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ABSTRACT

Training has long been recognised as one of the fundamental
processes to assist the UK construction industry meet the
increasing the demand for adequately trained and qualified
construction site managers. However, inadequate commitment by
organisations to training, coupled with the recognised
fragmentation of the industry perpetuates major hurdles to
achieving this objective.

Whilst the site manager’s role has evolved over the years through
changes within the industry, their training at the industry level
continue to be provided along the established mode offered by the
Chartered Institute of Building’s Certificate and Diploma Site
Management training (CIOB C/DSM) and the National/Scottish
Vocational Qualifications Site Supervision and Site Management
(NVQ/SVQ SS/SM) training schemes.  This have led critics to
argue that the difficulties of meeting the industry's need for trained
site managers- are associated with inadequacies within the training
provisions offered by these schemes.

This research was undertaken in recognition for the need for a
critical appraisal of their training provisions with a view for
improvements. It was developed on the concepts of training best
. practice which advocates improving the training provisions
concurrent with change through the process of re-learning the
whole training process.

The effectiveness of the training provisions offered by the training
schemes and the impact of variables on the site managers’ training
needs were critically investigated. ‘Gaps’ within the training
provisions were identified, approaches to bridge these ‘gaps’ were
investigated and proposed for improvement.

The substantial contribution of the research is the expansion of the
knowledge of the factors that impinge on the effective provisions
for training site managers. The research findings propounds the
conviction that the current training provisions needs to be
expanded to be more effective and this can be achieved with the
best practice framework for training site managers identified by the
research.
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CHAPTER ONE
Project Introduction

1.1 AIMS OF THE CHAPTER

The chapter is presented to familiarise the reader with the subject and the purpose of the
research. It provides the overview of the research topic and outlines the research
structure. The research aims and objectives are presented. The scope of the research is
discussed and the researéh significance is underlined. The chapter concludes with the

chapter guides to the thesis.

1.2 STATEMENT OF THE PROBLEM

Training has long been recognised one of the important processes within the UK
construction industry that can assist construction organisations meet the demand for
highly able and skilled construction site managers. This belief stems from the
conviction that success of construction projects are significantly contributed in-part by

the competent and able site managers.

The industry is aware of the prevailing problems of shortage and the sharp increasing
demand for site managers, and is conscious that it is facing a daunting challenge to
endeavor to train more site maﬁagers needed by the industry. The response to the need
for continuing qualification-based training and education in site management at the
national level to support industry's needs was exemplified by the establishment of the
well developed structured and integrated academic, vocational and professional
frameworks within the industry. The major training schemes provided at the industry
level led by the Construction Industry Training Board (CITB), Chartered Institute of
Building (CIOB), National Vocational Qualifications (NVQs) and the many
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cons&ucﬁon companies through their in-house training programmes are well supported
by the numerous training colleges, institutions of higher learning and vocational
institutes that exist throughout the country. Provisions to facilitate the mutual
recognition and accreditation of the various academic, vocational and professional
qualifications within the construction sector have also been established. This has
allowed easy access and progression for site management education and training within

the industry. One has a choice of easy access and to progress through either the craft or

academic route for a career in site management.

The construction industry has been facing the problem of poor levels of training. With
over 200,000 construction companies within the industry and when construction site
managers are regarded as the key personnel within these organisations, statistics reveals
that the numbers that have been formally trained or involved in training has been and
continue to be very small. The fragmented nature of the industry, the large proportion
of micro-construction firms with little interest or support for training, widespread self-
employment and sub-contracting practices that exist have been singled out as among the

major factors that have inhibited training.

Notwithstanding the initiatives taken to promotion training and strengthen the academic,
vocational and professional provisions, critics have continually argued that some of the
provisions offered have been inadequate and unable to meet the training needs of
construction site managers as a whole. Recurring problems of skill gaps, training
standards that are lagging behind the advanced European countries, continuing reliance
on traditional construction and training practices, and the reluctance to change have

been associated to the consequence of inappropriate and inadequate training.



The role of construction site managers has evolved over the years and more so since the
mid-1990’s as a result of the reforms introduced to improve the pt;rformance of the
industry. More managers in construction are now progressing through the academic and
vocational route replacing the managers that have traditionally progressed through the
craft route. The expanding use of new and modern construction system and materials
requires the industry’s site managers to continually expand their skills and knowledge to
execute different tasks for different projects effectively. Adding on to the already
varied role of site managers who have to comprehend with the numerous project

situations within the industry, this has exacerbated to further complicate the problems of

training the site managers.

Conversely, the response to change to suit the provisions for training the site managers
concurrent with the changes taking place does not appear to have taken place. bespite
the introduction of some additional modules to the some of the existing training
schemes and initiatives to promote more training at the industry level, the approach to
training has largely remained unchanged over the years. Traditional training approaches

and mechanisms are still in use.

Within the current circumstance when the industry is trying to change, much more
appears in need to be done to the current training provisions to overcome the persisting
problems of poor training and deal with the increasing pressure for the industry to
produce more knowledgeable, highly skilled and capable construction site managers.
This research posits that this can only happen if the industry is willing té consider new
paradigms to approach training by embracing improved design, delivery and the

outcomes of site management education and training.



There has been little research done to investigate the current problems of training the
industry’s site managers. It is central that questions of: “How should this problem be
approached?”; What are the underpinning factors that have rendered the current
provisions ineffective?”; “What are the factors that shape and influence the training
needs of construction site managers within the industry?; and “What can be done to
improve the existing training framework?”, and "How?""; needs to be addressed if the

industry is to be successful in meeting this need.

In cbntending with the phenomenon of changing role of construction site managers and
practices within the construction industry, and after a thorough investigation, this
research believes that essential element of confronting the problems of training site
managers is for the industry to learn from other successful training initiatives, and this is

through the adoption of best practice approach.

Much has been studied on the variables surrounding the site manager, the existing
education, training and development framework, and principles/guidelines to training
best practice. There appear to be a substantial gap between the variables and the actual
provisions to effectively t-rain the industry’s site managers. At present there is no way
of knowing the extent of influence that the variables have on the training needs of the
site mangers, which is recognised as the fundamental determinant for any training
scheme. This research project aims to investigate, uncover and understand how they
impact on the training provisions, with a view of improving the current training
provision through the development of an improved operational training framework

based on best practice.



1.3 PURPOSE OF THE RESEARCH STUDY

This research is undertaken in recognition of the need for more research in this area of
training the site managers. The purpose of this research is to provide valuable industry-
based insights to the current problems of training and to expand current knowledge of
those factors that influence the design, delivery and outcomes of site management
training. The contribution and added-value of the research project is to offer better
options and strategies to augment the existing provision within the construction industry

with the potential for making the work and performance of site managers more

effective.

Based upon the key influences, three major areas of enquiry proposed were proposed for

the research:
a. What is the approach that can provide better understanding of the holistic
training needs of site managers?
b. What are the variables and their impact on the training needs of site
managers?
c. What are the provisions that need to be introduced to improve the

existing training framework for training the industry’s construction site

managers?

1.4 AIMS AND OBJECTIVES

The research aims to make a substantial contribution to research relating to the training
of construction site managers by offering an improved operational framework based on

current and perceived future best practice for training of construction site managers. In



line with the overall aims of the research, the following objectives of the research were

underlined:
° To precisely determine the variables and their impact on the training
needs of site managers;
. To identify modifications and improvements to the existing training
provisions; and
J Suggest a framework for future training practice.

1.5 SCOPE OF THE RESEARCH

The fragmented nature of training provided to construction site managers within the
industry, which varies from the compulsory health and safety training to specialised
training schemes designed for construction organisations, was identified as a key factor
that has contributed to the problem. In contending with this phenomenon, this research
is focused at the site management training provisions offered by CIOB Certificate and
Diploma in Site Management (CIOB C/DSM), and National Vocational Qualifications
Site Supervision and Site Management (NVQ SS/SM) training schemes. This was on
the premise these are training which are recognised at the industry level and available to

all site managers within the industry.

The research was developed on the concepts of training best practice which was
developed through the process of re-learning and adopting best practices from
successful examples. Augmented by the absence of other recognised approaches for
dealing with training in-line with change and notwithstanding the peculiar nature of
construction and the job of the site managers which make them unique, this strategy was

deemed very appropriate on the justification that training concepts, approaches and



processes are all similar regardless of the type of training, organisation or industry. This

was underlined in Chapter Three and Four of the research.

To derive at the résearch findings, this research was developed within the context of the
conceptual framework outlined and data derived from the pﬁmary and secondary data
drawn. Whilst the extent to which the research is- applicable can be contingent upon
these parameters, the significance of research of this nature lies in its provisions for
offering indicators for subsequent research to generalise, identify key areas and pin-
down the key elements of the phenomenon investigated. This would facilitate to further

augment the effective training of site managers within the industry.

1.6  SIGNIFICANCE OF THE RESEARCH

It is énticipated that the research will be useful in assisting the UK construction industry
to improve training the construction site managers by providing valuable in-sights and
qritique of the current practice, and by expanding the knowledge-base of the factors
which influence the design and delivery of the training schemes. The study will offer
options and strategies to improve existing provisions and contribute to the opportunity

to improve the performance of construction site managers.

The fragmented nature of the construction industry is a common phenomenon in many
countries, especially those which have modeled their training approach on UK practice.
There could be much that can be learned from current and future practices in the UK

that are applicable to approaches used elsewhere internationally.



1.7 GUIDES TO THE THESIS

Chapters Two presents a synthesis of the literature review. The nature of the UK
construction industry is presented and this is followed by the discussions on issues
relating to the industry’s workforce to set the context of the research. The unique nature
of construction projects are outlined to provide the understanding of the setting within
which site managers operate. Site management, the significant role and contribution of

site managers to construction projects are discussed, and the definition of site managers

for the research is presented.

Chapter Three presents the discussions on training and training best practice. Literature
and theories related to human and organisational development to underpin the
framework for understanding training is firstly discussed. The definitions of education,
training, development and leaming are underlined. This is followed by the discussions
on training, vbest practice and training best practice. The fundamentals from which
current concepts on training were developed are discussed critically together with the
factors that have contributed to the growing importance of application of training best
practice. The findings are summarised to establish the conceptual training best practice

framework for this research.

Chapter Four presents the background and the critical analysis of the current pr'oQisions
offered for site management training within the construction industry which relates to
the training of site managers. Key in-sights to the current training provisions, which
influence the design, delivery and outcomes of site management training are underlined.
The existing frameworks for the education and training of site managers offered by the

academic, vocational and professional structures are examined. The findings are used to



determine the validity and opportunities of the current provisions in meeting the training
needs of site managers. The chapter concludes by presenting the merits of the current
training provisions in meeting the training needs of site managers and the justification

why more research is needed to investigate and improve the current training of site

managers.

Chapter 5 presents the research design and methodology. It provides the critical
discussions on the approach selected to develop the research activities and the protocol
observed to maintain the research validity and reliability. The approach adopted to
conceptualise the research theoretical framewor'k;‘ the definitions, concepts and themes
drawn from the literaturé review; and the approéch to operationalise the research is
critically discussed. The research problem, research questions and the research
variables are underlined. The research hypotheses, sub-hypotheses and research model
are presented. The pilot research study is also discussed together with justification on

the approach and the research instrument selected for the data collection.

Chapter Six presents the quantitative data analysis and findings for the site managemént
training provisions offered by the Chartered Institute of Building Certificate/Diploma in
site Management (CIOB C/DSM) and National/Scottish Vocational Qualifications Site
Supervision and Site Management (NVQ/SVQ SS/SM) training schemes. The validity
of the research Hypothesis 1 and 2 is tested together with the test on the significance of
adopting the propositions within the sub-hypotheses for improving the training
provisions. The procedure for the hypothesis testing, process of extrapolating data from
the survey questionnaires, the IT software used and the processes carried out to enable
the analysis are critically discussed. The rationale for the adoption of the methods
selected is critically discussed together with the statistical teéts administered to establish
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and validate the results. = The chapter concludes by confirming the validity of

Hypothesis 1 and 2, and underlining the propositions carried forward for the

investigations in Hypothesis 3.

Chapter Seven presents the qualitative analysis of data and findings, and the
identification the best practice framework for training site managers. The validity of
Hypothesis 3 is tested. The approach on how the data drawn from the findings of the
quantitative research ﬁndiﬁgs was developed for Hypothesis 3 is critically discussed.
The approaches drawn for collecting and analysing data, the .techniques adopted to
integrate the quantitative data ‘iﬁto the analysis and the concepts underpinning the
research process is discussed. The justification for adopting certain selected procedures
within the processes observed to maintain the research validity and reliability is also
-presented. The findings emergent from the analysis are further verified by
incorporating feedback from key parties related to the training at the industry level. The

chapter concludes by confirming the validity of the best practice framework identified

by the research.

Chapter Eight is the final chapter of the thesis and it presents the summary of the
research work, covering all the phases of the research process. The key research
findings are presented and discussed, and areas for further research are proposed. The

research viewpoint on the subject researched was reaffirmed at the conclusion of the

chapter.
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CHAPTER TWO _
The UK Construction Industry, Site Management and Construction
Site Managers

2.1 INTRODUCTION

This chapter is the beginning of the literature review of the research. It presents the
review of literature on the nature of the UK construction industry, site management and
construction site managers. The purpose of this review was to examine pertinent
réports and literatures to set the context of this research for the reader. Although much
of the background covered is already well known and available in literature, the purpose

of the inclusion of some brief extracts in this literature is to emphasise their significance

in this research.

It begins by presenting the literature discussing the nature of the industry and its
significance to the UK economy. The problems of the industry’s under-achievements
together with the difficulties of getting the industry to improve with changes that have
taken place were underlined. The nature, supply and the problems related to the
industry’s workforce and the subsequent measures taken to address this problem are

specially highlighted.

To establish the scope of site management and to outline the management funcﬁon of
construction site managers, the nature of construction projects and the historical
development of site managers were firstly reviewed to provide the u‘nderstanding of the
setting within which site managers perform. Views from selected literature and
research related to construction management and site management were then critically
discussed to precisely determine who the site managers are, the scope of their job, the
responsibilities they assume and the variables, which influence their job. The
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importance of site managers in the running of construction projects was also underlined.
The chapter concludes by ascertaining the role and tasks of site managers in

construction projects and establishing the definition of site managers for this research.

2.2 THE UK CONSTRUCTION INDUSTRY

The construction industry has always been of enormous economic and social
significance to the UK economy and its people. Not only has it been responsible to
provide and maintain the nation’s needed infrastructure facilities, it employs about 1.6
million people, which is approximately 6.5% of the UK workforce and creétes an
average of about 8 - 9% of Gross Domestic Product (GDP) (Const. Statistics, 2004;
DTI, 2002a; DTI, 2003a). The industry is currently experiencing a period of sustained
economic growth since the late 1980s, with most figures showing that construction

industry output has increased some 8% (CFR, 2002).

During the last two decades the industry has experienced cyclical fluctuations in output
and employment, being highly sensitive to the general economic climate.. It was in
recession in the early 1990’s followed with recovery around 1994 - 95. However, since

then a more stable growth rate of 2.5 — 4% has tended to prevail.

The main area of construction activity within the industry is building and civil
engineering and this includes everything from domestic repair to large and sophisticated
civil engineering projects such as the Channel Tunnel and the Millennium Dome
project. Nearly one half of all the construction work is comprised of repair,
maintenance and improvement works. The balance is new works which consists of

public and private housing, infrastructure, other public non-housing and private
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industrial sub-sectors. Private commercial projects form the largest sector of the

industry while public sector projects have gradually reduced since the early 1980’s.

The UK is regarded as one of the five leading countries involved in international
contracting in Europe and has undertaken an average of about £3.5 — 4 billion worth of
international construction contracts annually since the early 1990°s (DTI, 1999).
However, the largest UK firm is relatively small in world terms with the highest placed
UK firm is eleventh in the league of European contractors based ;)n their annual
turnover in 2000 (Building Contracting, 2001). Within the global context, leading
international companies such as Japan’s Taisei, Shimizu and Kajima Corporatibns,

France’s Bouygues, and Bechtel of the US dwarfs these companies.

There are approximately 200,000 construction firms within the industry. 96% of
construction-related firms employ fewer than 10 people and craft workers can account
for as much as 60% of the workforce (CIB, 2001). At its péak in 1996, about 47% of
people working in the industry as a whole estimated are self-employed. With the
introduction of sticker controls over self-employment, the share of the self-employed in

the industry has gradually declined (FEFC, 1999).

Construction is in a period of change with the introduction of new technologies and new
construction processes driven by the reforms introduced to the industry in the mid
1990°s (DETR, 2000). Clients are more sophisticated, demanding and emphasising
even higher quality standards, construction within budg¢t and tighter completion dates.
There is a growing trend among larger companies in the industry to increase the value
of their business within the service sector through investments in property, private
finance initiatives and facilities management. Construction clients continue to influence
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the choice of technologies through their demand for faster construction time, better
quality, cost and value for their buildings with reducing running costs. There is also a

shifting trend to partnering from more adversarial and competitive methods of project

procurement.

2.2.1 Reforming the industry

At its best, the construction industry it is capable of delivering the most difficult and
innovative projects with outstanding quality, implemented with world-class
performance standards that can match any other construction industry in the world.
However, as a whole, it was found to be under-achieving and perfdrmance in some

areas of the industry had not been effective.

Concerns for the weaknesses of the industry led to the setting up of an enquiry led by
Sir Michael Latham, which culminated in the Latham Report entitled ‘Constructing the
Team Report’ in 1994 (Latham, 1994). It pointed out issues and key weakness of the
industry that was the cause of dissatisfaction, and challenged the industry to reconsider
its existing practices and processes to improve performance. This led to the
establishment of the Construction Industry Board (CIB) in 1995 as an initial initiative to
co-ordinate the industry's activities and act as a forum for liaison for the representative

bodies of the industry (CIB, 1999).

This was followed by the ‘Rethinking Construction Report’ or better known as the Egan
Report in 1998 (Egan, 1998) following two studies undertaken by the British Property
Federation and the Design Build Foundation (DTI, 2001c). Key failings of the industry
were further revealed. Amongst others, it was reported that more that a third of major
clients are dissatisfied with contractor's performance to the quoted price and time,

14



resolving defects, and in the delivery of the final product of the required value.
Correspondingly, more than a third of clients are dissatisfied with consultant's

performance in co-coordinating teams, innovation, providing a speedy reliable service

and value for money.

With the reforms, construction was expected to undergo significant changes in its
process and technology within the next five to ten years (CITB, 2003). Various
initiatives such as “Rethinking Construction”, “Demonstration Project”, “Lean
Construction”, “Construction Best Practice” (DTI, 2002b) and Key Performance
Indicators (KPI) (CIB, 1996) were introduced to encourage the industry to éhange.
These changes were expected to result in very significant consequences to the
workforce especially in terms of different skill requirements as the industry attempt to
shift away from the reliance on traditional construction approaches. Construction
business management is expected to become more critical, in particular, through the
adoption of new Information and Communication Technology (ICT) systems, and with

the push towards a more qualified workforce to ensure better quality assurances.

However, to date performance improvements brought by the reforms has been slow and
mixed. Construction News (2004a) reminded the industry the need to warm to the
global challenges whilst reports from CIB (2000) reveal that performance
improvements following the reforms have not been up to mark. For example, by 2000
the percentage of construction project overruns have been reduced to only 9% on time,
70% of projects were delivered within 5% of the tender cost and 38% delivered within
the 5% of the tender programme. Real construction cost has fallen by only 1% in year-
on-year comparison between 1997, 1998 and 1999, a far cry from the 30% initial target
set. Construétion News (2004b) reports of the missed CSCS and KPI deadlines, and in
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July, 2004 (Construction News, 2004c) they report that construction was well short of

reaching safety targets with the low reduction in the number of fatalities and injuries.

2.2.2 The industry's workforce

Notwithstanding the great emphasis on the improvement and development of the
industry’s workforce within the reform programmes, reports (DTI, 1999; DTIL, 2002;
DTI, 2003) have been consistent in reporting the construction in the UK has remained

fairly labour intensive and heavily craft based.

Problems of skill gaps are persisting and spans across the different professions of the
workforce. CITB (2000a) reports that most craft workers are likely to lack technical
and practical skills, while managers, site managers, administrators and professionals
mostly lack management and team working skills. Agapiou et al (1995) and Mackenzie
et al (2000) observe that the traditional responses to shortage of any type of skilled
labour by employers have been to increase remuneration and/or poaching of workers
from others. This has invariably contributed to the rise in cost of construction. In many

instances, in the face of inadequate supply of skill labour projects have had to make do

with inferior labour.

Mackenzie at al (2000) attributes the causes of labour and skill shortages in the UK
construction industry to a number of inter-related factors. They are:
(i) the demographic decline in the number of young people available to enter
the labour market;
(ii) the changing nature of construction markets and the demand for new skills;
(iii) the introduction of new technology requiring new skills;
(iv) the cyclical nature of the construction markéts;
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. (v) the fragmentation of the industry;
(vi) the use of specialist/labour-only sub-contractors; and

(vii) the decline in construction training and training resources.

Construction News (2004d) reports that managers in construction are overworked. The
DTI (2000) reports that people working in the construction industry are getting older
and tended to be white males. They are more likely to work in small firms or quite
likely to be self-employed. They work longer hours but are paid around the average
salary of other industries. The probability of them getting injured or killed at work is

higher due to poor consideration for health and safety at the workplace.

- In contrast to the other European countries, there were signs of an alarming gap between
skills of the work force in the UK and those abroad (Building, 2001). Clarke and Wall
(1998) found that 70% to 80% of the UK construction's workforce was estimated to
have no formal qualiﬁcatioﬁs. At least 35% or workers are classified as labourers as
compared.to 5% in Denmark, 7% in the Netherlands and 17.5% in Germany. They
report that on the Continent, unskilled workers are becoming more marginal as
employers increasingly employ skilled labourers who are encouraged to plan and
control their own workload without supervision. On the contrary, in the UK, the
industfy consists of many small firns who are unable or unwilling to invest in
developing their workers. Similarly, larger firms increasingly subcontract much of their
jobs and this has led to neglect to the much needed development and training of the
work force within the industry. Their follow up report (Clarke and Well, 2000) add that
the craft-based approach to construction with low levels of mechanisation and pre-
fabrication have resulted in lower productivity and slower construction process but
requiring higher levels of supervision.
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CITB (2003) forecast that over the next five years, the industry need to recruit and train
some 380,000 new people between 2002 and 2005. This means 76,000 new recruits
will be required each year and 65,000 thousand will be needed to replace those retiring
from the industry and the balancé for the increase in construction employment. Site
managers, together with other professional workers and managers are among the

occupations that were forecasted to be in high demand for the future.

2.2.3 Training the workforce
A number of researchers and parties alike have voiced the importance of training the |
industry’s workforce. The DoE (1977) recognises training as the process that can
systematically develop attitude, knowledge and skill required by an individual in order
adequately to perform a given task or a job. Hequet (1993) adds that proper training
‘can lead to more satisfied employees and under certain circumstances can reduce
turnover; training drives up skills and this in turn drives up performance of companies.

Langford et al (1995) and Fryer and Fryer (1997) emphasise that training is imperative

to the construction industry.

Built on this conviction, various initiatives have been introduced to promote training but

critics have been frequent in pointing out the failings.

Agapiou (1998) and Building (2001) found training on-offer within the industry still
very inadequate and resources allocated to training within the industry continue to be
very low. Arshad (1997) in his research recalls the study that a world-class organisation
allocates an average of 15 days of training a year per man but UK construction

companies has an appalling annual average statistic of one day training per man.
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Contract Journal (2004) warns that the industry cannot sustain its current level of
gr(;)wth without leading deeper into skills crisis. The BEIC (2000) found that the net
cost of training crafts people in the construction industry is relatively high compared to
other sectors. These reports have also been common in reporting that on—ihe—job
training is popular and is considered important by employers. Whilst they demand site-

proven skills, many are reluctant to provide the required work experience for trainees.

Gann and Senker (1998) observe that construction trainees enrolling into the training
programmes have dropped steadily during the 1990's and only saw a rise in the late
1990s and early 2000s. Despite this rise, DTI (2002a) and the CITB (2003) confirm
that that the industry is still far short of trained workforce. To exacerbate this problem,
CIOB (2003) reports that entrants to construction related professional courses have
continued to fall and have resulted in the closure of a number of departments in

universities offering construction related programmes.

Responding to these problems, CITB as the National Training Organisation (NTO)
responsible for training within the industry through their CITB Construction Skills
initiative has implemented strategies to address this problem (CITB, 2000b). This was
through; (i) encouraging partnership with the industry and training organisations to
promote career and training in the construction industry; (ii) facilitating and promoting
ownership of on-site and off-the site training and assessment by employers, (iii)
encouraging lifelong learning activities, (iv) creating a grant scheme which rewards
achievements and competency through training, and; (v) encouraging non-traditional

new entrants to the industry.
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There has been is little evidence to suggest that the initiatives taken to improve training
have brought significant success. Evidence of inadequate training and the continuing

shortage of trained manpower continue to be reported to suggest that much more needs

to be done to improve the situation.

23 CONSTRUCTION PROJECTS AND THE HISTORICAL
DEVELOPMENT OF CONSTRUCTION SITE MANAGERS

2.3.1 Nature of construction projects

Literatures by scholars on construction such as Fryer and Fryer (1997), Frein (1980),
Hillebrandt and Cannon (1989), Newcombe et al (1993) and Calvert et al (1995)
conceive that each construction project is unique irrespective of its nature, size and
volume. This is particularly in respect of different combinations of- construction
techniques, the knowledge and skills required to construct and the varyihg patterns of
relationships between organisations engaged to implement the project. The relatively
more continuous, stable and enduring relationships within the various parties in other
manufacturing settings contrast greatly from construction projects. Common in their
literature were the conception that construction projects are characterised by their
temporary nature and the geographical dispersion of sites of production. Each project is
defined by the physical boundary within which a construction project takes place and
where the construction activities evolve. The large number of separate but inter-
dependent nature of tasks within construction projects operates on a demanding time
scale and demands effective utilisation of resources. As the project gains momentum,
money is spént at a very fast rate. This is exacerbated further by the harsh construction-
working environment and the numerous but short term collaborating parties within each
project. Compounded by these variables, construction projects are also subjected to the

pressures of its ‘external environment’. Newcombe et al (1993), Bennett (1997) and
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Walker (2002) stress that it is crucial to perceive construction projects and organisations
as ‘open systems’ which do not stand alone in isolation. This was illustrated by

Newcombe et al (1993) as shown in Fig. 2.3.1.

2 ENVIRONMENT
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MANPOWER STRATEGIC 5 INFORMATI
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MATERIALS
MANAGEMENT

PLANT
MANAGEMENT

FINANCIAL ‘
MANAGEMENT \

e S
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SOCIAL SYSTEM

4
ORGANISATIONAL
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Figure 2.3.1: The inter-phasing systems within construction
production management (Newcombe ef al (1993)
As dynamic ‘open systems’, they are continually influenced by their internal sub-
systems and interacting with the external environment of which they are part.
Therefore, they need to be able to adjust by shaping and reshaping to adjust to the
changing environment in-order to sustain. It is within these influences tﬁat site
managers operate. They need to be continually sensitive and able to respond to the
array of activities taking place within and surrounding the construction project. They
perform in an atmosphere of uncertainty, take responsibility with a considerable amount

of risk and live up to the pressures to keep abreast with changing demands and

expectations of the industry.
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2.3.2 Historical development of site managers

In the medieval times, construction projects were relatively simple and tradesmen were
employed directly by employers to complete the job. As building works became more
complex towards the end of the 18" century, the general supervision of the various
trades and their organisation in construction projects began to be placed in the hands of

master craftsmen, who, for their responsibility charged a fee, or took a profit on the total

value of the work (Boyer, 1993).

This practice became popular with the increase in public sector activities at that time
and following the Industrial Revolution but diminished towards the late eighteenth and
early nineteenth century (Dolan, 1979). The growing national economy from the wealth
generated from the Industrial Revolution and rapid industrialisation that took place
generated huge demand for new buildings and built infrastructure. It was during this
period that the founding and the development of general builders, specialist firms and

specialist professions in the construction industry began (Bowley, 1966).

The First World War, and the resulting activities that followed, contributed to further
accelerate demand for built infrastructure and alter the shape of the constructior.l
industry. More was demanded fromrbuildvers, as projects grew even more complex.
There was already evidence that builders had practiced ‘contracting’ prior to this but the
demand for such services became popular and necessary during this period. Boyer
(1993) refers to this period as the emergence of the general building contractor who
carries out the whole work involved in the contract and employs men of every trade

required in the contract.
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The_ development of new materials, technology, increasing use of specialists and sub-
contracting practices demanded that builders be more methodical in managing the
construction project. It was during this period that the practice of site managelﬁent and
the ‘modern construction firm’ was pioneered (Powell, 1980). The supervision and co-
‘ordination of the work of each trade by the master crafismen was taken over by the
person often referred to as the ‘general foreman’. The general foreman was the main
contractor’s key first line supervisor on site and at the time had total control over most
of the construction resources on site. The general foreman had cbmplete authority to

even dismiss any man or employ another without having to contend with contractual or

union issues.

This role started to change following the Second World War. Increased demand for
commercial and industrial infrastructure resulted in larger and far more complex
projects to match the advanced technological systems employed in buildings.
Rationalisation and high competition in the industry resulted in sharp undercutting of
profits among builders, which meant that contractors have to adhere rigidly to the terms
and procedures of the contract and control closely the production process to be

~ profitable.

The growth of trade urﬁonism and the establishment of the ‘Employment Protection
Act’ contributed to alter further the structure of employment and management of
construction project. The complex nature of each system contributing to the built form
has resulted in the need for specialists in both design and construction. Contractual
arrangements of projects in the construction industry have sﬁiﬁed away from the
traditional form to a more integrated design and production system, which require close
collaboration among members of the building team.
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With further changes brought about by the reforms introduced within the com&uction
industry, more knowledge and skills are demanded from the personnel managing the
construction production process. The general foreman’s job specification has since
changed, and more is demanded from them at the workplace today to deal with such
complexities. ~The most evident change is the general foreman’s duties from
- supervising and controlling the works of tradesmen to managing the construction
production operations. Consequently, this led to the change in the term used to refer to

the personnel performing this function from general foreman to site manager

(Mustapha, 1990).

24 SITE MANAGEMENT AND ROLE OF MANAGERS IN
CONSTRUCTION

The proceeding literature was devoted to critically review management, and the role and

tasks of managers before progressing to discuss site management and site managers.

24.1 Management

M.anagement was derived from the word manage which means to handle/control or to
husband (as in a farm) and the evolution of management theories commonly referred in
the study of management today was said to have started following the Industrial
Revolution around 1850 (George, 1972, Stoner and Freeman, 1992). Increased business
competition and rewards for innovation brought about by the industrialisation process

were believed to have encouraged people to think of ways to improve efficiency.

Management drawn for the research was conceived from the culminating views of
Handy (1999), Mullins (2002), Torrington et al (2002), Cummings and Worley (2001),

Drummond (2000) and Morgan (1997) as follows:
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Management is a generic term. It has been subject to many interpretations and there
has been little common agreement on the definition of management because most
definitions are either too vague or limited to define management as a whole.
Management must be viewed and applied within an integrated, interdisciplinary
complex perspective as it spans across a wide area of study including psychology,

sociology and anthropology.

The common approach adopted by the most of the literature as the starting point to
discuss management relates to organisational behaviour, and the evolution of
management thinking over time. Whilst many other approaches of conceiving
management have since spawn, the approaches propounded by scievntiﬁc management,
bureaucracy, human relations, system and the contingency approaches for
understanding management continue to be cited as a basis for conceiving management.
Scientific management approach promotes the notion that effective management as
finding out the most efficient methods for co-ordinating and controlling work.
Bureaucracy approach suggests the significance of management through administration
based on expertise, disciplines and system of rules. Human relations approach supports
thé importance of human psychological and social elements as the fundamental
considerations in management. The systems approach promotes managing
organisations as comprising of a number of interrelated sub-systems. The contingency
approach suggests that the most appropriate structure and system of management is

dependent upon the contingencies of situations for each particular organisation.

Whilst there have been critics that argue the adequacy or appropriateness of the
application of these concepts within actual management practices, management scholars

share a common view that they offer a number of positive advantages in learning
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management. Amongst others, it offers a holistic conception of the complexities of
management; they provides a tangible framework in which the management principles
enunciated can be set; and against which comparisons with management practices can

be made.

Withih the organisational context, the research notes that the significance of
understanding that management relates to organisations and that organisation exists to
achieve results. It is concerned with the arrangements for carrying out of the processes
to execute work for the organisation to achieve the desired results. This centres
principally at the exercise of formal authority of the manager leading the work of other
people within the organisation. The organisation, process and resources are the key
elements of management. Organisation relates to the structure, set-up of the
‘management’ system, while man, machine, material, money and methods are key

resources required in management that are utilised in the process of managing.

Management is non-homogeneous. It relates to all the activities of the organisation, and
it takes place in different ways and at different levels within the organisation. This has

consequently led to the variable perceptions on the nature of the manager’s job.

2.42 Roles and tasks of managers

It was not easy to define management and a number of different ideas attributing to the
understanding of the job of managers were found in MIM (2001), Mullis (2002), Handy
(1999), Torrington et al (2002), Martin (1997) and Bennett (1997). One approach
identified was conceiving the managers’ job was through their attributes and qualities.
It suggest that in-order to carry out the process of management, managers are required
to possess a range of technical competence, social and human skills, and conceptual
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ability. As managers advance up the organisational hierarchy, greater emphasis will
likely to be placed on their conceptual ability whilst proportionately less will be
required from their technical competence, with the requirements for social and human
skills remaining generally constant. Another approach suggests that management is
getting work done through the efforts of other people. This entails the process of
delegation through entrusting authority and responsibilities to others. As such, the
nature of delegation is an essential element of management and skill required of

managers.

The approach most favoured approach in literatures suggests conceiving the job of
managers from the perspective of the management work processes and activities.
Drawing from the works of Fayol (1949), it suggest that management can be divided
into the five major components of planning, organising, commanding, co-ordinating and
controlling to reflect the work and tasks of managers. However, the emphasis given to
the different tasks/activities may vary widely between different managers within and

between organisations.

Another significant approach to conceptualise the role of managers identified was from
the works of Mintzberg’s (1973) ‘work activity approach’, which suggest that the
essential functions of the managers’ job are common. This is despite the variables of
the organisations and its structure, the level of management and the type of management
activity carried out by the organisation. It suggests that what manageré do, can be more
meaningfully described in terms of their roles that can be classified into the three groups
of: (1) interpersonal roles; (ii) informal roles; and (iii) decisional roles but the degree on
the emphasis of each of the roles may vary. Some are likely to spend more time on
certain roles than other managers are.
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Conceiving the above views, it was drawn that are many attempts to understand the
nature of the managers’ job by reducing the complexities of understanding into a series
of prescriptions about what managers ought to do. Each has their own merits and
demerits. There was no intention to extend this discussion in this chapter but detailed
discussion on this can be found in the work referenced. Despite the similarities in the
general activities of management, the job of managers differs widely. The factors that
influence the nature of the manager’s job are varied and the impinging factors include;
the nature of organisations, its philosophy, objectives and size; type of organisation
structure; the activities and tasks involved; the technology and methods of performing
work; the nature of people involved; and the level in the organisation at which the

manager is working,

Although at first glance the different approaches discussed appear different in certain
aspects, the critical examination of the literatures conceives that they are not
significantly contrary. The debate on the adoption of a particular approach in
conceiving the role/tasks of managers tends to revolve around the use and interpretation
of the different concepts and emphasis placed upon them in application. It is apparent
that there is no general agreement to what managers do, or what they should do.
However, the frameworks from which the understanding of the managers’ roles/tasks

can be drawn are in place, depending upon the context from which they are perceived.

2.4.3 Site management

The application of the management concepts discussed was evident in literatures by
authors in construction (Walker, 2002; Harris and McCaffer, 2001; Pilcher, 1992;
Calvert et al, 1995; Fryer and Fryer, 1997; Hatchett, 1985; Royer, 1981; Frein, 1980).
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commonly associate the existence of project organisations as to achieve objectives set
out by the clients, which are usually the combination of cost, time, function, quality
and/or utility objectives. Their views are consistent in maintaining that the management

of construction project take place at various levels and segments within the project

organisation.

CIH (1998) describes site management as a very broad area, albeit with more bias
towards the ‘process’ approach to management when it suggests that the main activity
of site management is planning, running, overseeing and generally organising
construction projects.- It identifies the broad spread of work in site management as
carried out by several types of people and construction managers have the overall
responsibility of running a site. It underlines that whether the personnel are described
as site manager, site agent, project manager, contracts manager, building manager or

simply construction manager, they are all responsible for managing a construction site.

Arshad (1997) studied the CIOB (1965) frameworks, which underline the general
pattern of construction management structure and the possible relationships within site
management, which he summarised as shown in Figures 2.4.3.1. Hié summary' of the
possible line relationships in site management is as shown in Figure 2.4.3.2 (classified
as Cl, C2 and C3). He maintains that within each element of these frameworks,
various sub-areas of management including corporate, financial, design, site,
production, resources, maintenance and personnel takes place. He adds that there may
be subordinate line management personnel responsible for site management and their

title may be qualified by an appropriate word, e.g. ‘section’.
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Figure 2.4.3.1: General pattern of construction management structures
(Arshad, 1997)
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Figure 2.4.3.2: Possible relationships in site management (Arshad, 1997)
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Further examination on studies to identify site management by Farrell (1999), Gunning
(1983), Mustapha (1990) and Burgess (1999) identify their common agreement of site
management. This encompasses; (i) the responsibility for all production management
of the work undertaken, '(ii) the execution of the job at the construction site; (iii) the
management of sub-contractors, specialist and construction resources on site; (iv) the
management of all related activities on site, ‘(v) it takes team effort to execute the job;
(yi) the composition of the teams is usually relative to the nature and size of the project;

and (vii) site managers are important in all the circumstances.

Drawing from the above, it was evident that there has been an all round agreementi on
the view of site management. As a key component of construction management, site
management exists to assist the project organisation achieve the project goals as set out
by the construction contract. From the ‘humanistic’ management perspective, the
human element of site management can be considered as among the most important
element of the whole site management system. Functioning as teams, they activate and
utilise all other resources to the construction project. Views that associate site
management to the production and the execution of the construction work at the project
site; comprising of teams of people; sub-contractors, specialists and construction
resources; planning, organising, co-ordinating, controlling, leading, communicating and
motivating as the common tasks of site management; and the importance of site
managers, was found to be the most recurring theme. Therefore, all these views were

adopted to relate to site management for this research.

2.4.4 Roles and tasks of mangers in construction
There were diversities when the management concepts discussed were applied to
construction projects, as there are differences in the managerial activity according to the
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type, nature of the project and the context of the organisation or project team. Given
this diversity and the varied application of the term site manager, a wide range of

approaches have been adopted to identify the role of the site manger.

For example, Hillebrandt and Cannon (1989) in viewing the role of managers in
construction adopted Mintzberg’s ‘work activity theory’ approach. They describe the
role of the manager as can be divided into three groups: interpersonal, informational and
decisional. Interpersonal role encompasses the role of figurehead, leader and liaison
role; informational role involves monitoring, disseinina?ing, and spokesman role; and
decisional role will include entrepreneurial, disturbance or crisis handler, resource

allocator, negotiator and leadership role.

On the other hand, Calvert et al (1995) divided the field of management into general
| and specific branches, each of which particular techniques or ‘tools’ have been
developed. They identify those branches from the perspective of management elements
introduced by Fayol and others in the construction industry as:

“... corporate management, financial management, design management,

maintenance, personal, administration and purchasing”
They suggest that the branch of management within which the site manager is mainly
involved is production management which according to them:

“.... covers the complete process of planning co-ordinating the work of the
construction; planning, programming, progressing, materials control, work

study, quality control, safe working practices, subcontract management,

communication and plant management”
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They conclude that the key processes that relate to the role of the site manager are;

forecasting or predicting, planning, organising or preparing, motivating or commanding,

controlling.

Fryer and Fryer (1997) recall that when asked what they do, most managers answer with
terms such as planning, organising, directing and controlling. On the skills required by
the site manager, they classify the skills as human, technical and conceptual skills.
They assert that it is important for managers to have good hmm skills because a large
percentage of the managers’ task is primarily managing people. This is needed in all the
processes of leading, motivating and communicating in-order to establish good
relationships with colleagues, subordinates and subcontracting personnel to get the job
done. They add that although technical and conceptual skills are important, the
manager’s potential cannot be realised if the manager fails to bring together a cohesive
team. Langford et al (1995) suggest that communication is one of their more important
functions as they operate in the hub of the construction communication network. They
add that effective communication and high levels of informality between the
participants in the construction process are very important but managers often
underestimate the strength of such personal contact, particularly in terms of their

authority to resolve matters beyond his/her remit.

Recalling the works of Wolfgang Kaltz (1971), a scholar on management systems,
Lavender (1996) concludes conceptual, human relations, administrative and technical
skills as the skills required of managers in construction. He states that conceptual skills
relate to intellectual skills; human skills are concerned with how the manager interacts
with others; administrative skills are activities that are in support of the main purpose of
the management; and technical skills relate more to the production process. Hé adds
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that while is not easy to generalise the four set of skills described, managers will require

some measure of each of the skills and supervisory managers are likely to benefit more

from technical and human relatiori skills.

2.5 CONSTRUCTION SITE MANAGERS

2.5.1 Importance of site managers in construction projects

Whilst more current literatures such as those by Griffith and Watson (2004), Walker
(2002), Baxendale (1998) and Harris and McCaffer (2001) impresses that the success of
any construction project is contingent on the effectiveness of the project management
team of which site managers is part, earlier literatures were found more explicit in

emphasising the significance of site managers in construction projects.

Amongst them, Totter (1982) views site managers as indispensable in construction
projects and he believes that without them, the whole industry would collapse.
Wakefield (1985) sees the site manager as the key man in construction and describes the

site manager’s job as the most arduous, demanding, responsible single function in the

building process.

Lemarie (1982) argues that the most important staff role in contractors’ organisations is
that of site managers. Sharp (1982) see site managers as the pivot around which
everything else in construction projects revolve. Walkerdie (1982) stresses that although
the responsibility and authority in a project go hand-in-hand; the person who normally
takes the blame against a contract is the site manager. Chevin (1993) suggest that site

managers have the toughest job in the business and that the site managers' role is the

most important in the construction industry.
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The importance of site managers to construction projects is also reflected in the various

contracts forms used in the construction industry. This includes the followings:

The JCT Standard Form of Management Contract 1987 states:
“The Main Contractor shall constantly keep upon the site a competent manager”

Claus 3.13

“The contractor shall keep a competent person-in charge on the site”

Claus 10
The ICE Form of states:

“The Contractor shall give or provide all necessary superintendence during

construction of the Works™

Contract Claus 15
“The Contractor or a competent and authorised agent is to be constantly on the

Works”
Claus 15 (2)
The FIDIC Conditions of Contract on Contractor’s Superintendence asserts:
“... To provide a competent and authorised representative...”
Clau;e 15.1
“... to provide competent supervisors, technical assistants, foreman for the
Sulfilment of his obligations under the Contract”
Claus 16.1
The New Engineering Construction Confract requires potential contractors to supply as

part of their tender offer, a list of ‘key people’ that include the director/senior manager,

the contract manager and the site manger. It states:
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“... the Contractor either employs each key person named to do the job for him
stated in the Contract Data or employs a replacement person who has been

accepted by the Project Manager’.

Clause 24.1

There was no evidence or comments in literature to suggest that site managers are not
key personnel or his contribution is not significant in construction projects. Most
criticisms identified from the literature researched revolve around their role, education

and training, and this is discussed in the following chapters.

2.5.2 Studies on roles and tasks performed by site managers

Given the range of possible approaches available, researches undertaken to investigate

the role of site mangers within the construction industry were also varied.

The Department of Employment and Leamning ‘(DEL, 2004) outlines the role of the site
managers into classification of duties which encompass: co-ordinating work to ensure
that it done on time, the right standard and agreed cost; liaison with other construction
professionals; direct supervision of labour on small sites and co-ordinate their work
through others for large; sites; safeguarding the standard of materials used and the
quality of work on site; and, administrative work which includes paperwork, budget

management and record keeping.

Brown (1983) and Mustapha (1990) took the approach by classifying the duties and
skills of the site manager into categories of tasks in their research. Their justification for
this approach was that a detailed breakdown of task would be extensive and too
complex. Whilst Mustapha identifies that the skills of effective site managers are
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behaviour, technical or traditional activities, communication, human management and
networking skills, Brown suggest from his study that that the common core criteria of
effective site managers as are quality management, communication, technical

competence, leadership, decision-making, communication and site safety skills.

The Chartered Institute of Building CIOB, (1965) classified the duties of site managers
into knowledge and skills categories to describe the duties of site managers at the
workplace. They group site managers’ duties as according to knowledge categories in
management, personnel, human relations, equipment, production, technology, quantity

surveying and law, and proposed a corresponding list of skills to each category of

knowledge. This is shown in Table 2.5.2.1

The Construction Industry Training Board, CITB (1988) (in Sorrel 2000) px_'oduced
another list of activities of personnel involved in supervision and management from the
findings of their research. Their activities, which also include the activities of others
site personnel, appears to complement the list proposed by CIOB. Lemarie (1982) also
produced his list of common task carried out by site managers in his article that includes
more of task than that suggested by CITB or CIOB. Among the more recent research
in this area were those by Houlston (1999), Burgess (1999) and Sorrel (2000). The

summary of findings from these studies are analysed and shown in Table 2.2.5.2.

Farrell (1999) conducted a similar study in his research. He concluded that there has
been ambiguity in the understanding tasks and roles performed by site managers and

proposed the holistic conceptualisation of the site managers' duties as shown in Figure

2.5.2.1.
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Management

General Management

QOrganising

Communication

Site Office Management

Site Cost Control

Personnel

Selection of Operatives

Man Managemeni

Working Rules Agreement

Safety

Training

Human Relations

Equipment

Plant Use of Maintenance equipment, Mechanical plant and transport

Production

Production Planning

Site organisation and layout

Construction Materials

Site quality control

Technology

General Building Technology

Technology and technical drawing

Structural Engineering (within limits of site management)

Electrical installations

Setting Out and Levelling

Quantity Surveying

Standard Method of Measurement

Compilation of Bills of Quantities

Preparation of interim and final accounts

Building Regulations

Bylaws

Contract laws

Table 2.5.2.1: Knowledge and skills of people in Site Management (CIOB, 1965)
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The critical analysis of these studies and literatures found that they were consistent in
support of the views of the authors mentioned in 2.4.3 and 2.4.4. This augments the
belief that site managers’ roles demand them to possess a wide range of knowledge and
skills to enable them to discharge their job successfully. The incidence of each study
producing dissimilar results is understandable given the different approaches that
measured different traits and surveyed different population of site managers at different
times. Viewed from the Fayol's perspective, these studies converge to support the view
that the role of site managers can generaliy be broadly classified into the tasks of
planning, organising, controlling, communicating, coordinating, communicatiﬁg and
those related to safety. However; when contrasted against the Mintzberg's ‘work
activity’ approach, the classification of tasks does not seem to describe the actual work
of site managers. This was clearly apparent when the classification of knowledge

outlined by CIOB was contrasted against the other studies discussed (see Table 2.5.2.1

and 2.5.2.2).

The CIOB list appears quite comprehensive in describing the key knowledge required
of site managers. Its list of skills contrasts quite significantly against the findings of the
other researchers. Overall, technical skills relating to the undertaking of site
management tasks such as setting out, quality control, and resource management etc.,
required of the site managers are quite consistent but some new skills have emerged,
expanded or taken prominence. This is in particular reference to human management
skills, dealing with other parties related to the project and skills in IT. The different
times of the research and the variables contributed by the changes that have taken place

in the industry were suspected to have influenced the varied research findings.

41



The findings from this study ﬁlrther support the studies by Farrell (1999) in
conceptualising the rloles and tasks performed by site managers in construction projects.
There ha\}e also been little consensuses as to which skills or tasks are most important
although there were attempts by the research by Houlston and Sorrell’s studies establish
this from their research. Given the small population of the site managers studied and
the absence of any other literature or research to support their findings, their suggestion

about the order of importance of the skills or tasks were not considered for this research.

2.5.3 Application of the term ‘Construction Site Managers’
A range of job titles has been used to describe the person performing the duties of
construction site managers within the industry. Without any specific mention to the job
title, the CIOB (1965) describes the role of the person performing site management
duties at the construction site as:
“The person with the responsibility for managing the work of the operatives under
his control, for co-ordinating and controlling the work of subcontractors and
specialists on the site, and for the general administraiion in accordance to the

requirements of his employer”,

Millward at el (1995) identify the personnel in-charge of construction production
operations as traditionally known as the ‘general foreman’, but later came to be known
as the ‘site agent’ or the site manager’. Calvert et al (1995) see site personnel
performing the role of managing the constrgction process as the ‘construction manager’
or ‘site agent’, ‘work package manager’ or ‘general foreman’. Similarly, the DoE

(2004) considers site managers as also building managers, construction managers or site

agents.
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Bateman (1985) and Mustapha (1990) both studied the relativity of the terms used to
describe the site manager and found that the project types and sizes have very strong
influence over the use of the job title. Bateman observed that a craft based site agent
might be the site manager in a small refurbishment project, whereas, for a large multi-
million shopping complex the site manager might be called a project manager with a
team of supervisors reporting to him. He also observed that a site manager from a srﬁall
firm, if transferred to a large firm, would only be considered in the section manager’s
role. In agreeing with Bateman, Arshad (1997) adds that on larger sites they might be
subordinate line managément personnel having sectional responsibility for site
management and referred to as the ‘section site manager’. In supporting the
observations of Bateman, Mustapha’s research suggest that the site manager responsible
for running a small refurbishment project would only be able to run one of the

operations going on a complex project. In such projects he may be considered as only

as the site agent.

2.5.4 Definition of construction site managers adopted for the research

It was conceived that defining construction site managers would necessitate
understanding the whole spectrum of management functions they perform in their job.
As exemplified from the discussions in 2.5.2 and 2.5.3, and Table 2.5.2.2, thére has
been attempts to conceive what site managers do in the job from various perspectives

but it was apparent that no one particular approach was adequate to holistically describe

their job.

Quantifying the duties performed by site managers can be a complex process as
exemplified in the discussions in 2.5.2 and 2.5.3. From the perspective of ‘work
activity’, managing construction resources such as labour, materials, plants, sub-
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blur the demarcation between their roles and tasks. On this basis and for the purpose of
the research investigations, the research does not suggest the detail breakdown of the
roles and tasks performed by site managers, but the model proposed by Farrell (1999) in
Figure 2.5.2.1 would be adequate as the terms of reference for the research

investigations.

There is no intention to limit the term 'construction site managers' for the research. The
qualifying criterion adopted to refer the site managers are; he is the personnel mostly
based on site, responsible for managing the construction production operation and its
resources, guide the production process towards a certain determined goal, and in the
process manage people, information and the decision-making process. The term
‘construction site managers’ will be used to cover all that is mentioned above.
The definition of site manager adopted by this research is:
“The person managing the construction production process at the construction
site to achieve the satisfactory project targets of the contract notwithstanding

the cost, type and size of the project”

2.6 CHAPTER SUMMARY

The Chapter has examined and underlined the significance of the construction industry
to the UK economy. The under achievements of the industry which is a critical problem
that needs to be address is also highlighted. Although significant measures have been
taken to address the issues of under achievements of the construction industry,
evidences suggest that it has not been able to produce the desired results to date.

Central to this issue is the inability of the industry to develop and train its workforce to
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the required quantity and level of performance. This remains as one of the persisting

problems that plague the industry.

The important role of construction site managers and their important contribution to the
success of construction projects was underlined. But they are in short supply as with
other professionals, managers and skilled manpower within the industry. The rate of
supply is diminishing while the industry’s demand is growing. The recent initiatives
taken to promote and improve training within the industry have so far appeared to be

ineffective.

The demanding and cbmplex project setting in which site managers operate exacerbated
by changes and reforms taking place within the industry implies that the training of site
managers is very complex. Within the prevailing scenario when the construction
industry is faced with the problems of shortage of manpower and need to train its
manpower, the training of site managers is unique by its own nature. This finding
further suggests the need for a clear understanding the roles of site manager’s in-order

to identify their actual training needs accurately and for their training schemes to be

designed correctly.
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CHAPTER THREE
Training and Training Best Practice

3.1 INTRODUCTION

Site management, the factors that shape the roles and tasks of site managers, and the
definition of the site manager were discussed in the last chapter. This chapter presents

the discussions on training and training best practice for the research.

It begins with the discussions on literature and theories related to human and
organisational development to outline the framework for understanding training. The
definitions of education, training, development and leaming were investigated to
demarcate their similarities, differences and inter-relationships. This was then followed

by the discussions on training, best practice and training best practice.

The literature section on training provides an in-depth review of the fundamentals from
which current concepts on training were developed. The importance of training within
the context of the management of organisations and their people were also underlined.
The discussion on best practice provides an analytical analysis of its definition and
concepts. The factors that have contributed to the growing importance of application of
best practice within management and training today were also highlighted. The
discussion on training best practice was approached by firstly outlining the training
process. The underpinning theories and concepts related to each of the training process
were then critically examined and discussed, drawing references from the earlier
discussions on training and best practice. The emergent findings were then summarised

to establish the conceptual framework of training best practice for the research.
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References used in the discussions are primarily publications in the study of
management from journals and textbooks for the obvious reasons that more advanced
studies in this area are available in the field of management. The chapter concludes by

presenting the rationale for adopting training best practice approach for the research.

3.2 TRAINING, EDUCATION, DEVELOPMENT AND LEARNING

There has been considerable ambiguity relating to the distinction that exists between the
application of the definition of education, training, development and learning.
Therefore, it is necessary to discuss the context from which these terms can be adopted

since they are related to the stance taken by this research.

3.2.1 Education

There is a comprehensive body of literature to draw on to define education for this
research (Allman, 1982; Peters, 1972; Tough, 1981; Martin, 1998; Matrix, 1998,
Hughey and Mussnug, 1997). Particularly cited within these literatures were the
argument that many early definitions of education tends to advocate a front-end model
of education, which put the idea that education occurs during the formulative years, and

when socially matured, education ceases.

Peters (1972) claims that it is too complex to define education. He suggests that being
‘educated’ as a state that individuals achieve and that education is a set of process that
leads to this state. He adds that the criteria for considering education must include that
it must involve a learning process, which is not a single event and it is Aa planned

humanistic process that must involve understanding.
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In agreeing with Peters, Jarvis (1995) adds that education must not be restricted to a
specific learning process, to a specific time in life or to a specific location. Coombs and
Ahmed (1974) distinguish education from informal and non-formal education by
identifying formal education as highly institutionalised chronologically graded and
hieratically structured education system. Their intention was to differentiate this initial

formal system from other forms of life-long education.

3.2.2 Training

The Department of Employment in their Glossary of Training Terms (in Anderson
1993) defines training as:

...... the systematic development of the attitude, knowledge and skill behaviour
pattern required by an individual in-order to perform adequately a given task or

job”.

Thomson (1990), Gravan et al (1995), Reid and Barrington (1994), Matrix (1998) and
Harrison (1993) were common in defining training as a deliberate, planned and
systematic process to modify, develop knowledge, values, attitude, techniques and skills
through learning experiences, to achieve a set level of performance in an activity or a
range of activities. Consistent in their views were the belief that training must be
derived from understanding the learning process and if successful will speed up the
learning process. Training is focused to make the individual proficient by instruction
and practice. It is a job specific form of education which can be general or organisation

specific but does not necessarily relate to the job that the individual undertakes.

Rogers (1986) defines training as having narrow goals and specifying the ‘right’ way of
doing things. Becker (1962) argues that while general training is applicable to many
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employers, specific training is the specific acquisition of a skill valuable to one
employer only. While Applebaum and Reichart (1997) agree that training can be a
subset of learning, they warn that training alone is not powerful enough to develop
people in organisations. Thomson (1990) maintains that formal training entails
deliberate and structured presentations. Hendry et al (1995) draws the distinction
between initial, continued skill training and re-training, whilst Axtell et al (1997)
suggest that initial transfer of skills is an important pre-requisite of subsequent skill

application at the workplace.

3.2.3 Development
The Oxford Dictionary defines development as:

“An act or process of developing; a gradual growth or unfolding”

Within the human resource management and development context (Mullins, 2002;
Martin, 1998), it is taken to embrace both the outer reality or the environment and
organisational goals and the inner reality of the emerging individual self. Many of the
notions of development points to the subject of expanding one’s potential through
conscious and unconscious learning process, and with the provision to enable the
individual to take up a future role within an organisation. Baum (1995), Lauermann
(1992) and McIntosh (1994) commonly agree that development is more focused to the
learner than the learning. It is not concerned with the uniformity of learning outcomes

as training is but concentrates on enhancing jobs by enhancing employees.

Many of the notions of the development points to the issue of expanding one’s potential
through conscious and unconscious learning process with the view for enabling the
individual to take up a future role within an organisation. Pedler (1995) defines
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development as making the most that one can out of opportunities in both the outer and
inner sphere, while Baum (1995) characterises development as a process that can take
place at any time and is not constrained by formal parameters or at specific points
within an individual’s life cycle. Neither it is confined to the classroom or coaching

situation, nor is it situational term restricted to planned or formalised group sessions.

3.2.4 Learning

Merrian and Caffarella (1991) suggest that there is a great difficulty in defining learning
largely due to the lack of a widely accepted definition. They assert that learning defies
easy definition and simple theorising because it covers such a wide spectrum of
conditions. In supporting this view, Gravan (1997) maintains that learning is not a
unitary concept and that many perspectives to learning exist and are focussed on

different types of learning.

The notion that learning can be defined in different ways by different theoretical school
of thought was also found. Martin (1998) and Matrix (1998) defines learning as a
process by which behaviour changes as a result of experience. Bandura (1986) on the
other hand sees learning as a relatively permanent change in behaviour or in behaviour
potential. This results from experience that is partially mediated by the opportunity to
use learning, the social encouragement to use it and the learner’s ability to retrieve it.
Conversely, Jones (1994) argues that learning does not necessarily mean chahge by

suggesting that even when it results in change it is not necessarily behavioural in nature.

Rodgers (1986) and Jones (1994) points out the tendency for many learning theories to
overlook the learner’s cognitive abilities, motivation to learn, experience of adult
learners and their preferred learning styles. Hicks (1996) suggest that experiential
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learning and action learning are among the most effective means of acquiring
professional education and training. Perceiving learning within the organisational
context, Geertshuis et al (2002) found from their research that learning takes place
within complex social systems populated by a multiplicity of factors that influence

perceptions of learning and performance outcomes.

3.2.5 Views taken by the research

It was evident that the extent to which distinctions can be drawn between the terms
education, training, development and learning terms can be a subject of much debate.
There appears to be no absolute definition to draw a clear distinction between them
although there is a great tendency to view education, training and development as

separate.

The application of the term education should not be limited but must also include non-
institutionalised and non-structured education. Whilst education is perceived as
limitless, there is a tendency to perceive development as the domain of the individual,
his personal and career interest, its progression throughout his or her working life. On
the other hand, training is largely considered as the systematic improvement of the
individual to meet the demands of his job, predominantly job-related and conducted on

employees to meet the needs of the individual, the organisation and/or the industry.

While the nature of the learning process is varied and can be contingent to where the

term is applied, education, training, and development are all essentially concerned with

learning.
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3.3 THE CONTEXT OF TRAINING

3.3.1 Learning within organisational management

Handy (1999), Mullins (2002), Matrix, (1998), Mabey and Iles (1994), and Osborne
(1996) are consistent in maintaining the significance of training of the people in
organisations. The notion that training spawns within the realms of learning within the
context of human and organisation development; and education, training and
development of people as the effective vehicles for learning which in-turn will
contribute to quality and performance improvements of organisations were found to be

their common theme.

Support for the view that training must be an integral part of the organisation’s
development strategy and should be made available for people in the organisations has
been unanimous. Wills (1994) assert that training must be a key element of the
organisational philosophy while Beaton and Richards (1997) assert that learning,
development and training contribute to organisational success. Bechtel and Squires
(2001), Davis and Davis (1998), Johnson (1997) sees training as one of the key tools for
change management, while Martin (1998) stresses that training assist to retain staff that
might otherwise leave. Bentley (1991) adds that only continuous training can assist
meeting the changing demands at the workplace as knowledge gained has a limited

useful life span.

The DfEE (1997) further impress that well-educated and continuously well-trained
workforce is the pre-requisite for competitiveness, but Osborne (1996) cautioned that
training is not the remedy for problems of faulty organisations or training employees

who do not wish to learn. Axtell et a/ (1997) in appreciating the benefits of training,
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suggest that the initial transfer of skill during the training is an important prerequisite of
subsequent application at the workplace, and in the long term, individuals with more

autonomy in their jobs are more likely to apply the learned skills.

3.3.2 Training and change

Change has been one of the key features of the dynamic environment in which
organisations exist. The study of change is not new and has been synonymous with the
study of organisations itself. It was towards the end of the last century that it became
more profound from concerns of challenges to keep pace with accelerated pace of

change that has contributed to the rapid widening skill and competency gap.

Management scholars (Toffler, 1991; Senge, 1990; Pedler et al, 1991) were unanimous
in the view that change is imperative, failure to keep abreast with change will result in
severe implications to individuals, organisations, industries and economies alike. They
warn that this can only be addressed through the efficient and effective management of
people through the process of continuous leamning. The conception that chénge is
complex; is often a paradoxical process and whenever there is change it has human
consequence which must be tackled in a systematic way, has also been one of the
central features in their literature. In re-emphasising this view, Argyris (2000) stress
that the better the learning the more likely are organisations able to correct errors and to

be more innovative or knowing the limits of their innovation.

The universality of views that education, training and development, as the most
effective strategy to bridge the skill and competency gap brought about by change, were
the common proposition in the literatures researched (Gravan, 1997; Pickett, 2000;
Bennett and McCoshan, 1993; Appelbaum and Reichart, 1997). In supporting this
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belief, Henderson (1997) emphasise that learning and re-learning must take place
continually, and Cummings and Worley (2000) suggests that this entails a new

paradigm in organising and managing organisations.

3.3.3 The learning dimension in training

Learning concepts spans across a very wide area of study and it is beyond the scope of
this research to discuss this in detail. However, as understanding the key concepts of
learning is important for understanding training, the following literature review is

presented to underline the underpinning concepts of learning.

Earlier learning concepts

Mullins (2001), Martin (1998), and Torrington et al (2002) identify that the later
learning concepts on learning developed by management scholars today are rooted form
principles developed from the works of earlier leading psychology behavioural

scientists such as Pavlov, Watson, Thorndike and Skinner.

Pavlov’s Theory of Classical Conditioning demonstrates how instinctive reflexes could
be ‘conditioned’ to respond to new situation and stimuli, Watson’s Law of Exercise and
Association refers to the process that occurs when two responses are connected together
and when repeatedly exercised, illustrates the power of habits and the acceptance way of
behaving. Thorndike’s work drew attention to the outcomes of learning while Skinner’s
Theory of Operant Conditioning proves that response could be learned when the
behavioural response is associated to a reward (or reinforcement) and could be broken

down with punishment.
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"Learning Cycle"

Cognitive psychologists argue that the behaviourism is the ‘passive’ approach to
learning and cognitive ‘active’ elements such as curiosity, the desire to learn and feel
must also be considered in understanding learning. Mullins (2602) cited the works of
Kholer and Tolman who proved that animals and humans were capable of cognitive

behaviours, and Piaget who identified the stages of intellectual growth in humans.

This spurred David Klob (Klob, 1984) who based his research on the works from
Piaget, Dewey and Lewin (proponents of behavioural approach to learning), to argue
that the cognitive theories on learning ignored the role of consciousness and subjective
experience. He further researched and proposed the model of ‘experiential learning
cycle’, which he believes reflects a better model for understanding learning. This model
was further improvised by Mumford (2000) who suggest that the learning veers away
from the cycle after repeated exercise, and is now among the most frequently used

model in management literatures today. This is shown in Fig. 3.3.3.1.

Although there were noted variations within the models, the emphasis that there is no
end to learning; learning needs to be active, exploratory and test the environment
(activity); the importance of reflections and internalisation (reflection); the useful way
of understanding problems in the learning process (theory building) and using what
have been learned (putting it into practice) have remained as the fundamentals of

learning.

From another perspective, Mullins (2002) conceives learning from the personal
dimension that is related to the factors in the ‘environment’ surrounding the individual.
This is shown in Fig.3.3.3.2.
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Fig. 3.3.3.2: Mullins simplified view of the learning process (Mullins, 2002)
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The individual’s learning dimension

Abdullah (2001), in his review of learning literatures in his thesis, notes that the
individual learning process is associated with the individual’s sensory input where
information coming from the senses is transformed, produced, elaborated, recovered
and used. He offers his conceptualisation of the individual’s learning process as shown

in Fig. 3.3.3.3

INFORMATION PERCEPTION

INFORMATION PERCEPTION

Figure 3.3.3.3: The individual's learning process (Abdullah, 2001)

"Learning Curve"

The theory of learning based on the ‘learning curve’ is another important element that
has added another dimension to understanding learning (Martins, 1998). It advocates
the view that individuals tend to learn a new task more rapidly at first and the ‘learning
curve’ is steep, and then gradually plateaus after acquiring significant experience. A
variation which suggests that in reality the learning process is characterised by a series
of learning curves and loops have also been developed (Torrington et a/, 2002). This is

illustrated in Fig. 3.3.3.4.
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Figure 3.3.3.4: The Learning Curve (Adopted from Martins (1998) &
Torrington et al (2002))

Incidental and intentional learning

Another important feature of learning is the concept of ‘incidental’ or ‘informal’ and
‘intentional’ or ‘formal learning’ (Nedler and Nedler, 1999; Thomson, 1990). The
notion that ‘incidental’ or ‘informal’ learning is the process where the learning occurs
during the course of doing things, whilst ‘intentional’ or ‘formal’ learning that entails
deliberate and structured presentations. Abdullah (2001), Bee and Bee (1998) and Reid
and Barrington (1999) are common in supporting the belief that to promote effective
learning, individuals should learn not only by adaptation but also through manipulation

or ‘interventions’.

Single, Double and Triple -Loop Learning

The Single, Double and Triple-Loop Learning theories are amongst the most commonly
referred in the study of organisational learning. It emphasises the importance action
learning through understanding the relationship of between people and organisations
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through the process of experiential learning, exploration of thinking, reflection and

transformation.

Incremental improvement
<

Single-loop Learning

Reframing

4
<

Double-loop Learning

Transforming

D B
<

Triple-loop Learning

Figure 3.3.3.5: Single, Double and Triple-Loop Learning (Adopted from Argyris
(1978) Argryis and Schon (1996) and Welsh (2004))

Single-loop learning suggests that an organisation will be able to learn when the
organisational entities i.e., the individuals, groups or the organisation itself are able to
modify their actions by reflecting the difference between expected and obtained
outcomes set out to bring about incremental changes within the organisation. Double-
loop learning suggest interrogating and reframing the governing variables to the
organisations (i.e., the organisation's frame of reference such as systems, strategies,
values, assumptions and policies, etc) for the organisation to improve. Triple-loop
learning promotes learning with the development of new knowledge about how to

engage in double-loop learning.

Whilst incremental change can be achieved through single-loop learning, the end result
of double-loop learning should be increased organisational effectiveness in decision-
making and better acceptance of failures and mistakes. Triple-loop learning involves
transformational learning with the development of new knowledge about how to engage
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in double-loop learning. This may often lead to radical changes to the governing

variables culminating from the actions that have taken place.

Culminating the learning framework for the research

It was concluded that understanding how people learn is very important and this
understanding should underpin any training provision. Understanding learning can be
complex as people can learn in many ways and learning takes place in different
environment and dimensions. It involves the function of the inner workings of the

human mind but its invisibility can create difficulties in understanding learning.

For the purpose of this research, it was conceived that the approaches promoted by
psychologist in understanding learning, as drawn from the discussions within this
chapter, is the approach to circumvent this. Central to understanding learning which
relates to training are that humans can be ‘conditioned’ to learn and that responses can
be learned when their behavioral responses are associated with rewards/reinforcements.
Human’s cognitive abilities are significant elements for learning through which
incidental, experiential and intentional learning can take place. They learn through their
sensory input when information they acquire are transformed and processed to form
perceptions. ‘Active’ learning can be promoted through formal and informal learning
which promotes the experiential learning process. The learning acquisition process
takes the form of a curve where the learning plateaus after acquiring certain experience.
Learning is cyclic in nature and can be continuous. This can be characterised by a
series of cycles which joins to form loops which support continuous learning. Within
the organisational context, organisational learning can take place through the single,

double and triple-loop learning processes.
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34  BEST PRACTICE
Appreciating the need to underpin the research approach with learning concepts parallel
with change taking place within the construction industry, the following literature were

drawn as the frame of reference to structure the research:

Change has forced organisations to experiment and research to identify new
management approaches to improve. Management today recognises that ideas, their
generation, refinement and application in the real world circumstances can make a huge
impact on product and business results (Dauphinais and Price, 1999; Pedler et al, 1991;
MIM, 2001). One important outcome emanating from this is the concept of best
practice in management, which was developed as a tool for managing change (Zairi and

Whymark, 2000; DTI, 1992; DTI, 1998).

It came to the fore with dominance of change management thinking. It was developed
on the conviction that in the changing environment when business becomes more and
more competitive, no organisation can stand-alone and be disengaged. The key to
competitive edge is to promote knowledge-based approach to management through the
process of continuous development supported by learning and re-learning, adapting

innovation and measuring performance

Critics that challenge best practice were noted. Fitz-Enz (1997) underlines the critics
that argue the danger of best practice being conceived as simplistic solutions based on
what works in other organisations which may not match the different needs of another
organization and that best practices based on past successes may be anachronisms.
Coding (1997) maintain that it is difficult to analyse or compare performance to
benchmark best practice, the domination of best practice concepts in today’s
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management has been very evident and it seems to be accepted as the ideal approach for
management in all circumstances. This was exemplified by literatures identified by this
research in; Doley et al (2002) from their study on best practice in product
development; Management Development Review (1997) in their case study on best
practice approach in people management; Shemwell et al (1998) on best practice for
creating sales culture; O’Sullivan et a/ (2001) n their study on expatriate management in
multinational companies; Andrea et a/ (2003) on best practice in tourism, hospitality
and leisure management; Landry (2000) who discusses best practice as a toolkit for
creative planning in urban regeneration and Department of Trade and Industry (DTI,
2002b) in their implementation of Rethinking Construction and Construction Best

Practice Programme.

Jarrar and Zairi (2000) observe that there is no single 'best practice' because what is best
for one may not be the best for another. They stress that what is meant by 'best' are
those practices that have shown to produce superior results; selected by a systematic
process; judged to be exemplary, good or successfully demonstrated and best practice
are then adapted to fit a particular organisation. They conclude that best practice is
always contextual as 'best' is a moving target in today's world. It is situation specific
and is rarely the ultimate that can be achieved. While there is a considerable relativity
to accurately ascertain ‘best’, Dooley et al (1998) from their study note that ‘best’ are
derived via either rigorous empirical studies, case studies and single-company
descriptions or declared ‘best’ in a prescriptive manner by experts. This can be in any
form of technology, intellectual property, materials, machines, plant and equipment,
components, immediate and end-product, or it could simply mean better process.
Matusik and Hill (1998) associates ‘practice’ in best practice as a tactic or method that
has been shown through real-life implementation to be successful.
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DTT (1998), in promoting best practice approach to UK industries, accredit the success
of successful companies in the world to their ability to take an idea or technology or a
process that works somewhere else, and with refinements made it their own. Best-
known examples are many of the Japanese technology and automotive giants, and
“copy-cat’ competitors from other countries in East Asia. These ideas were credited
with laying the foundations of the Japanese post-war success and current examples of

successful enterprise worldwide.

The promotion of learning and research as the basis of best practice was found to be
consistent in the literatures researched. Bogan and English (1994) considers best
practice to result of the experience of others and innovative adaptation. Zairi (1996)
relates best practice as putting Total Quality Management (TQM) into practice by
promoting continuous learning through sustainable innovation within organisations
whilst Pierce (1995) sees best practice as concerned with the acquisition of new
knowledge, understanding new concepts, developing new skills, or behaving in a
changed manner. Zairi and Whymark (2000) attribute best practice to internal good
practice that underpins the development of continuous development environment
through the process of research and learning. DTI (1992) relates the outcome of best
practice to profitability and growth that comes from the clear understanding of how
business is doing and measured against the best. On the macro scale, DTI (1998) cited
examples of how investments in research and the learning culture of USA, Japan,
Canada, Germany and Italy have contributed to the success of their economies.
Similarly within the construction industry, the Construction Best Practice Programme
(DTI, 2002b) promoted by the construction industry reforms was instituted to promote
learning, provide access to knowledge, guidance and advice to ensure that the industry
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members have access to knowledge and skills required to implement change. Dooley et
al (2002) observe that best practice diffuse both within and between organisations. They
note that diffusion within an organisation refers to the rate of adoption of a best practice
across multiple project teams or design programmes or organisational units within an
organisation, while diffusion between organisations is related of adoption across

multiple firms, within a particular industry and across all relevant organisational types.

‘Benchmarking’ and ‘best value’ are concepts that have spawn and become
synonymous with best practice. 'Benchmarking' is widely recognised as a technique
developed based on best practice to determine performance in the critical areas of
business (DTI, 1992; DTI, 1998; Zairi, 1996; Bogan and English, 1994). ‘Best value’, a
sub-set of benchmarking, is widely used to indicate the performance level achieved by
the produce or service against the standard set usually by best performers. It is
commonly associated with the delivery of product or services of the highest quality, at
optimum scale and at the lowest cost, to satisfy the demands of the consumers and the
standards imposed by regulators (Chivers and Thebridge, 2000; Karlof and Ostblom,

1994; McAdam and O’Neill, 2002).

Drawing from the above and in contending the need to structure the research within a
recognised frame of reference, it was conceived that best practice approaches discussed
would be most appropriate. In noting the critics on best practice, the research posits that
whilst these would be the drawbacks if the best practice approaches are applied without
careful considerations to the impinging factors, careful considerations would be given to
match the best practice concepts drawn against the training investigated and by critically
drawing concepts from current approaches which relates to training. The overriding
benefits derived from adopting best practice approaches for the research is its promotion
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of the exploration of different methods and/or processes in different circumstances,
while maintaining focus on continuous learning and adoption of innovation in line with
change. It operates within a flexible framework which encourages rethinking of the

present approach and is applicable in most situations.

3.5 TRAINING BEST PRACTICE

In contending with the need to establish a tangible frame of reference for conceiving the
application of best practice for the research, the key elements (i) defining the objectives
of best practice, (ii) finding out where to look, (iii) choosing out the best way to obtain
technology, and (iv) managing the transfer, as propositioned by DTI (1998), Jarr and
Zairi (2000) and Coding (1997) was drawn for the research. The detail application of

these principles to identify training best practice is discussed as follows:

Parallel with change management thinking, best practice has also dominated training.
Within the training fraternity, best practice is largely considered the tool for managing
training today. The basis for this recognition seem to stem from the absence of other
recognised tool developed for managing change and the increasing concern that training
provisions must to be able to satisfy the ever-changing needs at the workplace. To date,
there has been no challenge on the suitability of best practice approach to training.
Conversely, the current wide-ranging and detailed studies on training appear to be

unanimous in support of best practice.

Progressing to discuss training best practice for this research, a comprehensive review
on literatures on training was carried out. The approach to establish understanding of
the whole training process was investigated. This was followed by an in-depth

investigation on the key theories and concepts which underpin each training process.
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The emerging themes from the discussions are then summarised and presented as the

conceptual framework of training best practice for the research.

3.5.1 The training process

The training process, as shown in Fig. 3.5.1.1, is also commonly identified by other
names such as ‘training function’, ‘training model’ or ‘training cycle’ and originates
from the ‘classical’ or ‘traditional training process’ (Anderson, 1994; Bentley, 1991,

Wilson, 1999).

TRAINING NEEDS
ANALYSIS (TNA)

TRAINING
DESIGN

EVALUATIDN

Figure 3.5.1.1: The classical/traditional training process (Adapted from
Anderson (1994), Bentley (1991) & Wilson (1999))

The conception of the training process as a dynamic cyclic process in which the
processes are inter-related and evolving was further supported by Spilsbury (in IES,
1995), Bentley (1991), Bramley (1996), Anderson (1994), Davis and Davis (1998), Rae

(1995), Pierce (1995) and IPD (1998).
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As more research were developed to provide a deeper understanding on the training
process, most recent literatures (Osborne, 1996; Anderson, 1994; Johnson, 1997;
Hernes, 1998; Bentley, 1994; Bee and Bee, 1998; Wills, 1994; IPD, 1995; Bramley,
1996) have argued that the traditional framework is too ‘static’ and ‘mechanistic’. Their
literatures suggest that each phase of the traditional training cycle needs to expand by
including additional inter-related sub-phases to describe the activities that take place
within each process in more detail. However, there were differing views on the number
of stages that should make up the training cycle, with some suggesting more while some
others suggesting otherwise. This contradictory view can blur the demarcation line

separating the stages of the training cycle.

Analysing these differing views, it was acknowledged that a more detailed breakdown
of the stages has its advantage in providing a better outline of the activities that takes
place within each stage of the trainiﬂg process. However for the purpose of this
research, this literature agrees with Anderson (1994) and Wilson (1999) that the
traditional/classical training is a simple framework from which the whole training
process can be easily conceptualised. As it provide a useful starting point to understand
the training process, this approach is adopted as a basis to discuss the training processes

in this research.

i. Training Needs and Training Needs Analysis (TNA)

Training ‘Gap’

Anderson (1994), Bentley (1991), IES (1995), Reid and Barrington (1999) are in
agreement in recognising TNA is the diagnostic part of the whole process training
process and without TNAs, there can be no solid prognosis to indicate if the whole
training process is designed correctly.
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‘Gaps’ in the human performance as the consequence of change was highlighted in the
discussions in Chapter 2. Within the training context, this gap relates to the term
'training need' which implies that something is lacking or there is there is a shortfall
somewhere and training needs analysis (TNA) is the endeavour to reduce the gap by
simply finding out what needs to be learnt. While there was a general agreement on the
definition of 'training gap', there were varying terms used in literatures on training to
define ‘performance’. Mathews (1996), Hemes (1988) and Bentley (1991) relate
training needs to ‘skill and knowledge gaps’, Bee and Bee (1998) and Osborne (1996)
maintains it as ‘performance gap’ while Nolan (in Watkins et al, 1996) identifies it as

‘competency gap’.

The research does not consider any contradiction of these terms when applied within the
context of training needs. As performance, skills and competency as all originating
from learning, it is obvious that the definition of training needs should be all-

encompassing to include skills, knowledge, competency and/or performance needs.

TNA processes

Bee and Bee (1998), Wills (1994), IPD (1995) and Anderson (1994) commonly support
the view that TNA encompasses the process of: (i) identifying the range and extent of
training needs from business needs; (i) specifying the needs precisely, and; (iii)

analysing how best training needs might be met.

Bramley (1996) and Truelove (2001) maintain that to be holistic TNA should be carried
out at the organistional level, at the job-level and the person level in organisations. Reid

and Barrington (1999) lists observation, self-observation, questionnaire and fact-finding
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interview as the common methods for carrying out TNAs. Alternatively, Fletcher
(1997) list desk research, Delphi technique (which is useful for use with large
population), self-assessment as methods and meetings/workshops/interviews as possible

methods for carrying out TNA.

What and who should be involved?

Both Reid and Barrington (1999) and Fletcher (1997) agree that line managers, training
consultants, trainees or trainers may carry out TNA’s. Fletcher (1997) suggest that in
competence-based training, it is often the manager ideally through discussions with the

trainees concerned who will identify the training needs.

Chiu et al (1999) in their research on TNA methods distinguish TNA into four broad
classifications of:

) supply-led approach

(ii)  demand-led approach

(iii)  process-led approach, and

(iv)  trainee-centred approach
They note that each has their own weakness. They argued that the ‘supply-led’
approach which is usually trainer-driven can be inaccurate as trainers responsible for
TNA could lack management experience and do not understand real operational issues.
The ‘demand-led’ approach is business orientated and usually emphasise on bottom-
line which often leads to neglect of employees needs. The ‘process-led’ approach is too
localised for divisions or departments so that that processes can be introduced in an
effective manner. The ‘trainee-centred’ approach, which relies on self-assessment, has

drawn strong criticism as that reflect employee wants instead of needs. They believe
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that TNA should be a more integrated process that should be repeated and subsequent

experience learned could assist to prevent fragmented TNA process.

ii. Training Design

The design stage of the training process follows from the TNA stage and leads to the
implementation stage. Johnson (1997) emphasise that it is very important that training
methods, which are drawn from the design to match training needs. Reid and
Barrington (1999) conceives training design as the stage of determining appropriate
training strategy and planning. They identified five stages to the design of a structured
training programme, they are: (i) review of training objectives; (ii) determine learning
activities; (iii) assess training times; (iv) construct the training time-table; and (v)

briefing the trainers and the organisation, and preparation of training materials.

Rae (1995) identifies that the key parties that must be involved in making training
effective are the orgaﬁistion, the line management, the training manager, the training
officer and the trainee. Osborne (1996) maintains that training ‘interventions’ must
match the organistional culture, management style and motivation. Adamson and Caple
(1996) maintain that training, which they term as learning, requires the application of
well-developed procedures in the hands of personnel who are able to apply a variety of
competences in flexible ways to mesh with the organisation’s operational

considerations.

Johnson (1997) and Bentley (1991) affirm that there are many methods of conducting
training and the training spectrum may varying from highly directive to free learning,
guided learning, lecture/discussion, presentation, instruction and conditioning for
individuals or as a group. Thomson (1990) suggests that formal training entails
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deliberate and structured presentation of experiences and must be related to its purpose.
He identifies this purpose as varying from induction, skill acquisition, skill

development, increasing motivation, attitude change and team building.

Wills (1994) reminds the importance of getting the training function’s house together
before implementing training. He suggest that getting the training function ‘alignment’
correct; the appointment of the right parties to the training forum; a clearly outlined
training department mission; and the right training philosophy which would translate to
the establishment of training policies and standards, are key elements of training design

and development.

Anderson (1994) is of the opinion that the key elements of the design of training
programmes are the subject matter, its objective and content, and the method or
technique; and these factors which must be related the learner, the learning
characteristics, the line and staff members, the learning environment and the resources
available. Reid and Barrington (1999) suggest that the ‘decision criteria’ to determine
the appropriate training strategy should be based on compatibility with objectives,
estimated likelihood of transfer of learning to the work situation, available resources
and trainee related factors. They classified six possible training strategies, which are:

1) on-the-job;

(i)  planned organisational experience;

(iii)  in-house programmes;

(iv)  planned experience outside the organistion;

(v)  external courses; and

(vi)  self-managed learning.
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Mathews et al (2001) from their research however found that no single approach
dominate training and suggesting different types of training for different types of people
in the organisation. Bee and Bee (1995) suggest that the stage when the training
specification is complete usually signifies the final stages of the design and

development stage.

Supporters of competency-based training Johnson (1997) and Fletcher (1997) identifies
that in contrast to traditional training, the design of competence-based trainings are
based on explicit and measurable performance that reflect the actual expectations and
performance in the work role. Fletcher (1997) outlines that the purpose of competence-
based training is to develop of a competent workforce to reflect the expectations of the
employment and focuses on work roles rather than jobs. Klink and Streumer (2002)
suggest that on-the-job training provides a favourable relationship between cost and
benefit, the possibility to train just-in-time and expectation of positive transfer of what

was learned to the employee’s own work situation.

ii. Training Implementation

Training implementation is putting the design into practice and there is a wide range of
training options available in the implementation of training. Anderson (1994) suggests
that the training policy and the training plan must be the key reference for implementing
training. Bee and Bee (1995) and Anderson (1994) suggest that the implementation of
the training may be carried out through external or internal providers. Anderson (1994)
suggests the choice to be based on cost effectiveness. Bee and Bee (1995) suggest
external training providers to be sourced by tendering.

Rae (1995) notes that approach to training now has shifted for the ‘traditional approach’
that was mechanistic and autocratic to the modermn approach that emphasise on
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flexibility, reactivity and pro-activity in its implementation. This has seen the change
from the ‘tell’ em’ approach to more of the role of coaching and facilitating. He adds
that the trainer must be committed and equipped with wide-ranging toolkit of ideas,
techniques, and methods. Geertshuit et al (2002) suggest that the trainer and course

content are crucial to many learning situations including training.

Abella (1987) identifies task-force exercise, case discussion, simulation and games,
role-play exercise, group discussion, individual exercise, presentation/lectures and
behaviour modelling are the common methodology used in training. Mathews (1996)
notes that that training can be generally classified as on-the—job and off-the-job training,
but each has their disadvantages. Rae (1992) considers on-the-job training as highly
effective, flexible, relatively low-cost approach to training. Matthews (1996) state that
it was often argued that off-the-job only training might be ineffective as it is too
detached from the actual job-environment. However, he adds that on-the-job training,
which is are usually designed for skill training can be a problem if it does not follow

guidelines of standard training programmes.

Adamson and Caple (1996) asserts that the delivery of training or learning needs to be
clearly focused on what happens at the job place and not just what happens during the
learning/training events. They suggest the use of a variety of on and off-the-job
learning/training delivery system to ensure effective and efficient learning.  Fletcher
(1997) identifies that competence-based training are often modular outlines and suggest
that the best approach must take into account occupatioﬂal constraints such as
availability of target groups and training premises, possible need for several

programmes and atmosphere at the job location. He adds that the activity must be
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realistic, for example if the context of the work suggests on-the-job or off-the-job

experience and the preferred learning styles of the target group.

iv. Training Evaluation

The literature investigations identified the definition of evaluation as; *“...the
assessment of the total value of a training system, training course or programme in
social as well as financial terms...” and “...it attempts to measure the overall cost
benefit of the course or programme and not just the achievement of its laid down
objectives” proposed by Department of Employment the most widely adopted definition
in most of the literatures researched (Bee and Bee, 1998; Anderson, 1994; Johnson,

1997; Bramley, 1996).

Goldstein (1989), Wade (1995) and Johnson (1997) consider training evaluation as a
systematic collection of data relevant to the selection, adoption or modification of
training and developmental activities. It must be an on-going process from which
continuous corrective action can be introduced to ensure an ever-improving training
programme. Torrington and Hall (1991) maintain that it is imperative that evaluations
must be impartial. Wade (1995) adds that that evaluation should be done before
training starts. A baseline daté must be established to measure training programme
response, on-the-job action, business-focus results and the organisational impact of the
training. Read and Kleiner (1996) emphasise the importance of post-training evaluation
and suggest that the training itself would be wasted if employees cannot transfer what

they have learned.

Rae (in Odini, 2000) asserts that without evaluation nobody really knows how effective
any form of training might be. They suggest that the training quintet, which comprise
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of the senior managers, line managers, training manager, trainer and learner must be
involved. Conversely, Torrington and Hall (1991) considers the manager, relevant line
managers and the trainees and/or an external consultant as the key paﬁies to the training
evaluation. Mann (1996) argues that neither reaction to training nor immediate post-
training knowledge is accurate predictors of actual perforrﬁance. He suggests assessing
change of performance a month after the training programme would be more accurate.
Klink and Streumer (2002) found that on-the-job training is not entirely an effective
training method and suggest that self-efficiency (an established indicator of actual
performance), prior experience with tasks, managerial support and workloads are among

4

the most powerful predictors of training effectiveness.

There has been some contention as to the extent of the training evaluation. This was
illustrated by Bramley (1996) from his study on four popular training evaluation models
developed by Kirkpatrick, Warr, Bird and Rackham, and Hamblin. This is shown in

Table 3.5.1.1.

IPD (1998), Reid and Barrington (1999), Bramley and Kitson (1994) believe that the
training evaluation model suggested by Kirkpatrick (without evaluation on social or
cultural changes) is the most appropriate on the justification that on the basis that it is
already adequate up to this level. Convérsely, Bramley (1996) and Osborne (1996)
argue that the model proposed by Hamblin was better on the grounds that it is the more
holistic. Torrington and Hall (1991) considers that evaluation as straightforward when
the output of training is clear to see but it is usually difficult to evaluate social skill

development training programmes.
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Hamblin, A.C-
- (1974)

Within the training | ¢ Judgments of the quality of Reaction Reaction
the trainees’ experiences

e Feedback to trainees” about
learning

Reaction

At the job after e Measures of gain or change Leaming Intermediate Learning

training e Feedback to trainers about
methods

o Relevance of the leamning
goals

o Measures of use of learning
or change of behaviour

o Retrospective feedback to
trainers

Behaviour Intermediate Job behaviour

Organisational o Measures of change in

effectiveness organizational performance Results Ultimate Organisation

o  Implementation of
individual/action plans or
projects

Social or cultural e Measures of social cost and
values benefits
o Human resources accounting : Ultimate

Ultimate

Table 3.5.1.1: Levels at which evaluation objectives can be set
(Adapted from Bramley, 1996)

Fletcher (1997) contends that assessment for competence-based training should be built
into its design to ensure that what is being assessed is clear. He suggests that this
entails trainees to complete assignments which indicate the acquisition of skills and
knowledge. He adds that they may also undertake assignments during the programme,
which indicate the application of skills and knowledge. He offers his conception of the

cycle for evaluation and assessment as shown in Figure 3.5.1.2.

The research identified the definition of effectiveness offered by Kast and Rosenzweig
(1985) that effectiveness as concerned with the accomplishment of explicit and implicit
goals, to be in accord with the definitions of training effectiveness in the literatures by
Anderson (1994), IES (1995), Truelove (2002), Fletcher (1997), Wade (1995), Rae
(1995), Bee and Bee (1998), Jackson (1992) and Osborne (1996). It was noted that in

their conceptualisation of the relationship between training evaluation and training
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effectiveness, there is a general acknowledgement that effectiveness is the sub-set of

evaluation and training effectiveness is the desired outcome of the training evaluation.

While there was also a general agreement that the explicit and implicit goals of training
should be laid down in the cost and benefits analysis of the training programme, the
criteria for determining the extent of indirect and social cost or benefit is be very
subjective aﬁd is a subject of much debate. This is seen to have evolved around the

central question of what constitutes to training effectiveness.

4

P S
- IDENTIFY.
_ NEEDS

Fig. 3.5.1.2: ‘Building-in’ training assessment model (Fletcher, 1997)

Notwithstanding the differing views on the extent and significance to which the
evaluation should be carried out, there is a general agreement that training effectiveness
must be evaluated based from both personal and organisational outcomes (Osborne,
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1996; Bramley, 1996; Bee and Bee, 1998; Rae, 1995; Truelove, 2001; Anderson, 1994).
Further examination of the views taken by the literatures found that it was obvious that
the differences lies in the context of their discussions, that is, whether training was

perceived from the learning, organisational, personal or development perspective.

It was concluded that training effectiveness is a value judgment which is contingent
upon the context of training, the baseline criteria set as the explicit and implicit tfaining
goals and the accomplishment of these goals. This is parallel to the views of Anderson
(1994) and Wade (1995) who suggest that the criteria and the degree that is reasonable
and worthwhile to measure the impact of what should be evaluated goes back to the
core of evaluation, its purpose. The professional way to determine training
effectiveness is to validate training holistically by taking into account outcomes from

both the organisation and the individual.

3.5.2 Conceptual framework of training best practice drawn for the research

Drawing from the discussion in Chapter Two and Three, training was regarded is
absolutely essential for the site managers, construction organisations and the industry,
and this must be achieved within the context of the organisational setting and its
surrounding project environment. Training lies at the core of creating, maintaining and
developing site managers, who contribute in-part, to the achievement of construction
projects. Much of the site managers training need to be designed at the workplace
environment where their effectiveness is judged by their capability to deliver and

contribute to the success of the construction project.

In consideration of the need to approach this research with an established and
operational framework, the best practice training framework discussed within this
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chapter was considered. This was on the conviction that it is most appropriate in
dealing with change that is impacting the construction industry and sustaining the
provisions for training its site managers. This was further underpinned by the thorough
investigations of the key concepts of training and within the context of best practice,
change, human resource development, management and organisations, which
incidentally are also the key features of the construction industry. The absence of other

proven approaches further augments this proposition. .

The approach adopted by Spencer et al (2003) to develop the framework in their

research project was modelled to structure the conceptual training best practice

framework for the research. The key elements of the framework, which is

diagrammatically summarised in Figure 3.5.2.1, are:

. training needs to be conceived as a dynamic cyclic process;

. the importance of common comprehension of the purpose of the training
especially between the key parties related to the training;

° effective training can be identified through the benefits derived by the trainee,
their employer and the job;

o training is a dynamic cyclic process and the approaches within each training
element are continually evolving;

. each stage of the training process is inter-related and the outcome from the
evaluation stage must be considered in the next TNA stage of the training cycle;

. each training stage is comprised of sub-elements and these sub-elements must be
approached systematically if the usefulness of the training initiative is to be
maintained;

. continuous learning of the factors that shape each training element is key to the

whole training process;
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3.6

the key information that needs to be identified in considering the approach to
each training stage are: (i) the objectives of each of the training activity, (ii) the
underpinning factors of each of the training element (iii) the alternatives and the
best approach to carry out the process, and (iv) how the training process could
be best managed;

base-line data are important to establishment ‘performance indicators’ to
measure performance within each training element;

best practice must be applied within the context of the organisation/industry and
no one training approach is dominant; and

although evaluation of the training effectiveness can be relative, the holistic
evaluation based on its outcome to the organisation and the individual is

recommended.

CHAPTER SUMMARY

This Chapter have provided a comprehensive understanding of training and training best

practice for the research and the conceptualisation of the themes discussed was

summarised in Figure 3.5.2.2. The underpinning concepts of training and training best

practice have been thoroughly reviewed. The key elements of training best practice have

been identified and this will be adopted in the investigations on the training of

construction site managers for this research.

The next chapter continues to provide the background and discussions for understanding

more fully the opportunities and the validity of the current approach adopted by the

construction industry in training site managers.
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CHAPTER FOUR
Provisions for Training Site Managers

4.1 INTRODUCTION

. The important concepts of training and training best practice were discussed in Chapter
Three. It underlined the phenomenon of the rapidly changing business environment, the
recognition of best practice for change management and proposed the best practice

training framework for the research.

This chapter presents the background and the analysis of the cﬁrrent training provisions
offered for site management training within the construction industry which relates to
the training of site managers. It provides key in-sights to the current training
provisions, which influence the design, delivery and outcomes of site management
training. The existing frameworks for the education and training of site managers
offered by the academic, vocational and professional structures were examined, and the
roles of the various parties related the education and training of site managers were

critically discussed.

The emerging findings together with views taken from reports and'parties related to the
construction industry were used to determine the validity and opportunities of the
current provisions in meeting the training needs of site managers. Many of the
references cited in this chapter are extracts from articles obtained from professional
publications and magazines by experts and authors in the field of construction.
Relevant parts of official reports prepared for the construction industry and work arising
there from are also cited. Training provisions provided in-house by construction

organisations and those offered by private companies which are not related to the site
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management training offered at the industry level are not included in the discussions as
they are too specific to the organisational needs and do not contribute or form part of the

training network applicable to the whole industry.

The chapter concludes by presenting the merits of the current training provisions in
meeting the training needs of site managers and presents the justification why more
research is needed to investigate and improve the existing training of site managers.
The findings from the literature were taken to be the key determinant of the résearch

questions of the research reaffirmed in Chapter Five.

4.2 THE CURRENT SITE MANAGEMENT TRAINING PROVISIONS

Before progressing to examine and discuss the provisions for site management training,
it is essential to explain the various reports related to site management education and
training produced for the construction industry; the existing structures for education and
training; and the Construction Skills Certification Scheme (CSCS) as a frame of

reference for the discussions.

4.2.1 Reports produced for the construction industry
Several reports were produced for the construction industry which has contributed to
shape the provisions for the site management education and training. The key elements

of these reports are summarised in Table 4.2.1.1 and are discussed as follows:

Morley Report (1986)
The Morley Report (1986), headed by Mr. C. P. Morley, was produced following the

recommendations of the Joint Committee on Management Development organised by
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the Construction Industry Training Officers Conference (CITOC). It investigated
management training within the construction industry and published the report entitled
‘Construction Supervision and Management’ which outlines the routes and possible
points of entry into the industry and career progression in site management. This is

shown in Figure 4.2.1.1.

One of the most important elements of the report was its reminder of the conclusion of
the CITOC that supervision and management training is not a luxury nor a fringe
benefit, but a commercial necessity. This was followed by the debate calling for
education and training for managers within the construction industry to be improved,
and the production of key follow up reporté. It acknowledge that the building sector is
more advanced than other sectors because of the CIOB’S Site Management and

Education Training Scheme or SMETS, but pointed out that they are not fully utilised.

Lighthill Report (1986)

This report was produced by the Joint Committee on Higher Education under the
leadership of Sir James Lighthill entitled ‘Degrees in Building Management: Demand,
Provision and Promotion’. Better known as the 'Lighthill Report', it investigated the
demand for building graduates and the need to improve recruitment for careers in

building management.

Amongst others, it reported that the industry was changing from a tradition of craft
skills to a modern technological base, and warns of the need for the education and
training of future building managers to change if the industry's requirements for the

1990’s and beyond are to be met.
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It points out that there was a large unsatisfied demand for building graduates within the
industry and the lack of knowledge regarding building management or its career

6pportunities particularly amongst qualified school leavers.

It concluded with the recommendation for a 'Building Management Careers Service' to

attract more candidates into building management courses.

CITB’s Ad-Hoc Working Group Report (1988)
Following the Morley Report, the CITB's Ad-Hoc Working Group on Management
Development produced this report which identifies that there was no framework for

management development.

It highlights that the construction industry does not have an easily understandable career
structure with easily recognisable and accepted titles. It also underlined the need to
establish career routes into management for construction related management
qualifications. It proposed a series of development training and education modules
would have to be established. These would be undertaken in-house by companies, at
training establishments or in educational work-related settings and each module offered

assessment by the NVQ.

CIOB Education Strategy Working Party Report (1988)
In response to the issues raised in the Morley and Lighthill reports, the CIOB

Education Strategy Working Party Report produced the ‘Building Education for

Tomorrow Report'.
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It underlines the review of the Institute’s training, education and examination provisions
which have been incorporated in the CIOB’s 1994 Education Framework. Burgess
(1999) reports that the major elements of the provisions which provides detailed
requirements of the content of degree courses in building and building management is

still in application.

CIC’s ‘Crossing the Boundaries: Commonality Report (1993)

The ‘Crossing the Boundaries: A Report on the State of Commonality in Education and
Training for the Construction Professionals’ produced by the Construction Industry
Council (C‘IC) in 1993 provides recommendations on professional education and

training as a key contributor to construction efficiency and customer satisfaction.

It recommends that all professional institutions should work together to improve co-
operation through shared-activities that will facilitate integration between its members
to improve efficiency and effectiveness. It suggests a multi-disciplinary approach .for the
built and natural environment professionals through co-ordinated professional education
and co-ordinated Continuing Professional Development (CPD), and a common year at
the university to cover topics of general concern in construction such as design,

commercial, contractual, legal and project management issues.

CIB’s Educating the Professional Team Report (1996)

Responding to the CIC Report (1993) and in detecting the growing importance of
occupational standards, the CIB's ‘Educating the Professional Team Report™ (1996)
suggests that a common ‘foundation’ knowledge and understanding about the
professions, changing roles and tasks, team working, team-player skills and group

dynamics are necessary for all professionals in construction. It suggests that this
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should be viewed as a threshold for all construction professionals and these learning

outcomes have parallels in vocational competencies.

4.2.2 Construction Skills Certification Scheme (CSCS)

The initiative to overcome the problems of poor training and to develop an integrated
training culture within the industry was introduced through the Construction Skills
Certification Scheme (CSCS). Mooted by the CITB and the Learning and Skills
Council (LSC) in agreement with the Major Contractors Group (MCG), the CSCS was
piloted in July 2002 and have been included in the JCT Standard Form of Building
Contract. The scheme, which covers 165 occupations, aims to énsure that all including
professional, technical, supervisory and craft workers have sufficient skills and training

to work on site.

Through the CSCS, a site worker will need to demonstrate their occupational
capabilities (generally via an NVQ qualification) and pass the construction health and
safety test. It was planned that when fully implemented, all workers will be required to
carry a credit card sized identification, which shows the NVQ skill area in which they
have qualified. This is aimed to allow employers to audit the skills possessed by their
workers as well as serve as a tool to assist employers identify their workers cﬁti(;al

training needs.

The LSC (2003) reports that the Major Contractors Group (MCG) which includes over
20 of the largest UK contractors, have declared that over 80% of their workers must
have a CSCS approved card to work on site by the end of 2002 and everyone in their
projects must have one by the end of 2003. The organisers were optimistic that this will
be a major step forward to self-regulation of training within the i.ndustry when this
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scheme was launched, and there has been surge of applicants for the CSCS card in
2003. However, there has been little evidence to confirm that this target has been

achieved.

4.2.3 Academic, vocational and professional educational/training

Generally, education within the UK construction industry is designed to complement
the national education and training framework, which aims to provide academic and
development opportunities for the benefit of individuals and the industry. Likewise, the
training provisions offered to people in site management are designed to promote
opportunities for academic, vocational and continuing study for development

throughout one’s career life.

The Construction Industry Handbook 98 (CIH 98) produced by the Construction
Careers Forum (CCF), outlines the alternative routes leading to a career in site
management as;
e  studying and qualify for the A-levels or a ﬁﬁ’ther education qualification and
proceed to obtain a construction related degree for a university, or
e studying a construction;related subject full-time and then work as a
technician in the construction industry, or
e  working and training as a technician in a company and study part-time at a

further education college.

Further education (FE) colleges and institutions of higher education (HE) such as
universities primarily offer academic education, while industry-related bodies such as
the Construction Industry Training Board (CITB) and the Chartered Institute of

Building (CIOB) provide most of the training at the industry level. These provide not
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only continuing professional development (CPD) and vocational qualifications but can
lead to the attainment of professional qualifications. In addition, many construction
companies through in-house structurgd programmes provide job-related training and
CPD. These provisions are embraced within the three structures:

(i) Academic;

(i) Vocational; and

(iii) Professional education/training.

i Academic structure

Academic structures within the UK construction sector relate to entrants achieving a
standard of education to 'A' level or equivalent, recognised for entry to university. A
wide range of construction-related programmes of study exists from higher technician
Edexcel courses (formally known as Business and Technology Education Council
(BTEC)) or through accredited honours degree courses leading to corporate membership

of professional industry bodies.

The Edexcel awards framework established in association with industry, CITB and the
construction professions has specific requirements for Higher National awards which
provide a structured set of essential and optional study units together with common-
skills assessment. Awards of Higher National Certificate (HNC) and Higher National
Diploma (HND) are obtained by unit-based study with the specific award dependent

upon numbers of units obtained.

The BTEC National Award, Certificate and Diploma in Construction are focused to
introduce to learners the subject knowledge required for a range of technical and
professional occupations within construction. It is intended for individuals who seek a
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direct route into employment in construction industry or a progression route to BETEC

Level 4 and Level 5 qualifications, or to underpin and complete an NVQ at Level 3 or 4.

In addition to Edexcel provision, construction students can enrol directly on degree
courses related to their specific vocation. Full-time degree courses can span three or
four years with the latter incorporating industrial training. Part-time courses are also
available over five or six years. Programme structures are generally modular based with
choice and flexibility and a combination of essential and optional study units focussed
to develop knowledge, skills and interpersonal capabilities. Many universities have
accreditation from industry professional bodies where their honours degree satisfies

defined academic standards.

The integration of the Edexcel Qualifications Framework to the overall academic
structure for the construction industry was noted by Harvey and Ashworth (1994) and is

shown in Figure 4.2.3.1, and the summary of the Edexcel Qualifications in the National

Qualifications Framework (NQF) (Edexcel, 2003) is shown in Table 4.2.3.1

BTEC First

Craft . !
BTEC National . —f— HNC l
HND Tec}gnician
¥
Degree Profession
— ¥ v
| Post graduate CPD for all

Figure 4.2.3.1: Ladder of education progression within the construction
industry (Harvey & Ashworth, 1994)
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ii. Vocational structure

Alternative to the academic structure associated with university provision outlined
previously, entrants to the construction industry may pursue vocational qualifications.
National Vocational Qualifications (NVQs) and their Scottish counterparts (SVQs)

represent a different approach to those of academic studies.

Vocational qualifications are awarded based on the individual's proven occupational
competence and this is defined as the ability to perform to a specified standard of

employment and practice.

The standards which were developed by the partnership between educators, professional
bodies and industry are accredited by the National Council for Vocational
Qualifications (NCVQs). The integrated structure illustrating the CITB’s career
progression routes, NCVQ’s primary routes between NVQs in construction and built
environment and the structure showing the progression route links between academic

and vocational awards are shown in Figures 4.2.3.2, 4.2.3.3 and 4.2.3.4.

The vocational provisions are provided mostly by the CITB in partnership with FEs,
which normally takes about two years to complete up to craft certificate level or the
equivalent of NVQ (National Vocational Qualifications) Level 2 and is operated mainly
within the On-Site Assessment and Training (OSAT) modes. A further year is normally
required to advance to craft certificate level or the NVQ Level 3, followed by a mostly
on-the job ‘training’ where the trainees have to demonstrate their competence in specific
modules to qualify for NVQ Level 4 qualifications. The performance assessments are
set against the NVQ qualifications standards and the awarding bodies are the City and
Guilds of London Institute (CGLI) and the Construction Industry Training Board under
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the umbrella of the National Council of Vocational Qualifications (NCVQ) and

Edexcel.
: 1
]
TECHNICAL/MANAGERIAL : ACADEMIC ROUTE/ : PROFESSIONAL
OCCUPATIONAL ‘ QUALIFICATION 1 INSTITUTION
ROUTE/QUALIFICATION : :
' POST !
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1
' 'y ! E&A
E&A : 1
| : a - ;
: 1]
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A : A
i
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i
i
i
2
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H
|
Q :
]
! : |
i i
H ]
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' A i
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i 1]
! . | E&A Experience &
! e ' Assessment
i FOUNDATION ! E&T Education &
X i Training
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a g T ' Professional
| : ! Development
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1 . |
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EDUCATION : !
1] 1]
1 1

Figure 4.2.3.2: Progression map for Technicians (CITB’s Joint Action Group on
Technician Training (JAGOTT) Framework, 1996)
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