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CHAPTER ONE - INTRODUCTION
1.1  Context
[image: ]The researcher is employed as a Commissioned Officer within the Royal Engineers and the setting for the work-based project takes place within 170 (Infrastructure Support) Engineer Group, Chetwynd Barracks, Nottingham. The following line diagram illustrates the organisational structure:







[footnoteRef:1]Fig 1. Organisational structure [1:  STRE – Specialist Team Royal Engineers] 

The researcher’s role is Support Officer within 63 Works Group. Support Officer is primarily responsible for career, logistical and financial management for the Works Group. 63 Works Group provides infrastructure consultancy, engineering design, programme and project management, contract management and facilities management in support of Defence in the UK and on operations worldwide (Army, 2020).
The Royal Engineers train and employ Clerk of Works (CoWs), who are generally employed within each of the Works Groups and wider Field Army. CoWs are technical engineers who design and manage construction projects. Volunteer applicants tend to be personnel who excel in their artisan trade. They undertake a comprehensive selection process prior to conducting an 18-month residential training programme and successful students receive accelerated promotion to Staff Sergeant.
Currently, there is no formal development to prepare Potential Clerk of Works (PCoWs) for selection and with over 100 applicants applying annually for approximately 30 places, evidence suggests many are underprepared. 
1.2  Project Justification
The researcher and many other line managers have often witnessed the feeling of failure with unsuccessful PCoWs and they always state they felt underprepared. So, the researcher decided to focus the work-based project on designing a development pathway; through the introduction of a competency framework designed to better prepare PCoWs for selection. 
The competency framework will be designed as a set of goals PCoWs can achieve during their early career progression, primarily focussing on Command, Leadership and Management; as well as technical (trade) development. The aim is to provide PCoWs with a career development plan that will build their knowledge, skills and experience required for CoW selection.
1.3  Intended Impact
The researcher has a passion for personnel development and as this project could potentially develop successful CoWs in the future, it provides an opportunity to witness employees career progression, which is a major self-motivator. Not only will it be a positive experience for the researcher, but it could be for employees as well. The framework will provide a flexible learning plan with greater opportunity to develop, through innovative and interesting goal setting. By employees receiving personal and professional development, the organisation will also benefit by having better trained and confident individuals, thus providing a more competent and motivated workforce. 
1.4  Expected Learning Outcomes
The following paragraphs explain the two primary expected learning outcomes:
Communication
As the researcher’s work-based project involves communicating with stakeholders, senior management and students, conveying information at all levels requires differing styles. Although the researcher regularly communicates with varying levels within the organisation, it is rare that a single activity includes all of the previous mentioned cohorts, so it is important that information is articulated effectively so that everyone understands. Complexity is added by balancing the academic literature against military writing, as they have very different compositions for transposing information. So, the learning outcome will be managing a communication plan that initially materialises as an idea, then as a concept, then finally to full implementation across the largest Brigade in the British Army. 
Programme Management 
As the introduction of work-based competencies involves numerous projects to deliver success, it will have to be managed as a programme, which is a relatively new experience for the researcher. Further research is required, but the initial intent is to introduce a framework consisting of three core competencies, with each of these containing sub-goals. Each of these competencies will be treated as a project, so managing the introduction and enduring success will be a challenge; as the researcher has only routinely managed individual projects. 
Secondary Expected Learning Outcomes
	Learning Outcome
	Activity

	Develop solutions from research, drawing on theory and practice
	Identifying potential competencies to introduce from conducting primary and secondary research, then ensuring they are managed for longevity. 

	Exploit the workplace as a learning resource. 

	Educating employees and students, so that they are aware of the resources within the organisation that will assist them with achieving the potential work-based competencies.

	Transfer existing knowledge, capabilities and competences to new or different contexts.
	Transforming the current development programme for potential CoWs, by introducing a contemporary and innovative training pathway.


Table 1.1 Secondary expected learning outcomes






CHAPTER TWO – LITERATURE REVIEW
2.1  Introduction
The purpose of this chapter is to investigate existing research and compare differing views and opinions from related academics on work-based competencies. The researcher will review and analyse the literature in order to contextualise the project and justify the aims and objectives; which will frame the proposed research design and methods. The literature review will explore competency definitions, use of competencies in training development, competency-based training considerations and the types of competencies and frameworks utilised in developing personnel for employment selection.
The following literature is designed to draw out emerging themes that will measure the impact work-based competencies could have within the researcher’s organisation.
2.2 Competencies Defined
There is not a single definition for the term ‘competency or competencies’, and it’s meaning alters between each researcher. For this field of study, this researcher will review and define associated definitions and summarise his own interpretation for use in the work-based project.
The terms 'competency' and ‘competencies’ focus on someone’s personal attributes or inputs. They can be defined as the behaviours (and technical attributes where appropriate) that individuals must have, or must acquire, to perform effectively at work (CIPD, 2020). These behaviours have been expanded by Campion et al. (2011, p. 226) as they suggest competencies are “collections of knowledge, skills, and abilities and other characteristics that are needed for effective performance in the jobs in question”. Considering these two definitions; the researcher suggests that the acquisition of knowledge, skills and behaviours are the foundation for setting competencies for effective performance. As this is quite a general interpretation, further research is required to define how competencies can be used for employee development. 
Some of the previously mentioned attributes, such as behaviour, are inherently achieved through life-development, so how do we differentiate the competencies that can be developed in the workplace. According to DeSeCo (2005), competencies are developed through both formal learning and life experiences. A competency integrates three kinds of knowledge:
a. conceptual (learning to know);
b. procedural (how to do); and
c. interpersonal knowledge (how to relate).
Procedural development is widely practiced in the researcher’s organisation as many of the outputs are system based, but conceptual development is not as common; particularly in the training of our junior employees. So, further research is required to ascertain if competencies are widely used in training development and how they can be utilised. This will be discussed in the following sections.
[bookmark: _Hlk82020619]2.3 Use of Competencies in Training Development
Currently, Potential Clerk of Works (PCoWs) receive very limited training prior to undertaking the CoW selection process. Those that do, only receive informal mentoring. So, the introduction of work-based training competencies will provide a pathway for personnel to achieve and better prepare them for the process. Competencies not only set clear goals but also improve performance for employees and the organisation. As Wright & Geroy (2001) note that employee competencies change through effective training programs. It not only improves the overall performance of the employees to effectively perform the current job but also enhance the knowledge, skills and attitude of the workers necessary for the future roles. With this success, the use of competencies in training development has significantly increased over the last few decades as Strebler and Bevan (1996) state that an increasing number of organisations are linking their competencies to management, development and training. Ansah and Enerst (2013) go further and report that many countries now employ Competency-Based Training (CBT) in response to the needs of new entrants into the world of work. It is also suitable for other learners desirous of upgrading their technical skills for existing jobs; in this case preparing employees for CoW selection.
As the MoD is a public sector organisation, CBT is a recognised method for developing personnel. According to Wu (2013), in the public sector, competency-based training is a popular method that focuses on improving employees’ knowledge, abilities, skills, and organizational performance. More closely linked are our military partners, the US Army. Since 2002 they have utilised CBT for leadership development (Horey et al, 2004). Subsequently, due to the success of the US programme, the British Army adopted a similar method in 2015 with the introduction of the Army Leadership Code (ALC, 2015). As previously discussed, CBT is a recognised system for training personnel, particularly in the Armed Forces, but it is more leadership focussed; so further research is required to address what considerations are needed to implement CBT in the wider training environment.
2.4 Competency- Based Training Considerations
In order to introduce CBT, a competency framework is required to structure the training and manage performance. As Whiddett and Hollyforde (2003) suggest that many organisations develop a competency framework to manage performance and progression more effectively. The framework consists of core competencies and may be used to ‘structure selection processes, training and development programmes and performance appraisal templates, providing an integrated and coherent approach to the management of an Organisations human capital’ (Sutton and Watson, 2013, p.1025). 
CBT frameworks have significant advantages for enhancing training development, particularly in a vocational setting like the researcher’s organisation. CBT provides employees with a flexible learning schedule, as the training timeline is governed by the pace of the student. Research suggests that student attitudes towards the learning experience are very positive in CBT (Canaleta et al, 2014). According to Nelson (2013), student outcomes are improved, with finding that students in CBT courses performed significantly better than students in traditional courses. 
The researcher must be aware of the potential constraints CBT could impose on participants, as this learning style may not be receptive to everyone involved. Griffith & Lim (2014) pose that students may not be very interested in CBT because of the effort it needs, especially if they have no interest in the subject they are studying. Therefore, motivation here is key to get out of the negative attitudes towards this approach and do more effort to excel at the subject they are studying. Participants involved in the CoW selection process should remain self-motivated as they have volunteered to undertake the programme. On reflection of what has been discussed, the researcher should ensure the design of the CBT framework remains adaptable, so that it can be altered to fit the needs of each employee; akin to IDS (2008), they suggest that the success of competency frameworks requires them to: be sufficiently flexible to adapt to organisational change; have support from the top of the organisation and from the stakeholders who will influence it the most; have a high profile champion who promotes the use of the framework; keep it simple, rather than overly comprehensive; descriptors that are understood by employees; the use of relevant behaviours; the setting of clear boundaries between the different competency levels and a framework that has a clear purpose that is understood and welcomed by employees and managers.
2.5 Competency-Based Training Framework 
[image: Management Competency Model]As previously discussed, a CBT framework consists of a set of core competencies that structures the training for managers and participants to use. As acknowledged by Lucia and Lepsinger (1999), they suggest competency models are descriptive tools that are used to identify and recognise the knowledge, skills, abilities and behaviour that are needed and required to perform effectively in an organisation. In the researcher’s case, the framework needs to encompass the knowledge and skills (K&S) required to perform effectively for the CoW selection process. The core competencies required to address K&S needed to set the CBT framework will be drawn out from the research data gathered in the methods section of this project. Although in principle, the following model illustrates common core competencies that could be utilised, particularly for training selection, by which the researcher is potentially planning on using:







[bookmark: _Hlk82015694]Fig 2. Competency model 
2.6 Conclusion
The objective of this review was to research existing academic literature, in order to gain a greater understanding of the versatility work-based competencies can have in developing personnel for CoW selection. On reflection, competency-based training is a widely recognised and used training system that has significant advantages which the researcher could exploit. There is a re-occurring theme that CBT improves performance for both individual and organisation. Further primary research is required to identify tangible core competencies that can be employed within the researcher’s organisation.



CHAPTER THREE – METHODS
3.1  Introduction
This chapter will describe and justify the research paradigm, methodologies and methods used for the work-based project. It will also discuss the other research methods that could have been used, as well as examining the ethical considerations involved. It will also include a timely account of the research undertaken.
3.2  Research Paradigm
Ontologically, the work-based project will primarily adopt a subjectivist philosophical style, as the field of study requires the researcher to define the data through his own thinking and cognitive processing by interacting with participants. There is the understanding that the researcher will build knowledge socially as a result of his personal experiences of the real life within the natural settings investigated (Punch, 2005). 
To establish what research knowledge is deemed acceptable in epistemological terms, the researcher will adopt an interpretive paradigm, as this is underpinned by observation and interpretation. This inductive type of manner favours the researcher’s approach to work-based research, as people are fundamentally different from natural science. Interpreting varying information will need a detectorist’s outlook; particularly as the setting is human centric.
As the researcher is not specialised in the field of study (construction engineering) and only has a limited appreciation of the subject, the need to understand the knowledge increases; so, a greater emphasis to produce data is required. This provides an opportunity for an outside researcher to bring a different focus and provide an alternative philosophical outlook on the subject. These paradigms will allow the researcher greater freedom and flexibility to do this.
3.3  Research Methodology
As discussed in the previous section, the research activity is human focussed, so in order to obtain data, a mixed methodology will be adopted, although it will primarily be qualitative in nature.
The reason why it will be predominantly qualitative focussed is because data gathering involves obtaining information from employees’ experiences and opinions. The subjective nature lends itself more to a qualitative methodology, as it provides the methods to capture the data. Additionally, as sample numbers are relatively small in scale and will be observed in their natural social setting, exploring research will require identifying patterns and themes from participants bottom-up, thus generating a theory to introduce the work-based competencies.
As the researcher will be investigating historical statistical data from previous selection processes, then quantitative research is also required. This will allow the researcher to gain a wider understanding of the reasons why participants have been successful or unsuccessful during the previous three selection processes. It will aid in identifying the causes and effects that influence the individuals’ results, so statistical relationships can be drawn to assist with the development of work-based competencies. This form of data will be objective in nature, so interpretation will be unbiased and correlation will be more specific. 
The following table identifies the research activity involved and the type of methodology employed:
	Research Activity
	Type of Methodology

	Establish if the current development programme is fit for purpose. This will entail a semi-quantitative process with a questionnaire, designed to establish ordinal data and investigative questions about the selection process. Potential, successful and unsuccessful applicants will be included, in order to gauge the potency of the current system. Data will be analysed by the use of pie/bar chart to identify patterns. Once data has been analysed, focus groups will be conducted, as this will provide an opportunity to discuss emerging themes in more depth that were identified from the questionnaire. It is also planned to observe the next selection process in September as an outside researcher.
	Mixed

	Identify trends as to why previous applicants are unsuccessful. This will be conducted by holding semi-structured interviews with the selection committee and analysing data from previous selection board results. Once data has been gathered, a thematic analysis will be completed.
	Mixed

	Investigate what the selection committee expect from potential Clerk of Works. This will be conducted in tandem with the above semi-structured interviews.
	Qualitative

	Investigate training deficiency gaps from applicants. This will include conducting a questionnaire and a focus group with a sample of applicants, current CoW course and practicing COWs in the researcher’s organisation. 
	Mixed

	Identify work-based competencies to introduce. Pending the data obtained from the above, the aspiration is to conduct a cross-sectional questionnaire as it collects data on peoples’ experiences; in order to quantify what should be introduced. This will be completed outside of the project timeframe, as the researcher’s management will need to review and authorise any potential competencies prior to publishing and introducing. 
	Quantitative 

	Measure the impact of introduced competencies. It is planned to conduct a focus group to measure the impact of work-based competencies. This may not be possible within the project timeframe, as time will be needed to observe the impact of the project performance within the organisation.
	Qualitative 


Table 3.1 Research activity and types of methodology 
3.4  Research Methods
The researcher will employ a variety of methods to investigate the following research objectives:
	1
	Establish if the current development programme is fit for purpose

	2
	Identify trends as to why previous applicants are unsuccessful

	3
	Investigate what the selection committee expect from potential Clerk of Works

	4
	Investigate training deficiency gaps from applicants

	5
	Identify work-based competencies to introduce

	6
	Measure the impact of introduced competencies


[bookmark: _Hlk82015832]Table 3.2 Research objectives
Data will be gathered primarily by the use of questionnaires, semi-structured interviews and focus groups. These methods were selected as they naturally complement each other in the structure for gathering data in the researcher’s setting. Questionnaires will provide the initial data required to frame the question set for the interviews. Subsequently, feedback from the interviews will provide discussion points to raise in the focus groups. This explorative format provides a logical method to investigate a subject that the researcher has limited background on. Further justification as to why these methods were chosen is as follows:
Questionnaire. Having researched the versatility of questionnaires, the researcher will use this system to gather primary data. As the research methodology is primarily qualitative in nature, the questionnaire will provide a comprehensive and widely dispersed view of the focussed subject.  The aim of the questionnaire will be to prove the researcher’s theory and to acknowledge if there are grounds to implement improvements. The questionnaire will include both open and closed questions to ensure there is both a quantitative and qualitative response to analyse. This form of analysis will hopefully identify trends or themes, which will form evidence to support the justification for improved change. A cross-sectional questionnaire would be the most appropriate design as it collects data on peoples’ experiences of a particular initiative, which would align to the work-based project.
Semi-structured Interview. The researcher will exploit the use of interviews throughout the project as it provides a very productive qualitative data collection method for his type of work. It will also compliment the questionnaire, as the interview could investigate the ambiguous responses raised from the survey. It will also provide an opportunity to discuss emerging themes in more depth that were identified in the questionnaire. The researcher will mainly use semi-structured interviews, because this will align to the questions set in the survey and provide a more explorative response to test the theory. 
Focus Groups. Similar to the interviews, focus groups will provide the researcher with a means to investigate the data gathered from the questionnaire in more depth.  It has the added benefit of identifying trends qualitatively, as the responses will be discussed in more detail.  Participants may feel more encouraged to get involved as it is a more socially interactive and fellow participants feedback may prompt further thought and discussion. It will also provide the opportunity to integrate the subject matter experts to share their points of view with the students.  This will allow the researcher to analyse information from varying perspectives, providing a succinct and comprehensive overview of the subject.
Details on how these research methods will be employed can be seen in table 3.1.
The project involves a small amount of quantitative data to research. This will comprise of the ordinal data contained within the questionnaire and potentially secondary interval data from the previous selection processes. The data gathered will be analysed descriptively to try and identify trends between the previous selection processes. This will enable the researcher to establish areas for development and will potentially support the findings from the qualitative data gathered. 
The researcher did consider using observation to acquire data but there are difficulties with this type of research method. Firstly, each participant possesses different attributes, so to analyse a behaviour and measure it against the selection criteria will be time consuming and difficult to compare; interviews and/or focus groups may be a better method to obtain the required data.  Secondly, this type of research is not the most reliable as it is virtually impossible to repeat an observation. The presence of the observer can also change the behaviour and actions of those being studied, particularly if the observer is in a leadership and management role.
3.5	Ethics in Work-Based Research
It is important to recognise the ethical and moral considerations involved when conducting a work-based project, particularly for inside research. These considerations include all stakeholders, the organisation, university and the researcher. The researcher will need to ensure he is conversant with the ethical code of practice and obtain permission from the stakeholders before commencing the project.  There are also legal requirements to adhere to such as data protection, particularly informed consent and anonymity, copyright and equal opportunities.
As an inside researcher, it is important to communicate the project details to line managers and participants to ensure access is permitted and that confidentiality and anonymity is maintained. Participants will need to be informed of the project objectives and what the data is being used for. If there is uncertainty, participants may feel that the information they provide could be perceived negatively within the organisation, so to ensure this does not happen, strict confidentiality guidelines will be communicated and adhered to. As the researcher is employed as a senior manager within the setting, participants may feel reluctant to disclose truthful responses, so it is important that the researcher obtains permission from an agreed sample of the population via a declaration letter and consent is approved. As the research methods involves regular and close proximity with participants, focus must be maintained to ensure data gathering is not affected from the prolonged study by the inside researcher. There is a risk that findings could become slightly biased because of the relationships built during the study, so the researcher will need to consider this and ensure impartiality is maintained.
3.6	Account of Research 
The following table illustrates the research plan:
	Research Objective
	Research Activity
	Time of Research
	Location of Research Activity
	Research Audience 

	Literature review
	Research secondary data
	Apr-May 21
	Researcher’s organisation and home
	n/a

	Establish if the current development programme is fit for purpose

	Questionnaire & Focus Group
	Jun 21
	Online survey (Survey Monkey) & focus groups held at Training Delivery Centre (PEW, 1 RSME, Chatham) and researcher’s organisation
	Potential CoWs, unsuccessful & successful applicants 

	Identify trends as to why previous applicants are unsuccessful

	Semi-structured interviews and descriptive analysis of secondary data
	Jun 21
	Training Delivery Centre (PEW, 1 RSME, Chatham)
	Selection committee and previous three selection processes

	Investigate what the selection committee expect from potential Clerk of Works 
	Focus Group
	Jun 21
	Training Delivery Centre (PEW, 1 RSME, Chatham)
	Selection committee 

	Investigate training deficiency gaps from applicants 
	Questionnaire & focus groups
	Jul-Sep 21
	Online survey (Survey Monkey) & focus groups held at Training Delivery Centre (PEW, 1 RSME, Chatham) and researcher’s organisation
	Potential CoWs, current CoW course and practicing CoWs

	Identify work-based competencies to introduce 
	Questionnaire
	Dec 21
	Online survey (Survey Monkey)
	Selection committee & practicing CoWs

	Measure the impact of introduced competencies
	Focus Groups
	Mar-Sep 22
	Researcher’s organisation
	Potential CoWs


[bookmark: _Hlk82015887]Table 3.3 Account of Research
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CHAPTER FOUR – FINDINGS
4.1	Introduction
The following chapter will investigate the research objectives by gathering data using the methodologies described in the previous section. The data gathered will be analysed and evaluated, in order to potentially identify emerging themes to support and justify the requirement to introduce work-based competencies.
Each discussed research objective will be structured to include the following:
· Aim of the research objective.
· How it was achieved, which will include method chosen, where and who with.
· Results and general findings, which will be critically analysed and explained to form a conclusion. Factors that shape the potential competencies will be highlighted in red.
Chapter 4 will then conclude with:
· Researcher’s evaluation. 
· Issues encountered
4.2	Research objective - Establish if the current development programme is fit for purpose
The aim of this objective was to quantify if there was a requirement to impose change to the current development programme. As the researcher had limited knowledge of the current Clerk of Works (CoW) development programme, there was a requirement to determine the potency of the established system. 
4.2.1	How was the research objective achieved?
To establish the potency of the current system, a mixed methodology was adopted by the employment of a questionnaire and focus group. The questionnaire was designed to gather nominal and ordinal data, in order to investigate if there was a requirement to improve the current system. The questionnaire was targeted at current applicants (Potential Clerks of Works - PCoWs) and qualified CoWs who have undergone the selection process previously. These two sample audiences provided a diverse spectrum of opinion as the applicants are currently experiencing the development programme, so data will be current and will provide a contemporary understanding. Qualified CoWs provide a more experienced outlook as they are employed in role and have a more comprehensive appreciation of the subject, so the data provided should be more subjective to interpret.
Survey Monkey was used for both questionnaires. PCoWs questionnaire (see Appendix 1) was published to a sample of 36, from which 21 anonymously replied, so a response rate of 58.3%. The CoWs questionnaire (see Appendix 2) was distributed to a sample of 36 and there were 17 anonymous returns, so a response rate of 47.2%. Participants received detailed guidance, stating the aim of the questionnaire, the terms regarding confidentiality and anonymity and it was voluntary based.
The data provided from the questionnaire subsequently framed the question set for the focus group (see Appendix 3), primarily based upon the emerging themes identified. The focus group provided the platform to investigate responses from the questionnaire in more depth and it promoted discussion on the subject at hand. 15 of 30 members of the current CoWs course were randomly selected to attend the focus group and it was held at the Professional Engineering Wing (PEW) in Chatham, Kent. It was decided to conduct the focus group with this audience because data had already been obtained from unqualified and qualified personnel, so to ensure all aspects of training were investigated, data was required from personnel undergoing tuition.
The results and findings from the questionnaires and focus group will be discussed in the next section.
4.2.2	Results and general findings
Having reviewed the appropriate questions that would aid the investigation as to whether the current development programme is fit for purpose, the following models define the results and gauge the potency of the employed system:



4.2.2.1  Do you feel the current application process provides sufficient guidance and access to training to prepare you for selection?
                        Pie chart identifying responses from PCoWs
                 [image: ]
Summary of outcome. The pie chart shows the majority of PCoWs find the current system is either not so helpful or somewhat helpful, with a combined percentage of 61.1%. 
Analysis. As only 18 of the 21 participants completed this question, 14.3% of raw data is missing, so it does not provide a full response. With a majority of 61.1%, it is evident that most participants find the current system is limited and there are potentially areas to improve upon. Less than quarter (22.2%) found the existing system to be extremely helpful.
Conclusion. The use of a Lickert scale in obtaining data has an advantage of simplifying data responses, but the ordinal data provided is quite limited in use as it only provides a general opinion of the subject. This question was designed to gauge the validity of the current system, which is managed by the PEW. It does demonstrate that there are potential grounds for improvement, but it does not highlight the training personnel received internally within their own departments (units). Although, it does demonstrate that there is a requirement to investigate the subject further and this will be done by comparing this data against further responses and from feedback via the qualified CoWs.

4.2.2.2  Have you received any formal training from your unit to prepare for selection?
Area chart identifying responses from PCoWs
            [image: ]
Summary of outcome. The area chart shows 76.2% of PCoWs received either no training, a little or moderate amount of training to prepare them for selection, with only 23.2% receiving a lot to a great deal of training in unit.
Analysis. The majority of PCoWs identified that there was a delta in receiving formal training within their organisations. 
Conclusion. The question was designed to establish how much training PCoWs received within their own organisations to prepare them for selection. The data shows that there is no formal training in place across the Royal Engineers to prepare candidates and each unit conducts a varied and ranging amount. Similar to the data in section 4.2.2.1, there appears to be limited resources and formal training currently available to applicants, both from the selection sponsor and inhouse units. As this data only provides analysis from the current applicants, further research is needed to quantify a greater response from qualified CoWs and this will be discussed in the next section.





4.2.2.3  Do you believe you received sufficient formal training to fully prepare you for the selection process?
Area chart identifying responses from CoWs
              [image: ]
Summary of outcome. The area chart shows 64.71% of qualified CoWs received either no training, a little or moderate amount of formal training to prepare them for selection, with only 29.41% receiving a lot to a great deal of training. The remaining 5.88% received another form of training not directly involved with selection.
Analysis. There is an emerging trend with the three previous models identifying that the majority of participants identifying that they received limited formal training to prepare them for selection.
Conclusion. The above area chart reinforces that there is a requirement to introduce a formal development plan across the organisation to better prepare PCoWs for the selection process. As the data provided is quantitative in nature and provides objective data, further qualitative data was required to provide a more subjective view to explore the topic, and this will be discussed in the next section.
4.2.2.4 Qualitative data received from focus group with current CoWs’ course students 
The following table provides related comments pertinent to establishing if the current development programme is fit for purpose. Questions posed can be seen in Appendix  3. The focus group was recorded for evidence gathering and was transcribed using the Otter application.
	Question posed
	Student 
	Response
	Context

	




Do you feel the current system prepares you for selection?
	A
	‘So, from my time because I was underneath Naval Command, there was no preparation for the course. It was literally down to you do all your own legwork, and I had to come here (PEW) to get help and contact other units to assist.’
	Student A was employed in a unit external to the Royal Engineers and this is quite common practice. As his line managers lacked an understanding of the CoW process, student A received very limited information, training and direct support, so he had to reach out for assistance as there was no formal development system in place.

	
	B
	‘It is difficult to source information about the actual application process, especially if your line managers are not aware of it. People who work with Clerks of Works have someone who can assist, and some Regiments are really good at helping, but if someone does not have the support then we do not know where to go to seek assistance’.
	Student B was unaware of where to seek assistance and advice on the application and training for selection and believed that there is a disparity between units providing support.

	
	C
	‘My unit were late in supplying the application. At the time of application, I was on exercise and only had a couple of days to complete the application before it had to be in that Friday. Units should be aware of the process and provide you with support and sufficient time to prepare’. 
	Student C received the application late and did not have sufficient time to prepare for the process.

	
	D
	‘The first time I applied, my unit conducted a mock selection to prepare me, but we did not receive any interview training and I believe this is what let me down during the selection process. The second time around, I received a mock interview and funnily enough I was successful this time around. Although as my managers were not Royal Engineers, they were not fully aware of the system, so advice was limited’.
	Student D was unsuccessful on his first attempt due to lack of essential training for interviews. His unit did provide training, but it was limited because the line managers were not fully conversant with the CoW selection process.


Table 4.1 Feedback from CoW student focus group27[image: ]

Table paraphrasing qualitative feedback from students’ focus group


Analysis. The above statements provide a snapshot of the general feedback received and it is evident that the students felt that there are definitive areas for improvement. Different units provide varying levels of support, and it appears that there is a significant disparity in training and mentoring. Communication appears to be an issue, primarily with the indifference of dissemination of information to support the application process. Evidence suggests that not all line managers are conversant with the application and selection process, which subsequently hinders their ability to provide formal support to their PCoWs. Timing appears to be a constraint as well, as it appears not all applicants received sufficient time to prepare for the application and selection. 
Conclusion. There is an emerging theme from the questionnaires and focus group suggesting that there are areas for development to better prepare PCoWs for selection. As discussed in the methods chapter, the bottom-up research has generated a theory that there is a requirement to introduce a competency framework, in order to provide a formal development plan that employers and employees can utilise. Drawing upon the issues discussed, it is evident that the current system is not fit for purpose as data suggests there is a lack of information and formal structure with the current process. So, as discussed in section 2.2, a competency integrates conceptual and procedural knowledge (DeSeCo, 2005), so by applying a competency framework, it will potentially address the issues raised and provide a structured platform for development.









4.3	Research objective - Identify trends as to why previous applicants are unsuccessful
Having justified there is a requirement to introduce work-based competencies in section 4.2, the aim of this research objective is to identify trends as to why previous applicants were unsuccessful. This will potentially provide the information required to set the competencies needed to better prepare PCoWs.
4.3.1	How was the research objective achieved?
To investigate this research objective, a mixed methodology was adopted by the employment of a semi-structured interview with members of the selection committee and a descriptive data analysis of the three previous selections.	
The researcher conducted an analysis of the scoring system from previous selection processes. The aim was to identify the main reasons why PCoWs were unsuccessful, as this would provide the areas to improve upon for future applicants. If emerging trends were identified, this could potentially provide the justification to what work-based competencies be introduced. By understanding why PCoWs were unsuccessful over a three-year period, it provided the researcher with a deeper and more continuous understanding compared to the snapshot of data provided in section 4.2. The researcher was informed by the selection committee that the previous data has not been investigated holistically by an external researcher, so it provided an opportunity to draw out themes to discuss further in the interviews. 
There was an issue with the data provided from the 2019 and 2020 selection processes, as the PEW did not enter all the PCoWs individual data into the summary spreadsheet, so some of it was unusable for research; but there was a sufficient amount to draw out emerging themes, particularly from 2018.






4.3.2	Results and general findings
PCoWs are assessed on a variety of components during the selection process and the following table illustrates these:
	Primary Component 
	Secondary Component
	Skill Field

	Interview
	· Motivation
· Technical
· Current Affairs
	Technical and CLM

	Service and Experience
	
	Technical and CLM

	Academic qualifications
	
	Academic

	Previous course reports
	
	Technical

	Command experience
	
	CLM

	Trade experience
	
	Technical

	SNCO credibility 
	
	CLM

	Selection test
	· Mathematics 
· English
· Data interpretation 
· Technical skills
	Academic and technical


Table 4.2  Selection process assessment components 
Having reviewed the data from the previous selection processes, it was evident that the majority of PCoWs scored consistently on the academic components and there was not a large delta in the average scores. The most significant delta was between the technical and Command, Leadership and Management (CLM) components, and evidence suggests the two primary reasons why PCoWs are unsuccessful is either due to a lack of technical (trade) experience and/or a lack of CLM experience. This will be discussed in the following sections.




4.3.2.1  Lack of experience in generalPie chart 2 showing number of unsuccessful JNCOs
Pie chart 1 showing number of successful JNCOs
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Summary of outcome. The two pie charts show the number of unsuccessful and successful Junior Non-Commissioned Officers (JNCOs (PCoWs)) from the 2018 selection process. Senior Non-Commissioned Officers (SNCOs) were not included as they have sufficient experience. Pie chart 1 shows that 60% of successful applicants were Corporals (Cpl) and 40% were Lance Corporals (LCpls). Pie chart 2 shows that 76.9% of unsuccessful applicants were LCpls and 23.1% were Cpls.
Analysis.  Although the pie charts provides a simple overview, it can be observed that Cpls are more successful at the selection process compared to LCpls. Although there are more Cpls (39) than LCpls (34), there is a distinct difference in margin between the two ranks.
Conclusion. It is understandable that Cpls have more experience compared to LCpls as they have generally served longer in the Army and would have built up greater technical and CLM experience. Cpls on average achieve their rank between 6-8 years of service and LCpls usually between 4-6 years, although this does vary depending on their performance and potential. It could be assumed that LCpls require further experience prior to applying for selection or apply when they achieve the rank of Cpl. This potentially demonstrates that the introduction of work-based competencies could provide the necessary experience, both technical and CLM; but  in order to factualise the assumption, further research is required to investigate the disparity between the components. This will potentially identify the areas to improve upon to set the competencies, particularly for the more inexperienced PCoWs.
4.3.2.2  Lack of technical and CLM experience
Bar graph showing overall average scores for successful/unsuccessful PCoWs
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Summary of outcome. The bar graph shows the variation in overall scores from four selected assessment components. These components were chosen because they complement the balance between technical and CLM assessment criteria. The remaining components will be discussed in the next section. All scores are marked out of 5, less the technical part of the interview which is out of 10. It can be observed that there is approximately a 1-2 point difference between successful and unsuccessful PCoWs.
Analysis. Although there does not appear to be a significant difference in scores, as the totals are relatively low, it can be said there is at least a 20% delta between the two. This is a constant across the four components.
Conclusion. As discussed in the previous section, it is evident that the more experienced employees have a greater chance of being successful. Conversely, the data in the above bar chart suggests that on average unsuccessful PCoWs are lacking both technical and CLM experience. This data does not demonstrate the reasons why, so further investigation is required to ascertain the facts. This will be discussed in the following section.


4.3.2.3  How are PCoWs lacking technical and CLM experience?
Funnel chart showing difference in grades between Technical Facing Units (TF) and Wider Corps (WC)
Key:
TF –Technical facing units
WC – Wider Corps











Summary of outcome. The funnel chart displays the difference in grades between the two different types of facing units within the Royal Engineers. TF units practice their construction and design trades daily, whilst the WC units specialise in other areas of engineering, generally unrelated to those practiced in TF units. It can be observed that TF units have scored higher in technical experience and selection test and WC units have scored higher in the remaining areas.
Analysis.  The data shows that WC units scored higher in CLM experience (+0.3), interview (technical) (+0.5), motivation (+0.1) and SNCO credibility (+0.5) and overall score (+0.7). TF units scored higher in technical experience (+0.4) and selection test (+2.2), so WC units scored higher in 5 of the seven assessment components. 
Conclusion. It is evident that WC units scored higher averages compared to TF units. It could be suggested that WC units have greater opportunity to enhance their CLM experience, as personnel employed within these organisations generally Command, Lead and Manage larger teams on more diverse tasks. By increasing their CLM experience, they subsequently become more confident and develop their SNCO credibility as they mature in role. Conversely, TF unit personnel often work independently and are quite academically trade focused, so they will naturally be stronger in this field; but they often lack the opportunity to gain crucial CLM experience. It is interesting that TF units scored higher with technical experience, but not in the technical part of the interview. This could be because many TF PCoWs work as individuals and their technical output is quite specialised, compared to WC PCoWs who work in a more general team environment, so portraying technical competency in an interview maybe more difficult for TF PCoWs, as their skills are quite unique in comparison. Balancing technical and CLM experience is an important consideration for PCoWs to consider throughout their career pathway, but it is even more important for the organisation to provide them with the opportunities to build the respective employment portfolio. The previous data only provides an objective view, so to holistically investigate the issue, the following section will scope a more subjective focus from data obtained within the selection committee interviews. 

4.3.2.3  Qualitative data from Selection Committee Interviews 
The following table provides related comments from interviewed members of the selection committee. They have provided feedback on why they believe previous PCoWs have been unsuccessful. The question set for the interviews can be seen in Appendix 4. The interviews were recorded for evidence gathering and was transcribed using the Otter application.

	Question posed
	Interviewee 
	Response
	Context

	


From your experience, what are the common trends as to why applicants are unsuccessful?

	A
	‘I think the main reason is the ability to communicate, especially in the interviews. They provide the information in the application, but often fail to communicate their technical and CLM experience during the interviews’.
	Interviewee A believed that PCoWs demonstrated their experience well in the applications, but often lacked the communication skills to articulate their technical and CLM experience, particularly under the stressful conditions of the interview.

	
	B
	‘Confidence, many individuals lack the confidence, and this effects their ability to communicate effectively in the interviews’. 
	Interviewee B believed that many of the unsuccessful PCoWs lacked confidence during the interview and this constrained their ability to communicate.

	
	C
	‘For me it is confidence. They need to demonstrate that they have the confidence to apply themselves. We can teach them the technical side, but it is particularly important when they pass the course, they need the confidence to communicate and address potential issues’.
	Interviewee C again stated that confidence is key, especially when they pass the CoW course, as confidence influences effective communication to resolve potential issues.


Table paraphrasing qualitative feedback from selection committee interviews


Table 4.3 Feedback from selection committee interview
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Analysis. The above statements provide a snapshot of the feedback received and it is evident that members of the selection committee agreed that the main reasons why PCoWs were unsuccessful, is due to a lack of confidence and ability to communicate effectively in the interviews. It is suggested that unsuccessful PCoWs can communicate their technical and CLM experience in the application form but lack the self-confidence to sell themselves when it truly matters. The interviewers explore the technical and CLM aspects of the application form in the interview, and often pose deeper questions to investigate their experience further. It could be assumed that some PCoWs over promote their experience in the application and when they are questioned further, they lose their ability to respond effectively as it lacks substance, subsequently eroding their self-confidence. As mentioned in the previous sections, it is evident that the more experienced PCoWs perform stronger, as they have the confidence to communicate their technical and CLM skillset. Conversely, the more inexperienced PCoWs may lack the confidence as they feel underprepared.
Conclusion. There is an emerging theme from the quantitative and qualitative data provided suggesting the main reasons why PCoWs are unsuccessful is primarily down to a lack of technical and/or CLM experience. Evidence shows that the Wider Corps units tend to perform stronger in the majority of assessed components, particularly CLM, compared to technical facing units. This is primarily because the environment they work in provides greater opportunity to hone their CLM skillset. It is suggested that the lack of experience could have an impact on the PCoWs self-confidence, especially during the selection interviews and this can affect their ability to communicate effectively. With the selection committee stating this is the main reason why PCoWs are unsuccessful, the work-based competencies need to cater for this development area. As discussed in the literature review, Wright & Geroy (2001) note that employee competencies change through effective training programs. It not only improves the overall performance of the employees to effectively perform the current job but also enhance the knowledge, skills and attitude of the workers necessary for the future roles. So, by enhancing PCoWs knowledge and skills, both technical and CLM, it will hopefully provide them with a positive attitude through increased confidence. 
4.4   Research Objective - Investigate what the selection committee expect from potential Clerk of Works
Having investigated the main reasons why PCoWs were unsuccessful, this identified partial areas for development. As this only provided a narrow focus of research, further exploration was required to ensure all objective and subjective views were considered to shape the competency framework. So, the aim of this objective was to investigate the subjective views from the selection committee. Both of these research approaches provide a diverse perspective, as the former explores areas of weakness, and the latter looks at the more positive factors.
4.4.1	How was the research objective achieved?
To investigate this research objective, a qualitative methodology was adopted by the employment of a semi-structured interview with three members of the selection committee. The researcher exploited the semi-structured interviews to investigate objectives 4.3 and 4.4 and questions posed can be seen at Appendix 4.
The researcher asked members of the selection committee not to state the assessed components aligned to policy (Table 4.2), but to provide their opinion based upon their experience as a qualified CoW and observations from previous selection processes.
4.4.2	Results and general findings
The following table provides related comments from interviewed members of the selection committee.

	Question posed
	Interviewee 
	Response
	Context

	


What are you looking for in PCoWs and what is the most important factor?

	A
	‘For me it is their CLM experience. We can teach them the technical aspect throughout the CoW course. It is hard for me to instil management skills during this course. It’s hard for me to change a Lance Corporal into a Staff Sergeant’.
	Interviewee A believes they can teach them the technical aspects to be a CoW during the course, but can not develop their CLM skills because of the learning environment they work in. PCoWs need to ensure they have sufficient CLM experience before applying.

	
	B
	‘They must have something about them, they have got to want it and have the ability to express that in the interviews. Must have the confidence to talk about wider attributes’. 
	Interviewee B is looking for unique qualities in an individual, particularly motivation, confidence and desire. 

	
	C
	‘I am looking for them to have the relevant skills and experience before going forward for selection. Line managers should be advising them to gain the necessary experience prior to applying, such as operational tours’.
	Interviewee C holds a similar view to interviewee A, he wants them to have the relevant experience, whilst being mentored by their line management.


Table 4.4 Feedback from selection committee interviewsTable paraphrasing qualitative feedback from selection committee interviews
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Analysis. The above statements provide a snapshot of the feedback received and it is evident that members of the selection committee believe the main attributes PCoWs should have is CLM experience and behavioural based qualities. CLM and behavioural qualities are difficult to develop during the CoW course, so the selection committee expect them to have these before applying for selection. As CoWs generally attend the course as junior ranks, when they receive accelerated promotion to the rank of Staff Sergeant, they will be expected to perform and behave as a senior rank. The time spent on course does not naturally develop these qualities, so therefore it is so important for PCoWs to have these attributes prior to attending. It is also important for line managers to recognise when PCoWs are ready and prepared for selection, so coaching and mentoring is vital to ensure progressive development during the early stages of their careers.
Conclusion. Similar to the emerging themes from the previous data, it is evident again that experience, particularly CLM, and behavioural attributes are qualities the selection committee expect to see in PCoWs for selection. As previously discussed in section 4.3, junior employees often lack experience and apply too early in their career for selection and with the lack of formal training currently in place, it is very difficult for PCoWs to gain the required knowledge, skills and experience. There is evidence to suggest that this can affect their behavioural qualities, as they may lack the confidence which often hinders their ability to communicate effectively. So, the introduction of work-based competencies that target the areas for development will potentially provide PCoWs with the required experience and subsequently develop their behavioural attributes. This is acknowledged by CIPD (2020) as they suggest ‘competencies’ focus on someone’s personal attributes or inputs. They can be defined as the behaviours (and technical attributes where appropriate) that individuals must have, or must acquire, to perform effectively at work.

4.5  Research Objective - Investigate training deficiency gaps from applicants
The previous two research objectives steer the requirements as to what potential work-based competencies could be introduced, but to fully shape the requirement, further research is needed to identify what the current training deficiency gaps are to solidify the proposed competency framework. As identified in section 4.2, the majority of PCoWs receive very limited formal training, so there will be obvious training gaps which need addressing. 
4.5.1	How was the research objective achieved?
To identify the training deficiency gaps, a mixed methodology was adopted by the employment of a questionnaire with PCoWs and qualified CoWs, and a focus group with CoWs in training. The diversity of participants ensured the research objective was investigated with a wide focus of opinion. 
The previous Survey Monkey questionnaire was used to investigate this objective and can be seen in Appendix 1 and 2. Participants could provide multiple responses, not just single answers. Focus group questions can be seen in Appendix 3.
4.5.2	Results and general findings
4.5.2.1  What training would you have liked to receive to better prepare you?Bar graph showing PCoWs responses

[image: ]             Bar graph showing qualified CoWs responses

[image: ]








Summary of outcome. Largest response from PCoWs (39.39%) stated a workbook would be more beneficial compared to the majority of qualified CoWs (76.47%) indicating coaching and mentoring is the more important factor. 47% of qualified CoWs believed a set of competencies to achieve is beneficial compared to 21.2 % of PCoWs. ‘Other’ suggestions included work secondments, time to prepare for selection and a variety of the above factors.
[bookmark: _Hlk80122723]Analysis. It appears that qualified CoWs prefer a variety of factors to enable development with over 40% favouring each option, compared to PCoWs where each of the factors received -30% response rate. The delta between each group could be down to a lack of awareness or experience of the selection process. It appears as PCoWs prefer academic support via a workbook, compared to other areas of development. Qualified CoWs appear to prefer a more human interactive approach through coaching and mentoring, blended with the other areas of development. 
The questionnaire only provides limited data, so further discussion is needed via the focus group with CoWs undergoing training. The following table provides related comments from the focus group.


	Question posed
	Student 
	Response
	Context

	


What improvements would you like to see introduced??

	A
	‘I would like to see a level playing field between units. Some units receive more training than others. There should be a DLE site with training and education resources available to all’.
	Student A believes there is disparity between units with the level of training and support they receive. Training and education resources should be centrally stored on the online military education portal (DLE). 

	
	B
	‘Army Education centres should run courses to prepare applicants for the CoW selection process. They have the knowledge and expertise, so why can’t PCoWs utilise their assistance’. 
	Student B explained that the Army has a natural resource to plug into for academic assistance through the Army Education centres. He stated that a standardised course should be run to prepare PCoWs. 

	
	C
	‘They should run a CoW open day where interested personnel can attend and receive presentations about the process, what a CoW does, opportunities etc’.
	Student C believes the sponsor should run a centralised ‘open day’ to generate interest and provide an opportunity to learn about the CoW trade.


4.5.2.2  Table paraphrasing qualitative feedback from focus group with CoW students


Table 4.5 Feedback from focus group with CoW students.42


Analysis. There was quite a lot of data obtained from the focus group, but the three key points which could provide tangible outcomes for the work-based competencies have been included in table 4.5. The three points share a similar view, students would like to see more open and easier access to training and education resources. These resources are currently available but have not been formally exploited to establish a PCoWs training product.
Conclusion. The data from the questionnaire and focus group demonstrates that there is a requirement to introduce varying training and development products to better prepare PCoWs. The various sample audiences expressed a difference in focus, whereby current applicants seem to be more focussed on academic support, CoW students generally wanted improved access to learning resources and exploit available education services. Qualified CoWs believed multiple avenues of support and resources should be utilised. Considering these different perspectives, it appears the experienced personnel have a more holistic approach to development and favour a human interactive approach through coaching and mentoring (C&M). This view generally relates to the data from section 4.4, where the selection committee expressed that they prefer PCoWs to have the required CLM and behavioural experience prior to applying for CoW selection. By introducing a robust coaching and mentoring programme into the work-based competencies, this could potentially develop PCoWs CLM attributes, as it provides a form of leadership development. 
As the above development products are not necessarily competencies in their purest form, they could be encapsulated into a framework which compliments the propositions. The next section will identify the proposed work-based competencies in the form of an evaluation of the results and findings.






4.6  Findings Evaluation
4.6.1  Introduction.  Having researched four of the following objectives, the last two will be investigated outside of the project time frame as explained in Table 3.1.
	1
	Establish if the current development programme is fit for purpose

	2
	Identify trends as to why previous applicants are unsuccessful

	3
	Investigate what the selection committee expect from potential Clerk of Works

	4
	Investigate training deficiency gaps from applicants

	5
	Identify work-based competencies to introduce

	6
	Measure the impact of introduced competencies


Table 4.6 Research objectives
The researcher will propose a work-based competency framework and recommendations for improvement based upon the findings in this section, this will then be presented to the organisation for approval. Pending agreement and introduction, a cross-sectional questionnaire will be published to the selection committee and practicing CoWs, in order to establish if the framework has credibility of use by relevant stakeholders. Once this is complete, it is proposed that the competency framework be trialled by next year’s PCoWs before formal instigation. On completion of the trial, a focus group will be held with PCoWs, in order to measure the success of the framework and potentially identify areas of improvement for future use.
4.6.2  Proposed Work-Based Competency Framework
Based upon the findings from the research, the following table illustrates the emerging themes that will shape the competencies. Each theme has been grouped, in order to place them into a competency bracket which will structure the framework: 
	Theme - Issue/Activity
	Competency Group

	Lack of formal and standardised training
	Core skills

	Irregular dissemination of information 
	Communication

	Lack of awareness of PCoW process by line managers
	Communication

	Limited opportunities to develop CLM or trade experience
	Core skills/Career ownership

	PCoWs lacking behavioural qualities e.g confidence
	Core skills/Career ownership

	PCoWs lacking ability to communicate effectively
	Communication

	Coaching and mentoring
	Core skills

	Exploit available learning development resources
	Core skills/Communication


Table 4.7 Table highlighting emerging themes
The following competency groups have been selected as they naturally encompass the above issues/activities. The researcher will propose a ‘CCC’ competency framework based upon these three groups:
· Core Skills
· Communication 
· Career ownership

The researcher has decided to adopt a simplistic framework that will contain sub-development goals for PCoWs to achieve. As IDS (2008) suggest that competency frameworks should be kept simple, rather than overly comprehensive. The aim of the ‘CCC’ framework will be for PCoWs and line managers to select what competencies are needed by individuals. If they are strong in one area, but weaker in another then they can choose what type they require to develop. Certain activities will be scheduled annually, but others can be achieved in their own time. It is important to keep the framework as flexible and as interesting as possible, PCoWs need to be motivated to complete them; as Griffith & Lim (2014) pose that students may not be very interested in competency based training because of the effort it needs, especially if they have no interest in the subject they are studying. To maintain interest, motivation and guidance, a robust coaching and mentoring programme will be introduced to ensure PCoWs have support throughout.
4.6.3  ‘CCC’ competency framework
The following table identifies the structure and the process of each competency:
	Serial‘CCC’ Competency Framework 

	Competency 
	Sub-competency (activity)
	Process

	1
	



   Core Skills
	Technical experience
	PCoWs from non-technical facing units will be provided work placements within technical facing units. Opportunities will be available from 2-week placements up to 6-month deployments on operations. The researcher has conducted the preparation work already and the organisation has stated that this is feasible. Opportunities will be advertised through unit Career Officers.

	2
	
	CLM experience
	Like the above but working the opposite way. PCoWs will be provided with the opportunity to manage tasks and lead teams. Additionally, the researcher will be running a weeklong course in November each year, where junior employees can hone their CLM skillset.

	4
	
	Coaching & Mentoring
	The aspiration is for CoWs undergoing training, coach and mentor PCoWs through the selection process. They are in the best position to conduct this as they have recently experienced the selection process and were successful. This will provide the CoW students with an opportunity to develop their CLM attributes, which is difficult on course as previously explained. Training will be provided by a Master Coach to ensure they are sufficiently prepared. 

	5
	
	Academic learning
	The researcher has recently run a 3-day trial PCoW development course. The course included English, Maths, Technical Skills, Data Analysis and Interview Techniques. Each subject included mock-assessments to place the PCoWs under a similar testing environment to the selection process. The course was a great success, so it will be run in July each year. Army Education Centres provided the relevant academic support.

	6
	



Communication

	Effective Communication46

	As stated in serial 5, PCoWs will have the opportunity to attend a development course which will teach them how to communicate both verbally and in written form. They receive an assignment in the form of an essay, designed for them to conduct reflective thinking prior to the interview. Online resources are also advertised on the course for future use. As there are approx. 100 PCoWs each year, the recent development cse could only physically host 30 students, so the remainder received invites to attend the online ‘MS Teams’ presentations.

	7
	
	PCoW Open Day
	To ensure information is disseminated effectively, the aspiration is to host an ‘Open Day’ for PCoWs and line managers. It will be held physically at 170 Engr Group (Nottingham), but also hosted online. The aim is to educate all about the selection process, which will also include timelines for applications, areas of development, and ‘CCC’ framework. It will also advertise the opportunities of CoW employment, so will be used for recruiting as well.

	8
	
	Information Depository 
	The researcher will recommend to the PEW that an online information depository be introduced to store training literature for PCoWs to use. This will be especially useful for PCoWs who work in isolated units. It also ensures fairness, as everyone will have access to the same resources.

	8
	


Career Ownership
	Preparation
	As evidence suggests, some PCoWs turn up for selection unprepared, so the onus is on individuals to ensure they are ready. The introduction of the ‘CCC’ framework will provide them with the tools to prepare and train, but they must ensure they remain proactive in obtaining the knowledge, skills and experience required. Line managers and mentors can only guide them, PCoWs need to demonstrate ownership in order to be successful.

	9
	
	Time
	The researcher will recommend that the ‘CCC’ framework be signposted to PCoWs on completion of their basic trade course by the PEW. PCoWs are generally at their 1-2 year point at this stage, so by introducing the competency framework at this point, they will have plenty of time to seek interest, develop technical and CLM skills and shape their attributes appropriately. See below timeline for illustration of ‘CCC’ framework.

	10
	
	Behaviour (confidence)
	As previously identified, confidence can be the biggest barrier for unsuccessful PCoWs. Hopefully with the introduction of the ‘CCC’ framework, PCoWs will have sufficient time, resources and experience to fully develop prior to attending selection. This will inevitably boost their confidence as they are better prepared for selection.


‘CCC’ Framework Timeline
Table 4.8 ‘CCC’ Competency Framework
Attend selection
Attend PCoW development week
Educated on ‘CCC’ framework
Develop technical & CLM experience
Receive formal coaching & mentoring
Attend PCoW Open Day
Basic trade training

Mentoring
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September  
May of selection year 
From March of selection year 
Approx. 1-2 years
Approx. 2-8 years
October in year previous to selection 

Figure 3.  ‘CCC’ Competency Framework
Confidence


[bookmark: _Hlk82021801]4.7  Issues Encountered and Lessons Learnt
Throughout the research, there have been numerous issues encountered, but these have provided the researcher with opportunities to self-develop. The following sections will explain the issues encountered and the self-learning that took place from conducting the work-based project.
4.7.1 Military v’s Academic
The biggest hurdle to overcome was choosing a project that not just fitted the need of the researcher, but that of the organisation as well. For the project to be a success, the researcher had to choose a topic that directly benefitted the organisation. Previously, when the researcher conducted his BA (Hons) Degree in Leadership and Management, the dissertation did not directly add value to the organisation, it was more of a conceptual recommendation and did not gain significant traction in producing tangible outputs. Subsequently, this deflated the merits of the project. The researcher this time wanted to ensure that the project had a direct impact and the primary aim was to develop personnel. With this in mind, the researcher chose the introduction of a competency framework that included development activities that he could deliver and witness physical output. This also made it easy to seek project approval from employers as they could see immediate improvements to the workforce. As the researcher could see the workforce developing, this maintained his motivation and interest to rigorously conduct the research throughout – there were sprints, not just a marathon! 
It has been some years since the researcher conducted academic work at this level, so it took some time to adjust to the ways of portraying information in this format. The military style of writing is quite formal and there are structures in place to aid in writing. Conversely, the researcher found that working at MA level was quite an independent process, whereby you have greater freedom and flexibility to conduct the project and transpose the information to the style of the writer and not the organisation. As the researcher conducted development activities as part of the project, he had to draft military literature to support those events as well; the workload of the project literally doubled, so he had to champion willing individuals to assist with the delivery of the activities.
 
4.7.2  Fish out of water
As discussed in the project proposal, the researcher is not specialised in Construction or Civil engineering, compared to the workforce he is surrounded by. The researcher initially assumed that this would make the project difficult to achieve as he has very limited knowledge about the CoW process. In the end it worked in his favour, as he had to actively seek out the information from policy and people to steer the project requirement. This provided an interesting dynamic, as you had someone approaching the investigation with a fresh set of eyes who literally had to explore every fundamental to gain a full understanding of the topic. This ensured there was limited unconscious bias with participants, as the subject was holistically researched without the influence of perceived thought. This aided impartiality as an inside researcher because of the open approach the researcher adopted. Due to the researcher’s inexperience of the technical trade of CoWs, the need to learn rubbed off with participants as the majority of them were in the same boat, each of them were essentially students like the researcher. This made the focus groups and interviews a refreshing environment to discuss development. 
4.7.3  Data gathering
Secondary data. As previously discussed in section 4.3.1, the researcher was provided with the last three years of selection process data, but the summary findings were not fully compiled by the selection committee. Although constraining, as the researcher could not investigate the entirety of the data, there was enough to identify emerging themes. These trends were reinforced with the feedback from the focus groups and interviews, so there was enough factual data to draw conclusions from.
Qualitative data. Gathering qualitative data from the focus groups and interviews was a relatively new experience. Although the researcher has conducted focus groups and interviews in the past, this was the first time he had used software to transcribe the conversations. After conducting research on what was the most efficient and economic software to use, it was decided to utilise the Otter App. This software had strong reviews and it did serve its purpose, but the transcribed literature wasn’t very accurate. The researcher had to review the recorded sessions and the transcriptions in tandem to accurately retrieve the feedback. The intent was to copy and paste the transcriptions directly into the assignment, but they were to too inconsistent to do this. The researcher believes the inconsistency in transcribing was down to social distancing. He had to ensure he remained 2 metres away from participants and this was difficult when there was a larger audience in the focus groups. As the researcher was using his mobile phone to record, the platform was not ideal to receive conversations over longer distances. 
4.7.4  Managing expectations
It was evident during the qualitative data gathering that when conversations gathered pace, plenty of productive ideas were generated. When these were in full flow, PCoWs and CoWs wanted to change the world. The researcher had to ensure expectations were managed and state that he was not in a position to action every proposition. Prior to each session, a comprehensive brief was given outlining the aim of the project, but often participants would stray from the focussed topic. To overcome this, the researcher would actively listen, but would summarise the key takeaways and provide constructive feedback on the information which was not specifically relevant to the project. 
4.7.5  Summary
Although issues were encountered during the project, it was an interesting process trying to overcome them independently. It provided an opportunity to self-develop and instigate a conceptual idea through research, analysis and evaluation. To witness the workforce developing from a ‘small spark’ of an idea in the researcher’s head is truly inspiring. Hopefully, the introduction of the ‘CCC’ framework will add fuel to the ‘spark’ and maintain the ‘fire’ in the future!

CHAPTER 5 – CONCLUSION
5.1  What was achieved?
The aim of the project was to identify if PCoWs are adequately prepared for the selection process and evidence suggests that the current system requires holistic development. The researcher learnt that the most effective method of instigating a development plan was by the employment of a competency framework. To achieve this, the researcher had to investigate the cause, impact, and possible solutions by the employment of a mixed methodology, with a subjectivist philosophical approach. 
The researcher learnt that the majority of PCoWs received no formal training and those that did receive limited training suggested it was more opportunistic and personality driven. Couple this with the added complexity of the organisational structure, some PCoWs are employed in singleton positions, so they do not have access to corporate knowledge and line-manager mentorship, which can hinder their ability to prepare for selection. 
Research also demonstrated that there was an imbalance between CLM and Technical experience and this was primarily down to what type of unit PCoWs are employed in. Opportunities to develop the required knowledge, skills and experience is limited and often constrains development, particularly for the more junior personnel. 
As the selection committee suggest that CLM and behavioural attributes are the most important factors, PCoWs are expected to be at the required standard for selection. They can teach the technical aspect, but not the previously mentioned. It is evident that underprepared PCoWs can often lack the confidence, particularly during interviews because of the lack of critical experience. Subsequently, this can affect their ability to communicate effectively. 
Considering the above constraints, the researcher has evaluated the findings and proposed a ‘CCC’ competency framework that will provide a formal development plan that will address the current issues. It will provide all PCoWs with an opportunity to develop at their own pace and ensure everyone has access to the same resources, thus ensuring parity of training for all.

5.2  What was learnt?
The researcher has detailed the professional and personal learning outcomes in section 4.6, as these were based upon the issues encountered during the project. 
Drawing upon a conclusion between the research objectives and analysis, the researcher found there was a disconnect with the hypothesis and results. The researcher presumed that the areas of development needed to shape the competency framework would be focussed on enhancing PCoWs career portfolio, but analysis has shown that it is also behavioural based. Quantitative data confirms there is a requirement to provide PCoWs with the opportunity to enhance their employment experience, conversely qualitative data suggests PCoWs also need to develop their behavioural attributes. Both areas of development mutually support each other, by gaining the critical experience, PCoWs will mature in role and become stronger leaders and managers, subsequently increasing in self-confidence.
5.3  Where can it go from here?
As discussed in table 4.6, the remaining two research objectives will be competed outside of the project timeline. The researcher has already identified the proposed competency framework (CCC) and will present the proposal to the relevant stakeholders in due course. Pending acceptance, the aspiration is to trial the framework over a 6 month period and measure the impact of the framework by completing a cross-sectional questionnaire and focus group with PCoWs. The findings from this will be evaluated, in order to adapt the ‘CCC’ framework accordingly. The researcher will also liaise with the PEW after next year’s selection process to establish if the ‘CCC’ framework improved the standards of PCoWs, compared to previous iterations.
Hopefully the ‘CCC’ framework will provide future PCoWs with an interesting and innovative platform to develop at their own pace, ensuring they better prepare for selection. 




REFERENCES
Army (2020). The British Army’s Military Engineers. Available at: 
https://www.army.mod.uk/who-we-are/corps-regiments-and-units/corps-of-royal-engineers/63-works-group/ (Accessed: 20 Apr 21).
Ansah K & Enerst, KS (2013). Technical and vocational education and training in Ghana: a tool for skill acquisition and industrial development.
British Army Leadership Code (2015). Available at: https://www.army.mod.uk/media/2698/ac72021_the_army_leadership_code_an_introductory_guide.pdf (Accessed: 12 Apr 21).
Campion MA, Fink, AA, Ruggeberg BJ, Carr L, Phillips GM, & Odman RB. (2011). Doing competencies well: Best practices in competency modelling. Personnel Psychology, 64(1).
Canaleta X, Vernet D, Vicent L & Montero JA (2014). Master in teacher training: A real implementation of active learning. Computers in Human Behavior, 31, 651–658.
CIPD (2020). Competence and competency frameworks. Available at: https://www.cipd.co.uk/knowledge/fundamentals/people/performance/competency-factsheet (Accessed: 6 Apr 21).
Definition and Selection of Competencies DeSeCo. (2005). The definition and selection of key competences OECD. Available at: http://www.oecd.org/dataoecd/47/61/35070367.pdf. (Accessed: 6 Apr 21).
Griffith WI, & Lim HY (2014). Introduction to competency-based language teaching. MEXTESOL journal,38 (2), 1-8.
Horey J, Fallesen JJ, Morath R, Cronin B, Cassella R. (2004). Competency Based Future Leadership Requirements. United States Army Research Institute for the Behavioural and Social Sciences. 4-5.
Incomes Data Services (2008). Competency Frameworks, IDS HR Study 865, IDS, London.
Lucia A & Lepsinger R (1999). The art and science of competency models: Pinpointing critical success factors in organizations. San Francisco, CA: Jossey- Bass/Pfeiffer.
Nelson B (2013). Using a competency-based instructional approach in thermodynamics. Paper presented at the Frontiers in Education Conference, 2013 IEEE.
Punch, K. (2005) Introduction to Social Research: Quantitative and qualitative approaches, London: Sage Publications. 
Strebler M, Bevan S (1996). Competence-based Management Training. IES Report 302.
Sutton A & Watson S (2013) Can competencies at selection predict performance and development needs? Journal of Management Development, 32 (9), 1023-1035.
Whiddett S & Hollyforde S (2003). A practical guide to competencies: how to enhance individual and organisational performance. 2nd ed. London: Chartered Institute of Personnel and Development.
Wright, P & Geroy, DG. (2001). Changing the mindset: the training myth and the need for word-class performance. International Journal of Human Resource Management 12,4, 586–600.
Wu, JL (2013). The study of competency-based training and strategies in the public sector: Experience from Taiwan. Public Personnel Management, 42(2), 259–271.


Appendix 1
Potential Clerk of Works Questionnaire 

This questionnaire is designed to review if you were adequately prepared for Clk Wks/MPF selection. Data gathered will be used to identify emerging themes that will potentially aid future training for the introduction of work-based competencies. The survey is anonymous and confidentiality will be maintained. The survey is part of MA research for Capt Jones.

1. Are you applying for Clk Wks or MPF? 
 
· Clk Wks
· MPF

2. When did you first show an interest in becoming a Clk Wk/MPF?  

· When I first joined the Royal Engineers
· When I completed class 2 trade course
· When I completed class 1 trade course
· After completing a construction project as part of a Military Construction Force (MCF)
· Other (please specify)

3. How long have you served since leaving basic training?  

· 3-4 years
· 5-6 years
· 7-8 years
· 9 or more

4. What rank are you?  

· LCpl
· Cpl 
· Sgt
· Other

5. How much technical experience do you have?  

· Tradesman on exercise e.g Ex PINESTICK, WARPAINT
· Tradesman on operations e.g Op TANGHAM
· Tradesman on a project e.g Pr ANEMOI
· MACC tasks
· Tradesman employed in role e.g workshop, CSC, design team
· Trade Instructor
· Not had much opportunity to practice trade
· Other (please specify)

6. How much Command, Leadership & Management experience do you have?  
· Section 2IC on exercise or project
· Section 2IC on operations
· Section Commander on exercise or project
· Section Commander on on operations
· Recce Sgt
· Tp Management 
· Workshop management
· Other (please specify)

7. Do you feel adequately prepared to attend Clk Wk/MPF selection?  

· Extremely prepared
· Very prepared
· Somewhat prepared
· Not so prepared
· Not at all prepared
· 
8. Have you received any formal training from your unit to prepare for selection?  

· A great deal
· A lot
· A moderate amount
· A little
· None at all
· If any, what training?

9. Do you feel the current application process provides sufficient guidance and access to training to prepare you for selection?  

· Extremely helpful
· Very helpful
· Somewhat helpful
· Not so helpful
· Not at all helpful
· Other (please specify)

10. What training would you have liked to receive to better prepare you?  

· Set of competencies to achieve e.g goals to accomplish from when i was initially interested in becoming Clk Wks/MPF
· Coaching and mentoring from a qualified Clk Wks/MPF
· Workbook to complete 
· Other (please specify)


Appendix 2
Qualified Clerk of Works Questionnaire 

This questionnaire is designed to review if you were adequately prepared for Clk Wks/MPF selection. Data gathered will be used to identify emerging themes that will potentially aid future training for the introduction of work-based competencies. The survey is anonymous and confidentiality will be maintained. The survey is part of MA research for Capt Jones.
1. How long have you been a qualified Clk Wks/MPF?  

· 0-2 years
· 3-4 years
· 5-6 years
· More

2. What rank are you?  

· SSgt
· WO2
· WO1
· GE Officer

3. When did you first show an interest in becoming a Clk Wk/MPF?  

· When I first joined the Royal Engineers
· When I completed class 2 trade course
· When I completed class 1 trade course
· After completing a construction project as part of a Military Construction Force (MCF)
· Other (please specify)

4. Do you believe you received sufficient formal training to fully prepare you for the selection process?  

· A great deal
· A lot
· A moderate amount
· A little
· None at all
· Other (please specify)

5. How much technical experience did you have prior to selection?  

· Tradesman on exercise e.g Ex PINESTICK, WARPAINT
· Tradesman on operations e.g Op TANGHAM
· Tradesman on a project e.g Pr ANEMOI
· MACC tasks
· Tradesman employed in role e.g workshop, CSC, design team
· Trade Instructor
· Not had much opportunity to practice trade
· Other (please specify)

6. How much Command, Leadership & Management experience did you have prior to selection? 

· Section 2IC on exercise or project
· Section 2IC on operations
· Section Commander on exercise or project
· Section Commander on on operations
· Recce Sgt
· Tp Management 
· Workshop management
· Other (please specify)

7. What training would you have liked to receive to better prepare you?  

· Set of competencies to achieve e.g goals to accomplish from when I was initially interested in becoming Clk Wks/MPF
· Coaching and mentoring from a qualified Clk Wks/MPF
· Workbook to complete 
· Other (please specify)

8. How strongly do you believe the introduction of work-based competencies would better prepare potential Clk Wks/MPFs for selection? e.g opportunities to attend pre-Clk Wks/MPF development cse, work placements to enhance technical and CLM experience, greater guidance on the selection process.  

· Strongly agree
· Agree
· Neither agree nor disagree
· Disagree
· Strongly disagree
· Other (please specify)

9. If you could design a training package to prepare potential Clk Wks/MPFs for selection, what ideas would you propose?  

10. What competencies would you introduce for potential Clk Wks/MPFs to conduct from when they first express an interest in pursuing this career path? e.g what goals/top tips to achieve to increase their employability credentials.  







Appendix 3
Clerk of Works in Training Focus Group Question Set

1.	Do you feel the current system prepares you for selection?

2.	If so, what are the strengths of the current system?

3.	What improvements would you like to see introduced?

4.	Do you believe the introduction of work-based competencies could be beneficial?

5.	If so, what competencies would you introduce?

6.	At what stage of development would you foresee the competencies be instigated?

7.	What are your initial thoughts on the ‘CCC’ competency framework?

8.	How important do you feel Command, Leadership and Management (CLM) is versus technical experience in applying for selection?

9.	Did you have enough opportunity to enhance your CLM and technical experience during your earlier employment?

10.	Any other ideas or comments?














[bookmark: _Hlk82022295]Appendix 4
Selection Committee Interview Question Set

1.	Do you feel the current development process is fit for purpose?

2.	Why are PCoWs assessed on the current modules?

3.	What do you feel would benefit PCoWs in preparing for selection?

4.	What are you looking for in PCoWs and what is the most important factor?

5.	What tangible outputs would enhance these factors?

6.	From your experience, what are the common trends as to why applicants are unsuccessful?

7.	What are your thoughts on the introduction of work-based competencies?

8.	When do you think the work-based competencies should be introduced and how?

9.	Do you believe there is a training delta between technical facing units and the wider organisation e.g technical skills v’s command, leadership and management?

10.	Any other ideas or comments?


























 

           








                                                          Last page
image2.png
PROJECT PROPOS, MATHEW JONES (002) - Protected View - Saved to this PC Jones, Mathew Capt (63WKSRE-HQ-Sp-Offr)

File Home Insert Design Layout References Mailings Review View Help 0 Search
@ PROTECTED VIEW Be careful—email attachments can contain viruses. Unless you need to edit, it's safer to stay in Protected View. | Enable Editing x
. 2. ‘1‘\‘8‘\‘1‘ S2 030456 1070 B0 91100 1 Ll | 120 1 1301 14 1 15 1 16 1| 18 ) -

1.2 Context - Organisational Setting

The setting for the work-based project takes place within the Corps of Royal Engineers

(RE), British Army. The following line diagram displays the organisational structure:

8 Engineer Brigade (Royal Engineers)

170 (Infrastructure Support) Engineer Group

Z 20 Works Group| |62 Works Group || 63 Works Group | |66 Works Group | |43 (HQs) Squadron|

h 63 Works Group HQs

517 STRE'| | 518 STRE 525 STRE 527 STRE 535 STRE

Fig 1. Organisational structure
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