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To: PERSONNEL SERVICES COMMITTEE 

From: HEAD OF PERSONNEL SERVICES 

Date: 10 August 2000 Ref: IWIASIJAW 

NORTH LANARKSHIRE COUNCIL 

REPORT 

Subject: CONSULTATION DOCUMENT: 
SUCCESS THROUGH LEAFWING: 
THE ARGUMENT FOR 
STRENGTHENING WORKPLACE 
LEARNING 

1. Introduction 

1.1 The purpose of this report is to inform the Committee of consultation proposals of the Chartered 
Institute of Personnel and Development (CIPD) relating to "Success through learning: the argument 
for strengthening workplace learning". 

1.2 The consultation document details proposals on learning in the workplace. The proposals suggest 
ways in which employers should take the lead in their own organisations and debates those aspects of 
public policy that influence learning capability and practice in the workplace. Attached at Appendix 1 
to this report is a letter from COSLA detailing the consultative process together with the consultative 
document. Attached at Appendix 2 to this report is the Council's proposed response to COSLA on the 
CIPD proposals. 

2. Recommendations 

It is recommended that:- 

2.1 the Committee approves the proposed response to COSLA on the consultative document. 

2.2 otherwise notes the terms of this report. 

Head of Personnel Services 
Encs. 



APPENDIX I 

1 ACTIVITY 
Letter to councils to invite participation 
Names for discussion group to COSLA 
Written response from individual councils to 

27 June 2000 

DEADLINE 
30 June 00 
01 September 
15 September 00 

Directors of Personnel 
(please pass to appropriate colleague) 

L) 

Dear Colleague, 

Draft response to ED Task Group 
Amendments to response 
Final response to IPD 

27 October 00 
10 November 00 
30 November 00 

c Qs LA ’I7 
Promoting Scottish Local Government 

DIRECTOR OF X -  , I  

O& Ref: 

IPD Consultation 
Success through Learning: the argument for strengthening workplace learning 

As members of the IPD many of you will have received a copy of the above named consultation on 
workplace learning. 

At the meeting of the Employee Development Task Group on 23 June 00 it was agreed that in addition to 
individual members responses and responses from individual councils, it would be appropriate to have a 
response from COSLA. This response should bring together as far as possible the views of the 32 councils. I 
have agreed to co-ordinate this exercise with the support of the ED Task Group. 

-1 
*’ 

I look forward to hearing from you or an appropriate colleague soon. 

Yours sincerely 

Jane E’btchie 

WHEN CALLING PLEASE ASK FOR: Jane Ritchie jane@cosla.gov.uk 
IPD consulatation on V l a c e  learning letter 1 
Jane ktchie  

Convention of Scottish Local Authorities 

Rosebery House 9 Hayrnarkec Terrace Edinburgh EH12 5XZ 
Telephone 0131 474 9233 Fax 0131 474 9292 Inrerner m.cosla .gov.& 

D X  No. ED407 Edinburgh 

http://m.cosla.gov
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Consultative document 

Success through learning: 
the argument for strengthening 
workplace learning 

I N S T I T U T E  OF P E R S O N N E L  

A N D  D E V E L O P M E N T  



11.9 

Foreword 
~ ~~~~ 

Each country depends f o r  its livelihood on the wit, wisdom, agility and adaptability of its 
people; and on the  continuously regenerated capacity of employing organisations to use those 
abilities to create products  and services that other  people and organisations are prepared to pay 
for. There is n o w  compelling evidence from I P D  research that the way organisations motivate 
and develop their people contributes more to productivity and profitability than research and  
development, technology and strategy. Key to this is the design of jobs and work organisation 
on the one hand and skills development on the other. 

New research shows how high-performance work organisations achieve results. I t  shows h o w  
some organisations are moving ahead by  making sure their people are competent and by giving 
them the space to think ahead, often in project teams, and supporting this activity through learning. 
They depend on individuals and teams to make decisions as the front-line contact with customers. 

If we want people to make the contribution that sets out o u r  organisation from the rest, we have 
to make sure rhey have the learning and organisational support  s!.stems the!, need. The!. need 
to be involved and stretched by the organisational framework in which they work, and need to 

understand hon- their contribution is crucial to the continuous regeneration oi’ the organisation. 

While they may be very enthusiasric about this vision, organisations are often not n-ell prepared 
to take it on. Managers d o  nor always have the skills of leader, coach and change agent read!. to 

hand. How man!. of them understand how teams learn, about  learning styles, about the 
psycholog!. of learning, about evaluation and about knowledge nanagemenr? \Y’hai abou: 
action learning and project-based learning? For  too  many managers these are c!osed books. Yet 
they are critical to I l s t  century success. 

The  IPD has been developing this consultation document on learning in the -cvorkplace. Trevor 
Bromelow, our  vice-president, training and development and the personnel director of Siemens 
in the UK, has led the  work .  We are looking ior responses to the ideas set out  in the document. 
These suggest ways in which employers should take the lead in their o w n  organisations and in 
the debate about  those aspects of public policy that influence learning capability and practice in 
the workplace. 

To a large estent, these are issues that emplo!.ing organisations and the people management and 
development professionals who work with them and for them have to  resolve. But the 
government can help and in doing so it would significantly enhance the prospect that its own 

successes in raising educational standards will work through to performance improvement in the  
workplace. We look forward to  hearing your reaction to the challenges set out  in this document. 

Geoff Armstrong, Director General 
Institiite of Personnel and Developmeni 

~ g e  1 

rrt.3- .-.. . I,- . ” .  
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Success through learning: the argument 
for strengthening workplace learning 

~ 

This consultative document looks at the development of workplace learning in the context of 
changing organisational and competitive needs. It has been discussed with senior practitioners and 
key training and development instimtions. In particular, it argues: 

0 the education and training system is doing too little to prepare young people for  learning at 
work  and does nor give managers a n  understanding of the connection between workplace 
learning and performance 
leadership by employers is vital if the  national training and qualifications infrastructure is to 

support and encourage the development of workplace learning. 

What is workplace learning? 
W’orkplace learning activities include all the formal and non-formal training, instruction and 
coaching activities that go  on, partly o r  wholly, in the workplace. Formal and non-formal 
learning are complementan  activities, bu t  the disrinction between them is important. 

Employers carry out  a wide variery of more ‘formal’ learning at  o r  near the workplace, eg initial 
training ior  new recruits, corporare university and open learning activities. hIuch learning has a 
technical nature. relating to the  acquisition of general skills, eg computer ski!ls training. This  
form oi learning -where  competence and/or  understanding can be easily measured, and where 
learning needs are often similar among a wide range of organisations - fits fairly easily into 
national development and qualification systems. However, much formal learning does not  lead 
to a qualification. I t  comprises too  small (or  in the case of man!. systems-related skills, too 
transient) a quantum of learning to be recognised b y  a qualification and therefore neither 
employers nor employees see the advantage of assessment and award. Formal workplace 
learning is what most people think of as ‘training’. 

Learning in the nvorkplace also embraces many less-formal activities: team development, action 
learning. knowledge sharing and knowledge management. These activities occur in the 
workplace day by day, as people learn on the job, perfecting their skills, finding new ways of 
working, sharing knowledge and passing on skills to fellow workers. This ‘non-formal’ learning 
is often an integral part, and significantly influences the effectiveness, of other  bespoke 
management activities, f rom change management to capital investment, from cost reduction and 
organisational change to computerisation and customer service improvement. 

Non-formal workplace learning is by  far the most common form of learning; it is also the least 
well regarded and the least well managed. I t  often combines both learning and practice in o n e  
activity - learning by doing, for  many the most effective form of learning. It is the least formal 
mode of learning but. at its best, it is the form of learning that most closely aligns with corporate 
success and is likely to become more important in this regard. I n  spite of this, non-formal 
learning is rarely seen as a main element in corporate plans. 
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Workplace learning is gaining in importance 
T h e  skills required of people at work are increasing. This places a significantly increased 
importance on the ability to learn and o n  the effectiveness of learning at work. Organisations 
are becoming more  customer-responsive and leaner, are delayering management structures and 
are subject to continuous change. In these circumstances, the ability to learn can be either a key 
enabler of organisational change or, when insufficiently developed as an organisational core 
competence, a key weakness in the implementation of change. Improving the capacit?. for  
organisational learning is therefore a real challenge f o r  managers, particularly in those sectors in 
which learning has not previously been seen to be of importance. 

A n  additional challenge is recognised b y  the increasing number of organisations radically 
changing the way in which they are organised and learn. Organisational change, at thc leading 
edge, n o w  has more to do with the development of roles, capability, flexibility and ability to 
learn than with increased efficiency in traditional occupations. As decision-making is devolved 
to improve semice to customers, the importance of the abilit!. of individuals and teams to define 
the learning they need is becoming more apparent. Organisational change driven by  the 
corporate  centre, with learning needs determined centrally, is less effective in these 
circumstances. T h e  focus of learning moves from training and teaching to individual and team 
learning. Change depends, at all levels within ‘devolved’ organisations, on a thorough 
understanding of the contribution of learning and the w a y  in which people learn. 

T h e  recognition of the importance ot’ learning in the workplace is developing too slowly and the 
evidence for  this is mounting. An increasing number of larger organisations have open learning 
and knowledge management systems. T h e  number of recogniIions by, and commitments to, 

Investors in People is mounting. National Training Awards show some excellent examples of 
leading-edge organisational learning in practice. T h e  number of people saying they have had 
training in the workplace increases steadily. However, workplace learning is not as effective as 
it could be. I P D  research suggests that strategies that result in smarter, rather than harder, 
working through high-performance teams are only gradually being adopted. 

Workplace learning activities such as the upgrading of qualifications and competitiveness-based 
initiatives, eg knowledge management, often founder because they ignore weaknesses in the 
ability of individuals and organisations to learn. I P D  research on  ‘lean organisations’ showed a 

profound weakness in the managerial skills and learning ability of organisations seeking to go  
beyond cost-cutting to  exploit the full  potential of the workforce. T h e  aspiration of 
organisations in the late 1989s to develop as ‘learning organisations’ has been overtaken by an 
interest in knowledge management. But  many approaches to knowledge management 
underperform because they are based on data manipulation, o r  fail because of weaknesses in the 
learning capability and culture of the organisations in which they are developed. 

a g e  3 

... . . 
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T h e  capability to learn is not simply a mat ter  for  individual organisations. National culture is 
equally important. An international research review for  the IPD showed that  workplace 
learning based o n  explicit close links between education and employment provides advantages 
for  organisations moving u p  the  added value chain. It also points to the advantages in 
developing high-performance workplaces enjoyed b y  countries with a s t rong workplace 
learning tradition. The UK is badly positioned in  this respect. 

International comparisons also suggest that the  UK workforce is underqualified and its 
potential is under-realised in comparison with other  advanced economies. Too many people are 
in low-skilled jobs for which no qualifications are required. There is emerging evidence, too, 
that graduates are not finding jobs that utilise their potential. Other  countries appear to have 
managed more effectively to  develop a pride in the ownership of learning that is built o n  during 
their working lives. Research shows that in  the UK, experience in other organisations, rather 
than demonstrable competence, provides a passport to success in the labour market. 

The building blocks of workplace learning 
A n u m b e r  of basic elements a r e  necessary if organisat ions are  to m a k e  effective use of 
workplace learning: 

young peopie w h o  understand h o w  to learn as individuals and how to work  in teams to share 
learning 
an education and training system in which is embedded the concept of continuous 
development from school through KO w o r k  and a qualification s!.stem that reflects the need 
for  adult learning to include both off-the-job and workplace-based elements 
managers with a thorough grasp of the theory and mechanics oi workplace learning and an 
understanding of how iL relates to short- and long-term organisational performance. 

To some extent, the first is being recognised in the government’s programme of educational 
reforms, although as yet the need to encourage team learning and sharing, which has been seen 
to be important in schools, has not  been recognised officially. 

T h e  second has suffered because too many NVQs have effectively become the domain of 
assessors and providers away from the workplace, although it has to be recognised that this 
would not have happened if employers (and workpeople)  had made the system work for  
themselves. The  Kational Skills Task Force has proposed that KVQs should concentrate on the 
recosnition of competence in the workplace while underpinning knowledge is recognised by  
new ‘Related VQs’, delivered off the job. This  would provide a starting point for reform of the 
system. T h e  objective should be to match the best systems in other countries in terms of 
effectiveness. However, in the UK it would also be necessary to show that the XVQ system can 
help to raise organisational performance as well as provide a basis for qualifications. 
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It is in this context that the third is possibly the most important element in the equation. Barriers 
to progress can be seen in re-rms of costs and benefits, but all too often they relate more to cultural 
perceptions about market benefit: ‘ H o w  does workplace learning help make US more competitive?’ 
Without a clearer perception - at all levels within management strucrures - of the benefits, theon. 
and techniques of workplace learning, the qualification system will continue to be underdeveloped 
and underused and management policies and programmes will continue to underachieve. 

Building better understanding of, and ability to use, learning in rhe workplace will take time and 
cannot be forced. There is n o  case for  legislation and only a limited prospect for  the use oi 
inducements and penalties to positively influence what are complex arrangements and deep- 
seated attitudes. However, there will be only slow movement forward if  the  government takes 
n o  action and a leadership role is not  taken by those organisations that are committed to, and 
experienced in, the use of workplace learning. 

Leadership by employers, a n d  particularly major employers, is needed in five areas: 

0 m h g  leaming to leam a narural, mainstream aspect of lifelong learning for people of all ages and 
stages in their careers, supponed and recognised by vocanonal qualification systems 

0 framing and developing a vocational qualification system that recognises and supports 
non-formal as well as formal workplace learning and, if possible, reflects the need for 
learning to be lifelong and not once and for aII 

0 developing betrer understanding - probably at sectoral level through National Training 
Organisations (IiTOs) and based on research to find out  what is being achieved by 
organisations operating a t  world-leading standards of performance - about  the links between 
skill, knowledge and work  organisation 
developing collaborative activities, probably through NTOs and local organisarions, 
including experiments in informal workplace learning, to show h o w  workplace learning can 
be managed effectively, balancing costs, benefits, employer  interests and employee 
development 
through NTOs and the new Council for  Excellence in Management and Leadership, 
developing management programmes and qualifications that have learning and its links to 

performance as a central pillar in their structure. A start could be made by NTOs, business 
schools, employers and other organisations involved in management development activities 
developing a template - a map - of workplace learning activities and how to make them 
happen. This could be used as a basis for  assessment of development activities and 
qualifications. 

. .  
A l t h o u g h  t h e  leadersh ip  a n d  commitment of employers  to s u c h  processes would be 
essential, so would government i n v o l v e m e n t  and sponsorsh ip .  In fact, little progress is 
likely to be made without government encouragement and some financial support, particularly in 
relation to the development of relevant NTO activities and the development of support for 
informal and formal workplace learning through the vocational qualification system. O n e  positive 
step forward would be the establishment of a Workplace Learning Fund,  on a similar basis to the 
Partnership Fund, to promote development and experimentation in workplace learning practice. 
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Government should recognise h e  importance of improved workplace learning to the flow-through of  
higher educational a e e n t  to economic performance. T'he government also has a key role to play by 
making sure that in the compulson; funher  and higher education systems, young people learn how to 

learn and how to share learning. To some extent this objective is already reco,gised in the government's 
educational reforms, but more explicit coverage in the curriculum would help to embed this. 

T h e  developments suggested could not  be  introduced overnight. They would nor have a n  
immediate payback. They would depend f o r  their success on the ability of organisations, and 
particularly managers, to set aside time and develop the understanding and behaviours necessary 
for  effective workplace learning activities. However, they would lay the foundation for  long- 
term changes in the effectiveness and relevance of learning in the workplace. 

Success c o u l d  be  m e a s u r e d  and m o n i t o r e d  in t h e s e  terms:  

the estent to which effective workplace learning can be seen to become embedded in the daily 
running of organisations: inevitably, this will be a highly qualitative judgement, but shifts in 
managerial attitudes and employee experience should be measurable, as should changes in 
organisational periormance 
changes in the ways in which organisations provide initial development for  young people and 
carry out the recruitment and development of experienced recruirs 

0 a more evident understanding and appreciation of the value of the complementary 
contributions of academic, vocational and workplace learning for ail those at w o r k  and for  
their organisations. 

Some consultation on these proposals has already taken place. .4s a result, the  IPD has been 
encouraged to widen its consultation among its members and the wider community of 
employers and other organisations with an interest in learning in the workplace. 

Responses to the consultation document 
Responses should be sent to John Stevens, Director of Development and Public Policy, Institute 
of Personnel and Development, by  30 November 2000. 

Views a r e  sought on: 

the analysis - the validity of the comments  made o n  the underdevelopment of informal 

e the view expressed thar the p r i m a n  responsibility for  esploiting the use of informal 

the support that the government could give to employers through national training 
organisations and other bodies to enable them to review their use of workplace learning as a 

whole, and  non-formal learning in  particular, in the context of organisational and 
competitive strategies 

workplace learning for different sectors of industry 

workplace learning has to lie with employers 

Relevant papers 

PAVERSON M; WEST M; 
LAWHOM R, and NICKELL S; 
1997; The lmpacr o f  People 
Managemenr on Business 
Performance; London; Institute 
of Personnel and Development 

HUSELID MA; JACKSON SE; 
and SCHULER RF; 1997; 
Technical and Strategic HRM 
Effectiveness as Determinants 
of Firm Performance; Academy 
of Management Journal; Vol 
40; No 1 

HUTCHINSON S et al, 
Geifing Fir, Sraymg Fir - 
Deveioping Lean and 
Responsive Organ /sa ri ons, 
1998, London, Institute of 
Personnel ana Develooment 

Training and Development in 
Brirain 2000, London, Institute 
of Personnel and Development 

Hign Pedormance is for 
fveryone, London, Institute of 
Personnel and Development, 
an ovewiew of case study 
research produced for the 
International Federation of 
Training and Development 
Organisations and the 
International Labour Office 

STERN E and SOMMERIAD E; 
1999, Workplace Learning, 
Culrure and Performance; 
London, Institute of Personnel 
and Development with the 
International Federation of 
Training and Development 
Organisations 

Employment Relarions inlo rhe 
27sr Cenrury, an IPD position 
paper, Institute of Personnel 
and Development 

GUILE D and FONDA F; 
Managing Learning for Added - 
Value; 1999; London; Institute 
of Personnel and Development . 

0 the means by which the  leadership objectives for employers and the measurement criteria 
sugsested in this paper might be taken forward and monitored. 
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APPENDIX 2 

RESPONSE BY NORTH LANARKSHIRE COUNCIL 

CIPD CONSULTATION - SUCCESS THROUGH LEARNING: THE ARGUMENT FOR 
STRENGTHENING WORKPLACE LEARUING 

The Council's comments on the above consultation document are as follows: 

1. The proposal has its merits: in particular the emphasis on increasing the awareness of 
managers within the organisation to the importance of learning, and the impact of increasing 
the skills levels through the recognition of the importance of informal learning. 

2. The Council agrees that the primary responsibility for exploiting the use of informal 
workplace learning has to lie with employers. There is, however, a great degree of support 
required from National Training Organisations (NTOs) to achieve this. 

3. There is an inherent need to actively encourage organisations to develop internal structures 
and mechanisms to support learning. The implications of this would be that informal 
workplace learning would become more recognisable within the workplace. NTOs would 
require to have the resources, for example, staff and funding to provide higher involvement 
and profile within organisations to promote informal learning. 

4. The introduction of Individual Learning Accounts and the policy of lifelong learning will 
encourage an increased profile for training but more assistance and support is required at 
organisation levels to remove obstacles and encourage individuals to learn. 

5 .  It is impractical to suggest that vocational qualifications should recognise and support 
informal learning. The informal learning activity, that may be the underlying by product of 
the vocational qualification, is too diverse and varied to quantify and consolidate. There 
should be some form of recognition of informal learning and links established between 
informal learning achievements and recognised formal learning routes. This could be 
achieved through an accepted "where are you now?" and ''where would you like to be?" 
personnel development approach, linked to lifelong learning and continuous personal 
development, where informal learning is highlighted. 

6 .  There will be a need to create recognition, within organisations, of the time resources 
necessary to assist with workplace learning and assistance with workplace objective setting. 
Organisations will require to create a culture of acceptance that the development of staff is 
the key to success and progress. 

7. Whilst raising the credibility of informal learning and the importance of learning in a 
workplace context is valid, the diverse nature of informal learning makes it impossible to 
accurately quantify the impact. If the impact of the benefits cannot be measured, the learning 
may not be valued within the organisation. Consideration should be given to the 
measurement of the full impact of such diverse learning. 

8. The NTOs must play a pivotal role in developing the recognition of informal learning and 
organising the collaborative activities suggested. It is only by a stronger emphasis on the 
importance of learning within the workplace that a greater priority will be placed on all forms 
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of learning. The leadership by employers should focus on the development of the skills of 
managers. By increasing managers skills in recognising and encouraging informal learning 
within the workplace, informal learning activities will become more commonplace. In order, 
however, for progress to be evaluated some assessment of the current status of these skills 
and perceptions, perhaps through a questionnaire, would need to be established. 

10 August 2000 




