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Introducing relevant and quality training 

Various approaches are used in organisations to address skills needs.  These include 

coaching, mentoring, learning exchanges, peer learning and the all-time favourite training.  

Training is by far the most common response to skills needs and has become almost 

synonymous with skills planning and development.  Workplace Skills Plans and in turn 

Sector Skills Plans show evidence of this over-emphasis on training in response to skills 

needs. 

On the flip side of the coin, we often hear that in many organisations training budgets are 

limited and if budget cuts are implemented, the training budget goes first.  Yet we also hear 

stories of either unspent training budgets being reallocated or the scramble to use unspent 

budgets as the end of a financial year approaches, often less effectively.   

So in the skills planning and development space we often sit with an over-emphasis on the 

need for training coupled to financial challenges, either in limited budgets, the threat of 

budget cuts or the reallocation of funds.   

A first response to this challenging scenario is perhaps to firstly consider alternative 

approaches to skills development, such as coaching, mentoring, counselling, peer learning, 

exchanges amongst others referenced in Module II:  A Guide to Improved Workplace Skills 

Planning.   

Then to recognise that training does have its place in response to some skills needs.  For 

example, as environmental impact assessment legislation evolves, training could do well to 

support practitioners to explore this evolving policy framework and its implications for 

development and conservation.  Similarly, as software technology evolves at a very fast 

pace, ongoing GIS refresher training might do well to keep practitioners abreast of the latest 

software to enable their work in conservation planning and management.   

Training can also complement other approaches to skills planning.  For example, a junior 

Community Conservation Officer might well benefit from training in community based natural 

resource management while at the same time working closely with his / her manager in a 

mentoring relationship.  In the same way participating in an e-learning platform to explore 

developments in the field of agriculture extension might support understandings of 

approaches used by a senior staff member in demonstrating extension approaches. 

Given the significant role that training does play in skills planning and development, how 

then do we ensure that the training is relevant and of a quality appropriate to justify the 
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investment of time and resources.  This module aims to assist you in developing a 

framework for assessing the relevance and quality of training offerings to help you decide: 

 Beforehand, which programme is most appropriate to the skills development needs in 

your organisation 

 During the training to guide your own evaluation thereof as it plays out; and  

 Evaluate the impact of the training after the offering and back in the workplace. 

Before we get to these guidelines however, let us take a short detour into the common 

challenges associated with accessing quality and relevant training, a sketch of training 

programmes available for conservation, environment and natural resource management, the 

ongoing skills needs experienced within organisations and the ways in which some 

organisations are responding to these needs. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Key challenges 

in accessing 

relevant and 

quality training 

No local training for 

specific skills 

requirements, for 

example, Managing a 

World Heritage Site 

Mentoring to support an 

application of learning in 

context remains a key 

challenge 

Some short courses are 

particularly expensive 

making these inaccessible 

in restricted training 

budgets  

Some short courses are 

pegged at an 

inappropriate 

accreditation level for the 

potential participants  

Too few accredited 

providers and at times 

also geographically 

inaccessible.  

There is sometimes 

little management 

support for skills 

development   

Needs are 

not always 

appropriately 

prioritised   

There are no providers in 

the field dealing with the 

recognition of prior 

learning in relation to Field 

Ranger training    
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This list of skills training 

programmes are 

available in an excel 

spreadsheet on 

www.greenmatter.co.za 

See advise on the 

reputation of the 

provider in relevance 

and quality indicators 

in part ? 

Interestingly, despite the 

various offerings of Field 

Ranger and Guiding 

training, this skills need 

continues to exist in many 

organisations – see below 

A quick reminder  

GreenMatter is a sector 

wide partnership 

programme aimed at 

support skills development 

for conservation   

Training programmes for the environment 

A review of training programmes for conservation training was commissioned by 

GreenMatter in 2010.  This review reflects a range of skills training programmes to support 

skills development for conservation from shorter very specific 

courses to longer term full qualifications.  This analysis 

aimed at offering an initial list of 

skills training programmes for 

regular updating classifies these 

skills development programmes 

according to: 

 Name and type of training service provider 

Universities, private and public providers are listed in this resource.  

Trends show that most of the longer degree and diploma courses are 

generally offered by universities or universities of technology, 

whereas short courses are offered mainly by smaller private 

providers.  These smaller providers appear to be mostly private 

consulting firms and NPOs.    

 Course title 

All skills programmes are relatively explicit in title and in terms of the skills these address.  

One key trend emerging from these course focus areas as reflected in the titles is that all 

short courses speak mainly to a very specific skills set, rather than to a particular 

occupationally related set of skills.  For example, some short courses listed are those for:  

Organic Vegetable Gardening, Horticulture, Wild Flower Identification, Climate Change 

Adaptation and Mitigation and Best Practice in Sewerage and Waste Water Management.  

These courses appear to have developed in relation to a specific industry need and within a 

specific organisational context, defined either by the provider or associate organisations.   

The longer courses offered by universities are those traditionally 

focused on foundational knowledge around a key area of focus 

for example, Nature Conservation, Bachelor of Science and 

other traditional pre-service qualifications.  Courses related to 

specific functional areas emerging include that of Field Ranger 

and Guide.  



 Human Resource Development Toolkit  

 

5 
 

Module IV:  A guide to relevant and quality training  

Many colleagues note a key 

challenge in skills training as 

being the accessibility of these 

courses.  A question worth 

pondering is why is this so, 

given this wide array of 

offering, many on demand?  

The duration of the course is of particular 

importance when considering the extent to 

which an application of learning is facilitated.  A 

key question:  Does the course structure 

(including length) enable an appropriate 

application of learning in context   

In our material world we often 

associate cost with quality.  You 

might want to however consider 

other quality indicators in 

selecting appropriate training in 

response to your organisations 

training needs.  

 Frequency in offering 

Most courses are offered either annually (in the case of 

longer courses) or on demand (in the case of shorter 

courses.  Some short courses are offered with a greater 

degree of frequency, for example two to three times a year 

and in one case the Global Carbon Exchange offerings are 

on a monthly basis.     

 Prerequisite for participation 

All long courses define prerequisites as per the traditional university entrance requirements 

for example, university entrance matriculation pass for undergraduate diplomas or degrees 

and the traditional first degree or diploma, honours and masters for entry into honours, 

masters and doctorate studies respectively.  Many of the short courses have no prerequisite 

other than literacy cited in a few cases and some requiring a matriculation certificate. 

 Duration of course 

Long courses have the traditional university based minimum duration, for example three to 

four years for undergraduate, one year for honours, two for masters and doctorate studies.  

Shorter courses have a duration of between 1 to 5 days.  Few have a longer duration of for 

example two months 

 Course site 

The site of many skills training programmes listed 

are offsite, that might similarly have implications 

for practical application of learning in context.  

Some providers do reflect on site training.  

However, consider whether this on-site training is in fact in relation to workplace-based 

practices or simply a training venue on site, which might have the same challenges as off-

site training.    

 Costing of courses 

Course costs range primarily from between R5,000 and 

R10,000 with some short courses on offer from under 

R1,000.   
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How important is 

accreditation in your 

organisation? 

What levels of accreditation 

are required to meet your 

training needs?  

Do you find any of these 

options in the database? 

 Accreditation status 

Longer courses in this database are registered within the 

university accreditation system and so carry accreditation 

levels from six through to nine.  A key trend in short courses is 

that these are either not accredited - posing a key challenge as 

many organisations require some form of accreditation to 

secure an investment in training or are accredited at levels one 

through to  five – perhaps inappropriate for the level at which 

the training is required.   

 Contact details of provider 

The database also provides the user with the contact details of the respective providers for 

ease of reference.   

Think about the skills needs that you have in your own organisation.  Can you identify any learning 

programmes in the list that might respond to these skills needs?  Write down in the left hand column the skills 

needs and the learning programmes in the right hand column that might respond to these needs. 

Skills needs Learning programmes 
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Following the exercise of mapping job titles in 

conservation to the OFOs as is outlined in 

Module III and contained in the Final Task 

Team Report for Mapping Conservation 

Occupations (posted on 

www.greenmatter.co.za and available from 

the conservation chamber of CATHSSETA), our 

next job was to consider qualifications and 

skills programmes available to meet the skills 

needs across each occupational group.  The 

ultimate intention of this exercise being to 

inform possible processes of qualifications 

development in the sector and in collaboration 

with CATHSSETA.  Taking one occupational 

group at a time, and considering the specific 

skills needs related to that group, it became 

evident as participants in the HRD Network 

Workshop V worked through the list that there 

are, for a large part, a wide spectrum of 

existing learning programme options to meet 

the particular skills needs at different 

occupational levels.  

Scarce skills refer to occupations / competent 

professionals for jobs that are in short supply, 

for example, Taxonomists, Ecologists, 

Biodiversity Information Manager, etc.  See 

the Priority Skills Report 2012 for a 

comprehensive list of scarce and critical skills 

in the environment on 

www.greenmatter.co.za     

21 scarce skills identified in the environment sector 

 Agriculture Extension professionals  

 Curators for biodiversity collections 

 Ecologists, especially for  marine and aquatic environments  

 Engineers with a biodiversity specialisation 

 Geneticists, genomic investigator, molecular biologist, molecular geneticist, molecular biologist  

 GIS specialists and technicians  

 HCD specialists, biodiversity education and HCD specialists, human resource & training professionals  

 ICT specialist and technicians with biodiversity skills: Service Managers, systems analysts, web and multimedia developers, 

applications programmers, database designers and administrators 

 Lawyers with an environmental specialisation  

 Monitoring specialists, species protection officers and inspectors 

 Policy developers & analysts, urban and regional planners with biodiversity insight 

 Resource economists with biodiversity related specialisatio 

 Social scientists specialising in environment, intellectual property & indigenous biodiversity knowledge specialists  

 Soil scientists 

 Statistical ecologists & modellers 

 Taxonomists, systematists for marine and terrestrial systems 

 Biodiversity monitors in marine and other ecosystems 

 EIA practitioners 

 Protected area managers 

 Social ecologists 

 Wildlife veterinarians 

 

Training needs in the sector  

In reviewing training programmes in relation to the 

occupations defined in the OFOs, for a large part 

there appears to be little shortage of programmes 

that respond to some of the scarce and critical skills 

needs in the sector.   

 

 

 

Scarce skills:  insufficient people qualified and experienced for required occupations 

http://www.greenmatter.co.za/
http://www.greenmatter.co.za/
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Anecdotal insights suggest 

that it takes up to 12 years 

to train a fully competent 

Ecologist in the work 

environment after 

foundational learning 

through a B.Sc. degree   

What are the scarce skills that you experience in your 

own organisation? 

------------------------------------------------------------------------

------------------------------------------------------------------------

------------------------------------------------------------------------

------------------------------------------------------------------------

------------------------------------------------------------------------

------------------------------------------------------------------------ 

How can you respond to these scarce skills in your 

own organization? 

------------------------------------------------------------------------

------------------------------------------------------------------------

------------------------------------------------------------------------

------------------------------------------------------------------------

------------------------------------------------------------------------

------------------------------------------------------------------------ 

A review during our HRD Network interactions shows that there are enough training 

programmes for most of these scarce skills or occupations.  The challenge appears to be 

that either not enough people are trained in these areas.  And if they do, few have an 

interest in these particular job profiles, or have the necessary experience to optimally 

perform in the job.  

For example, Ecologists are trained through a Bachelor of 

Science degree with a specialization in either  Zoology or 

Botany.  However, to become a fully trained and 

competent Ecologist requires a considered amount of 

mentoring in the practical work environment to apply 

learning and develop the necessary experience.  A 

Taxonomist similarly trains through a Bachelor of Science 

degree, with a Taxonomy major, but this occupation appears to attract little interest in the 

academic world.  Veterinarians are said to have preference for domestic animals rather than 

wildlife rendering this a scarce skill in our sector.   

Biodiversity Information Manager on the other 

hand, like a number of other scarce skills 

such as Biodiversity Engineers, Social 

Ecologists, People Development 

Practitioners, for example, require the linking 

of 2 or more academic disciplines.  For 

example, the Biodiversity Information 

Manager requires both ICT skills as well as 

the Natural Science background, which 

traditionally do not complement each other at 

universities.  Similarly the disciplines of 

Engineering and Natural Sciences needed by 

the Biodiversity Engineer seldom co-exist at 

universities.  And People Development 

Professionals are trained in disciplines quite 

far removed from Biodiversity Professionals.  

The challenge is then not always to develop specific learning programmes to meet these 

needs, but to encourage entry into these fields of study, specialization in these scarce fields 

and to explore ways in the workplace to bring certain disciplines together.  In responding to 

specific learning programmes needed for example in the mixed disciplines needed for the 
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Critical skills refer to a 

competency set of skills 

lacking within a 

professional, for example, 

GIS skills for an Agriculture 

Extension Officer or 

Management Skills for a 

Reserve Manager.   

Biodiversity Engineer or the Biodiversity Information Management requires more of a 

systems response through engaging with higher education institutions for curriculum 

reorientation or innovation.   

 

Critical skills:  the absence of specific skills set in an occupation  

Critical skills are a required competency set / set of skills within a 

particular job.  For example, a common challenge in our 

sector is that natural science professionals are often 

promoted into management and leadership positions 

based on their natural science competence.  This often 

creates a gap amongst some management staff in 

leadership and management capacity.  Similarly skills 

such as social learning facilitation, stakeholder 

engagement, advocacy and lobbying are rarely taught at training 

institutions and often require not a skills programme, but rather training in field.  This is also 

the case for integrative and adaptive skills. 

 

   

 

 

 

 

 

 

 

What are some of the critical skills 

in your organization 

In which job function do you find 

these? 

What are some of the ways in 

which you can address these? 

   

   

   

   

5 Sets of Critical Skills identified for the environment sector 

LEADERSHIP 

SKILLS 

Leadership for 

senior and 

enabling 

managers in 

organisations 

and the sector as 

a whole, towards 

organisational 

and sector wide 

innovation 

MANAGEMENT 

SKILLS 

Often used 

interchangeably 

with leadership 

skills but are a 

distinct but 

related set of 

skills for 

effectively 

managing 

resources to 

deliver on 

organisational 

strategy 

ENABLING 

SKILLS 

Social learning, 

facilitation and 

communication, 

knowledge 

brokering and 

advocacy, 

mentoring and 

role modelling 

INTEGRATION 

SKILLS 

Working across 

fields, 

disciplines, 

sectors and 

interests  

ADAPTIVE SKILLS 

 

Working in 

contexts of 

uncertainty and 

complexity 

through critical 

and systems 

thinking 
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Responding to training needs 

Despite these common skills challenges in organisations, responses appear to be 

organisation specific.  Ezemvelo KZN Wildlife for example has a training academy through 

which they try to respond to their internal scarce and critical needs.  Other organizations, 

such as CapeNature for example, has engaged a private training provider to address the 

leadership skills needs, specific to their particular organisation.  Some use their in house 

specialist to train others, such as Scientists in GDARD used to train others in GIS skills.  

Other approaches have been to through a bursary programme to address scarce skills, such 

as in the case of Eastern Cape Parks and Tourism Agency in awarding bursaries to 

members of communities adjacent to their reserves.  These are only 3 examples with many 

more organisation specific responses across the sector.        

In this broad context of skills need some persisting beyond extensive organisational 

investment common questions amongst managers and learners are:     

 

 

 

 

 

 

 

These questions start pointing towards the need for closer evaluation of the wide spectrum 

of training programmes on offer to address specific skills needs, the training programme as it 

rolls out and ultimately the impact of this training on the developing skills of individuals, how 

this translates into improved performance in their respective job and how this contributes to 

effective and efficient organisations.  In the next section we explore some guidelines in the 

hope of answering these questions. 

 

 

 

How do we choose quality and relevant training relative to 

our training needs and organisation? 

How do we ensure this quality and relevance through the 

offering of the course? 

How do we know that the training has had its intended 

impact for both the learner, the work they do and 

ultimately the organisation? 
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Evaluating the quality and relevance of training 

It is useful to think of evaluating training at three levels.  As indicated above, there are many 

training programmes on offer to meet the training needs in institutions, some of a better 

quality than others and some more relevant than others.  So the first level of evaluation will 

be when you are choosing a particular course.  Once the course is chosen you might want to 

evaluate the roll out of the course and get an idea of how the trainees engage with the 

learning strategies and content of the course.  This would be your second level of evaluation.  

Once the course has completed, you might then also at a third level want to evaluate what 

the impact of the course has been for the individual, their job performance and the 

strengthening of your organisation.  It is useful to consider evaluating training at all three 

levels, each of which has a different focus.   

 

 

Evaluation before training:  to inform the choice of training programme 

Why do we do training in our organisation?  Almost always, our ultimate objective with 

training is to strengthen our organisations and maybe even our sector.  However to do this, 

we need to work on the competence of our individual employees and the work they do.  The 

objective then of training is often broader than only the skills needs of individuals, though this 

is our starting point.  It also aims to strengthen the functional and professional performance 

of individuals in the workplace with the ultimate objective of strengthening the organisation 

and the work it does as a whole within the sector. 

Before 
training  

During Training  

Post 
training  

Trainees engagement with the training programme  
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As noted before and reflected in the database of training programmes, there is a plethora of 

training programmes to choose from.  How then do we know which is the most appropriate 

training programme to choose from?  Our first port of call would be to clarify our objectives of 

the training, not only focusing on the skills needs of the individual, but to think broadly about 

the implications of this training also for improved performance towards organisational 

strengthening and sector strengthening.   

 

 

 

 

 

 

 

 

 

 

Now that you have established the objectives of your envisaged training, how do you choose 

the best option to meet these needs?  We suggest the use of two key aspects to guide your 

decision making, ie, the quality and relevance of training.   

The quality of training 

When deciding on the quality of a training programme, we have to know what we are looking 

for.  What defines the quality of training?     

 

 

 

 

 

Think of a particular skills need that you have identified in your organisation 

 

 

 

 

 

 

 

Now write down the objectives of your training 

 

 

Describe the skills need of the 

individual here 

How would addressing this need 

improve the individuals 

performance and function / unit 

/ departments performance 

How does this improvement in 

performance support the 

strengthening of your 

organisation? 

Think of a course that you recently participated in, selected for learners in your organisation and / or 

recommended to your executive for use in your organisation. Name and describe 

the course briefly 

here … 

What are some of the things in this course that shaped your choice?  What 

indicated its QUALITY or lack thereof?  Write some of these aspects in the space 

below. 

Think of a course that you recently participated in, selected for learners in your organisation and / or 

recommended to your executive for use in your organisation. 
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Quality in training refers to ‘… 

the strength of the content and 

the educational (delivery) 

aspects of the course …’ Eureta 

Rosenberg:  Advisor to the 

GreenMatter Programme  

These things that you listed above start to define your own 

understanding of what makes for a quality training 

programme. What you have in effect done is to start 

defining quality indicators for training in your 

organisation.  These might include for example, the 

content of the training programme, the training site, 

the experience and qualification of the facilitators, 

the way in which training is conducted or the learning 

methodologies used and possibly the link of the training to the 

requirements of the workplace.  These quality indicators can be useful in assisting you to 

select training programmes and also motivate for your choice, for example to your Executive 

Committee, line managers or human resource development manager.   

Our colleagues in the Organisational and Human Resource Development Network offer 

some additional indicators which might help your decision on the selection of a quality 

training programme.    

 

 

 

 

e 

 

 

 

 

 

 

 

 

Indicators for Quality Training  

 

 

 

Credibility of 

training provider 

 

 

 

 

 

Course details 

 

 

 

 

 

Course evaluation 

 

 Accreditation of provider with relevant skills training authority 

 Programme approval with relevant skills training authority to offer 

the suggested training 

 Qualifications of trainers and assessors 

 Experience of trainers and assessors 

 Profile of provider in terms of experience of offering and 

reputation as training service provider 

 

 

 Extent to which aims and objectives align to specified training 

needs and the organisational development requirements 

 Responsiveness to training needs and organisational specific 

contexts 

 Level of course (eg. NQF level) relative to level of learners’ 

qualification 

 Programme of delivery 

 Site of delivery 

 Learning methodologies used 

 Level of engagement of learners through tasks and on course 

interactions  

 Costing structure of the course  

 

 

 Existing ethos of evaluation on the course 

 Roll out of theory of course into practice 

 Relevance of learning to workplace training needs 

 Providers open and responsiveness to engage through formative 

evaluation 

 Learner feedback 

 Organisational feedback 

 

 

SAQA accreditation is not synonymous 

with quality.  Neither are qualifications 

and experience.  You might need to use 

more than one set of indicators to 

assess quality of training   

The  theory of the training programme 

might not match its practice.  You have 

the full right to interrogate a 

programme before committing your 

organisation.  Ask critical questions 

about the course and details, eg.  on 

site training does not mean the same as 

workplace based training.  The former 

could simply use a training venue in the 

workplace with very little link between 

learning and work of the learner. 

A provider confident of their quality 

offering would not hesitate to share 

former evaluations with a potential 

client.  You could also follow up with 

some of the references offered. 
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Eureta Rosenberg, Advisor to 

GreenMatter offers the 

following additional quality 

indicators  

 A systems approach to training 

 Adult learning theory 

 Environmental learning theory  

These might be useful thoughts to take into your 

engagement with potential training providers.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 Learners are part of the course system.  They bring much 

– positive and challenges – to a course. 

 The learners’ workplace is a system which needs to 

interact effectively with the course and the learner. 

 The course itself is an activity system of interacting 

factors and processes / flows; focus on the interaction 

between elements as much as or even more than on the 

elements themselves, eg. a knowledgeable presenter 

may not engage the learners.  Think of the coherence 

within and across the course. 

 Course delivery and design should take all of the above 

into account eg. selection of students (how they will 

related to the purpose and content), articulation with 

the workplace, a course co-ordinator to hold the course 

together conceptually and logistically.   A
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2 

 Content cannot be simply and neutrally transmitted – 
learners need to actively make meaning  

 Applied – learners must see the relevance of content and 
activities  

 Learners need opportunities to interact (with others, 
ideas, tasks) in order to learn actively 

 Acknowledge power relations and diverse backgrounds 
and ensure that all have access / suitable learning 
opportunities 

 Engage diverse language styles 

 Language use is not neutral but a critical element of 
teaching 

 Resources must support  and / or extend taught content 

 Learning arises from doing 

 Learning might spring from discontinuity 

 Work from what learners already know but also present 
new knowledge. 

A
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  Open ended outcomes to learning – often seeking new 
solutions and practices 

 Participatory and egalitarian processes – we are all 
learners and teachers 

 Critical thinking – not to take information at face value 

 All knowledge is open to review, but not all knowledge is 
equally valid (test and seek reality congruence) 

 Foreground values and ethics and probe underlying 
assumptions 

 Explore deep transformation in social, organisational and 
personal values and practices 

 Reflexivity –cycles of personal and social learning – 
acting – evaluating – further learning  

 Positive – from action to better action (personal, 
organisational   

 Place current issues in historical context 

 Apply principles of holism, integration, even when 
teaching within a  discipline 
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The relevance of training  

The relevance of training is part of the consideration of the quality of training, but worth a 

reflection in its own right as well.  When thinking about relevance, we need to decide 

relevant to what?  If training is aimed at improving skills, performance, contribution to 

organisational strengthening and the work of the sector, then training needs to be 

considered relevant to the individual trainee, the work they do with the organisation and 

more broadly the organisations contribution within the sector.  The following diagram 

illustrates the need to consider the relevance of training to the individual, the organisation 

and the sector.  

   

 

 

 

 

 

 

 

Evaluation during the training 

Once we have chosen the appropriate training programme, is this where our job stops?  

Probably not.  Most times we are required to report on the outcomes of training.  Whether we 

need to report to our managers, our Executive Committees or in to our respective SETAs, it 

is useful to undertake an evaluation of the roll out of the course.  To evaluate during the 

training similarly requires us to define some key indicators that will answer some of the 

questions you might have, such as: 

 Could the trainees relate to the content of the training; 

 Were they able to relate the content to their workplace-based function; 

 Were the trainees simply passive recipients of the training or did they actively engage 

with the trainer; 

 Were the trainees able to engage with the assignments they were given; 

 What were the outcomes of these assignments and did it relate to their work; 

A review of these aspects at the 3 

levels will provide you with 

indicators by which to evaluate the 

relevance of a training programme, 

for example, does the way in which 

stewardship is reflected in the 

training align to our organisation 

vision and strategy OR is the 

training pitch at the right level for 

our Stewardship Officers all 

qualified at level 6, does the 

training content address the skills 

need, does it locate stewardship in 

a sector context, and so on. 

sector 
mandate 

organisational 
strategy  

trainee 
profile  

•organisational contrbituion to 
mandate 

•sector skills needs 

•function 

•role  

•tasks 

•skills needs at a broader scale 

•qualifications and experience 

•job profile  

•current skills 

•skills needs  Tr
ai

n
ee

  

Tr
ai

n
ee
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By doing the evaluation 

yourself you often gain good 

insight into the learning taking 

place, challenges the trainees 

are faced with etc.  These 

insights are then useful when 

you need to plan further 

training interventions 

 Did the trainees manage the pace of training; 

You might also want to ask some questions of the training provider, for example; 

 Was the course organised well; 

 Was there a clear programme of work and was this managed in the time frame of the 

training; 

 Were the materials used suitable and relevant to the training and the needs and 

experience of the trainees; 

 What was the quality of presentation and did the presenter give attention to the needs of 

the trainees; 

 Did the course encourage active participation from the learners; 

 Was the assessment on the course meaningful and did trainees learn more from it; 

 

 

 

 

 

 

 

 

 

These kinds of observations often require you to be a part 

of the course.  Sitting in on perhaps one or more 

training sessions, or talking to the trainees during tea 

and lunch breaks and / or talking to the presenter.  

During your own planning processes you might want 

to allocate some time to undertaking these 

observations yourself, or plan for a colleague to do the 

evaluation or factor in the cost of a consultant to undertake 

the evaluation.   

What other questions would be useful for your reporting? 

Write these down below and it might be a useful reference when you plan your 

evaluation – more on this later 
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individual  

organisation  

sector 

Evaluating the impact of the course 

What validates and justifies our investment in training?  As before, we don’t just train for the 

sake of it, but we have a bigger purpose in mind when we motivate for and initiate training.  

To answer this question, we need to understand what the impact of the training was for the: 

     

 

 

 

 

 

 

 

 

 

 

 

The indicators for these questions are in the outer circle.   

 

 

 

 

 

 

 

 

Increased involvement in 

relevant projects 

Improved job 

performance 

exam
p

les o
f im

p
act in

d
icto

rs 

Improved 

employee morale 

Stronger 

functional team 

Increased targets 

defined and met 

Increased 

advisory 

engagement in 

sector  

Skills need no 

longer defined 

in SSP 

Increased 

participation in 

sector advisory 

forum 

Our colleagues in the HRD Network have defined the following broad and then more specific 

indicators for a hypothetical project management course. 

 Projects are 

successfully 

implemented  

 High performing project 

managers  

 Increasing projects 

completed 

 Progression to other 

projects  

Relevance   

Sustainability 

Effectiveness  

Efficiency  

Impact 

 On time project 
delivery 

 Cost saving in project 
delivery 

 

In house training 

and refresher 

courses for all staff 

Related to 

organisational 

strategy 
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Planning an evaluation  

The following framework is useful to plan your evaluation and outline the details through 

which to collect data to inform it. Work through these details to develop your evaluation plan. 

WHAT IS THE OVERALL EVALUATION QUESTION THAT YOU NEED TO ANSWER 

Define the overall question that you want to answer in this space.  It could be as broad as what has 

been the impact of the training, what course would best suit our training needs, how are learners 

engaging on the course, is the content of the course relevant to our needs, etc.  This is an important 

place to start in planning and undertaking your evaluation as it helps you to keep focus throughout 

the process. 

SUB QUESTION 

From your broader 

question above, start 

to define more specific 

questions that will lead 

you to answering the 

bigger question such 

as: is the provider 

accredited to offer this 

training, what is the 

experience and 

qualifications of 

trainers, what is the 

track record of the 

provider, etc.   

INDICATOR 

For each of the sub 

questions, define what 

the answer to this 

question would be an 

indicator of, such as:  

course accreditation, 

relevant experience of 

trainer, credibility of 

provider 

EVIDENCE 

For each of the sub 

questions and 

indicators ask yourself 

what and where would 

you find evidence to 

support / answer this 

question such as:  

SAQA website and 

programme approval 

forms, cv of trainer, 

website of training 

provider 

TIMING 

For each sub question 

and indicator define 

for yourself an 

appropriate time to 

access the evidence 

and evaluate that 

question, such as:  

prior to contracting the 

training provider 

 

Herewith then an evaluation plan for each of the suggested stages in evaluating training. 
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Evaluation before training 

WHAT IS THE OVERALL EVALUATION QUESTION THAT YOU WANT TO ANSWER WITH REGARD TO THIS TRAINING 

What is the quality of the training and how relevant is this to the training needs of our organisation 

and sector? 

SUB QUESTION INDICATOR EVIDENCE TIMING 

Is this an accredited 

and registered 

provider for this 

training? 

Credibility of provider  SAQA website  

 Provider 

accreditation 

certificate 

Prior to contracting 

provider  

How long has this 

provider been offering 

training in our sector? 

Experience in training 

and in sector 

 Provider website 

 Provider portfolio 

 References  

Prior to contracting 

provider 

Who are the training 

facilitators and 

assessors and what is 

their experience and 

qualification relative to 

training and content 

requirements of 

training? 

Qualification and 

experience of trainers 

and assessors  

 Curriculum vitae of 

all training 

facilitators and 

assessors to be 

involved in this 

training  

Prior to contracting 

provider 

What is the content of 

this training and is it 

relevant to the 

individual, their 

function, our 

organisational 

mandate and trends in 

our sector? 

Relevance of content 

to training needs of 

individual, organisation 

and sector 

 Training materials 

and / or content 

framework  

 Organisational 

strategy 

 Function / unit 

mandate 

 WSP and SSP 

Prior to contracting the 

provider 
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What are the key 

learning strategies 

used and are these 

appropriate to adult 

learning? 

Relevance of training 

to learners and 

workplace-based 

training 

 Training framework 

 Interview with 

training provider  

Prior to contracting 

provider 

What are the 

opportunities for 

linking training to 

workplace focus? 

Relevance or training 

to meeting skills needs 

and workplace-based 

improvement 

 Training framework 

 Interview with 

training provider 

Prior to contracting 

provider 

What is the total 

number of trainees 

who can attend a 

course at a time? 

Focus on the individual 

trainee 

Interview with training 

provider 

Prior to contracting 

provider 

What is the cost of the 

course per trainee 

Affordability and value 

for money 

Trainer profile  Prior to contracting 

provider 

 

During training  

Now try to complete the following framework guided by the examples used. 

WHAT IS THE OVERALL EVALUATION QUESTION THAT YOU NEED TO ANSWER DURING TRAINING 

What is the quality and relevance of learning during the programme? 

SUB QUESTION INDICATOR EVIDENCE TIMING 

Are learners engaged 

actively with the 

content of the 

programme? 

Relevance of training   Assignments 

 Observations of 

interactions, 

comments and 

questions  

After feedback on 1st 

and subsequent 

assignments 

During training 

sessions 
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Are learners active 

participants in training 

interactions? 

   

Does presenter ensure 

that all are engaging? 

   

Do trainees have an 

opportunity to relate 

learning to their 

workplace? 

   

Do activities flow 

according to the 

predefined 

programme? 

   

Is the language used by 

the presenter 

appropriate to age and 

experience of 

trainees? 

   

 

After the training  

Another example and exercise to explore the details of your evaluation  

WHAT IS THE OVERALL EVALUATION QUESTION THAT YOU NEED TO ANSWER AFTER THE TRAINING 

What has been the impact of the training for the individual, the unit / function and the organisation? 

SUB QUESTION INDICATOR EVIDENCE TIMING 

How many trainees 

participated in the 
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training? 

From which units / 

functions are they? 

   

Are trainees able to 

apply their learning in 

the work environment 

   

Is there an 

improvement in their 

individual 

performance? 

   

Is there an 

improvement in the 

overall performance of 

the unit / function? 

   

Is there evidence of 

improvement in the 

organisations 

performance 

evaluation related to 

this function? 

   

 

And finally for clarity  

 

 

 

 

M & E Comparison  

Monitoring  

 Ongoing  

 Keeping records  

 Often quantitative  

Evaluation  

 From time to time  

 Analysing records 

 Quantitative and 

qualitative  


