
DFID TRAINING AND DEVELOPMENT STRATEGY 

INTRODUCTION

1.  The current DFID Training and Development Strategy was approved by the Management Board in February 2000.  Since then a number of changes in the DFID context have occurred that affect the strategy but in no way invalidate it.  Moreover experience with implementation of the strategy has confirmed much of the substance of it but has provided some indications of possible improvements.  It is therefore timely to present an updated strategy incorporating the lessons already learnt and reflecting the new DFID context.

AIM

2.  The aim of this paper is to set out the revised DFID Training and Development Strategy.

EXISTING TRAINING STRATEGY

3.  The existing Training and Development Strategy may be found on inSight.  It sets out the strategy to be employed to help develop staff  who:

· are confident influencers and negotiators;

· can analyse and assess the impact of policy;

· can build effective, inclusive teams and networks;

· can interact effectively and plan well to manage staff, time and priorities; and

· can continue to design and administer appropriate development interventions in accordance with DFID rules and procedures.
4.  Experience in implementing the strategy in the last two years has affirmed these aims.

5.  The conceptual framework set out in the strategy has proven useful but somewhat confusing.  The three domains (Core Training, Strategic Training and personal Development) have created a complexity which some staff have found hard to grasp.  The term “domain” has not been helpful and will be replaced by “type of training”.  Moreover the term “triangle of skills” (see below) has further confused matters and has prompted some to seek a direct correspondence between it and the strategy.  However, the two terms refer to quite different things: the triangle of skills refers to the skills required of staff; the strategy addresses the provision of training and development to create, maintain and enhance those skills.  Therefore we should change the strategy to cover two types of training (core and strategic), subsuming personal development into core training.  This provides a simpler framework (which loses almost nothing in the change) and will go a long way towards dispelling any confusion surrounding the triangle of skills.  Thus the strategy will have two types of training:

Core Training

That training or development which is centrally required or provided: to enable staff to understand the Department and its procedures; to manage themselves and others; and to communicate effectively.  This training, aimed at developing competences in the main, is essentially inward looking towards DFID.  Examples include induction, management development, financial management, performance management, effective writing etc.

Strategic Training

That training or development required in order to meet the needs of the Department in relation to its development and policy agenda.  This training, aimed at developing knowledge in the main, is essentially outward looking.  Examples include economics, influencing, poverty, HIV/AIDS, international trade, institutional development etc.

6.  The relationships between the types of training and the contexts that apply to them are shown at Annex A in a simplified training and development strategy framework.

CHANGES TO THE CONTEXT

7.  Since the current Training and Development Strategy a number of significant changes have occurred in the context surrounding the Strategy which have a bearing on it.  These include:

Internal

· The publication of the second White Paper
 which stressed the importance of globalisation and reiterated the need to develop higher levels of influencing.

· The conclusions of the Diversity Consultation which recommended the establishment of diversity training linked to DFID’s management development programmes.

· The new DFID Values and Competency Framework.

· The establishment of much more effective support to departments from TDU on training and development matters including staff development planning, attendance at retreats etc. and general training and development consultancy.

· The establishment of significant training and development capacity in a number of overseas offices, notably DFIDEA, DFIDCA, DFIDSA, DFIDI and DFIDSEA.

· The setting up of additional overseas offices.

· The devolution of budgets for management development programmes and most strategic training to individual departments.

· The advent of the concept of the triangle of skills for all staff involved in the development assistance programme involving:

· technical and administrative skills;

· wider skills relating to development assistance; and

· management, communication and influencing skills.

· The recent Staffing Needs Review
 which addressed the staffing needs for DFID over the next five years and attempted a first shot at identifying the training required to develop and maintain staff skills in the period in question.  This included training in:

· dialogue, negotiating and influencing skills;

· the evolution of DFID’s approach (issues such as those described in section 2 of the report); and

· key development knowledge and skills such as: the history of development; poverty; economics; social issues; the role of civil society; governance (including institutional issues) and political development; the “new” non-aid development issues such as trade.

· Constraints on running costs which severely limit the range and amount of training that can be developed and delivered in any one year.  We are, therefore, unable to respond to demand for new training as quickly as we would wish.  Examples of programmes deemed important that we may not be able to develop corporately at present because of running cost constraints include: leadership; history of development; role of civil society; pre-posting preparation; and advanced economics.  Additionally we are unable to address a number of Whitehall initiatives as fully as we should.  These include: Adult Basic Skills (see below); Prince’s Trust; race relations work; and other initiatives yet to be defined.

· The formation of Policy Division and the large-scale reorganization of the administrative and professional cadres and the introduction of flexible team working.

External

· The requirement by Cabinet Office to address the Government’s Adult Basic Skills strategy which aims to:

· take action to ensure that the acquisition of basic skills is in future incorporated into the training and development plans of staff;

· provide any member of staff who wants it with an assessment of his or her literacy and numeracy skills; and

· provide guidance and support to any member of staff who wants it on training and development to improve literacy and numeracy.

Resources

In 2002/2003, as far as can be determined, DFID spent about £3.2m on training and development.  This constitutes an overall increase of 129% since 1997/1998.  The training and development spend constitutes about 6.00% of P&P paybill which has risen from 4.34% in 1997/1998 at an average rate of about 12% per annum.  For DFID as a whole administrative costs have risen by an average of about 7% over the same period.  The investment in training has increased from £1.2k per head (P&P) in 1997/1998 to £2.2k per head (P&P) in 2002/2003 at an average growth rate of 9.7% per annum.  The main source of these increases has been the introduction of the management development/diversity programmes in 1999/2000.  Spending on these two programmes has risen from £245k in 1999/2000 to £689k in 2002/2003, peaking at £866k in 2000/2001.

GENERAL THRUST OF STRATEGY

8.  It is clear that the current DFID Training and Development Strategy requires modification.  But it is also clear that  the current strategy is responding to the needs of staff such that any modifications should focus on extending the amount and variety of strategic training rather than abandoning what we do already.  The change to two types of training will be helpful as already explained.  The presumption of outsourcing (Civil Service College, Sheppard Moscow/Focus Consultancy, PMTC, TUC, JSI etc.) should still apply, except where it makes sense to deliver training such as induction, performance management, effective writing, accounting procedures, procurement etc. using in-house trainers.  Departmental budgets should bear the cost of the delivery (and where possible the development) of training for their staff.  The roles and responsibilities of Heads of Department, line managers and staff members (see Annex B) set out in the current strategy are still relevant and important.

9.  Support to departments in producing staff development plans remains a very important central function as does support to new offices and general training consultancy.  And TDU will continue to:  liaise closely with DFID departments; develop and support the Training Liaison Officer Network; and help build training and development capacity in overseas offices both as a resource imperative and to improve flexibility and response times.

10.  In addition our current programmes  should continue to be provided (see Annex C).  But in the coming year we should focus on developing and introducing new training and development to address the agendas that changes in the environmental and organisational context have generated.  In the main this work will fall to the strategic training area.  It is worth noting that five years ago we provided only one training programme (Office Instructions) that was directly relevant to the development agenda.  Now we offer a wide range and aim to increase that range (see Annex C and below).

11.  Investors in People (IiP) forms a key enabling component of DFID’s general strategy to improve staff management.  DFID became an Investor in People in December 2000.  Accreditation under IiP needs to be renewed every three years and the Department will present for re-accreditation towards the end of 2003.  Continuous development of DFID to meet the standard has principally involved a series of mini-reviews of UK departments and overseas offices and the results of these have materially helped to improve staff management throughout DFID.  IiP will continue to be a major component of DFID’s training and development strategy and other HR strategies.

12.  The consequences of the changes in context for the two types of training are set out below.

CORE TRAINING

13.  Core training will continue to be developed and delivered to meet the internal needs of the Department.  In addition to existing programmes such as induction, TAPED, performance management, finance etc., we will develop and introduce the following priority training:

· Leadership aimed at creating and developing the skills of leadership within the Department.  Given existing resource constraints we will work to identify suitable external providers for individualised training and development. 

· Advanced Diversity aimed at extending understanding of and skills to manage specific areas relating to diversity.  A study is currently being undertaken by Focus Consultancy on requirements and recommendations in this area.

· Working with Ministers in DFID aimed at developing the skills needed to serve ministers more effectively.

Management Development

14.  DFID’s Management Development Programme (MDP) is the biggest single training and development programme in the Department.  It is designed to help improve the overall management culture in the organisation by helping all staff consider how they can manage their relationships to best effect.  The focus was primarily on managing relationships, although in November 2001 we introduced diversity awareness training into the MDP.

15.  The programmes provide similar training to all staff by using a consistent behavioural skills model, and linking this to a comparable diversity skills application model.  Training focusing on diversity awareness for those staff who have participated in the older version of the MDP – without diversity – has also been introduced in early 2002.  The MDP therefore covers two key components:

· Managing Relationships – a participatory programme focusing on key behavioural skills to develop and maintain relationships at work.  A 360( feedback process is used to help gauge the impact of using the behaviours and is used as the base for development of skills.

· Diversity Awareness – looks to develop awareness of diversity issues in DFID, including making it clear what diversity means for DFID.  Raising diversity awareness will help staff work together and encourage mutual respect and understanding.   

16.  Currently about 60% of DFID staff have completed the relevant programme.  We will continue to provide the programmes until demand has been satisfied.  

STRATEGIC TRAINING

17.  In addition to existing training programmes in poverty, basic economics (micro- and macro-), influencing, and HIV/AIDS awareness we will develop training in the following priority areas (subject to the availability of resources ):

· Advanced economics for non-economists.  Some demand is emerging for a second tier to economics training for administrative staff.  We will work on identifying the actual need and developing appropriate interventions possibly utilising existing programmes run by HM Treasury.

· Pre-posting Preparation designed to develop knowledge and understanding of the economic, political, social and historical environment of overseas countries.

18.  These existing and planned training programmes will go a long way to meeting demand for the types of skills training identified in the McKendry and Anning report.  A full list of existing and planned training is at Annex C.

EVALUATION

19.  In accordance with our commitment to Investors in People and in order to improve efficiency and effectiveness all training and development is evaluated.  All courses are evaluated in terms of participants’ reactions and any necessary changes to the programme are made.  Heads of department are required annually to provide an evaluation statement on the impact that training and development has had in their department.  These statements are compiled into a Departmental evaluation report which is considered annually by the Human Resources Committee.  In addition large and significant training and development programmes are independently evaluated by external consultants to determine their impact, cost effectiveness and value for money.  For example the combined management development and diversity programmes are currently undergoing an extensive ex-post evaluation by Pearn Kandola.

20.  Additional data is, as a priority, being collected to identify the impact of training and development activities.  From this evidence it should be possible to determine the extent to which the training and development strategy is delivering business benefits.  For the longer term work will be undertaken to strengthen DFID’s approach to evaluation and develop better lesson learning.

CONCLUSIONS

20.  The current Training and Development Strategy needs updating both to simplify its structure and to reflect the changes that have occurred in the organizational context since it was first produced.  Experience with implementation of the existing strategy has affirmed its basic principles.  Its structure should be simplified to make it more accessible to staff.  The changes that have occurred in the context of the strategy dictate the development of a number of new core and strategic programmes.

Training and Development Unit

August 2003

ANNEX A
DFID TRAINING AND DEVELOPMENT STRATEGY FRAMEWORK 
  

· Parliamentary Business



ANNEX B

ROLES AND RESPONSIBILITIES FOR STAFF DEVELOPMENT

TDU will:

· Deliver the levels of service and provision of training as set out in the HRD Service Level Agreement.

· Design, develop, source, deliver and manage training appropriate to the needs of the Department within the constraints of available resources.

· Provide high quality organisation and logistical support to training programmes.

· Advise directors and heads of department and overseas offices on training needs, staff development plans and training interventions and provide direct support to directors and heads of department and overseas offices for the implementation of these.

· Provide direct core training  to staff within the UK and in overseas offices.

· Maintain and develop the Training Liaison Officer (TLO) Network and support the formation of divisional TLO networks.

· Advise heads of new overseas offices on the training required to enable effective and efficient operation of the office and where appropriate and relevant provide that training.

· Facilitate, where necessary, departmental retreats, in-days and workshops.

· Develop and implement DFID corporate training and development policy under the guidance of the Human Resources Committee.

· Encourage and contribute to DFID debate about training and development.
Training Liaison Officers (TLOs) should:

· Work with head of department and TDU and to prepare the department’s staff development plan (SDP).

· Advise TDU of any training conducted in the department or from outside providers.

· Nominate staff to TDU for centrally provided training courses.

· Liaise with departmental budget monitor in order to match training provision with available funds.

· Maintain and monitor departmental training records.

· Distribute training literature and advice from TDU to all staff.

· Liaise with ISSD, Accounts Department, Procurement Department and PED for specialist training.

· Maintain contact with relevant staff in TDU.

· Assist head of department to implement the DFID Further Education Policy and continuous professional development for appropriate staff.

· Inform TDU of changes of TLO.

· Attend TLO meetings and seminars.

Heads of Department should:

· Actively promote training and development within their departments.

· Nominate a particular individual, of sufficiently high grade, within their department to be specifically responsible for ensuring the success of the  training and development process. 

· Identify training and development needs within their departments.

· Formulate Staff Development Plans (with TDU assistance as appropriate) and review the effectiveness of the previous year’s SDP as an integral part of the staff development process. 

· Ensure that all staff new to the department receive proper induction and if new to DFID attend the DFID Induction course.

· Release people for training and development.

· Ensure punctual attendance of staff at training events.

· Ensure that line managers brief staff before they attend training events and debrief them afterwards.

· Report all training done in the department to TDU for central returns as a matter of course.

· Annually evaluate the impact of training and development on the department

Line Managers should:

· Promote training and development.

· Discuss staff training and development needs throughout the performance management process and particularly as new staff join a department.

· Release staff for training events.

· Brief staff before training events and debrief them afterwards.

· Evaluate the impact of the training or development on the work of the section.

All staff should:

· Consider their training needs.

· Attend training events on time when programmed.

· Complete all preparatory work and any subsequent work related to the training.

· Apply the training to their jobs.

ANNEX C

DFID TRAINING PROGRAMME

Core Training 

	360º Feedback

	Accounting Training

	Advanced Diversity

	Band A Management Development Programme/Diversity

	Band B Management Development Programme/Diversity

	Band C Development Programme/Diversity

	Challenging Performance

	Developing International and Dispersed Teams

	DFID Briefing 

	Effective Writing

	Financial Management Training

Individual External Training

	Induction

	Introduction to Management

	IT Training (various)

	Language Training

	Leadership

	Manual Handling

	Mentoring

	Overseas Induction

	Parliamentary Business

	Performance Management

	Personal Security

	Policy Division Team Training

	Presentation Skills

	Procurement Training

	Registry Work

	Reporting Officer 

	Selection Boarding

	Senior Management Development Programme/Diversity

	Speech Writing

	Staff Associations

	Stand-alone Diversity

	Time Management

	Tools and Procedures for Effective Development

	Working with Ministers in DFID


Strategic Training

	Advanced Economics for Non-economists

	Cultural Awareness

	Gender

	HIV/AIDS

Individual External Training

	Influencing

	Institutional Appraisal

	International Financial Institutions

	International Trade 

	Macro and Micro Economics

	Managing Institutional Reform and Change

	Poverty Training 

	Pre-posting Preparation

	Sustainable Livelihoods

	The European Union


In development 

Bold programmes are mandatory for all staff 

Bold (Italics) programmes are mandatory for certain groups of staff or for staff carrying out certain activities or in certain posts

Looking outwards to DFID’s customers





Looking inwards to DFID’s management





STRATEGIC TRAINING





Some Examples:


Poverty Training


HIV/AIDS


Gender Issues


Economics


Managing Institutional Reform & Change


Influencing 


Professional Development


Sustainable Livelihoods etc.








Some Examples:


Induction


Performance Management/Reporting Officer


Financial Skills


Management Development and Diversity


Office Skills


Tools and Procedures for Effective Development


Staff Development Planning 


Written Skills


Procurement  etc.





Internal provision or outsourcing





External environment of DFID





CORE TRAINING





Internal management of DFID





TRAINING SUPPORT TO DEPARTMENTS








External provision





Administrative Functions:


General Training Support 


Training Logistics








� Eliminating World Poverty : making globalisation work for the poor. White paper on international development. December 2000. Cm 5006.


� McKendry and Anning Staffing Needs Review  Management Board Paper, January 2002
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