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ABSTRACT

This dissertation presents an outcome evaluation of a training programme
provided to middle managers working in higher education institutions at four
universities in the Western Cape. The Success Case Method was used to
evaluate the training programme. An electronic questionnaire was sent to
seventy five participants that attended the 2006 training to determine whether
they could be classified as either a success (i.e. successfully applied the
acquired knowledge and skills from the training programme) or a non-success
case (i.e. did not successfully apply the knowledge and skills acquired from the
training). Seventeen participants responded. Scores obtained on the survey were
calculated. The five highest scoring (i.e. success cases) and three lowest scoring
participants (i.e. non-success cases) were further interviewed so they could
share their stories. Overall results of the training show that most of the
participants have applied the training and achieved worthwhile resuits. There
were a few exceptional cases in which the participants failed to apply the training.
Environmental and social factors seemed to contribute to the successful

application of the training.



CHAPTER 1
INTRODUCTION

This dissertation presents an outcome evaluation of one of the programmes
offered by the Cape Higher Education Consortium (CHEC) known as Creating
The Leading Edge, which targets middle managers working at the four
universities in the Western Cape. The Success Case Method was used to
evaluate the management development training programme. Chapter One
describes the CHEC, the management development training programme that it
offers to middie managers, the problem that this evaluation aims to address and
the evaluation questions that will be answered. Chapter Two describes the
method that was used to evaluate the training programme. Chapter Three
presents the findings (results) of the evaluation and discusses these findings.
Chapter Four provides limitations, concluding thoughts on the evaluation for

future evaluations and an overall conclusion of the evaluation.

Institutional home of the programme

The CHEC was formed in 1993 by the councils of the Universities of Western
Cape, Cape Town, Stellenbosch and the Cape Peninsula University of
Technology. It was called the Western Cape Tertiary Institutions Trust at that
stage (CHEC, 2001). When formed, the Western Cape Tertiary Institutions
Trust's objective was to:

Facilitate and expand cooperation between the beneficiaries with
regard to the sharing of infrastructure, such as libraries, information
technologies, training of personnel as well as any other form of
cooperation that may be beneficial to any of the parties (CHEC, 2001,
p.1).



The main reason leading to the formation of the Western Cape Tertiary
Institutions Trust was a need to promote quality higher education in the Western
Cape, in a response to the historical realities (e.g. apartheid) and challenges
faced by these institutions. The Western Cape Tertiary Institutions Trust also
believed its influence to promote higher quality education would go beyond the
Western Cape region (CHEC, 2001). Another reason leading to the formation of
the CHEC was a need to share communication and resources among the four
Western Cape universities (CHEC, 2001).

CHEC's vision is to:

Distinctively respond to regional, national and international
developments in the knowledge economy of the 21st century, be
sensitive to historical realities in promoting equity across its institutions
and enhancing education which is cost effective and of high quality
(CHEC online, 2008).

In an effort to respond to the national regional and international development of
knowledge in the 21st century, the Cape Library Cooperative (CALICO) and
Information Literacy (INFOLIT) projects have been implemented by the CHEC.
CALICO provides education related information to users from the four
universities when needed and in the expected format. INFOLIT is a project that

provides skills to locate and make use of research and academic information.

Amongst the four higher education institutions, CHEC further offers a regional
management development programme known as Creating The Leading Edge
(CHEC, 2001). This regional management development programme, which will
be referred to as the training programme throughout this dissertation is a
programme in which middle managers are trained. They complete several
modules which are meant to enhance their leadership and managerial skills. This

training further aims to reduce the inequality of training provided to previously



disadvantaged middie managers at these higher education institutions (CHEC,
2001).

The management development programme of CHEC

CHEC, in 2002 identified the need to develop middle managers at the four
Western Cape universities. Middle managers are defined by CHEC as: academic
Heads of Department (HoD’s), research group heads, heads of support staff and
professional managers (CHEC, 2007). CHEC introduced the training programme
with the belief that there was a lack of effective managerial knowledge and skills
among middle managers. Hence CHEC hopes the training will enhance the level
of effective management of the different institutions (CHEC, 2007). The long term
objectives of the training are increased university effectiveness and a more

productive organisational climate.

Middle managers receive training in the form of modules and the training is
conducted during the last weekend of every month. Each module may last for
two to three days (CHEC, 2007). CHEC in 2007 offered the managers the
following seven modules CHEC (2007):

1. Personal Leadership: Aims to establish a solid foundation for any leader.
It aims to make each leader personally effective. The module explores

personal insight, personal positioning and personal planning.

2. Building Teams: Explores the key principles of group dynamics. These
include roles, patterns in group behaviour, and the group as a system.
Aims to develop knowledge on team development, building, sustaining a
healthy teams, power and rank, managing diversity in teams and

managing conflict in teams.

3. Goal Setting and Feedback: Managers learn to work on analyzing
problems, setting work objectives, facilitating change, giving feedback and
coaching.



4. Project Management: Introduces the managers to some key practical
tools and develop competencies in the use of these tools. Specific phases
of project management that are covered include: Justification, Planning,
Activating, Control and the End result. This is normally referred to as
JPACE system (CHEC, 2007).

5. Building on Diversity: Is designed in such a way that it increases
awareness and appreciation of diversity in the complex, muiticultural,

multidisciplinary and multilingual environment.

6. Basic Financial Management: Provides managers with the basics of
financial accounting, financial analysis and management accounting in
order to apply these skills to the efficient financial management of a
department, cost centre or faculty. The contents include understanding
and identifying the components of a balance sheet, income statement and
cash flow statement, financial analysis, understanding the difference
between capital and revenue, budgeting, break even analysis and cost of

capital, financial techniques and working capital management.

7. Effective  Communication: The module focuses improving
communication among middle managers both on an organisational and

personal level.

The outcome of the programme
The training that is offered is expected to produce outcomes and an impact on

the organisation (Brinkerhoff, 1998 as cited in Brown & Seidner (Eds); Rossi,
Lipsey and Freeman, 2004). Outcomes are the described proximal changes in
the individual which is the result of the training. Impact is the distal changes that
the organisation expects to get after providing the training (Brinkerhoff, 1998 as
cited in Brown & Seidner (Eds)
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The training that is offered to middle managers aims to enhance their knowledge
and skills of leadership and management so that they are better able to manage
their departments/units. it is believed that if the middle managers apply the
knowledge skills provided to them in the training, greater university effectiveness
and a more productive organisational climate should result. This logic is

illustrated in the logic model (see Figure 1}

Training Proximal Proximal Cistal
Outcome outcoma Cutcome
Training on Knowledge Applying Improved increased
leadership and skilis of the new performance University
and — |eademship —* skilsand — » ~ - effectiveness
managemant and knowledge and mare
skills management to the job groductive
arganizational
climate

Figure 1.The training logic madel

The abiove logic model shows the cutcomes that the programme intends to bring
about. Intended outcomes are the outcomes that the CHEC hopes the
participants will have achieved after completing the training (Rossi et al.. 2004).
The immediate or proximatl outcomes of the programme are the knowledge and
skills gained on how to effectively manage their departments. The long term or
distal outcomes of the programme is a more productive arganisational climate
the improved performance of the university. This may be referred to as the
programme impact theory. On the other hand, in some instances the programme
can produce unintended outcomes (Rossi et al,, 2004), In other words these are
the unexpected outcomes that were not thought or meant to follow from the

programme, Thase can however not normally be planned for.



Referring to the logic model in Figure 1, the underlying assumption of the
programme is that the logic of the programme will be followed i.e. participants will
attend the training, gain the managerial knowledge and skills from the
programme, apply them and achieve positive results (both on a unit and
organisational level). However, there may be circumstances in which this
procedure is not followed. A participant may get the training and not go on to
apply the training that they got. Others will try it and not achieve worthwhile
results. For this reason, indicators of programme outcomes need to be

developed.

Indicators for the programme outcomes

For CHEC to know whether the intended outcomes have been achieved or not,
indicators for each module were identified. An indicator is an actual measure that
will show whether an intended outcome has been produced and the extent to
which this happened (Shapiro, 1996). Indicators act as a guide to show whether
the programme is working or it is not working. Table 1 shows the indicators that
are used to measure whether the training programme was successful or not in
achieving the intended outcomes. All information is from the CHEC pamphiet
(CHEC, 2007).

12



Table 1

Indicator descriptions for the module outcomes

Module

Indicator description

Personal Leadership

Ability to make decisions and live with them
Ability to recognise the power that they have
to influence decisions and processes

Clear vision, personal goals for development

Ability to see when there is need for change

Building Teams

Ability to determine stages of team
development that the group is at and take
appropriate action

Monitoring teams for their functioning
Ability to help the teams manage each other

(i.e roles, conflict, diversity)

Goal Setting , Feedback

and Coaching

Ability to set goals
Support and guide individuals for continuous

improvement

Managing Higher

Education Contexts

Ability to manage in high education contexts

Project Management

Ability to manage projects

Building on Diversity

Awareness and appreciation of multicultural
and multidisciplinary and multilingual

environments

Basic Financial

Management

Ability to manage finances

Effective

Communication

Understanding of organisational
communication
Evaluating communication and presentations

in the department

13




Organisational plan of the programme

CHEC is a major resource for the programme and is responsible for coordinating
and providing the training to the middle managers from the four universities.
CHEC is also responsible for marketing the programme to the different
universities. This is done through the distribution of pamphlets to the different
university departments, which are then handed over to middle mangers who will
then decide either to attend the programme or not. The universities are another

major resource for the CHEC programme.

A subject matter expert or consultant facilitates the management development
training and is usually sourced from one of the universities. If a suitable person
cannot be found within one of the institutions, the necessary expertise may be
outsourced. Some modules may be coordinated by one or two experts or
consultants. The training may be conducted at any of the four universities

depending on were an appropriate venue is available.

The major stakeholders consist of the four Human Resources directors from the
different universities and a project team. For this evaluation, the evaluator

worked closely with one of the stakeholders who is part of the project team.

CHEC is able to provide the training programme with contributions from the four
different universities. This is also enhanced by a fee paid by the participants
attending the training programme. The support acquired from the universities and
the payments from the individuals cater for the programmes needs, as well as
paying the facilitators. A diagrammatic illustration of the organisational plan is
presented in Figure 2.

14



Figure 2 shows the important resources that need to be in place in order for the

training to be a success. These include: the venue coordinators, catenng

arrangements and remunerating the trainer.

Figure 2. Organisational plan for the training programme.

Service utilization plan

The Service Utilisation Plan illustrated in Figure 3 {see helow) shows how CHEC
expects to reach the target population. The service utilisation plan shows the
seguence of service contracts and how relationships are concluded when they no
longer exist. The marketing pamphlets are distributed to departments, at the four
institutions . Middle managers interested in the training apply to attend the training.
CHEC then captures the information and confirms all the arrangements for

attending the traintng.




Figure 3. Service utilization plan for CHEC

The evaluation
This dhssertation is an outcome evaluation of the management development

programme provided to middle managers in 2006. An analysis conducted by
CHEC of the evaluation forms completed by the middle managers just after the
training reveals that to a large extent, participants found it useful, However, there
has not been any documented formal investigation of the actual outcomes of the

16




training itself. It is assumed by the stakeholders that the middle managers are
actually applying the training concepts in their departments, but there is currently
no evidence to support this belief. This evaluation therefore seeks to address this
gap. In particular, it seeks to establish if at all the training offered to the middle
managers has actually been applied by participants, and the successfulness of
the application thereof. On another note, the evaluation seeks to find out if at all
there are some middle managers who have not applied this training to their
departments and the reasons for failure to do so. Insight into the reasons why
participants have not implemenied what they were taught will possibly allow

stakeholders to address these factors proactively.

This evaluation will go a long way towards clarifying the value of the training
programme. This dissertation will highlight the successful and non-successful
application of the training by the middie managers. This type of evaluation is
referred to as an outcome evaluation. As defined by Rossi et al. (2004) outcomes
are the observed changes in the target population that occurs as a result of the

training.

This evaluation will challenge the unfounded assumption that the training
programme is successful. It is very possible that while the stakeholders may think
that the training is successful, the middle managers find it irrelevant. Another
possibility is that managers may be facing challenges in applying the training in
their respective departments, hence the need to verify the extent to which the

training is being applied.

Rational for the evaluation

The evaluation is very important for CHEC because it allows them to know
whether they have managed to meet their objectives. “...surely no one would
want to be involved in training and would not want to know if they are achieving
worthwhile results...” (Shapiro, 1996, p. 26). CHEC would aiso want to know

17



whether they have achieved the “...hoped for impact they intended to have on
the middie managers...” (Shapiro, 1996, p. 26).

According to CHEC the information that is gathered from this evaluation will not
only show where CHEC is at the moment in terms of achieving its objectives, but
will also inform future decisions. This means that if a module that was offered has
brought about change among the middle managers, then no changes will be
made with regards to the module. However, if a module did not bring about the
relevant change that was needed, CHEC will have to make changes. In other
words, the information provided should influence the decisions that will be made
with regards to the programme (Brinkerhoff 1998 cited in Robinson & Robinson
Eds).

Knowing what aspects of the programme are working and what is not will give
CHEC the knowledge of where it needs to channel more resources (Shapiro,
1996). For example if the participants state that they were not able to apply the
training because they had fewer people that provided them with the continuous
assistance that they needed, CHEC will know that it will need to budget for
support that the participants need.

CHEC is concerned with the fact that more people attend certain modules in
comparison to others, yet the assumption is that all modules should be attended
and are of equal importance. The turnout of participants to the programme is also
very low. The information that is gathered from this evaluation may influence the
structure of the module so that it better suits the needs of the middle managers.
This is hoped to lead to greater participation by the middle managers of the four

institutions.

Significance of an external evaluation

Although CHEC may have the ability to conduct the evaluation themselves, an

external evaluator was requested to carry out this evaluation. According to the

18



stakeholders, the evaluation is likely to be more objective as the external
evaluator is distanced from the work, as compared to the internal evaluator
(Shapiro, 1996).

Also the stakeholders felt that getting in touch with the external evaluator who
had more experience in the field would be helpful as this evaluator would
possibly have more evaluation skills than the internal evaluator. The stakeholders
also stated that participants are usually more willing to speak to an external
person than an insider in the evaluation process, as they feel that the external
person is not directly involved in the programme and they are more likely to be
honest. This may not be the case with an internal evaluation. The results that are
gathered from an external evaluation is usually more credible in comparison to

that which is gathered from an internal evaluation (Shapiro, 1996).

The evaluator is cautious, however, to the fact that the understanding that the
external evaluator will have of the culture and the context of the organisation may
be different from that of the internal evaluator. This may be accounted for by the
fact that the internal evaluator has been in the environment longer than the
external evaluator. Stakeholders may also find it difficult to give the external
evaluator some organisational information as they feel that the use of an external
evaluator threatens their security of their job and what they are doing. Over and
above these possible shortcomings, the use of an external evaluator still seems

more advantageous in this evaluation.

Evaluation questions

“If you don’t know where you are going any road will take you there” (Carroll,
1865 in Kusek & Rist). Therefore, it is important for an evaluation to be done so
that the organisation knows where it is heading to and what outcomes they hope

to achieve because of this programme.
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In Chapter two the Success Case Method (SCM) of evaluation will be elaborated
on further. Using the SCM, this evaluation seeks to address the following

questions from the success and non-success cases:

Success Case Interview questions

¢ What was implemented? (Application)
In this question the aim is to investigate which aspects of the training were

implemented by the participants. The objective will therefore be to find out what
parts of the training were applied by the participants once they completed the
training. In relation to what the participants learnt, the evaluator would want to
know the exact aspects of the training that have been used by the participants
and those that have not. A general usage of the training by the participants will
also be examined. The methods that the participants have used to get results

when using this training will also be elaborated on.

The sub - questions that will be investigated are:
% Did you apply the anything that you got from the management

development workshop?

% Which of the modules have you applied successfully?

< What have you applied so far from what you learnt in the training?
v How?
v When?
v Where?
v' With whom?
v Under what conditions?

“ Which sections of the training did you use more than others?

e What results were achieved? (Outcomes)
For those participants that have applied the training, the question that will be
investigated is what significant results has the training achieved. These results
could be positive or negative. This may mean for example that after a participant

applied the training in such a way that the performance has increased or a more
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productive climate was established. The question will assess whether the

intended outcomes of the programme were achieved or not.

The sub- questions that will be investigated are:
< Are there any significant results that you have achieved as a result

of applying what you learnt from the training?
< How did you know of the results?
< What changed?
+ What feedback did you get?

+ Can we get evidence of this feedback?

e What good did this do for the organisation? (Value)
This will examine the value that was obtained by the organisation as result of the
training. The participants will have to respond to the benefits that they think their
organisation/department got as a result of the training.

e What helped and what got in the way? (Obstacles)
According to Brinkerhoff (2006), 80% of training impact is determined by
performance system factors. This question will look into the environmental, social
geographical factors that enhanced or hindered the successful application of the
training. Participants may have used other tools to enable the successful
application of the training.

The sub- questions that will be investigated are:
< What environmental, social or additional tools enabled the effective

application of the training?

% Are they any priorities that you took to enable the effective
application of the training?

* What are the challenges that came in you way?

< How did you deal with these?

o Suggestions
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The participant interviewed will have to suggest changes that they feel are
necessary to the programme.

The sub- question that will be investigated is:
< Do you have any suggestions for further improving the programme?

Participants that have not been able to apply the training will also be interviewed

to look into why this has been the case.

Non-success case interview questions

e What barriers got in the way? (Obstacles)
This question aims to investigate what went wrong and what got in the way
resulting in the training not being applied. Participants will be asked to explain
why the training did not work for them or why they found it hard to implement
what they had learnt.

e Suggestions

The sub- question that will be investigated is:

.0

» Do you have any suggestions for further improving the programme?

Participants that did not apply the training will be asked to make suggestions

related to the improvement of the training programme.

Summary

This chapter has described CHEC and elaborated on the training programme.
The problem statement, significance of evaluation and evaluation questions were
elaborated on. All the questions that are asked above for this evaluation are
grounded in the Success Case Method of evaluation by Brinkerhoff (2003). This
method of evaluation i.e. the SCM will be elaborated on in the chapter that

foliows.
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CHAPTER 2
THE EVALUATION METHOD

As mentioned in the previous chapter, the Success Case Method (SCM) was
used to evaluate the outcomes of the training programme. This chapter describes
the SCM as well as the advantages and disadvantages thereof. The SCM
method entails two phases of gathering information: (i) a questionnaire which
determines whether an individual is a success or a non-success case and (ii)
interviews of the success and non success cases. This evaluation was
conducted from August 2007 to March 2008.

Description of the Success Case Method

It is common that even after training the impact of the training will vary depending
on the participant or organisation (Brinkerhoff, 2006). One participant or
organisation may have an organisational climate or effectiveness impact of five
percent (5%), yet the other may have an impact of eighty percent (80%) after the
training. Evaluating the training will help measure the impact of the programme.
According to Brinkerhoff (2003) the impact of the training depends on the way
that the company makes use of the training. To be more specific, this depends
on the way that the company organises, plans and implements the programme.
The after training support and follow up also influences the value that the training
will have on the participants (Brinkerhoff, 2006). These impact questions form the
SCM of evaluation, by Brinkerhoff (2003).

The SCM aims to investigate the successful or non-successful application of an
intervention. With reference to the CHEC training programme, the SCM
investigates who went on to apply the knowledge and skills acquired from the
training through the use of a questionnaire (Brinkerhoff, 2003). Quantitative data
is collated from the questionnaire. A total score is calculated for each participant
and arranged in numerical order. Participants that scored highest are labelled

success cases and those that scored the lowest are labelled non-success cases.
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Both the top and bottorm scorers are selected for interviewing. The number of
people that are interviewed depends on the amount of infermation the evaluator
needs to generate. Brinkerhoff (2003) suggests that more interviews shauld be
conducted as this will enable the evaluator to choose the best interviews to
present. Face to face or telephonic interviews may be conducted with the
participants to share their stories of successful application of the training
{Brinkerhoff, 2003). A diagrammatic illustration of the SCM is presented in Figure

4 below.

Send questionnaire 0 determine success and non success
s

Figure 4. The SCM of evaluation process {Brinkerhoff, 2003)
Participants respond to the gquestions asked using the " _fill in the buckets
protocol. " (Brinkerhoff, 2003, p.141) {see Figure 5). Fill in the buckets protocnl

simply means that each bucket needs to be filled with the relevant information.
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Success case interview guestions

Non success case interview guestions

Figure 5: The fill in the buckets protocol

The advantages of using the SCM

The SCM was chosen because it provides quick and easy discovery of what is
working and what is not working (Brinkerhoff, 2003). Through the initial
questionnaire that is sent to the participants, the evaluator may immediately
ascertain what is working and what is not working. As a result, less cost may be

incurred on irrelevant informaticn (Brinkerhoff, 2003).

Through the use of stories, the SCM provides evidence that is hard to argue
against (Brinkerhoff, 2003). Information that is provided by the participants will
help identify best practice and may increase the knowledge base for the
organisation's future professional development. Through the shared success
case stories, the S5CM provides models and examples that can be used as a
guide and motivate others. It provides specific examples of what can make the
intervention work {Brinkerhoff, 2003}
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The use of stories has “...deep emotion and commandis] attention...” (Brinkerhoff,
2003, p.15). Because the method considers both the positives and negatives of
the evaluation bias that may be attached to findings is reduced (Brinkerhoff,
2003).

The SCM provides evidence that can be proven. The questions that the
participants are asked allow for verification of information as they are asked to
explain the procedures of training application (Brinkerhoff, 2003). The SCM is
very practical because the first part seeks to look for the right stories to be
included whilst the second part includes the backing up of these stories with
evidence (Brinkerhoff, 2003).

The disadvantages of using the SCM

The fact that the SCM looks at a few cases only and uses convenience sampling
to generate information may resuit in the population not being adequately
represented (Brinkerhoff, 2003).

The SCM does not look at the average score of the participants to find out the
overall effect of the programme yet stakeholders may need this information for
future use (Brinkerhoff, 2003). Having assessed the strengths and weaknesses

of the SCM, it seemed to be the best method for an evaluation of this nature.

The SCM as applied in the evaluation of the
management development programme

Data collection methods and procedures

The questionnaire phase of the evaluation

An electronic questionnaire was developed for the first phase of the SCM to

identify success and non-success cases. The online questionnaire was sent and
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received from the participants electronically and was administered using the

Sample Survey ASP software package.

The use of the electronic questionnaire

Electronic mails are convenient, as it was easy to collect the information and is
cheaper to use than posted mail. The questionnaire provided data for the
evaluator that can be used for data analysis. It was also easier and convenient
for the participants to respond electronically. Brinkerhoff (2003) mentions that

electronically administered surveys are simple and faster to complete.

Advantages of using electronic questionnaires

An electronic questionnaire was the most appropriate way to determine the
success or non-success cases as it can be objectively scored (Babbie & Mouton,
2003). The questionnaire was pre-coded (with codes analysing data) making it
easy for the evaluator to determine whether the participant qualifies to be a

SUCCesSs Or a non success case.

An electronic questionnaire was the most appropriate method for data collection
as this takes less time to administer (Babbie & Mouton, 2003). This is also made
possible by the fact that this was administered electronically. Electronic
administration is quicker and convenient to both the evaluator and the participant
as there is not much movement between the two and there is no need for
physical appointments and contacts. Low costs are incurred in the use of the

electronic questionnaire as no postal, travel, venue or food costs incurred.
With the questionnaire, there is less pressure on the participants to fill in the

information. Due to the nature of electronic questionnaires one does not find any

missing data.
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Validity of the questionnaire

All questions that the participants were asked related to the modules that they
attended. The participants were not expected to fill in information on modules
that they had not been involved. Hence the questionnaire was content valid
(Blanche & Durrheim, 1999). The questionnaire presents information which
shows that it does measure what it supposed to measure, hence face validity is

presumed.

Limitations of using questionnaires

A questionnaire has a set structure and respondents have to choose a response
from the information provided. Participants that may have different responses to

the options available and may find this a hindrance.

Another limitation with the use of the questionnaire is that there is no contact with
the respondents so the evaluator is not able to read the response of the
participant. Reactions may contribute to the research information yet this is not

possible when a questionnaire is used.

The evaluator went on to use a questionnaire even with the knowledge of the
possible limitations. This is because it provided the necessary information for the
first phase of the SCM.

The questionnaire

The participants had to fill in the demographic section, and section A and B which
asked questions relating to the application of the training and resuits that were
achieved as a result respectively. Put simply, Section A and B contained
questions that would determine whether a participant is a success or non-
success case and the demographic section provided personal characteristics of

the participant. Section A had questions that related to the application of the
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different modules, while section B had questions relating to impact of the training
upon application. A full questionnaire is attached as an annexure (see Appendix
A).

The data obtained from the questionnaire was captured into SPSS (Statistical
Package for Social Sciences) and total scores for each participant were
calculated. Participants with the highest scores as well as those with the lowest

scores were contacted for further interviewing.

Description of survey respondents

A total of seventy five participants attended the Creating The Leading Edge
programme for middle manager in 2006. A request to complete the online
questionnaire was sent to all attendees. Brinkerhoff (2003) suggests that the
SCM be used for participants who were on the training not more than 12 months
ago. For this reason only the 2006 participants were targeted. Another
suggestion that Brinkerhoff makes is that about one hundred people should be
contacted in the initial survey. For this evaluation, only 75 middle managers
attended the training programme, hence the reason that all of them to be
included.

Seventeen people completed the questionnaire. There was therefore a 23%
response rate after the first phase. This is rather low. Follow up requests were
sent out to try and increase the response rate and the response rate did not

change. The demographics of the participants are summarised in Table 2.
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Table 2
Respondents’ biographical details

E

RACE T | White 6 35%
Coloured a 47%,
' Indian 11 6%
"Noi stated 2 %
“POSITION HOD 6 35%
| Admin Officer | 1 6% ?_
Student 1 6% i
Gounse lar
Manager 5 29% ]
Chairman 1 6%
TOther 3 . 189,
GENDER ' female g 53%
male 8 T AT,
'NUMBER OF YEARS mm
POSITION 6- 10 5 29%
T8 B 6% |
15-20 7 125, e

Most of the participants that responded to the questionnaire were Coloured. The
second race group that was dominant was Whites, In terms of their position in

the organisation, most of the participants were HOD's and managers, The

' ncbudes — foreman, libracimn, seoior delbtor
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number of males and females was almost similar. Most of the participants that

responded had spent between zero and ten years in their current position.

The interviewing (qualitative) phase of the evaluation

Successful and non successful participants were interviewed to document their

stories of applying the training.

The participants that successfully applied the training (referred to as high
success cases) and those that did not successfully apply the training (referred to
as low success cases) were telephonically interviewed using questions that were

further elaborated on in Chapter One.

Advantages of using telephonic interviews

The advantage of using telephonic interviews is that they are convenient as the
interviewer does not need to meet with face to face with the interviewee. They
are also economical as there are no travel costs incurred (Brinkerhoff, 2003).
Telephonic interviews are further believed to be as productive and as accurate as
face to face interviews (Brinkerhoff, 2003). Interview allow for probing when
information mentioned is not clear. This means information is clarified during the

interview (Holcomb, 1998).

Disadvantages of using telephonic interviews

Since the evaluator does not see the participant, the evaluator cannot observe
the reactions of the participant. Reactions of the participants may be valuable as

they may show feelings that may be relevant for the evaluation.
Telephonic interviews were chosen for the advantages that they have. Most

participants were also readily available for the telephonic interviews when

contacted.
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CHAPTER 3
RESULTS AND FINDINGS

This chapter presents and discusses the findings drawn from an outcome
evaluation of the Creating The Leading Edge training programme. Data was
gathered in two phases using components of the Success Case Method (SCM).
Quantitative data was gathered in the first phase using an online questionnaire
and in the second phase qualitative data was collected using interviews. The
findings from the Quantitative and qualitative analysis of the questionnaire and

interviews are presented below.

Findings 1: Quantitative results

Of the 75 participants that attended the training programme in 2006, only
seventeen completed the questionnaire. This represents a 23% response rate
which is poor and was unexpected. The following explanations for the low
response rate were provided:
¢ Participants may have changed jobs after the training.
e The contact details of the participants were possibly not accurately
captured at the training.

o Some of the participants choose not to be part of the evaluation.

Connell et. al. (2004) also conducted a similar study and obtained a similarly
poor response rate. They found that changing roles on the part of the individual
and move to other organisations resulted in the poor response rate. Contact data
may also have been captured incorrectly as come of the emails were returned
because the addresses did not exist.

Identifying success and non-success case participants

To identify the participants that would qualify as success and non-success cases,

each participant’s scores for all modules attended was added up and a mean
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sore calculated. The overall mean score of the participants across all modules

was 4.32 on a five point scale (SD = 0.42).

The results where then split into four groups and the 17 participants were
classified into a range depending on their mean score (see Figure 6). The cut
offs were identified as one standard deviation above and below the mean. These

cut offs created the four categories illustrated in Figure 6.

Mean Scores of participants (X =4.32; S.D = 0.418) I

O 2N W s o O~
[ P |

participants

Total number of

Range of scores

0-3.91 3.91-4.32 4.33- 4,69 47-5.1 /
|

Figure 6: Range of scores for the participants

A total of eight participants (i.e. three non-success and five success cases) were
selected for further interviewing as success and non-success case stories. To
select the participants to be interviewed, the three participants that were in the
very low scoring category were selected. These were the participants that were
in the range of 0 — 3.9, which is below one standard deviation from the mean and
were classified as non-success cases. Success case participants were the two
participants in the very high range of 4.7 — 5.1 (i.e. above 1 standard deviation
from the mean) and three highest scoring participants in the range of 4.33 — 4.69.

These five people were interviewed as success cases.
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At - test was done to compare whether there was significant difference between
the five success and three non-success cases mean scores. The (t = 0.325, p <
0.05) was found to be significant. Put simply there was a significant difference in
the mean scores of the participants that had applied the training (i.e. success

cases) and those that had not applied the training (i.e. non-success cases).

Have participants applied the training?

Each module was analysed in order to gather information on the category of
responses that the participants classified themselves. The results are presented
in the section that follows. Overall the results show that most of the participants
have applied the training. Brinkerhoff (2006) mentions that many estimates have
found that only 15% of individuals that receive training “will use it in ways that will

produce valuable performance results” (p.303)

Personal leadership
Most of the participants (84%) have applied the knowledge and skills that they

acquired from the personal leadership module. Of these, 76% achieved results
after applying the training. One person (8%) mentioned that they did not have
plans to do this and another (8%) had not applied the training but expected to.
Another one person (8%) and had applied the training yet they had not
experienced any discernible results (see Figure 7). Four of the respondents had

not done the module.
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Personal Leadership (n=13)

H I do not have any plans to
-1, 8% da this

1, 8%
1. 6%

B ol vet, hut | expact to

OYes buat | haven'i
experienced any decernible
results

O es with clearly positiva
results

Figure 7: Personal leadership

Building teams
Six people indicated that they have not done this madule. Eleven participants

that had done the module had applied the knowledge and skills and had
gathered fram the training. Of the 11, 73% (8} of the participants mentioned that
they had gathered clearly positive results. Only 27% (3) of these mentionad that
they had not experienced any discernible results yet even though they had

applied what they learnt {see Figure 8).

Building Teams (n=11)

L O% E| do not have any plans to
_D' 0%, dothis |

327% i
B MNat yet. but | expect fo

O%es, bui | haven't
exparenced any disce mibls
results

O es with clearly positive
results i

8 T3%

[ |

Figure 8: Building teams module




Effective communication (n=14)

1, 7%

0, 0% B do not have any plans to do

2. 14% : Ahis
"l Mot yot, bat | oxpect to

O Yes, but | haven't experienced
any discemible results

0O es with cleardy positive results

Figure 13: Effective communication madule

Which training modules and or parts of the training have
worked better than others?

The evaluator combined the results relating to two of the responses which related
to the application of the training (i.e.”...Yes. with clearly positive results...” and
“...Yes, but | haven't experienced discernible results...”). These ware combined
and compared. All of the modules that the participants have attended were
applied to some extent. Overall results show that above half of the people that
attended the training went on to apply the training that they received on all the
modules. Over 50% of the participants that attended the training mentioned that
they had further achieved worthwhile results (see Figure 14).
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Participants application of module and achievement of results
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Figure 14; All modules results

A comparison of the different modules achieverment of results when
applied

The evaluator also compiled results of the modules that achieved results when
applied. A comparison of the different modules was done s¢ as to know which
modules were applied the most (or least) results when applied. Results show that
the effective communication module was applied the most in comparison to the
other modules. This was followad by the personal leadership and than the profect
management module. The Basic financial management and managing diversify
module were the modules in which few of the participants have applied the
training had achieved worthwhile results {see results in Figure 15),
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Module that achieved the most/ least results when applied

1
Managing diversity | 1 54

Financial management
Goal setting and feedback

Building leams

Module

Project management

Fersonal leadership

Effective commurication

4] 14 20 30 44 20 Bl [0 a0 80

Yalue as %

Figure 15: Comparison of modules that most or least achieved results

A comparison of participants that achieved results versus that those that did not
achieve results was done. Results show that the perscnal leadership and
effective communication modules were the two modules that were applied and
achieved worthwhile resulis. A few participants that applied the module did not
achieve results. The managing diversity module achieved the least results upon
application in comparison to the other modules. There were more participants
that applied this module and did not achieve any results in comparison to other

modules (see Figure 16).
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Figure 16. Module results achieved or not achisved
Findings 2: Qualitative results

This section presents infarmation gathered from the interviews, which are the
second phase of the SCM. The information presented was gathered using the
questions that were fully elaborated on in Chapter One. For the success case
these are:

« \What was apphed?

» What results were achieved?

»  What good did it do for the organisation?

» \What helped or what got in the way?

» Do you have any suggestions to further improve the programme?

The first guestions 'what was applied was answered in the first phase of the

resumed discussion above.
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What results were achieved?

Effective communication
The effective communication module was applied the most and achieved the

most worthwhile results after being applied by the participants. This is noticeable
in Figure 15. Some of the significant achievements interviewees mentioned were
that the successful application of the effective communication was noticeable
through the way which individuals communicated with other people in their
departments after implementing and applying the skills and knowledge,
establishing good and clear communication channels and creating policies and

other individual results that will be etaborated on further in what follows.

All the participants that were interviewed on the application of the effective
communication training mentioned that after the training they were better able to
communicate with other people in their departments. One of the participants had

this to say:

The training was really helpful as it help me to realise that
communication is a two way process. It is not only about me as the
manager, but it is also about how the other person perceives, receives
and understands what | am talking about. Giving and receiving
feedback in communication is also very important. After applying the
effective  communication principle, | realise that our department
communicates better and we are more productive and everyone is

happy with what they are doing.

One of the participants that manages the writing centre mentioned that the
training made her realise that she needed to have a communication policy in her
department. She works with students (part-time staff) and full-time members of
staff. She mentions that despite of the fact that they are part time, they need to
be aware and communicate at the same level with the full time staff. Creation of

the policy has been very helpful, as her department is now better organised. The
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students employed are more effective and necessary results are also achieved

on time. She says:

The module (effective communication) was very helpful to
me...considering the fact that | work with students. After knowing that
there is a need to have policies for communication, | designed these
for my department. This was very helpful and it made my work life
easier with the students that | employ to work on a contract basis as

they communicated at the same level with full time staff. .

All the participants interviewed valued the need for effective communication in
their departments. After applying the module knowledge to their departments,
there has been more production in their departments as the workers are clear
with their tasks and procedures. Daft (2001) provides a definition of
communication by leaders. The author mentions that communication should
influence and motivate others that the leader is working with. This has been the
situation with the participants that have been working with the middle manager at
the writing centre. Communication was valued and has helped bring about
change in the communication situation in the department. Communication is a
need for leaders and enhances effective leadership among people.
Communication will enhance personal leadership and the success of the
department.

Personal leadership module
According to Yukl (1981) leadership has been discussed for a long time yet its

definiton has remained somewhat unclear. Second to the effective
communication module, the personal leadership module was applied the most by
the participants. This may be because leadership touches people’s lives in one
way or another (Yukl, 1981).
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Results for the personal leadership module show that participants have achieved
worthwhile results in their application of the training. Overall the training was

beneficial to 76% of the participants as evident in figure 9.

Most of the participants that had applied the personal leadership training had
achieved worthwhile results. This was confirmed by the success cases that were
interviewed further. One of the participants had this to say:

After applying the training, | was a better leader...I got feedback from
other people that | work with informally. They mentioned that | was a
better leader than before. | am someone who had risen through the
ranks, | had moved from junior to senior level positions. The feedback

that | got was that | had continued to become a better leader.

A different participant mentioned that although he could not point out to any
noticeable result achieved, he felt that he applied the knowledge and skills

gained from the training and achieved results. The exact words of this participant
were:

I can’t really point out to anything that | have managed to apply as a
result of the training, but it is in my gut feeling that | have achieved
results because of the training.

In a different interview with one other participant, she mentioned that the training
had not only helped her to become a better manager, but her leadership skills
had improved significantly. She states:

This training was really worth it for me, not only have | become a better
manager, but | have been able to position myself as a leader...| have

developed a personal plan that | continuously use in my department.
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This has allowed for the smooth and effective running of my

department.

This same participant mentioned that she had managed to get respect from staff
as a result of the good personal planning skills and ability obtained through the
training. This participant mentioned that being clear with tasks that needed to be

performed enhanced the respect from the participants. As mentioned:

Another additional aspect that has come by as a result of the training is
that | learnt in the training that | had to plan. | realised that if one is
clear with tasks then co-workers will see that you are organised and

will respect you more which is a good thing.

The results gathered from the personal leadership module confirm that although
there are many leadership theories, the most important component of leadership
is influencing (lvancevich & Matteson, 1996). According to lvancevich &
Matteson (1996) if an individual has meaningful influence it will mean that there
will be an impact on the organisation and organisational relevant goals will be

achieved as a result.

Building Teams
Teams are “...units of two or more people who interact and coordinate their work

to accomplish a specific goal...” (Daft, 2001, p. 353). The use of teams has
become common in the 21 century and is important to most organisations. If the
team interacts and coordinates their work well, then it will mean that their goals
are accomplished. This is evident in an interview with one participant who
mentioned that tasks have been completed by the people in their departments

after they had applied the knowledge and skills from the training.

Most of the participants mentioned that the ideas that they acquired from the
training on building teams were useful. One of the middle managers that

attended the training and continuously works with students on a contract and part
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time basis mentioned that after applying the knowledge gained on this module,
the work environment is “cosier” and students are working better together. There
is effective team work in the department. Participants are more willing to share

the knowledge that they have. She highlights:

The building teams module was a good module for me. Again
considering the fact that most of the people that | work working with
are students on a part time contract. They can leave anytime if they get
other jobs or felt like they are not managing studying and working at
the same time. | learnt to build teams on a temporary and permanent
basis: Teams for people working together for a short time and those for
people working together for longer. With this | have ensures that there
is safety among the workers and that the relationship among the teams
ensured productivity in the department above all. This has been helpful

I must say.

In a different interview the participant mentioned that because of the skill of
building teams that she had developed from the training she was able to work
with different individuals that had different complimentary skills. Through the
application of the training she ensured working together and this resulted in a
common goal being reached by the people that she works with. She has the

following to say:

People worked together really well. If there is section which one is
unable to complete the other members come in and help. | also aimed
to deal with the issue of power and ranks in teams. Indeed this has

worked well in the team.

The Building Teams module helped one of the participants to be able to lead the

team, allocate and delegate tasks to the team members.
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I think | have been able to allocate tasks more and tell people the

objectives and tasks to be completed in teams.

Goal setting and feedback
Over half (65%) of the participants that attended the training had applied the

module goal setting and feedback. One of the participants mentioned that the
module helped her to groom, coach and give feedback to the people that she

was working with.

One participant mentioned that this module had resulted in an effective
department. Effectiveness was possible even with students working on a part

time basis. As mentioned in the interview, the participant has the following to say:

This module has made my department more effective. People set
goals for themselves, give themselves feedback and may get feedback
from others as well. | have taught them how this is done. Even part
time staff set their goals and can give each other feedback. | also have

been able to assist them continuously by being their coach.

Basic Financial Management

Although most of the participants mentioned that they had knowledge of how
they should be managing their finances even before the training, the training was
helpful as it confirmed how they should be managing their personal finances and
those of their departments. One of the participants mentioned that after applying
the budget training concepts, the budgets she submitted on behalf of her

department were approved more often than before.

A different participant mentioned an incident in which just after the training she
went on to apply the managing the budget information that she had received
through the training and how this had been very helpful and managed to get their
budget approved. Two different participants had this to say:
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A major challenge that we struggled with before the training was
putting a budget together. Before | got the training, | struggled with
budgets. It took more time for them to be approved. Sometimes they
were sent back before they would be finally approved. Because of the

training, our budgets are approved more without much query.

The training enhanced my skills of financial management. Our budgets
are approved more often and we know what we are talking about and
were the information is coming from.

Which modules have you applied the most/least?

Most of the participants that attended the training highlighted that they have
applied the training sections that are more relevant to their departments. One of
the participants working with exchange and international students mentioned that
the Managing diversity module was the module that she had applied the most.
She mentioned that she has used the information gathered from the training to
make sure that the participants from diverse backgrounds get along with one
another and there is no division or racism among the students. This part of the

training applied more to her job and results achieved have been worthwhile.

The same participant mentioned that the feedback that she gathered from the
people about how she is able to manage people from diverse backgrounds has
been excellent. She had this to say:

For me the module that | applied more was the Building diversity
module as | work more with students from diverse backgrounds and
international students... with this module there has been reduced

racism and no division among the students is evident.

Another participant who is Head of the Finance department mentioned that the

module on managing personal finances (Basic financial management module)
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was the module that he had applied the most. The reason for applying this more
was also linked to the fact that he was working in the finance department and got

the opportunity to apply this more.

There was one participant whose experience was different from the participants
mentioned above. She had managed to apply all the modules equally. This
participant mentioned that the reason why she had managed to apply all training
modules was that she was a newly appointed manager and used the information
that she got from the training to confirm her knowledge on how to be a better
manager. She mentioned that she also used this information to help her in
situations were she did not know how to manage her departments well. She said

the following:

I can say that | have applied most of the modules either to confirm or to

help me with my management practices.

Overall results achieved through the application of the
modules

Most of the participants revealed that they had managed to become better
managers as a result of the training. One of the participants mentioned that the
training gave them insight into other people. Generally better management
practices exist in their organisations/units after applying the knowledge and skills
acquired from the training.

Another participant mentioned that the training had made them more confident in
implementing tasks as required. It has also resulted in more production and

achievement in her department.

Well | think that the training was really helpful to me considering that

the fact that it was my first time working as a manager here. | learnt
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about management and how | can be a manager in this setting. When
| attended the training, | had just come into the higher education sector
after being in industry. The training and discussions that we had with
the other people in small groups and the discussion in the workshop
was very helpful for me. Really | gained confidence in managing my
department activities and functions. There is more production and
achievement in my department because of my confidence in

implementing tasks.

One of the participants mentioned that she is often invited to serve on other
structures because of the managerial skills that she had developed and are
applying ever since she attended the training. Another participant mentioned that
the profile of their centre had been raised as a result of them being better
managers as they had applied the training that they got. This has lead to their
department to be involved in a number of the decision making structures at their

universities.

Also one of the managers mentioned that there was reduced absenteeism as a
result of the application of the training. There has been better communication

with the people in the different departments. The participants had this to say:

I have been called on to be part of different other boards because of

my exceptional skills gained through the training.

It’'s good to mention that our department had been involved in a lot of
decision making at this university because the skills, knowledge and
abilities that we have. These have been recognised valued and

appreciated.
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Has training resulted in a mare productive arganisational
climate?

On being asked if the training has resulted in a more productive organisational
climate, more than half of the participants either agreed or strongly agreed that
the training had in fact resulted in @ more productive organisational climate.
Thirty five percent of the respondents remained neutral. Twelve percent of the
respondents mentioned that they disagreed to fact that the training had resulted

in a more productive organisational climate (see Figure 17).

Has training resulted in a more productive organisational
climate? (n=17)
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Figure 17. Training a more productive grganisational climate

Impact is normally only noticeable after a period of time. The fact that the
participants were asked this so shortly after completing the training programme
makes it difficult for the evaluator to confirm that a more productive climate had
been established. This will have to be empirically investigated if a definitive
answer |15 to be sought. Having said this. it is a positive result.
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Has training resulted in better management?

Slhightly more than half (53%) of the respondents either agreed or strongly agreed
that the training had resulted in them becoming better managers. These findings
are similar to those of Spotanski and Carter {1993) whose research showed that
most managers that attend training are better managers. Spotanski and Carter's
research compared managers that had attended training and those that had not
attended training. Though the context of the research is different the findings
from this evaluation to some extent confirm that managers that attend training
become better managers. Thirty five percent (35%) of the participants remained
neutral {see figure 18). This result should be treated with caution as it is based
on a self regort measure {i.e. perception) which is affected by social desirability.
Other raters may not agree with this perception held by the managers.

Has the training made you a better manager? (h=17)
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Figure 18: Training and change in organisational management.
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Has training resulting more efficiency and effectiveness at
the university?

Has the training resulted in university effeciency and
effectiveness? (n=17)
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Figure 19: Training and change in university efficiency and effectiveness

Sixty five percent of the participants agreed or strongly agreed that the training
had resulted in change in the efficiency and effectiveness of their universities.
The remaining 35% remained neutral on this. According to Yukl {1981} leader
effectiveness has been studied for a long fime in the context of organisations and
the concept has remained wvague (Cameron & Wheetten, 1883). Leadership

effectiveness includes outcomes such as

"...group performance, attainment of group goals, group survival,
group growth, group preparedness, group capacity to deal with cnses,
subordinate satisfaction with leader, subordinate commitment to
group goals, the psychological well being and development of group
members and the leaders retention of his or her status and position
in the group. The most commonly used measure of leadership is the
axtent to which leader’s group pedorms task successfully and attains
its goals...” (Yuki. 1981 p.5).
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All the findings in this last section are based on self report and perceptions.
The extent to which they are accurate and are not biased by social

desirability cannot be confirmed. They are to some extent positive thought.

Social or environmental factors enhancing application of
training

Most of the participants that applied the training mentioned that this was
enhanced by the fact that they sought opportunities to do so. Some of their

responses are quoted below:

There are no major environmental factors that | can mention as being
helpful in the application of the training but | always sought
opportunities to apply the training as I felt it was helpful.

I can say it had more to do with me taking initiative to apply the training

to my department.

One participant reported a general willingness of subordinates to listen to
instructions given as a major environmental factor that supported the application
of the training. This was enhanced by the fact that the middle managers used the

training in a strategic way. She had this to say:

There was buy in from the staff making it easy to apply the training that

they received.
The fact that the middle managers were well prepared made it easy for the
people to accept what they were telling them to do and to apply what they were

learning.

One of the participants mentioned that another staff member from her

department had attended the training. This made it easy for both of them to apply
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the training as they supported each other and continuously referred to the

training together. She says:

One of my workmates attended the training with me. This was very
helpful as we gave each other ideas about how to implement the

training.

According to Schwandt & Marquardt (2000) the transference of learning
depends on the following:

e environmental factors,

¢ individual acts

e individual cognition

e organisational actions

In this evaluation it is evident that environment contributed to the
transference of learning. The environment in this case is the other
participant that also attended the training and was helping in the application
of the training and the staff that were willing to listen when their manager
would tell then what they should be doing.

The individual acts and cognition evident in this evaluation though
opportunities sought by the participants to apply the training knowledge and
skills of leadership and management. This theory confirms the finding of the
research. The issue of the organisational context was not mentioned by any
of the participants. Clarke (2002);Day (2000) and Olsen (1998) mention that

social factors are a catalyst for the application of the training.
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Barriers that hindered the successful application of the
training

The results that are presented in this section relate to participants that were
interviewed as non-success cases. They were asked the following questions
which were elaborated on in Chapter One. These are:

e What barriers got in the way?

¢ Do you have any suggestions for further improvement?

One of the participants that attended the training and did not achieve worthwhile
results mentioned the environment she worked in did not allow her to apply any
of the training that she had leamnt. Her job did not allow her to lead directly. She

revealed:

I work in the library making me unable to apply any of the modules to
my job. | did not see where the personal leadership module could be
applied for example. Neither could | see where | could apply the goal
setting module nor did the Basic financial management module in the

context of my job in the library.

These finding are relevant to Sirianni & Frey (2001) who mention that the training
may fail to be attached to situations in real life. The same participant also
mentioned that she did not follow up to read on the material that she got from the

training making it difficult apply the training. She had this to say:

I think this is also coupled with the fact that I did not go on to reread
the material and see where | could have applied it. | attended the

training for my personal development.

The findings of the participant that did not get anywhere to apply the training
relate to the findings of Mabey (2000) who found that it may be difficult to apply

training if there is no plan or if it is not integrated in the overall business strategy.
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From the interview with the participant, it seems evident that this participant
attended the training for career development purposes which has also been
mentioned by Mabey (2000) and Hardacre and Keep (2003).

A different participant that has applied the training and had not achieved any
worthwhile results mentioned that this was because he had gone on to apply the
training to a project that was still running and hence had not got the opportunity

to reflect on it yet since the project was only ending in December 2008.

Even after closely examining these barriers, it seems evident that that the
training could have been helpful to all the participants. However the barrier was
the environment as one of the participant mentions that the environment did not
allow the participant to apply the training. The other participant had not analysed
the project yet and did not qualify to be a success case.

Suggestions made by the participants

As is part of the SCM, participants were also asked to suggest ways in which the
training programme could be improved. Most participants suggested that there
was a need for knowledge on how the training should be applied to their working
environments. This will be a stepping stone to the application of the training. One
of the participants suggested that the training should be specific to their jobs so
that they are in a position to know what and how they should then go on to apply

the training.

One participant mentioned that she had suffered from information overioad after
the training. She proposed that the training be conducted over more days and
that less information is learnt on each day. Similar to this suggestion, but a more
specific one, was the suggestion that the training should be offered for a week
long and not be cramped in three days as it currently is. Relating to the length of

the training, there was a participant who mentioned that the training was too long
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and they would have wanted it to be offered on one day of each week as they

cannot leave their responsibilities to other people.

There was a participant that mentioned the first semester is a busy one for her
and she cannot take time off from work to attend the training. Her suggestion was
that the training modules be offered more in the second semester. The second
semester is not busy for her and can take time of to do this. The same participant
also suggested that the training be conducted at the universities that the people
are working at, so that she can always go back to see what is happening in her
department during training. She mentioned that she had so many responsibilities

and did not have anyone to delegate them to.

The evaluator suggests that the training should be offered during the short
vacations and just before universities open for the year. This will ensure that the
managers that are busy during the semester attend the training. Participants
should be given examples on how they can apply the training to their
environments during the training. It is suggested that the participants be asked
where they think they can go on and apply the training knowledge and skills
gained during training. If a participant fails to see where and how they can apply
the training knowledge and skills to their environments the facilitator or other

participants in the group may give suggestions.

Summary

This chapter has presented and discussed the results and findings of the training.
Results have shown that the training has been a success. An overwhelming
majority applied the training. Most of the participants that applied the training
achieved results. The results achieved differed with the context that one is
working in. There are some participants that felt that they had become better
managers as a result of the training. The training enhanced university efficiency

and effectiveness. It also has resulted in a more productive university climate.
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This summary should have the same cautiousness in interpreting the self report
results. The next chapter presents the limitations, recommendations and

conclusions of the evaluation.
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CHAPTER FOUR
LIMITATIONS, CONCLUSIONS AND RECOMMENDATIONS

This chapter presents the limitations of the evaluation and of the programme in
relation to the evaluation. Conclusions and recommendations for future trainings

and evaluations are also provided.

Usefulness of the SCM in this evaluation

in this evaluation the SCM has been very valuable. Through the SCM,
information on the usefulness of the training was generated. The SCM has
allowed for the generation of evidence that can be used for future evaluations.

The SCM was quick and easy to use.

Questions that are asked generate relevant information to determine outcomes.
The information that is generated in the interview phase shows evidence that is

hard to argue against.

Since the SCM investigated the environmental and social factors that supported
or hindered the training. Participants that attend future trainings can be alerted on
the factors that support on hinder application of the training. CHEC will also know
of the kind of support that the participants need to enhance application and
achievement of results upon application of the training. Without doubt, the

evaluator will recommend this method of evaluation to others.
Limitations
Limitations of the evaluation

Since this research has been conducted with middle managers that attended the
training in 2006 only, the results cannot be generalised to a larger population.
Even with the participants that attended the training in 2006, the fact that there
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was a 23% response rate means that the research should not be generalised
without any caution. However, this information may be useful to CHEC as they
have gained knowledge on whether the training has been helpful or not. Insights
have also been gathered into the environmental factors that support or inhibit the

application of training.

After choosing potential participants that were to provide information on the
application of the training, there is a success case applicant that mentioned that
she was not interested in taking part in the evaluation. This lack of participation
by a participant selected as a success case may affect the results as her

information is not available on the application of the training.

The information on the application of the training provided by the participants
cannot be confirmed and hence the extent to which this evaluation is a true
reflection of what is happening cannot be confirmed because no evidence of a
budget that was approved was provided for example to confirm the successfui
application of the financial management module in which the participant

mentioned that the budget was approved.

Results generated using the SCM are based on self-report. Participants may
answer positively to questions for social desirability. The extent to which results
generated are based on social desirability cannot be investigated or verified. The

SCM further cannot determine causal relationships.
The SCM investigates further on extreme cases. The most successful and the
least successful applications are investigated. The score of the average

participant is not investigated with the SCM.

Another limitation of the SCM is that it does not measure the impact and distal

outcomes of the training. There is need for information to be gathered on the
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impact and distal outcomes of the training as this is the ultimate aim of the

training.
Limitations of the programme

This programme offered to middie managers has little documentation available
for use. Therefore there was not much background information to the programme
that could be provided. At times the evaluator was unable to get documentation
from the stakeholders as the stakeholders were not sure of the amount of

information that could be exposed to the evaluator.

Participants are allowed to attend the training on different modules over the year
and they have an option to choose the modules that they want to attend. The
evaluator tried to be systematic in choosing the modules to evaluate, but not all
the modules evaluated had an equal number of participants. The information
generated cannot be compared in numbers, but as a percentage. Although the
method of evaluation used is called the ‘Success Case Method’ there is no

definite measure of ‘success’ in the evaluation.

Conclusions

Conclusions1: What was implemented?

Most of the participants successfully applied the modules that were offered by
CHEC. Of the participants that had successfully applied the training, most of
them mentioned that they had applied the training that was relevant. For
example the interviewee that works in the finance department had applied the
Basic financial management module more. The manager who works with diverse
and international students had applied the Managing diversity module more than

the other modules.
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The module that was implemented the most by the participants and achieved the
most worthwhile results was the Effective communication module. This was
followed closely by the personal leadership module. The Managing diversity and
Basic financial management modules were least applied by the participants.
These two modules achieved the least results when the participants tried to apply
the training. Overall over 50% of the respondents had applied the training. Most
of the participants had successfully applied the training that was relevant to their

departments more.

Conclusion 2: What results were achieved and what good
did it do to the organisation?

Most of the participants that successfully applied the knowledge and skills from
the training mentioned that their departments were more efficient and effective
than before. Some of the participants that applied the Effective communication
module designed communication policies after training. This resulted in
satisfaction among the other employees that they were working with in their

departments.

Participants that applied the Personal leadership module mentioned that informal
conversations that they had with their colleagues confirmed that they had
managed to become better managers. One of the participants mentioned that
they felt it that they had managed to become better managers after applying the
training. With the building teams module most of the participants mentioned that

that the teams in departments were better able to work together.

When the participants applied the knowledge and skills from the Basic financial
management training, their budgets were approved more. Some of the
participants mentioned that they were often invited to serve on other structures
because of the knowledge and skills that they had developed from the training.

Overall all the modules resulted in a more efficient, effective and more productive
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organisational climate. Efficiency, effectiveness and a more productive climate
could not be measured in this evaluation. The extent to which this finding are not

based on social desirability and are true cannot be confirmed.

Conclusion 3: What helped or what got it the way?

Participants mentioned different environmental and social factors that enhanced
the application of the training. These include:
< The environment allowing for them to seek opportunities to apply the
training
+ The subordinates that they were working with were willing to listen

< Attended training with another colleague who was supportive.

Conclusion 4: Barriers that hindered successful
application of the training

The participants that were interviewed and had not applied the training
mentioned difference reasons for them failing to apply the training. These include
the following reasons:

+» Did not seek opportunity to apply the training.

% Did not see were the training would fit in the context of their job.

Summary of conclusions

Most of the participants that attended the training have applied it. The Effective
communication and Personal leadership module have been applied the most by
the participants. The training has been very useful to the participants and their
institutions and should continue being offered to middie managers as this
develops them and their departments. For the participants that have not applied
the training, it was because they did not get a suitable environment to apply the

training.
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There are other environmental and social factors that allow for the application of
the training. These include the support that one gets from the people that one is
working with, the existence of a context in which the training can be applied and
fact that the people that one is working with are willing to help with the application

of the training.

Overall participants are happy with the training that CHEC offers them. There
were suggestions and recommendations that the participants had in relation to
the training. A major concern that most participants had was that the training

should be offered for more days and on days in which they are not busy.

This programme has benefited middle managers that have been part of the
training. It has provided them with knowledge and skill on leadership and
management. Participants that had some knowledge of this the training
enhanced the knowledge that they aiready had. It seems middle managers that
attend the training are keen on enhancing effectiveness and efficiency. They also
enjoy a productive university climate. The evaluator hopes that CHEC will
continue to offer the programme, learn from the findings, suggestions, and

recommendations from this evaluation.

Recommendations

From the participants

v' Participants suggested that the training should alert the participants on
training to their jobs.

v" The training should be offered for more days and should finish early with a
suggestion given of the training running from nine in the morning to three
in the afternoon. As it is the training is offered on fewer days and this
means that the information that the knowledge that the participants are to
gain is compressed to fit the time. Participants feel that this is too much for
them.
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From the evaluator

v

Outcome evaluation of the training programme needs to be done
continuously after the training as this helps the CHEC to know how useful
the training would have been to the participants. Phillip & Phillip (2001)
mention that it should be part of the overall business strategy.

More support should be given to the participants after the training when
needed on how they should continuously apply the training to enhance

their management skills. This may be helpful especially to the participants

- that do not know of where and how they can apply the training. Follow up

after the programme contributes to the successful transfer of the training
(Brinkerhoff, 1988; Clarke, 2002; Tach, 2002).

The training that is provided to the middle managers should give case
study examples that relate to their work environment. This will help

participants to know of where and how they can apply the training

For future evaluations

v

Evaluations that are conducted in future relating to this programme should
have a follow up response process to ensure that a larger sample of the
participants respond to the questionnaire. This will also increase the
number of the people that will respond to the interviews. This will mean
more information is generated on the success of the programme.

If possible and if it not confidential in the department there is need for the
evaluator to ask for the actual evidence relating to the result of the
successful application of the training programme. For example if an
individual says that they created policies after getting trained on this the
policies should be provided as this will verify the findings generated.

To have a definite measure of ‘success’
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APPENDIX A
THE QUESTIONNAIRE

Dear Sir/ Madam

My name is Gertrude Zvavanjanja and | am doing an evaluation of the
professional development workshop that you attended, which was offered by
CHEC. The aim of this evaluation is to investigate to what extent the training was
successful and to draw on your experiences to improve the course

Please tick the most appropriate answer applicable to you. Responses to
Question 1 depend on whether you did the module or not. Please feel free to
state that you did not do the module. All information will be kept confidential

Thank you for your contribution.

Name of participant

Gender

Race

Position in organization

Number of years in position

Institution

Contact (we would appreciate if your
provide us with your contact details as
we may want to contact you later to
gather further information )

Question 1

1.1) | have used the tools/ approaches/insights presented in the Professional
Development workshop for Personal Effectiveness (from the personal leadership
module)

a) Yes, with clearly positive results

b) Yes, but | haven't experienced any discemnible results yet
c) Not yet, but | expect to

d) | don’t have any plans to do this

e) | did not do this module

1.2) | have used the tools/ approaches/insights presented in the Professional
Development workshop for building Teams

a) Yes, with clearly positive results
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b) Yes, but | haven'’t experienced any discernibie results yet
c¢) Not yet, but | expect to

d) 1 don't have any plans to do this

e) | did not do this module

1.3) | have used the tools/ approaches/insights presented in the Professional
Development workshop for Goal setting, feedback and coaching

a) Yes, with clearly positive results

b) Yes, but | haven't experienced any discernible results yet
c) Not yet, but | expect to

d) | don't have any plans to do this

e) | did not do this module

1.4) | have used the tools/ approaches/insights presented in the Professional
Development workshop for Project management

a) Yes, with clearly positive results

b) Yes, but | haven’t experienced any discernible results yet
c) Not yet, but | expect to

d) | don't have any plans to do this

e) | did not do this module

1.5) | have used the tools/ approaches/insights presented in the Professional
Development workshop for managing diversity (Building on diversity module)

a) Yes, with clearly positive resuilts

b) Yes, but | haven’t experienced any discernible results yet
c) Not yet, but | expect to

d) I don’t have any plans to do this

e) | did not do this module

1.6) | have used the tools/ approaches/insights presented in the Professional
Development workshop for Financial management (Basic Financial Management
module)

a) Yes, with clearly positive results

b) Yes, but | haven't experienced any discernible results yet
c) Not yet, but | expect to

d) | don't have any plans to do this

e) | did not do this module

1.7) | have used the tools/ approaches/insights presented in the Professional
Development workshop for Effective communication
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a) Yes, with clearly positive results

b) Yes, but | haven't experienced any discernible results yet
¢) Not yet, but | expect to

d) | don’t have any plans to do this

e) | did not do this module

Question 2
Because of the professional development workshops, | have positively influenced
my Organisation’s climate

a) Strongly Disagree
b) Disagree

c) Neutral

d) Agree

e) Strongly agree

Question 3
Because of the professional development workshops, | am perceived by my
subordinates to be a better manager than before

a) Strongly Disagree
b) Disagree

c¢) Neutral

d) Agree

e) Strongly agree

Question 4

Because | am applying the skills from the professional development workshop,
my section/department is more efficient and effective than before

a) Strongly Disagree
b) Disagree

c) Neutral

d) Agree

e) Strongly agree

Thank you participating in this study!

74





