. Identify any other
specifications of competences. Choose the source(s); sdect only the reevant
competences, modify them only if necessary to suit your situation. Test them on

practitioners.

Organisation Step 10: Maintain the Standards

Establish responsibility for promotion and maintenance of the standards. Specify a
periodic review mechanism. Provide adequate resources for sustainability.
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Standards of competence:

» gpecify individual competence in terms of successful performance in the work-place.

* arebenchmarks of good practice, which can be used to compare and assess indi vi dual
performance.

* neadtoincude criteriafor adeguate performance, the range of circumstances covered,
the required underpinning knowledge and understanding, and guidance on how the
practitioner can show evidence of competence.

* arebest defined in terms of outputs and outcomes.

* arenot about tasks and detail, nor about the means of achieving competence (training
and deve opment activities).

* need to anticipate changing industry needs and improving standards of performance.

Standards of competence can be shared at various levels:

1. uniqueto anindividual (eg specified in a unique personal job description).

2. developed for an employer (used in performance appraisals, training schemes, pay,
promotion, database of skills, work allocation).

3. developed for awhole profession or sector.

4. Nationa standards shared across al of industry.

Moving towards more widdly shared standards of competence is beneficia because
e it sharestheinvestment in their deve opment and maintenance,

* it facilitates communication between specialisations,

+ it facilitates a flexible labour-force (eg multiskilling and transferability)

e it provides economies of scae.

Job roles arereflected in jab titles, job descriptions, differential pay rates.

Aswell asin vocational qualifications, Competences may be specified by: professional,
industrial and trade bodies (eg in standards for training and membership), other bodies
similar to your own (eg competitors), training organi sations, sources of funding,
legislation, specialist consultancies, overseas organisations.

In the last resort you can devel op your own, but thisis an expensive specialist task and
since they are not shared with others, there are no economies of scale. Thisisonly likdy to
be practical for the largest organisations.

The interested parties formalise the responsibilities in the form of: job descriptions (for
CPD Managerd/ Officers), terms of reference/aims and objectives/budgets (for committees
and departments), codes of conduct and rules (for employees and members).
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Production Diplomasin Finland

Finland has designed and implemented a competence-based Production Qualification |
for the occupation of Building Site Manager. At the end of the 1980s Building Site
Manager degrees were introduced by a few of the major contractors. As recession sgt in
at the beginning of the 1990s and companies cut costs, the need arose for a common
core qualification for a Building Site Manager and a degree levd examination
(Production Quadlification I, at levd 4).

The pilot project started April 1995 funded by the Confederation of Finnish
Construction Industries (CFCI) and the Federation of Private Sector Construction
Engineers (RAL). The pilot group was drawn from 9 construction companies.
Spedification of the curriculum and qualification, and implementation of the pilot were
by the Lahti Institute of Technology in collaboration with the National Board of
Education (NBE), the Confederation of Finnish Construction Industries (CFCI) and the
Federation of Private Sector Construction Engineers (RAL). Assessment was very
practical, and in accordance with the competences specified.

Next therewill be a Production Qualification |1 piloted at level 5, aimed at production
management.

Standards of Competence In the UK

Since 1984, British industry, encouraged by Government, has been setting standards of
competence for all sectors and occupations. These standards form the basis for afive
level framework of National and Scottish Vocational Qualifications. It arises from the
Government’s cal for awork force which is *highly skilled, technically competent,
versatile, adaptable and mobil€ .

As abasis, Government proposed defining empl oyment-led specifications of competent
performance a work. They are therefore concerned with what individuals can do, not
just what they know. They are about what people should achieve in the workplace to
become effective. They promote industry best practice and have been devd oped by
industry practitioners. ‘ At the heart of thisinitiative lie Standards of a new kind. These
should be explicit, agreed, widdy accessible, flexible, progressive and testable' .

How to Develop Standards of Competence

CISC’ s advice on devel oping standards of competence:

* |dentify al the occupations that need to be covered

* Focus on a description of the ‘key purpose they serve in theindustry

* |dentify the main functions that enabl e the purpose to be achieved

* Bresk down the main functions until you reach alevel of detail when you can identify
the outcomes for which an individua is responsible

* Set out the Standards defining:

- the end results by which competent work performance can be measured

- the range of situations to which the area of competence applies

- and the evidence that will be needed to show that the individual is competent
* Check that the standards are reasonable

* Review themregularly
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5.3 QUALITY

The CPD system includes a Quality component, which monitors and reviews
all aspects of the Framework in order to maintain and enhance quality. Both
the outputs and the actual processes are monitored, to prevent CPD
becoming an abstract and unproductive exercise.

The nature and scale of the monitoring reflect the needs, culture and
capacity of the organisation. The results of the monitoring are fed back
promptly to all those concerned (eg those responsible for improving and
adding value to the CPD system, or responsible for remedial action).

The quality component is specified in writing to avoid ambiguity, but what is
done is more important than what is written. A culture of continuing

improvement will be more effective than any formal system imposed from
above or outside.

Organisation Step 11: Monitor and Review CPD System

11a) The person responsible for the CPD system monitors each of the components in an
informal way, feeds back the results and i nitiates correction and improvement.

or
11b) Do the same as 11a), but in aformal way, as a periodic specid exercise.
or

11c) Do the same as 11b), but using an externa agency to verify that the organisation
and its members are complying with the CPD system.
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The output records are easily monitored, and provide a clear basis for feedback. Although
necessary, the output records are of much less significance to quality than monitoring the
Processes.

Possi ble means of monitoring the processes (in addition to monitoring the output records)
ae

asking (using a structured interview face-to-face/by phone/during a meeting or viaa
guestionnaire) individual participants (eg those you meet/a representative selection/on a
statistically random basis), how they performed their review, and what they did to prepare
their profile of competence and the profile of needs. Find out: what they found difficult,
what they found least important/most important, how they would do it differently next time
and what benefits they have found. Ask othersinvolved in each of the components (eg line
managers, mentors, training department).

| dentify what can be monitored to evaluate achievement of the aims and objectives of the
CPD system (see Steps O2 and 12) and to ensure good practice in each of the eleven

components. Decide how they can be monitored in practice (by whom, how resourced, to
whom reported, how frequently). Carry out the monitoring, and provide periodic reports.

The provision of development activities (eg courses) is the key area for more systematic
guality control, and some systems have a ready been devel oped: AQUAFORCE (by
FEANI), CertQUA (in Germany).

Although not necessary for this Eramework, organisations may wish to extend their
formal quality assurance scheme (eg | SO 9000) to cover CPD, and especially to cover
provision of training.

If information is collected on an anonymous/confidentia basis or by people with no
authority over the practitioners, then the information is more likely to bereliable.
However, the monitoring can enabl e the organisation to identify weak CPD performance
by individuals, which will mativate others to giveit greater priority.

Storing the Records

In UK, individuals are able to keep their records of the four processes together in the
National Record of Achievement.
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