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3.1~ Plan, implement, monitor and evaluate a work project.

Johns & Perkins, 2016 identify that a HR Manager should be able to manage projects whether it be
over an extended period of time or a relatively short period of time. They outline five key stages
within the project management process which should be completed, those being initiation, planning
and design, execution, monitoring and controlling, completion. One project that | have undertaken
is that of developing and implementing a management development programme for three tiers of
management within the Company (Puffin Produce Ltd). This was a long term project and for the
purpose of this exercise the latter stages of the project process are focused on the top level course
called ‘Leading at Puffin’ although the same process was followed for all three levels of programme.
In order to map progress | used a Gantt chart, the parameters of which did alter over time due to
changes in situation. (DOC 3.1.1)

Initiation

The Company has undergone a period of relatively fast expansion over the past 8 years with much of
the management level recruitment coming from within the business. Whilst this is a positive from a
development perspective we found that the vast majority of new managers were very young, had
limited life experience, in addition very little experience in managing people. This manifested itself
in a number of negative ways such as poor communication, the inability to delegate and manage
difficult situations and an overall lack of self-awareness when communicating with others which was
effecting the morale of the teams. Myself and the senior management team, held a meeting to
discuss some of the problems that we were facing and to decide on some interventions that we
could put in place to resolve some of the problems. At the meeting the decision was made to
investigate the possibility of offering all of our managers’ formal management trai
we had recently launched our new Company values and behaviours and there were discussions as to
Wwhether this should be included in the training making it a bespoke course or whether we should
opt for an ‘off the shelf option.

Planning and Design

There was very strong opinion that we should utilise the trainer that had helped us develop the
Values and Behaviours and that the training should be an ILM programme preferably in the form of
an apprenticeship. The ke points that needed to be established at the first stage of the planning
was to understand if our preferred trainer could deliver ILM apprenticeships as this may have an
impact on our choice of programme. | spoke to the trainer who advised me that he was not ILM
accredited therefore could not directly deliver the course, but suggested that he could possibly
work n conjunction with Call of the Wild (Cow), a training provider that we had used in the past to
deliver an ILM programme.

larranged a telephone call with Cow and was advised that they could deliver various level ILM
apprenticeships which were fully funded and that there was a possibility that our preferred trainer
could deliver the course. An outline of the L5 Apprenticeship programmes was sent through for me
toreview. CoW advised me that the apprenticeships would require delegates to undertake a
number of written assessments and also complete the Wales Essential Skills Test if they could not
evidence prior completion of English, Maths and IT to Level 3. | was advised at the time that non-UK.
school qualifications would not be accepted. During this conversation they advised that they could
develop bespoke courses which would be aligned with the ILM but that there would be a cost
attached to this.
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1 then spoke to a number of staff at various management levels within the Company to get their
thoughts on training programmes. From the feedback | was able to identify some very strong points
that needed to be considered. |also felt that it would be greatly beneficial to introduce the Values
and Behaviours through the stages of training as it would help in embedding them within the
Company.

I collated evidence from my communication with the trainer, training provider and colleagues and
met again with the Senior Management Team to discuss my findings. (DOC3.1.2) From that meeting
it was decided that there was no flex on the requirement to have our trainer of choice which limited
our choice of training provider to Call of the Wild if we wanted to deliver an ILM qualification.
Whilst the apprenticeship route was fully funded we decided to follow a bespoke route if it could be
accredited with the ILM as suggested by Cow. This decision was taken due to the inability to align
the apprenticeship with the company values and behaviours; an element that was felt to be vital,
and also took into account the concerns of the colleagues who would be undertaking the
programme. However, | was tasked with trying to source a funding stream that would contribute
to the cost of the bespoke programme, although it was agreed that if no funding stream was
available then the company would be prepared to pay the full cost.

I collated some evidence from colleagues and their managers to identify areas of development
where they felt training would be beneficial. In addition to this | spoke with our training supervisor
i ng sessions to understand if any relevant areas had

iated to attend the courses in order to establish an idea of delegate numbers. This
information was documented and presented in a meeting that | arranged (DOC3.1.3) with the trainer
and representative from Call of the Wild. (DOC3.1.4). It was agreed at this meeting that we would
have three levels of training, Team Leading at Puffin, Managing at Puffin and Leading at Puffin but all
three courses would follow the same themes throughout and would be aligned to the Company
values and behaviours. We established that written work required to be completed by the
delegates would be kept to a minimum and that the final assessment would be in the form of a
group and individual presentations. As part of the programme focus was on improving
communication and relationships, we agreed that in between the training days there would be a
requirement for the delegates to meet up in peer learning to discuss progress on tasks or reflect on
what they had learned during the formal sessions. The decision was made that the programme
would be created in such a way that it could be endorsed by the ILM and on this basis certificates
could be issued to successful candidates from the ILM whilst fulfilling all of our training needs.

Further meetings and telephone conversations were held over a period of a few months with the
trainer and training provider to discuss the content and structure of the three programmes, starting
with an initial meeting where the first draft course outline and length was
discussed.(DOC3.1.5,00C3.1.6,00C3.1.7) On the basis of these discussions the trainer then started
to develop the programmes in more details. | was at the same time engaged in conversation with
CoW establishing cost of planning and delivery of the programme and communicating this the
Finance Director and Managing Director. (DOC3.1.8,D0C3.1.9)

I managed toidentify a possible funding stream that could support 50% of the cost of the
programme and arrange for WAG representatives to attend a meeting to discuss the options
available (DOC 3.1.10). This meeting was positive and it was confirmed that our bespoke training
programme could be supported by funding under the Skills Development Plan and that in order to
apply for the funding we needed to complete an application. The Finance Director and | completed
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the application form (DOC 3.1.11) and submitted it with the funding being granted on the
understanding that all training had to be completed by the end of March 2019. (DOC3.1.12)

Execution

Once funding had been secured and the trainer understood the company requirements of the
course and was working on the detail of the course content, | proceeded to schedule dates for the
training to be delivered. | contacted delegates advising them of the up and coming course and
asked them to confirm their availability over the next few months in order to ensure maximum
attendance(DOC3.1.13) the results of which were plotted in simple excel spreadsheet and compared
to the trainer availability (DOC3.1.14) to establish suitable dates. Once | had identified dates, taking
into account a break of approximately 4 weeks between each session, | confirmed these with the
trainer and sent out calendar invites to all delegates (DOC 3.1.15), the first session moving to the 18
May 2018 with the last session being on the 23 November 2018. | then booked training venues and
refreshments for each training day taking into account any specific ies that were being done ie
is outdoor space required, f room, facilities available, costs and dietary
requirements.(DOC3.1.16) involved a vast amount of communication with the various venues
from initial contact through to completion of credit account forms (DOC 3.1.17, DOC3.1.18,
DOC3.1.19, DOC3.1.20,00€3.1.21) This information was then communicated to the delegates and
the trainer. ~In addition to this | diarised the dates that the Managing Director and Finance Director
were required to attend sessions and outlined what was required of them.(DOC3.1.22).

Monitoring and Controlling

During the course | had frequent conversations with the trainer and delegates alike to understand
any positives and negatives that were arising. This was, on occasion, requested and responded to

or face to face before the training sessions. | monitored attendance on the courses
to highlight the levels of engagement, this was not documented but was a live process due to small
numbers of delegates from a single site. Happily there was 100% attendance throughout.

During the delivery of the Leading and Managing at Puffin based on feedback from the delegates we
did make some changes to the Team Leading at Puffin courses, removing some of the management
theories and just focusing on those that the higher groups had identified as most useful. As a result
of the feedback The Myers Briggs model was also added to the Team Leading programme as the two
higher levels had both identified this as very useful and relevant to their day to day interactions with
colleagues.

Completion

The final session was due to take place on the 23 November but due to the trainer not being
available at short notice | had to reschedule the session to the 4 December which involved cancelling
the existing venue, catering and booking for dinner and re-booking at two alternative locations due
to lack of availability at the i venues. At the final session the delegates will present their group
business projects and individual reflection to the Company Directors, the trainer, the assessor from
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Call of the Wild and |; followed by an evening dinner where we will present the delegates with their
certificates.

In order to evaluate and review the training a feedback questionnaire has been designed based on a
variety of elements such as venue location, the effectiveness of peer learning groups, the impact of
the various elements of the course and the effects of the course on the individuals behaviour, the
way they interact with others and the business. (DOC3.1.24). This will be distributed after the final
presentations via Google Docs with an email being sent to all delegates containing the link. | hope to
continue using this programme to develop our managers over the next few years and will use this
more detailed feedback to evaluate the success of the programme and review the programme
content overall enabling me to make any necessary amendments, ensuring that future training is as
effective and relevant as possible going forward.
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