Programme Development Training

2.1 Current Conceptualisation of Programme Development
In order for effective professional enhancement training programmes to be developed by professional training institutions, there has to be a conceptual framework which embraces several product development methodologies and strategies to guide content specialists and programme coordinators accordingly - without a format to follow, training programmes that are developed may not meet growing market needs and developing trends and may not be relevant to target markets. This conceptual framework construction is an important step which should permeate all programme development.

Conceptualisation of training programmes can form a base for programme design and development, as well as giving insight into the organising of programme management, activities, implementation and evaluation. It can lay down a map that can then be followed from conceptualisation of a programme idea through to final implementation and evaluation, which can be applicable across the board to the development of any training programme, with adjustments made for specific programme content and target markets. The basis of conceptualisation, however, can act as a foundation for all programme development.

The following sections deal with product development and discuss some of the relevant product development strategies which have been embraced in conducting this study to refine training programme design for the CTD.
2.1.1 Product Development
Kotler and Armstrong define product development as:
“A strategy for company growth by offering modified or new products to current market segments. Developing the product concept into a physical product in order to ensure that the product idea can be turned into a workable product.”
By its very nature, product development indicates that it would be in the developmental stage of the Product Life Cycle (PLC), before the introduction phase. It is the stage where the product is developed to meet an emerging market need or trend and where sales are zero and costs mount.

In the case of the CTD, these zero sales and mounting costs are compensated for once the programme is developed and run as an open-enrolment programme. There are target numbers for every programme which give a break-even number of participants and numbers which will generate a profit.
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When new programmes are developed in the CTD, they are classed as additions to existing product lines and introduced to the market to supplement programmes that already exist. During the introduction and growth phase of these new programmes, revenue is generated via existing programmes which are in the latter stage of the growth phase and entering the maturity phase.

According to Kotler, “less than 10% of all new products are truly innovative and new to the world.” This is mostly true of training programme development at the CTD. Most programmes are benchmarked from other international graduate schools and training institutions and seek to address current market needs.

These programmes can be new programmes or embrace improvements and/or revisions to existing CTD programmes. Sometimes an existing programme is merely repositioned in the target market if it is felt that it is no longer applicable to its current position.

At the CTD, the PLC is modified in that programmes are not test-marketed to focus groups or potential markets to get their reactions prior to a programme being staged, but rather are just launched “live” – the test is in the actual delivery of a training programme.

In this regard, the CTD uses a modified version of what Kotler terms the quality function deployment (QFD). In this methodology, a list of desired customer attributes (CAs) are turned into engineering attributes (EAs), or in the case of the CTD, into a programme with defined training objectives and learning outcomes.

At the Lok Jack GSB, the Programme Coordinator can be likened to a product manager, in that the programme is the product, and the coordinator develops and nurtures all aspects of the product.

According to Lehmann and Winer, a product manager has two broad responsibilities: First, they are responsible for all activities that are related to a product and its development, which includes market analysis, customer and competitor analysis, scan and analysis of the external environment and then translation of all of the above findings into marketing objectives and strategies to guide and develop the product.

Secondly, the product manager must get organisation buy in to support the recommended marketing plan. This latter activity often requires coordination of several other business unit activities such as research and development, marketing research and finance as well as internal marketing of the product to get management and co-worker buy in and support.

In the course of designing, developing and implementing a training programme, a programme coordinator of the CTD has many potential interactions. The following diagram is an adaptation of Kotler’s model on a product manager’s potential interactions.

From the above diagram, it is seen that the programme coordinator does not operate in a silo and constantly interacts with other departments during the entire course of a programme.

The challenges facing the CTD in the design and development of effective training programmes are indeed numerous as training needs continuously change and as more competitors enter the professional enhancement education field.
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2.2 Process Design Strategies
There are several approaches or methodologies that can be employed by the CTD to assist in quality improvement of programmes and process standardization for development and implementation.
2.2.1 Six Sigma
According to Pande, Neuman and Cavanagh:
“Six Sigma is a comprehensive and flexible system for achieving, sustaining and maximising business success. Six sigma is uniquely driven by close understanding of customer needs, disciplined use of facts, data and statistical analysis and diligent attention to managing, improving and reinventing business processes.”
The system was originally developed by Motorola engineers during the 1980s to address an issue the company was having about increased warranty claim calls being received by its field sales force. The success of the system was so noteworthy that soon other manufacturing firms adopted Six Sigma to reduce defects in a number of other areas.

Subsequent to the adoption of Six Sigma by manufacturing firms, several service firms have started to bring the strategy on board in an attempt to reduce complaints, reduce their cycle times and to improve productivity. The strategy is now considered to be an overall business improvement approach.

Two strategies of the Six Sigma approach, process improvement and process design/redesign are directly applicable to programme design, development and implementation in the CTD:
· Process improvement strategies are aimed at identifying and eventually eliminating factors that can impact on effective service delivery quality – in the case of the CTD; this often revolves around sourcing adequately qualified programme facilitators who can deliver on the promise of excellence made to the customer.

· Process design/redesign is done in the event that a root cause cannot be discovered for poor service quality; therefore a new process is needs to be designed or an existing process redesigned to solve the problem – this can be implemented if the occasion arises where a customer believes they have received poor service quality from the CTD.
The most popular Six Sigma improvement tool is the DMAIC model which stands for Define the opportunities, Measure key steps/inputs, Analyse to identify root causes, Improve performance and Control to maintain performance.

While the DMAIC model to process improvement and redesign may not be applicable in its entirety to the programme development process of the CTD, elements of it can certainly be modified and adapted. It can be a useful guide to developing standard operating procedures for programme development at the CTD.

Six Sigma, had its birth in the manufacturing organisations, but it is slowly making inroads in service organisations. Jim Biolos suggests that it is no longer an issue if service organisations should use Six Sigma, but rather when and how it should be used. He further emphasizes that the improvements made through using this approach are too great to ignore.
2.2.2 ISO 9000 Certification
There are more than 90 countries who are members of the International Organization for Standardization (ISO), which is based in Switzerland. The ISO promotes standardization and quality to facilitate international trade.

The official ISO 9000 definition states:
“The totality of features and characteristics of a product or service that bear on its ability to satisfy a stated or implied need. Simply stated, quality is about meeting or exceeding your customer’s needs and requirements.”
ISO 9000 makes several recommendations which have to be adopted and adhered to in order for an organisation to become certified. The process consists of guidelines, requirements and assessments of a firm’s standards before an independent assessment of the business’s standards are done and certification of the quality management system is given.

Lovelock and Writz state that by adopting ISO 9000 regulations a firm can ensure that its standards meet customer expectations and also reap added benefits of improved internal productivity.

While the CTD has no immediate plans to attain ISO 9000 certification, the standards of customer and service excellence prescribed by it can certainly be implemented in programmes to ensure that customers are satisfied and programmes are of a consistently high quality.
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2.2.3 Total Quality Management
The concepts of Total Quality Management (TQM) were first conceived and implemented in Japan for manufacturing operations. However, it has been realised in ensuing years that some of the concepts and recommendations of TQM can be applied to services and the principles prescribed by TQM can be applicable to programme development and design within the CTD.

TQM prescribes the use of flowcharts, control charts and fishbone diagrams to assist service firms to monitor its service quality and to determine the root causes of specific problems.

Sureshchandar, Rajendran and Anantharaman have identified what they consider to be 12 crucial factors for successful implementation of a TQM in a service environment. These factors are:

(1) Top management commitment and visionary leadership – this means that management ought to have a long-term view of where the organisation is heading for the future. In the case of the CTD and the Lok Jack GSB, commitment to excellent customer service and quality educational programmes begins from the top tier of the management level. Additionally, the Leadership Team of the business school meets on a weekly basis to discuss the future direction of the school and its various departments. The vision of the school is communicated consistently and continuously to staff members throughout the organisation and management cultivates an environment which encourages all staff members to embrace the vision of the school. (2) Human resource management – the HR function at the GSB seeks to ensure that the right people are in place to perform the right job and that employees are given the tools with which to perform their jobs. Furthermore, management and HR at the GSB often encourage staff to enrol in professional development courses and to further their studies for their own personal development.

(3) Technical system, include service process design and process management – service process design is critical if the needs of customers are to be satisfactorily met. Customer satisfaction leads to enhanced business performance. The process design seeks to ensure that there are no faults in original design, thereby putting an added demand on customer service employees doing things right to reduce any other faults. In the CTD, the programme design process seeks to eliminate as many faults as possible from the outset. Content specialists are employed to offer insight into programme content and programme co-ordinators (the original designers of the programmes in most instances) are the links between the organisation and the customers, from the moment the programme is marketed to the moment the customer walks into the business school for training. Process management deals with the management of business processes to ensure effective service is provided.
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(4) Information and analysis system - The main point of this system is that the most well designed programme or system will be useless if information is not adequately communicated about it. In the CTD, there is a drive to ensure that communications are open across the five product lines of the department - at any given time, a CTD programme coordinator has full information about training programmes being conducted or planned by other product lines.

(5) Benchmarking – it is necessary for service organisations to benchmark its service provision against those of world class service providers in order to generate similar levels of customer satisfaction. In the case of the CTD, training programmes are benchmarked against those of other leading international business schools such as Harvard Business School, Dartmouth and Oxford.

(6) Continuous improvement – Deming stated that organisations should “improve constantly and forever the system of production and service, to improve quality and productivity.” The Japanese were the leaders in the concept of continuous improvement, or what they term “kaizen”. At the CTD, there is constant striving to improve the quality of training programmes offered. A major source for future recommendations is evaluation forms distributed at the end of each training programme. Feedback given is vital for future iterations of programmes can be considered for implementation.

(7) Customer focus – this is one way of gaining an almost unbeatable competitive advantage. It involves addressing a customer’s needs and wants in a timely manner and anticipating and responding to their evolving demands.

At the CTD, customer’s needs are taken into the consideration in the development of new training programmes – very often the ideas for a new programme will come from a particular area of interest in which key customers are involved. Additionally, customers are not seen as the end result or just as revenue generators for the CTD, rather the aim is to build and cultivate customer relationships, thereby ensuring a “win win” situation for both the customer and the CTD and positioning the GSB as a place where customers feel their needs are being met.

(8) Employee satisfaction – An organisation’s employees, it is said, is the greatest asset that the organisation possesses. The employee satisfaction portion of Sureshchandar, Rajendran and Anantharaman’s 12 crucial points of successful TQM suggests that this satisfaction refers to the degree to which employees feel believe their needs are met and satisfied by the organisation they are employed by. It also suggests that management of the organisation demonstrate the value they place on employees – rewards ought to reinforce behaviours. However, it should be emphasised that this does not only deal with salaries and perks, but factors such as promotional and growth opportunities, superior-subordinate relations, performance appraisals and job assignments.

(9) Union intervention and employee relations – It has been suggested by the research that since TQM is an organisation wide approach, its eventual outcome is strongly influenced by employee union relations. This tenet is not yet relevant to the CTD or the GSB since the organisation is not unionized.

(10) Social responsibility – In recent years there has been an increase in the corporate social responsibility conscience of global companies to make an improvement or contribution to the societies/communities within which they operate. Organisations now believe that they should meet their social obligations to their communities, maintain a good image and demonstrate that their reason for existence is not solely to make profits.

(11) Servicescapes – This factor deals with the physical environment surrounding provision of the services since it helps to create an image for the organisation about its services and its employees.

At the Lok Jack GSB, the servicescape deals with the campus décor, restaurant and the overall ambience of the surroundings. Furthermore, the attire of employees conveys an image to customers and students that they are experiencing training in a world class institution.

(12) Service culture – this relates to a service culture enabled at encouraging employees to embrace the organisation mission. Sureshchandar, Rajendran and Anantharaman suggest that, “customers in service organisations are separated by only a very frail and permeable layer from the employees, which means that the physical and psychological closeness between them is so great that only an organisational culture that stresses service quality throughout the organisation could establish the seamlessness in the service industry.” They add that an organisation that fosters a culture of excellent service quality throughout is more likely to provide excellent customer service.

All of the above mentioned methodologies feed into programme development at the CTD since programmes are the unit’s product. Ideas from several concepts are taken into consideration during the formulation of the training programmes.

