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SESSION 

1 SO 1 

DEMONSTRATE AN UNDERSTANDING OF 

THE OVERALL STRATEGY OF AN 

ORGANISATION. 

Learning 

Outcomes 

(Assessment 

Criteria) 

 The advantages and disadvantages of having/not having an overall strategy 

are explained and discussed, with examples.  

 The overall strategy of an organisation is identified, through discussion with 

management, or by referencing relevant documents.  

 The elements of the overall strategy that are relevant to own area of 

responsibility are identified, with examples. 

 The term 'overall strategy' is defined in terms of recognised theory and 

practice. 
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1.1 Introduction: Business Strategy 
 

Business strategy can be defined as “the art and science of formulating, implementing and 

evaluating cross-functional decisions that enable an organisation to achieve its objective.” 

 

Strategy used to be regarded simply as a long-term plan, but that view is seen as too simplistic 

today.  

 

The traditional view of “strategy” was that it simply entailed financial planning, with the compiling 

of annual budgets being the main function. However, financial measures merely report on 

outcomes, or the consequences of past actions. 

 

Then strategic planning evolved into making forecasts and doing multi-year budgets.  

 

Next, people really began to think strategically – they would conduct a situation analysis, such as 

a five forces analysis, and would consider their strengths, weaknesses, opportunities and threats 

(SWOT analysis). In other words, they considered their options.  

 

Current thinking does not only try to predict the future, but to actually control or create it. People 

want to be innovative and redefine the world according to how they want it to be.  

 

Nowadays strategy is seen as being an organisational capability and not only a top management 

function. Strategic thinking is spread throughout the organisation, with actions in the workplace 

reflecting the organisation’s strategy. 

 

1.2 Business objectives 
 

An objective is a target a business sets for itself. The target may be short term (one year) or long 

term (five years). Targets help a business to measure its success.  

 

Targets should be reviewed regularly, as the world of business is changing at an ever-increasing 

pace. For example, in the industrial-age type organisation of the past, dominated by measuring 

tangible assets, it was sufficient to record investments in inventory, property, plant and 

equipment on the company’s balance sheet. The income statement would also be sufficient to 

capture the expenses associated with the use of these tangible assets to produce revenues and 

profits. 
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However, in today’s economy, intangible assets, such as customer relationships, innovative 

products and services, high-quality and responsive operating processes, information technology 

and databases, and employee capabilities, skills and motivation, have become the major sources 

of competitive advantage.  

 

Examples of objectives would be: 

 

• To survive in the market 

• To break even (cover costs) 

• To improve company image 

• To have high level of motivation among employees 

• To maximise profits 

• To increase market share 

• To grow in size (sales, number of customers, number of employees) 

• To diversify and sell different products 

• To sell abroad 

• To make returns (dividends) for shareholders 

 

Effective business objectives need to be SMART. For example: 

 

Sony wants to achieve 55% market share within two years of launch with its Playstation 2. 

 

Specific – a person has been designated to deliver the objective 

Measurable- a number value has been set, e.g. sales or market share (55%) 

Achievable- the target can be met 

Realistic- in terms of human and financial resources required 

Timed- within a given period of time, e.g. 24 months 

 

2.1 Advantages of having a business strategy 
 

Strategy is essential for any business wanting to be successful. Research has shown that those 

who engage in strategic planning outperform those who do not. However, be careful not to think 

that just because one has a strategy, success will automatically follow. As with any goal setting 

and planning, one actually has to put one’s decisions into action. 
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Kaplan and Norton  cite a study of 275 portfolio managers, who reported that the ability to 

execute strategy was more important than the quality of the strategy itself.  

 

They also quote a 1999 Fortune cover story of prominent CEO failures, which concluded that the 

emphasis placed on strategy and vision created a mistaken belief that the right strategy was all 

that was needed to succeed. 

  

  Execution is more important than good vision 

 

2.2 Implementation of a strategy: The strategy-focused organisation 
 

According to Robert Kaplan and David Norton, building an organisation which is focused on 

successfully implementing its strategy requires the following steps: 

Step 1: Translate the strategy into operational terms 

The vision of an organisation needs to be presented in such terms that every employee in the 

organisation knows how s/he should act; in other words, its words need to be translated into 

concrete actions. Management needs to express its vision in terms that are understandable to 

those who implement it. 

 An organisation can combine its units, resources and capabilities in order to create value 

for specific customers 

 The organisation’s management and entire staff implement and improve their operations 

according to objectives 

 Management describe and communicate the strategy in a consistent and insightful way.  

Step 2:  Align the organisation to the strategy 

The ultimate goal of an organisation is to create synergy. In order for organisational performance 

to become more than the sum of its parts, individual strategies must be linked and integrated. 

Organisations are traditionally designed around different functions. Each function has its own 

body of knowledge and area of speciality. Most organisations have difficulties in communicating 

and co-ordinating their operations across different functions. This results in functional speciality 

areas, which form the primary barrier to implementation of strategy. 

 

Strategy-focused organisations are capable of breaking through the barriers between different 

functions. Strategic themes and priorities enable a consistent message and consistent set of 

priorities to be used across independent and shared organisational units. Independent and 

shared units become linked to the strategy through common themes and objectives. A successful 

http://www.oph.fi/english/
http://www.oph.fi/english/


 

DOC NO. AND REVISION DATE CREATED/REVISED RESPONSIBLE DEPARTMENT DOCUMENT NAME PAGES 

ATI_DOC September 2019 Training US 242813 
Learner Guide 

Page 6 of 43 

 

organisation coordinates different parts of the organisation in order to ensure that the whole 

exceeds the sum of the parts.  

 

Step 3: Making the strategy everyone's everyday job 

When a new strategy is being adopted, the CEO and the executive team are not capable of 

implementing it in isolation. This requires active contributions from everyone in the organisation.  

The strategy needs to be moved from the executive team to each and every employee. Strategy-

focused organisations require all employees to understand the strategy and conduct their day-to-

day business in a way that contributes to the success of the strategy. This boils down to 

communication.  

 

In practical terms, it is advisable to break the objectives down into short-term milestones and link 

them to budgeting. 

 

Step 4: Make strategising a continuous process 

For most organisations, management is based on budgets and the operating plan. Strategy-

focused organisations use a process to manage strategy, which integrates financial budgets, 

monthly reviews and strategy into a seamless and continual process. Kaplan and Norton 

observed three important themes in process implementation within successful strategy-focused 

organisations: 

 Organisations began to link strategy to the budgeting process 

 They introduced management meetings to review strategy 

 They introduced a process for learning and adapting the strategy.  

New ideas and learning emerged continually from within each organisation. Rather than waiting 

for next year’s budget cycle, the priorities could be updated immediately. Executives within 

successful organisations used the ideas and knowledge generated by their organisation to 

constantly fine-tune their strategies. Instead of being an annual event, strategy became a 

continual process.  

 

The essential aspect of monitoring is to pinpoint the actions that need to be taken in order to 

achieve the objectives. 

 

Step 5: Mobilise change  

http://www.oph.fi/edit.asp?path=447;490;27535;35888;45456;36277;39889&version=28
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The single most important condition for success in strategy implementation is the ownership by 

and active involvement of the executive team. A new strategy requires change from every part of 

the organisation and teamwork to co-ordinate these changes. If the leaders of the processes do 

not get actively involved, changes will not take place and the strategy will not be implemented.  

The first task for the leaders of a strategy-focused organisation is to convince people of the need 

for change.  

 

Once the change process has been launched, executives establish a governance process to 

guide the transition.  

 

Breaking with traditional power-based structures is important. The creation of strategy teams, 

democratic meetings and open communications are all components of this transition governance. 
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SESSION 

2 SO 2 

DEMONSTRATE AN UNDERSTANDING OF 

HOW THE ACTIVITIES OF OWN ARE OF 

RESPONSIBILITY ALIGN WITH THE 

OVERALL STRATEGY OF THE 

ORGANISATION. 

Learning 

Outcomes 

(Assessment 

Criteria) 

 The objectives and activities of own area of responsibility are identified and 

explained according to Standard Operating Procedures.  

 Objectives and activities are explained in relationship to the overall 

strategy of the organisation in relation to the concept of management. 
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2.3 Strategic models 
 

2.3.1 Five Forces 
 

A Harvard Business School professor, Michael Porter, came up with his famous Five Forces 

model in 1979, which states that the following five forces impact on a business:  

 Threat of new entrants to the market- Does your market have barriers to entry, or can 

anyone follow you and take a slice of the pie? Barriers to entry can take many different 

forms: legal (patents and licences), financial (high cost of capital outlay) or technical 

expertise (limited supply of necessary skill), etc. Perhaps anyone with a bit of free time 

and a computer can do what you do just as well. Most markets with low barriers to entry 

have been saturated to the extent that hardly anyone gets a decent return on his/her 

investment. 

 

 Bargaining power of suppliers- An imbalance of power between two trading entities 

means that a breakdown in the relationship will hurt one party more than the other. If your 

suppliers hold the power in your relationship, you are at their mercy; for example if you 

can only obtain your goods from that single source, but they trade with several buyers. 

You have no recourse if they provide substandard products or service; they can put their 

prices up, affecting your margins, and supply you as and when it suits them.  

 

 Bargaining power of buyers- If your customers have many options, and switching 

suppliers is cheap and easy, they hold the power. Firstly they have the power to go 

somewhere else and secondly they can play competitors off against each other. This 

would leave a business in a vulnerable position, having to discount prices and sacrifice 

margins. 

 

 Threat of substitute products- How easily can the need your product or service fulfils be 

met by a substitute? Just about anything can be duplicated, patents take time to acquire 

and are costly to defend. It is also important to look beyond the obvious copycat articles; 

the entire market can change and catch you unawares. Anything that vies for disposable 

income in the same market segment must be regarded as competition or potential 

substitutes to the product offered by your company 

 

 Competitive rivalry - All the above factors contribute to the intensity of rivalry within the 

industry. Others factors would be the size and growth of the industry, the returns available 
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Threat of new 
entrants 

and the barriers to exit. In assessing your business using Porter’s Five Forces, easy entry 

and numerous substitutes make for a competitive industry and any power given away to 

your buyers or suppliers further undermines your position. Generally the greater the 

competition the lower the returns and the harder you will have to work for a slice of the 

pie. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

This theory still influences strategic thinking today and is regarded as being a required step when 

developing strategy.  

 

However, it must be remembered that the five forces model on its own is not strategy. Doing a 

five forces exercise simply lays the groundwork for strategic planning.  

 

 

2.3.2 Scenario planning 

 

In the 1980s Pierre Wack wrote about work he was doing for the Royal Dutch Shell Company 

over the previous decade. Because the price of oil is so volatile, and because it is such an 

important factor in determining the fortunes of a company like Shell, he worked with his team on 

developing scenarios for the company’s top executives. Shell invented the practice of scenario 

 

Rivalry 
among 

competitors 

Bargaining 
power of 

customers 

Threat of 
substitute 
products 

Bargaining 
power of 
suppliers 

Threat of new 
entrants 
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planning, which is different from just forecasting the future. By presenting different possible 

futures to managers, the scenario planner’s hope is get managers, as Wack says, to “question 

their own model of reality and change it when necessary so as to come up with strategic insights 

beyond their minds’ previous reach”. It was through this process that Wack and his team helped 

Shell effectively deal with the 1973 oil crisis.  

 

One of the leading proponents of scenario planning in South Africa is Clem Sunter, former 

Chairman of Anglo American: 

THE MIND OF A FOX 

From “The mind of the entrepreneur” in Succeed, August / September 2001 

 

To Clem Sunter’s way of thinking, humanity is divided into two categories: the hedgehogs and 

the foxes.  

 

In his new book, The Mind of a Fox, co-written with Chantell Ilbury, Sunter writes, “Foxes are 

people who embrace uncertainty and believe that experience- doing things- is an essential 

source of knowledge.” 

 

“Foxes need to ask themselves- what do I control?” says Sunter. “What do I not control? Of all 

the factors that affect me and my business, what is certain? And what is uncertain?” 

 

Some things are uncertain and will always remain so. There is nothing the entrepreneur can do 

about the price of fuel or the interest charged on house bonds. He or she has no control over 

such matters. And there is no point wasting time, energy and worry on these factors. 

 

But there are matters of which we can be certain and over which we do have control. “The real 

fox expends his or her energy there,” says Sunter. “That is where there can be a return for the 

effort that is being expended.” 

 

Clem Sunter is an exponent of the rare art of scenario planning… a way of looking at the future 

that encourages you to think through a range of possible outcomes- best and worst case 

scenarios and everything in between. We all need to do it: entrepreneurs, managers, consultants, 

agents, licencees, franchisees, professionals, or whatever your line of business.  

 

If you operate a factory or workshop and 50% of your staff contract Aids and either die or 

become too ill to work, what do you do? What are your options in the good days and the bad? 
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The message is to control those elements that you can and survive the others by anticipating 

them. You have control over how hard you work, how smart you work, how determined you are, 

how much knowledge you acquire before making decisions: you even have control over how you 

deal with those elements you cannot control.  

 

The authors use the following example of scenario planning: 

 

You are in a vehicle travelling towards an intersection on a main road. On a minor road, coming 

towards the same intersection is another vehicle that you have every reason to believe should 

stop. This action is out of your control, cannot be guaranteed and is therefore uncertain. 

      

 

 

 

 

This is a key uncertainty. In your mind you play out different scenarios: 

 

1. The driver of the other vehicle sees you and slows to a halt, allowing you to travel 

through safely. 

2. The driver of the other vehicle doesn’t see you, drives straight through the 

intersection, and you have a near miss. 

3. The driver of the other vehicle doesn’t see you, drives straight through the intersection 

and you have a crash. 

 

Based on the scenarios, you have a number of options: 

 

1. Maintain your speed on the assumption that the driver is eventually going to see you 

2. Slow down because you worry that the driver is not going to see you 

3. Speed up in the hope that you may get through the intersection before the other 

vehicle arrives. 

 

Which option would YOU choose? 

 

Options 1 and 3 may result in a crash, whereas option 2 won’t. The way of the fox, the 

entrepreneur, has to be option 2. The fox knows that the other vehicle may not stop. The fox 

controls what he or she can. There is nothing you can do about the behaviour of the other driver, 

but you can modify your own to avoid the accident. 
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2.3.3 The learning organisation 

 

Peter Senge is director of the “Centre for Organizational Learning” at MIT. Senge argues that 

learning is the best form of competitive advantage and popularised the term “learning 

organisation” thanks to his 1990 bestseller “The Fifth Discipline”. The principles can be 

summarised as follows: 

A company that performs badly is easily recognisable:  

 Do employees seem unmotivated or uninterested in their work?  

 Does the workforce lack the skill and knowledge to adjust to new jobs?  

 Do managers seem to be the only one to come up with all the ideas?  

 Does the workforce simply follow orders?  

 Do teams argue constantly and lack real productivity?  

 Do teams lack communication between each other?  

 When the "guru"/ manager/ “expert” is off, do things get put on hold?  

 Are managers always the last to hear about problems?  

 Or worst still the first to hear about customer complaints?  

 Do the same problems occur over and over?  

 

According to Senge, the answer to these problems could be found in becoming a Learning 

Organisation, an organisation that learns and encourages learning among its people.  

 

It promotes exchange of information between employees, hence creating a more knowledgeable 

workforce. This produces a very flexible organisation where people will accept and adapt to new 

ideas and changes through a shared vision. 

 

The underlying cause for recent emphasis on organisational learning is because of the increased 

pace of change. Classically, work has been thought of as being conservative and difficult to 

change. Learning was something divorced from work and innovation was seen as the necessary 

but disruptive way to change.  

 

Nowadays, we know that the corporation which is able to quickly learn and then innovate will be 

able to change its work practices to perform better in the constantly changing environment. 

Change is now measured in terms of months, not years, as it was in the past. 
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Furthermore, the old hierarchical communication barrier between manager-worker has devolved 

into more of a coach-team member scenario. Leaders support the team, not dictate to team 

members. The team members appreciate this, which in turn helps them to be highly motivated.  

 

All workers have an increased awareness of the company's status and goals, and all that goes 

on in other departments. Communication between and across all layers of the company gives a 

sense of coherence, making each individual feel like a vital part of the whole system. Workers 

perform better, as they feel more a part of the company; they are not just pawns in a game. 

2.3.4 The Situation Analysis - SWOT 

 

This method of analysis can be considered as the first (or initial stage) of planning and helps 

stakeholders in the business to focus on the key internal and external issues affecting the 

business and its environment. 

 

SWOT stands for strengths, weaknesses, opportunities and threats. Strengths and weaknesses 

are internal factors. Opportunities and threats are external factors. The SWOT analysis is used to 

understand the current situation of a company. To perform a SWOT analysis for your business, 

determine and summarise in point form the strengths, weaknesses, opportunities and threats of 

your business model relative to competitors.  

 

Remember, even the most successful businesses have areas of weakness – acknowledging 

them shows a thorough analysis and understanding of your business’s operating environment. 

Having done that, consider strategies to combat the weaknesses and threats as far as possible.  

 

Potential Internal Strengths 

 Core competencies in key areas 

 Adequate financial resources 

 Good reputation 

 Acknowledged market leader 

 Proprietary technology 

 Cost advantages 

 Good advertising campaigns 

 Proven management 

 Superior technological skills 

 Other? 

Potential Internal Weaknesses 

 No clear strategic direction 

 Obsolete facilities 

 Lack of managerial depth and talent 

 Missing key skills 

 Poor track record in implementing 

strategy 

 Falling behind with Research and 

Development 

 Weak market image 

 Other? 
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Potential External Opportunities 

 New markets 

 Expand product line 

 Attractive foreign markets 

 Complacent competitors 

 Other? 

Potential External Threats 

 Entry of lower-cost foreign competitors 

 Costly regulatory requirements 

 Growing bargaining power of 

customers/suppliers 

 Changing consumer needs and tastes 

 Other? 

 

2.3.5 The PEST Analysis 

The PEST analysis considers the environment of the business before beginning the strategic 

planning process. The company's environment for this analysis consists of the internal and 

external micro environment, as well as the external macro environment. In a PEST analysis you 

should take a broad view of the political, economic, socio-cultural and technological factors which 

impact on the business externally and then assess how these external factors have shaped and 

will continue to shape the internal environment. 

 

 

  

 

 

 

 

 

 

 

 

 

 

 Political Factors  

 

The political environment has a huge influence upon the regulation of businesses, as well as the 

spending power of consumers and other businesses. One would consider issues like: 

 How stable is the political environment? 

 Will government policy influence laws that regulate or tax the business? 

 What is the government's position on ethics? 

 What is the government's broad economic policy? 

P 

E 

S 

T 

olitical Factors 

conomic Factors 

ocio-cultural Factors 

echnological Factors 
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 Does the government have a view on culture and religion? 

 Is the government involved in trading agreements and how will this impact on the 

business? 

 

 Economic Factors 

 

All businesses operating in an economy need to carefully consider the state of an economy in 

both the short and long-term. Among the economic factors to be considered are: 

 Issues in monetary policy set by the Reserve Bank like interest rates, inflation targets, 

relative health of the currency, etc. 

 Issues in fiscal policy like government spending, the annual budget, tax levels, budget 

deficits, etc. 

 General issues like employment levels, long-term prospects for the economy, gross 

domestic product (GDP) per capita, the position/health of the economy on world indices, 

broader global economic issues and initiatives, etc. 

 

 Sociocultural Factors 

 

The social and cultural influences on business vary from country to country. It is very important 

that such factors are taken into account. These factors include: 

 What is the dominant religion? 

 What are local attitudes to foreign products and services? 

 Does language impact upon the diffusion of products onto markets? 

 How much time do consumers have for leisure? 

 What are the roles of men and women within society? 

 What is the average life-span of the population? Is the older generation wealthy? 

 Does the population have a strong/weak opinion on green/environmental issues? 

 

 Technological Factors 

 

Technology is vital for competitive advantage, and is a major driver of globalisation. When 

considering technological factors you should think about the following issues: 

 

 Does technology allow for products and services to be made more cheaply and to a better 

standard? 
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 Do the technologies offer consumers and businesses more innovative products and 

services such as internet banking, new generation mobile telephones, etc.? 

 How is distribution changed by new technologies e.g. books via the internet, etc.? 

 Does technology offer companies a new way to communicate with consumers, e.g. 

customer relationship management (CRM), etc.? 

 

2.4 Strategic principles 

 

In every industry or sector of the economy there are always several viable strategic positions that 

a business can occupy. The essence of applying sound strategic thinking to your business is 

selecting one feasible position that your business can rightfully call its own.  

 

In essence, strategy is all about asking meaningful questions, generating feasible alternatives 

and making choices. A strategic position is really just the sum of a company’s answers to these 

key questions: 

 

 Who should the business target as customers? 

 

 What products or services should the business offer to the targeted customers? 

 How can the business do this most efficiently and effectively? 

 

Strategy therefore involves choosing a strategic position, and a business will generally be 

successful if it chooses a distinctive strategic position that differentiates it from its competitors in 

terms of customers, products and activities.  

 

This can be laid out simplistically as follows: 

 Ask the, who, what and how questions  

 Outline and map your business, industry and the competitors in a table like this: 

 

Industry Dominant 

Competitor 

Traditional 

Competitor 

Strategic Innovator 

Passenger flights SAA British Airways  Kulula.com 

Fast food McDonald’s Wimpy Nando’s 

 

 Develop alternatives 

 Select specific goals and actions. 
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The core elements of a dynamic strategy are: 

 

 Identifying and following a distinctive/unique strategic position in your industry/sector 

 Searching continually for new strategic positions 

 Managing the transition from the old to the new strategic position successfully 

 Making a committed transition to the new strategic position 

 Starting the cycle/process again 

 Understanding that successful strategy is a continuous process. 

 

2.5 Strategic systematic planning model 

 

Some management experts contend that strategy is not really about planning, and that the 

process of formulating, implementing and evaluating strategic decisions that drive a business 

towards its objective has failed many organisations. Nevertheless, the strategic systematic 

planning model set out on the next page is an invaluable tool for developing future strategies and 

may be useful in situating the stages and outcomes in the strategic planning process: 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Determine Organisational Mission and 
Goals 

Collect Data from Situational Analyses 

(SWOT, PEST, Scenario planning) 

Develop Alternative Strategies for 

achieving the Mission/ Goals 

Choose the most effective Strategy 
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3. Factors that cause businesses to succeed or fail 

 

Research has identified the following factors that cause businesses to fail: 

 

 Lack of a specific target market 

 Poor business site location 

 Ineffective interior store layout pattern 

 Failure to generate a long-term business plan 

 Personal problems (health, marital, etc.) 

 Ineffective advertising or promotional strategy 

 High operating expenses (wages, rent, etc.) 

 High taxes 

 Inadequate sales levels 

 Inadequate knowledge of pricing strategy 

 Under-capitalisation or lack of staying power 

 Inflexible decision making 

 Failure to devise a merchandise assortment plan 

 Premature business growth or over expansion 

 High interest rates 

 Inadequate financial accounting or record keeping 

 Government regulations 

 Inability to compete in a trading area 

 Lack of managerial training, skills and experience 

 Failure to generate a personnel plan 

 Poor economic conditions 

 Lack of formal education 

 Poor cash flow control 

Show the Outcomes as a Consolidated 
Plan 
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 Fraud / disaster 

 Lack of knowledge of current business literature 

 Difficulties in receiving merchandise 

 Excessive fixed assets 

 Poor use of outside advisors 

 Lack of experience in the product line 

 Inventory difficulties 

 Failure to generate a merchandise sales plan 

 Poor relationship with vendors 

 Competition from discount stores 

 Failure to offer saleable merchandise assortments 

 Poorly trained sales people 

 

If we study these factors carefully, we can see that they can be either directly or indirectly linked 

to either a lack of vision on the part of management, or, as is most common, a lack or inability to 

communicate the vision to employees, resulting in a general lack of care or buy-in on the part of 

the employees. In addition, employees are not trained and developed to take ownership of the 

task of finding innovative ways of helping the organisation achieve its strategic objectives at their 

local work sites. 
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SESSION 

3 SO 3 

DEMONSTRATE AN UNDERSTANDING OF 

HOW THE ACTIVITIES OF OWN ARE OF 

RESPONSIBILITY ALIGN WITH THE 

OVERALL STRATEGY OF THE 

ORGANISATION. 

Learning 

Outcomes 

(Assessment 

Criteria) 

 The objectives and activities of own area of responsibility are identified and 

explained according to Standard Operating Procedures.  

 Objectives and activities are explained in relationship to the overall 

strategy of the organisation in relation to the concept of management. 
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Improvement approaches 
 

Respond to change 

 

Table 1: Change Factors and Required Responses 

 

Which External Factors are 

Driving Our Case for 

Change? 

  

What Should Be Our 

Response? 

The leadership vision: 

Which Processes are 

Needed to Implement Our 

Leadership Vision? 

Shareholders are more 

demanding and are only loyal 

to those organisations that are 

consistently at (or near) the top 

in their industry sectors. 

 

To create a performance 

climate based on competitive 

success, not on the fear of 

failing to meet a performance 

commitment. 

The goal setting process 

should be based on agreeing 

external benchmarks, not on 

negotiating fixed targets  

Talented people are 

increasingly scarce. They want 

freedom, challenge and 

responsibility. And they care 

about values and the 

environment.  

To motivate people by offering 

them challenge, responsibility, 

clear values and shared 

rewards, rather than relying on 

mission statements, plans, and 

financial incentives 

The motivation and rewards 

process should be based on 

recognising and rewarding 

team-based competitive 

success, not on whether 

people have met negotiated 

targets 

 

The pace of innovation is 

increasing and product and 

strategy life cycles are 

shrinking. To compete, firms 

must produce a constant 

stream of new solutions and 

strategies 

To devolve performance 

responsibility to operating 

managers and give them the 

freedom to decide, not to make 

them dependent on superiors 

for approving their proposed 

actions 

The strategy and action 

planning process should be 

devolved to operating 

managers and made 

continuous, not managed 

centrally as an annual event 

 

Prices are falling and quality is 

rising. Firms must be 

operationally excellent to 

compete. 

To empower operational 

managers by giving them the 

capability to act, by removing 

resource constraints and 

The resource utilisation 

process should be based on 

local access to resources 

(within agreed parameters), not 
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releasing them from 

bureaucratic ‘red tape’. 

on the basis of allocating them 

through annual budgets 

Customers are in charge and 

will switch loyalties if not totally 

satisfied. Firms must keep 

close to customers and 

respond rapidly to their 

changing needs. 

To organise around customer-

oriented teams that are 

accountable for profitable 

customer outcomes, not 

around functions and 

departments that are 

accountable for meeting 

budgets 

The coordination process 

should be based on making 

cross-company interactions 

through “market-like” forces, 

not through predetermined 

detailed actions set down in 

central plans 

Demands for higher standards 

of ethical and social 

responsibility. Investors and 

regulators are demanding 

more open and honest 

performance reporting. 

To support transparent and 

open information systems that 

provide “one truth” throughout 

the organisation, not to restrict 

the flow of information to those 

that “need to know”. 

The measurement and control 

process should provide fast, 

open, and distributed 

information for multi-level 

control, not budget-based 

variances for central control 

 

4.2 Implement the leadership vision 

Table 2: The leadership vision and best practice approaches 

The Leadership Vision 

 

Best Practice Approach 

 

 

To create a performance climate based 

on competitive success, not on the fear 

of failing to meet a performance 

commitment. 

 

By publishing performance data across the company, 

a competitive climate is introduced. With rewards 

linked to overall performance, such competition is 

seen as ‘healthy’. 

To motivate people by offering them 

challenge, responsibility, clear values 

and shared rewards, rather than relying 

on mission statements, plans, and 

financial incentives 

With reward linked not only to financial performance 

but to the other three perspectives as well, managers 

are encouraged to set ‘baseline bonuses’ where staff 

can be under or over the baseline. Risk taking (within 

specified limits) is encouraged and rewarded. 

To devolve performance responsibility to 

operating managers and give them the 

freedom to decide, not to make them 

Responsibility rests with operating managers who are 

given a few key parameters within which they must 

operate. Planning and reporting are informal and 
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dependent on superiors for approving 

their proposed actions 

focused on helping the operating manager improve. 

 

To empower operational managers by 

giving them the capability to act, by 

removing resource constraints and 

releasing them from bureaucratic ‘red 

tape’. 

With absolute responsibility for performance operating 

managers are able to ‘purchase resources’ from the 

most appropriate source. Support functions focus on 

the needs of their customers, and ensure that the 

‘internal market’ is effective. 

To organise around customer-oriented 

teams that are accountable for profitable 

customer outcomes, not around 

functions and departments that are 

accountable for meeting budgets 

This often results in changes to the organisational 

structure. Themes emerge from the ‘Strategy Map’, 

which drive a focus not only on customers in general 

but on specific segments. 

To support transparent and open 

information systems that provide “one 

truth” throughout the organisation, not to 

restrict the flow of information to those 

that “need to know”. 

Information Systems are implemented to enable 

performance analysis at the point of need. Reports 

are shared across business units and staff members 

are able to provide input on performance and 

opportunities for improvement.  

 

4.3 Train and develop employees 
 

Not even the best systems and processes in the world mean a thing unless staff are developed 

and trained to first of all understand WHY certain things are important, and then understand 

HOW they can contribute to the growth of the business, and ultimately, their own prosperity.  

 

You will have noticed in 3. Factors that cause businesses to fail lack of knowledge, skills and 

training play a substantial part in business failure. 

 

As a business unit manager, you are required to manage and monitor the performance of your 

team members. In the process you identify gaps in their skills, knowledge and/or attitude that 

need to be corrected. 

 

The following diagram depicts the training cycle: 
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4.3.1 Identify the need 

The need for staff training can be identified in a number of ways, such as during interviews, 

through feedback from colleagues, by competence or knowledge tests, by observing work taking 

place, or from appraisal documents or CVs.  

Skills and knowledge audits and SWOT analyses are well-known techniques that can be used for 

self-assessment, as well as for identifying the needs of individuals and groups. 

 

4.3.1.1 Skills and knowledge audit 

 

A ‘brainstorming’ session will identify the skills, knowledge and understanding required to carry 

out a particular task. Skills that the team leader might suggest are listed in the table below. By 

comparing the existing skills and knowledge of the team members with the recommended ones, 

you can determine what training is required. 

 

Such an audit might produce the following conclusions: 

Example: 

SKILLS Level required Current level Development needs 

Project design 
Degree or level 5 

management training 

Management Level 4 

plus some specific 

project training 

A more advanced 

course in management 

skills 

Planning and reviewing Management Level 5  Management Level 4  As above 

Staff management Management Level 4  Management Level 4  None required 

Team briefing Management Level 4  Management Level 4  As above 

Effective presentation 
Ability to present 

projects to groups 

Not confident in 

presenting to groups 

There is a need for a 

specific course followed 
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up with exposure to 

group presentations 

Report writing 
Professional quality 

reports 

Already presents high 

quality reports 
None required 

Team skills Management Level 4  Management Level 4  None required 

KNOWLEDGE Level required Current level Development needs 

Management of Health 

and Safety 
Level 3 

Already holds 

Management Level 4 

and has attended 

specific training 

None required 

Employment legislation Management Level 4  Management Level 4  

Updating courses when 

available 

 

Appraisal system and 

how it works 

Specific knowledge and 

use of the system 

Has carried out 

appraisals in other 

organisations 

Specific coaching only 

required 

Environmental 

legislation 

Full knowledge of 

relevant environmental 

legislation 

Has full knowledge 

through personal 

research 

None required 

 

Do not be over specific about each and every aspect of the job, and do not use vague 

expressions: communication skills, for example, may cover questioning, listening and talking to a 

group. You should attempt to be as clear and concise as possible about the skill or knowledge 

required. 

 

4.3.1.2 SWOT 

 

Another simple self-assessment tool is the SWOT analysis or analysis of STRENGTHS, 

WEAKNESSES, OPPORTUNITIES and THREATS (see 2.2.4). 

This can be used on its own or with the skills and knowledge analysis. It is a good technique for 

helping staff identify their own training needs with or without support. 

 

 

Example: 

 

Strengths Weaknesses 
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● I have a strong background in management 

techniques 

 

● I have used a PC competently in previous 

jobs 

 

● I have a National Certificate in 

Management NQF 3 

● I have not worked to any degree with 

groups of manual workers 

 

● I am unfamiliar with project management 

software 

 

● Health and safety training did not cover 

construction regulations 

Opportunities Threats 

● There will be a number of candidates 

selected for a higher level qualification in 

Project Management 

 

● Growth in the path industry may mean that 

there are more higher level jobs available 

● Lack of project management skills can 

hamper progress 

 

● Other candidates may have worked with 

manual workers – I need to improve my 

leadership skills 

 

 

4.3.1.3 Personal Development Plan 

 

Whatever technique is used, it is best to include this in a personal development plan (PDP). 

This is very often carried out as a part of an appraisal process. 

 

Example of a personal development plan: 

 

Development 

issue 
Reason for development 

Method and date for 

achieving objective 

Review date 

and 

comments 

1. Training and 

assessment 

skills 

To fulfil role in training 

and developing my team 

to meet the required job 

standards. 

Attend training course leading 

to Train-the-Trainer Certificate, 

as well as Assessors’ course 

by August 2006. 

 

2. Report writing 

To improve my knowledge 

of standard report writing 

techniques. 

Attend a short course when 

available by September 2006. 
 

3. Project 

management 

To enable me to fully 

understand and manage 

To attend an introductory 

course by June 2006 with a 
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projects. view to commencing a 

certificate course in early 

2007. 

The above techniques can lead to individual development plans. It is good practice to compile 

these individual plans and to produce composite plans for a department or team. These, in turn, 

can then be combined with plans from other teams and departments to form an organisational 

training needs analysis. 

4.3.1.4 Organisational training needs analysis  

The department, organisational or team training needs analysis should be set out in a similar way 

to the PDP. However, simply compiling a list of team members’ training needs may result in a list 

of individually identified needs and not a plan that suits the organisation or the team. Sometimes, 

individuals may push for expensive training that is not a priority for the team as a whole, or 

inappropriate or costly training may be prioritised badly. 

It is the role of the manager or team leader to analyse the identified needs in order to determine 

the priorities for the team as a whole and to decide in which order these needs can be met, given 

that there are always budgetary constraints. 

In order to do this the manager or team leader has to understand a basic principle of team 

working: 

 None of us works in isolation, although we sometimes would like to think we can. Every 

action we take, everything we say, has possible consequences for others in the 

organisation or in the team 

 Focusing on getting the job done may be detrimental to other team members and affect 

how the team works. Pushing others to achieve difficult targets is well known to have a 

demotivating effect on all. 

 Focusing on individuals, through favouritism for example, may be detrimental to the team 

spirit and affect how the task is carried out. 

 Focusing on keeping the whole team happy may be detrimental to individual team 

members and affect teamwork. 

It should be the aim of everyone in an organisation to achieve a balance and to encourage and 

support individuals, so that a strong team can be built, while ensuring that the task is being 

carried out. 
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It is up to the team leader or manager to ensure that there is a maximum overlap so that 

individuals work well within the team and that the team works well together to complete the task. 

Team leaders have a major role in facilitating this through their management and communication 

skills.  

Individual training needs must be analysed and prioritised to benefit the team. It could be 

beneficial in the long term to allow individuals to undertake a costly MBA, but it could be more 

productive to fund an in-house programme leading to six or seven members of staff achieving a 

Certificate in an appropriate skills area. 

Once a list of needs have been determined, a timescale for achieving them has to be set down.  

An example of a team training needs analysis is shown below. 

Team Training Needs Programme: 

 

IMMEDIATE PRIORITIES 

Need Who? Why? 
Target 

date 

Risk assessment Full team To comply with law ASAP 

Basic H and S J Kerr   

 I Smith Team targets –/–/– 

SHORT TERM Next month 

Survey techniques J Kerr   

 P Weir Identified gap through analysis –/–/– 

MEDIUM TERM 2–3 months 

Interpersonal skills I Smith   



 

DOC NO. AND REVISION DATE CREATED/REVISED RESPONSIBLE DEPARTMENT DOCUMENT NAME PAGES 

ATI_DOC September 2019 Training US 242813 
Learner Guide 

Page 30 of 43 

 

 D Stewart Identified through appraisal  

Team development Full team Identified through team discussion –/–/– 

LONGER TERM 

National Certificate In 

Administration 

Admin 

team 

To support training and identify 

further gaps 
–/–/– 

If the manager or team leader does this, then the team development plan is more specific to the 

needs of the team, more cost-effective and more likely to take the team forward in its task. The 

next stage is to deliver the training. 

4.3.2 Meeting the need through training and development 

Training and development can be delivered in many ways. We will focus on three areas that are 

pertinent to us (the manager, the team member and the team).  

Remember to take into account that different individuals may prefer different ways of learning. 

4.3.2.1 Portfolio of Evidence 

As a result of the training needs analysis a number of routes to development may be decided.  

As part of their personal development plan (PDP) it is common practice for certain professionals 

to put together a portfolio of evidence showing their progress. (In some professions this is 

actually compulsory in order to maintain professional status.) 

The contents of the portfolio should include: 

 An up-to-date CV  

 Qualification and course certificates  

 A record of past training and development; any analysis carried out  

 Appraisal reports  

 The PDP and reviews 

This portfolio should continually be updated, and in time will provide evidence of a commitment to 

lifelong learning.  

Team members should be encouraged to keep a portfolio to recognise their achievements.  

4.3.2.2 External provision 

Further education colleges and private training providers can be a source of training and 

development. If the courses provided match the needs identified in development plans, these can 

be very successful.  

Sometimes it is difficult to find courses that match needs completely; however, every effort 

should be made to ensure that the training is at the right level and will meet the identified needs. 
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If numbers justify it, it usually more cost-effective for external organisations to deliver in-house 

training to reach specific objectives that have been agreed between the training organisations 

and the client. 

4.3.2.3 Open learning 

A wide range of open-learning packages covering both technical and interpersonal skills are 

available. Such courses are widely used in, for example, management training; some 

qualifications for managers incorporate a certain amount of open learning, some of which may be 

supported by mentors or tutors in the workplace, or in a learning centre. This is the model used 

extensively by Open Universities and distance education providers. 

4.3.2.4 Projects and assignments 

There is very little difference between these two terms: assignments are generally written and 

projects are generally practical.  

Both start with an agreed objective, or set of objectives, and can be used at any level. 

For instance, an assignment might have the following objectives: 

1. Investigate the design of ………………….. with a view to producing a set of drawings for 

a ……………. at grid reference …………  

2. Explain the rationale behind the decision to recommend this particular design.  

3. Write a project plan for the commissioning of this ………… given normal team 

resources. Report back on this by –/–/– with a full and detailed project report laid out in 

standard reporting terminology. Your report should be no fewer than 2000 words, 

excluding relevant appendices. 

4.3.2.5 National Qualifications 

National are revolutionising training and development design and delivery in South Africa. 

The new qualifications are based on National Standards. These standards have been developed 

by virtually every sector of industry and are laid out in a common format of units and elements 

of competence along with associated performance criteria, which state the outcome when a 

task is completed competently. 

‘Competence’ is defined as being able to complete a task and having a full understanding of the 

task, as well as knowing why and how it is carried out. It also means carrying it out safely while 

taking into account the environment and the people who are around or involved.  

For example: A path worker who moves a boulder without first carrying out a basic risk 

assessment of the task and does not check who is in the way or where it is going to roll is not a 

competent worker.  
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The competent path worker works with others to determine the weight of the boulder, checks 

where the boulder is going to roll, ensures that all safety measures are taken and uses the right 

tools and works with others to move the object. 

This example shows that considerable time and training may be necessary to ensure that some 

people are able to work safely with others to carry out simple tasks. These principles are built into 

these vocational qualifications. 

A number of basic principles underlie vocational qualifications. Courses explaining these 

principles in more detail are available for training specialists but they are outlined below. 

 Standards are set by industry 

 

Standards are set by industry and are accredited by awarding bodies or SETA’s.  

 

 Competent performance is determined by assessment against criteria contained in 

the standards 

 

For example, in Specific Outcome 4 of this unit standard you are required to “Identify the 

training needs of a business unit to support the proposed business strategy”. 

 

The first column of SO4 of the Assessment Tool for this unit standard states the following 

requirements drawn up by SAQA: 

 

Assessment criteria 

4.1 The skills and expertise needed to implement a business strategy are analysed for a 

specific business unit 

4.2 A skills audit is conducted to identify the gaps in a business unit 

4.3 A training programme is proposed that will empower employees in the business unit to 

meet the knowledge and skill requirements implied by the business strategy 

implementable 

The corresponding Summative Assessments (assignments) you are required to carry out to meet 

these requirements will be found in your Workbook and are the following:  

 

2. Plan to implement a business strategy 
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2.5 Analyse the skills and expertise needed to implement the chosen business strategy for 

your business unit 

2.6 Conduct a skills audit to identify the gaps in your business unit 

2.7 Propose a training programme that will empower employees in the business unit to meet 

the knowledge and skill requirements implied by the business strategy 

 

 Assessment is carried out in the workplace by trained assessors 

 

Training courses are widely available for assessors. Qualified assessors do the following: 

 

- Plan assessments  

- Observe the individual carrying out the task  

- Question the individual to determine his/her understanding of the task  

- Feed back the results of the assessment to the individual  

- Record the results 

 

In general, assessment in the workplace is a relatively straightforward practice usually based on 

work instructions or simple checklists related to the performance criteria. 

The learner will be required to put together a portfolio. This should contain the same records of 

progress as described for the professional practitioner’s portfolio. In addition, it will also contain 

evidence that will be used towards the qualification, including records, testimony from others that 

the criteria have been met, drawings, photographs, plans, maps or other documents supporting 

the assessment. 

In the same way that professionals will find the portfolio-building process useful, there is a great 

deal to be gained in using the portfolio to reflect on learning. 

The communication and planning skills learned through the training, including planning, 

questioning and giving feedback, are valuable development tools for the learner. 

4.3.2.6 On-the-job training 

Although the NQF has revolutionised the design and delivery of training programmes, it would be 

wrong to suggest that on-the-job training is new.  

The NQF provides a framework and formalises a lot of good on-the-job training that has been 

going on for years.  

 Task analysis 
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The first step is an analysis of the tasks, which can then be presented on a task analysis sheet, 

which is standardised to be used for other tasks. 

Example: 

Task analysis: constructing a stone waterbar 

 

 
 

Step 1 Key points 

Excavate a trench across the 

path 

 Dig the trench wide and deep enough to allow for 

the liner width and depth, and the required upstand 

of the bar stone with tread flush with the downhill 

path surface.  

 The line for the trench should be at an angle to 

provide the required fall and disperse the flow of 

water.  

 

Step 2  

Position the bar stones 

ensuring that the required 

angle and fall is maintained 

 Set the bar stones vertically, butted tightly together, 

to provide an even face and even tread surface, 

level with the path surface.  

Step 3 and so on  

The example above can easily be used for a wide range of tasks; sometimes there is an extra 

column for health and safety issues. 

Once task analysis has been carried out, training can begin.  

 Tell – Show – Do 
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- Tell: Practical tasks can be learned by being told about them; it is essential that 

people are told about key issues or can read about them. 

- Show: It is necessary to demonstrate how practical tasks are carried out. In the above 

task, a certain amount about constructing stone waterbars can be learned by being 

told, but we will learn more from a demonstration. Videos and diagrams also help. 

- Do: The most effective method of learning is by doing. This, combined with being told 

and then being shown, means that the learner has very much more chance of both 

carrying out and fully understanding the task. 

 

 I do it- We do it- You do it 

 

- I do it – I will show you how to carry out the task. 

- We do it – We will do it together until you are ready. 

- You do it – Once you are confident you can do it on your own. 

The above are standard models for training and coaching and serve as an introduction; training 

courses, some of them certificated, are available for trainers and coaches. 

4.3.2.7 Developing the team 

The need to determine the training needs of a team has been explained. Having identified the 

individual needs, the team has to be developed as a working unit. Fundamental to this is the role 

of the team leader. It has to be decided at an early stage the role that the team leader should 

have: whether the team will be self-managed, i.e. all team members having equal responsibility 

and sharing any management tasks; whether there will be a team leader who takes on any 

management responsibilities; or whether there will be an in-between stage in which there is a 

team leader who then delegates management responsibilities. The extremes are the traditional 

supervisor–staff relationship and the totally self-managed team who are all equally empowered to 

take management decisions. 

There is no one model that will work best in all situations or organisations. Each of these 

extremes and anything in between will have particular training needs and particular development 

issues. 

The team development process starts with building up team relationships, understanding and 

communication.  

It is not enough to call a working group a team. The term ‘team’ implies shared practice, shared 

values, shared goals and a shared vision of the culture of the organisation. It does not imply 

shared interests, shared motivation, or shared personal ambitions. Some organisations expect 



 

DOC NO. AND REVISION DATE CREATED/REVISED RESPONSIBLE DEPARTMENT DOCUMENT NAME PAGES 

ATI_DOC September 2019 Training US 242813 
Learner Guide 

Page 36 of 43 

 

too much from the team member. However, we can all be individualistic while working towards 

shared targets for the company... 

 
 

The team–task–individual approach shown above is a good model for looking at team 

development.  

You can start with exercises or training to help the team focus on the task and how the team can 

achieve it. This is sometimes called a focus event and, if facilitated properly, can assist the team 

to develop or accept team objectives. It can be extremely motivating if the team is fully involved 

in setting objectives as it can give ‘ownership’ and consequently more motivation. Drawing up a 

team charter is a critical part of obtaining buy-in or getting team members to take ownership. 

Crucial to the development of the team is the development of the team leader. If you are serious 

about the team being ‘led’, then you have to develop leadership skills in the leader.  

When looking at the team–task–individual model, the team leader can be seen as the person 

who can balance the needs of the task with the needs of the individual   while helping 

individuals move towards team working. 

The following is a good description of what the team leader might do: 

INITIATE 

 Working with the team to define or understand team goals.  

 Giving relevant information.  

 Seeking specialist advice. 

PLAN 

 Making a plan.  
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 Allotting tasks to or agreeing tasks with team members.  

 Checking understanding of the tasks. 

CONTROL 

 Reviewing performance and maintaining standards.  

 Negotiating change.  

 Ensuring that resources are available.  

 Ensuring all actions contribute to the team objectives. 

SUPPORT 

 Encouraging the team.  

 Meeting individual needs.  

 Balancing individual needs against task and team needs. 

It can be seen from the above range of tasks that the team leader needs to develop a range of 

both technical and interpersonal skills. But far more important is adopting the attitude that 

people are important in the team–task–individual equation; the best team leader learns the 

technical skills while developing advanced communication skills such as influencing, negotiating 

and problem solving. 

There are a number of ways of helping the team leader to develop, including courses and 

reading. Although these are extremely useful, one of the best ways of learning leadership skills is 

by having a good example. 

 A new team leader being supported by a mentor or coach is an effective way of learning on the 

job; the mentor can help the team leader reflect on the leadership skills which he/she is 

developing over a period of time. If this can be integrated with the overall development of the 

team, then all the better. It may also be useful to look at explanations of team leadership from 

some famous leaders: 

‘The capacity and the will to rally men and women to a common purpose and the character which 

inspires confidence.’ 

Field Marshall Montgomery 

 

‘A leader is someone who has the ability to get other people to do what they don’t want to do, 

and like it.’ 

Harry S. Truman 

 

‘Leadership is that part of management concerned with getting results through people.’ 
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John Adair 

 

A short course on leadership 

The six most important words........... I admit I made a mistake 

The five most important words.......... I am proud of you 

The four most important words......... What is your opinion? 

The three most important words....... If you please 

The two most important words......... Thank you 

The one most important word........... We 

And the least important word............. I 

 

4.3.3 Evaluate the training 

It is important for the team and the individual to determine whether the training and development 

have been effective.  

4.3.3.1 Understand the learning cycle 

Before you do this it is useful to look at a model of how people learn. This can be interpreted in 

the learning cycle. 

 

‘If you don’t know where you are going, you will not know when 

you get there.’ 

.  

 

 We experience 

Think back to when you learned a certain task. Whether it was learning to ride a bike, drive a car 

or use a new cell phone, you have to start with an experience.  
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That is, you attend a training course, try something out, are shown how to do something, watch a 

video, read a manual, or any other method which exposes you to the skill, method, task or 

knowledge. 

 We reflect 

After instruction, if you wish to learn the task or knowledge, you reflect on it. You can either think 

through the process, such as doing crosswords or mathematical problems, or you can practise, 

such as first-aid training. 

 We set a rule 

Having reflected or practised, you can see how a task is performed and you set a rule: that is the 

way something is done. Having set the rule, you then go on to practise the task until it is 

‘mastered’. 

This is exactly the principle behind study skills in which the student learns a subject and then by 

writing essays or doing tests along with feedback from a tutor eventually understands a process. 

Training and development at any level wastes resources unless it correctly meets a need. The 

only way you can determine whether it has met a need is to evaluate the learning, taking into 

account the learning cycle. This applies to both managers and team members. 

4.3.3.2 Types of evaluation 

 Instant evaluation 

We are familiar with instant evaluation sheets at the end of training courses. While these can be 

useful in an overall picture, they are generally of limited use as they only describe feelings at 

that time. They may also reflect what the learner has enjoyed rather than what he/she has 

actually learned. 

 Pre-briefing 

It is more meaningful if team members are briefed by a manager before any training event to talk 

over the content of the training, to determine expectations and to set the scene for a 

debriefing. 

 Debriefing 

Debriefing is a good way to ensure that the learner is focused and is going to be able to 

implement the training as soon as possible after the learning. It is also a vehicle for the manager 

evaluating whether this was the right training and whether it was value for money. 

4.3.3.3 Has learning taken place? 

Many people attend courses or other training sessions but do not learn as efficiently as they 

could. There can be many reasons for this, including lack of motivation or poor teaching.  

You must determine whether any training and development is effective in assisting the learner to 

learn. This can be done through tests or examinations, but the most effective way in the 

workplace is to allow the learner to put the new knowledge into practice as soon as possible; if 

necessary, this can be carried out under supervision, and feedback given as soon as possible.  
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4.3.3.4 Team learning 

If you are concerned not only about the learning experienced by the individual but about the 

team, you have also to ask whether the training has had an effect on developing the team 

through either learning skills or changing attitudes. 

That is, if you want to review team performance and the role of training in developing and 

achieving this then you should previously have set team development objectives using the 

SMART principles. The team development should contain objectives, for example: 

 By the end of September 2006 two assessors will have been trained to certificate level, 

three coaches to skills level and five members of the team to NQF Level 3.  

Only by evaluation can we gauge the effectiveness of training and development. 

We have here specific and measurable objectives that can be evaluated easily. This can be 

combined with evaluations from training courses and Portfolios to form an overall picture. 

4.3.3.5 Organisational learning 

If the evaluation of team learning is important, so, too, is the evaluation of organisational learning. 

This can be compiled from team evaluation reports and take the form of a report on the overall 

impact of training and development on organisational objectives. 

If the above approach is taken you can more easily compare what has been achieved with what 

was planned in the original training needs analysis and the individual, team and organisational 

development plans. 

4.3.3.6 A checklist for evaluation 

Below is a sample of the kind of questions which can and should be asked of any training and 

development.  

By no means comprehensive, it nevertheless gives guidance on what should be evaluated: 

 Does the training delivered meet the identified need?  

 Has the training met the individual, team or organisational objectives?  

 Has the need been met completely or in part?  

 What has prevented the need being met?  

 Has the need been met both efficiently and in a cost-effective way?  

 Was the training event satisfactory?  

 Did the delivery of the training enhance learning?  

 Has the learning been set at the right level?  

 Has the learner been able to implement learning as soon as possible?  

 Was the learner briefed and debriefed for the learning?  
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 Have all necessary resources been allocated to the training?  

 Are these resources adequate?  

 Has the development enhanced the learning needs of the team? 

4.4 Implement an effective communications programme 

Kaplan and Norton cite the following data obtained during a study contrasting high- and low-

performing organisations: 

 

Well - performing 

organisations 

Poorly performing 

organisations 

Employees have a good 

understanding of overall 

organisational goals 

 

67% 

 

33% 

Senior managers are 

highly effective 

communicators 

 

26% 

 

0% 

As we can see, effective communication seems to be a major factor in organisational success. 

“If employees do not understand the vision, they are even less likely to understand the strategy 

intended to realise that vision. Without understanding vision and strategy, employees cannot 

adapt their work to contribute to effective strategy implementation.” 

An organisation’s leadership team should use every possible channel to communicate its 

strategy and reinforce it at every opportunity. 

The communications programme should have the following objectives: 

 Develop an understanding of the strategy throughout the organisation 

 Develop buy-in top support the organisation’s strategy 

 Educate the organisation about the measurement and management systems to be used to 

implement the strategy 

 Provide feedback about the strategy 

The success of the communications programme must be measured by results, not activities; 

counting the number of messages sent, or the number of viewers, measures the activities of a 

communication process, but not its effectiveness. 

According to George Bernard Shaw, “The greatest problem with communication is the illusion 

that it has been accomplished.” Just because a message has been sent, does not mean that it 

has been received. The output measure for the communications process should be shared 

understanding among employees. 

Many media are available to communicate the strategy to the employees. These include: 
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 Focused meetings; more regular as strategy is introduced, quarterly during 

implementation 

 Brochures, e.g. a one-page document describing strategic objectives and how they will be 

measured 

 Monthly newsletters, which initially define and describe the strategy; later they provide 

periodic reports and stories about employee initiatives leading to improved performance 

 Education programmes: incorporate objectives, vision and mission in all training and 

development programmes 

 Company Intranet: voice and video segments of executives describing the overall strategy 

and explanations for individual objectives, measures, targets and initiatives 

An organisation would rarely use only a single medium. In fact, it is most effective when the 

organisation uses a comprehensive mix of media in a programme of continual communications. 

In the following figure, rich channels enable the communicator to focus the message in a 

personal manner and respond to questions and feedback from the audience. Rich channels are 

highly effective, but are the most expensive and limited in their reach. Lean channels, such as 

newsletters and reports, lack the personal touch, but are much more economical and can reach a 

wider audience. 
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   As the strategy becomes embedded in the ongoing management processes, the formal 

communications programme decreases and eventually ceases. It is no longer required when 

strategy-focused thinking has become pervasive and routine. 

As a leader, your most important challenge is to communicate the vision and objectives of your 

business unit (and the organisation) to your team members. You need to “gain the hearts and 

minds” of all your staff, because you cannot implement the strategy on your own. In fact, if you 

are like most leaders, you do not actually know all the steps required. You can visualise success 

and know the outcomes you are trying to achieve, but you need your team members to find 

innovative ways to accomplish the mission. 

 


