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1.0 Approach to building capacity in materials development 

In South Africa as elsewhere in the world we now have larger class sizes in further and higher education and we often have to cope with under resourced institutions and overstretched teaching staff. A further challenge is the need to provide access to quality education for large numbers of students in far flung rural areas. All this has created a growing awareness of the crucial role that learning resources can play both as a way of opening access to increasing numbers of learners but also as a means of providing teaching staff with learning resources that can contribute to the provision of quality education and training. 

In 2003 the Council for Higher Education (CHE) commissioned a research study to explore mechanisms that could be used to harness the best expertise in the country to develop high quality learning resources for widespread use in the higher education sector. The study showed that for the past few years many institutions were involved in collaborative learning resource development practices. A variety of approaches are being used to obtain learning resources: the purchase and use of existing resources, the adaptation and reversioning of existing resources and the origination of resources where these are unobtainable or unsuitable for the context. A key recommendation to the CHE was the establishment of a virtual network of centres of innovation in course design and development.

There are six principles that underpin the approaches and methods we will use in the project: use sound collaborative working practices; build sustainable capacity; integrate learning materials in the course curriculum; make optimum use of existing resources and expertise; integrate quality in all processes; and plan incrementally to achieve success.

1.1 Use sound collaborative working practices

This project involves a number of organizations and institutions and is dependent on good collaborative practice for its success. Research shows that the following conditions are necessary for collaborative ventures tohave a reasonable chance of success:

1. Clear goals and a clear statement of purpose are important.

2. Role and resource input clarification. Individuals and organizations involved must have a common understanding of what each one is expected to do and to contribute. 

3. Clear benefits for all partners. Where partners perceive that there are important benefits from working together, they will be motivated and willing to embark and stay with the project.

4. Ongoing communication is vital. Good communication is the lifeblood of any collaborative initiative. Mechanisms must be established to facilitate easy flow of communication.

5. A suitable governance structure that facilitates, monitors and evaluates the strategy in action on an ongoing basis. It is important to establish what decisions have to be made by whom and when.

1.2 Build sustainable capacity 

Throughout the project the training and development of selected individuals in course materials writing processes will receive attention. It is our intention to follow a holistic materials development plan which comprises the following key activities:

· Conduct an analysis of the context including SAQA and industry requirements and learner profile to determine relevant outcomes, teaching and learning strategies, and assessment approaches.

· Compile an outcomes based curriculum for the selected programmes/courses for which materials will be developed.

· Carry out an audit of existing materials and identify which could be used in the materials development process and what methods would be most appropriate.

· Develop learning materials development plans based on the programme/course curriculum.

· Build in monitoring of the writing process and formative evaluation of the learning materials as part of a quality assurance strategy.

· Use appropriate capacity building methods in all aspects of the materials development process. 

· Record pertinent information about all programmes/courses for which materials will be developed. This can form the basis for developing a database of information for the province.

A collaborative planning activity will kick-start the project and its primary aim is to create a common vision for the project and awareness of what is involved in the development of learning materials. A key strategy is the development of a 
core team who will be involved in all aspects of the project. Members of this team will take responsibility for leading writing teams and they will gain first hand knowledge about planning, implementing and monitoring a materials development process. Training interventions are envisaged for the various writing teams comprising content specialists from the colleges and dedicated instructional designers who do the actual writing of the learning materials. The ongoing training and development of the various people in the project should help to create a pool of varied expertise.

1.3 Integrate learning materials in the course curriculum

The course is larger than the course materials and the approach that we plan to adopt is one that views the course curriculum as the blueprint for the development of the materials. In planning the course materials we will review the course curriculum in order to establish what the key purpose and course outcomes are, what the assessment strategy is and what the underlying learning and teaching approach is. This should enable us to develop the kind of materials that form an integral part of the course.

1.4 Make optimum use of existing resources and expertise

Evidence from practice suggests that it is not necessary to originate learning resources, even though institutions frequently believe that their context is sufficiently unique to warrant such an approach. Originating learning resources is a costly and time consuming activity for which there is often insufficient capacity. Far more preferable is an approach which seeks to build on what already exists. One of the main tasks in the initial phase is to determine which resources exist for the learning programmes that have been identified for this project. The learning resources will be carefully scrutinized to establish what the most sensible and appropriate materials development strategy will be. Among the strategies to be considered are:

· Using existing resources without any adaptation. This approach can be useful where it is possible to procure excellent materials that fit closely with the course curriculum for which they are intended.

· Adapting existing materials. The extent of adaptation depends on the materials that exist, the conditions specified by the originating institution (in most cases institutions allow for about 25% adaptation of the original materials), and the context in which the materials will be used. It is possible to develop a short study guide linked to an existing learning package or resource such as a book. The adaptation could be in the form of contextually relevant examples and case studies which are added as an additional resource. It is also possible to use different media such as audio tapes to introduce relevant scenarios or interviews. In a comprehensive adaptation changes are made to the actual text. 

· Originating learning materials. Where it is has been established that there are no existing materials for a particular learning programme, it is possible to adopt different course materials development approaches. Decisions about the most suitable approach would have to take into consideration: when the materials must be available, what expertise exists in the province and elsewhere, the availability of financial resources. 

1.5 Integrate quality in all processes

Access without success is probably as unacceptable as no access at all. It is our intention to weave quality into all materials development processes so that there is a high likelihood of developing a quality product that can be used with confidence by learners and teaching staff alike. From the outset all partners have to agree that quality learning outputs demand adequate inputs of time and resources.

1.6 Plan incrementally to achieve success

What we are embarking on is a very ambitious task. While we have to aim high we also have to temper our goals with reality. Many a collaborative venture has faltered on the rocks of too much ambition and too little attention to what is manageable. Throughout our planning the focus should be on taking small incremental steps of success.
2.0 The implications of using learning resources with students

Students have often done much of their learning from resources of one kind or another. However with the expansion of technologies students are exposed to a greater variety of learning resources than before and hence the need has arisen to equip them with the necessary skills to be able to make good use of the every widening range of learning resources. In his chapter Helping Students to Learn from Resources in Brown et al (1996) Phil Race gives the following reasons why learning resources are used more often now than before:

· We now have larger class sizes in further and higher education, with tighter timetables and overstretched teaching staff.

· As a result of the above, and as a consequence of the information technology revolution, students in many colleges now spend more of their time learning from resources individually.

· With growing recognition of the importance of students developing transferable personal skills, there is more attention to the use of tutor less groupwork, often using learning resource materials.

· The quality and sophistication of many print‑based learning resources have increased significantly, and student expectations of learning resource materials have risen accordingly.

· There is growing use of open and flexible learning as part of conventional college‑based courses as well as in distance‑learning courses, again dependent not only on the quality of learning resources, but also on the extent to which students develop skills at using such resources.

· The dramatic increase in the usage of electronic and computer‑based learning systems, including the Internet, adds a new range of learning resources, with corresponding needs for students to become able to learn effectively from them as well as play with them!

This demands that students need to acquire new sets of skills which include the ability to:

· Engage with learning outcomes and determining how best to achieve them given the learning opportunities that exist;

· Play an active role in selecting the most relevant learning approaches and methods when using a variety of learning resources including computer based resources;

· Acquire computer related skills to be able to access electronic media;

· Scan information to be able to discern what is important and what not;

· Manage self, interaction with others and tasks within the time available and ensuring that optimum use is made of available time;

· Play an active role in the assessment process and learn new assessment methods such as planning and producing portfolios, taking part in self- and peer assessment.

There is currently still quite a high resistance on the part of many students and lecturers alike to the notion that learning materials could be used in diverse ways to encourage the development of key competences in a course or programme. Many feel that successful learning can only happen in a formal way in which the lecturer oversees and takes charge of the learning environment. The challenge is to move students away from over dependence on lecturers and learn to take responsibility for their own learning. Introducing quality learning materials can offer opportunities that encourage students to do this. But this requires that lecturers are trained to use learning resources and to scaffold the right kind of support that will enable students to make optimum use of learning materials. 

3.0 Strategies for developing learning materials 

Before describing the different kinds of materials development approaches that could be deployed in the project it is necessary to clarify what we mean by the term ‘development of learning materials’. We are using this term broadly to include all methods for obtaining learning materials including the purchase and use of existing materials, the adaptation of existing materials and the origination of new materials. 

There seem to be two main strategies that institutions are adopting to obtain learning materials: bring in existing resources developed elsewhere and employ diverse methods to adapt them for use within own context and originating materials using various methods to develop them. 

3.1 Use existing learning resources developed elsewhere

Learning resources that have been developed in one institution (originating institution) can easily be used by another (user institution). Reasons for using existing resources include:

· Cost– developing new materials is expensive and requires investment of financial resources that an institution may not have;

· Time– materials development is time consuming and will delay the availability of the materials;

· Quality– the materials may have the quality that the institution cannot necessarily improve on, given the time and available resources;

· Skills– staff may not have the necessary skills and training may not be available;

· Diversity– exposure to different sources and treatments provides learners and staff with new ideas and support.

Different ways can be deployed to integrate existing materials into course curricula. A crucial first step is an analysis to determine what level of correlation exists between the materials and the course curriculum for which they are envisaged. Phil Race has a useful list of questions that can help to interrogate learning resources in order to determine their suitability:

The following list of questions is worth reflecting on (and adding to) when appraising the choice of, or usage of, individual learning resource materials and media. 

· How up‑to‑date is the material covered? How quickly will it date? Will it have an adequate shelf‑life as a learning resource, and will the up‑front costs of purchasing it or developing it be justified?

· How significant is the 'not invented here' syndrome? Can you work with the differences between the approach used in the material and your own approach? Can you integrate comfortably and seamlessly the two approaches with your students? If you criticize the learning resource materials your students are using, you're quite likely to destroy their confidence in using the material, and their belief in the quality of the content of the material as a whole.

· How expensive is the material? Can students realistically be expected to acquire their own copies of it? Can bulk discounts or shareware arrangements be made? If the material is computer‑based, is it suitable for networking, and is this allowed within copyright arrangements?

· Where students can't have their own copies of a resource, are you going to be able to guarantee sufficient access to students? This is particularly crucial when large groups are involved. Could lack of access to essential resource materials be cited as grounds for appeal by students who may be unsuccessful when assessed on what is covered by the resource material?

· What alternative ways are there for students to learn the topic concerned? What complementary ways are there in which students can combine other ways of learning the topic with their learning from the resource material in question?

· How is the resource material or medium demonstrably better than the cheapest, or simplest way of learning the topic?

· Will it make students' learning more efficient? How will it save them time, or how will it focus their learning more constructively?

· Will the resource material or medium be equally useful to all students? Will there be no instances of disadvantaging of (for example) students learning in a second language. women students, mature students, students who aren't good with computers, and so on?

· What additional study skills outcomes will students derive from using the material? Are these outcomes assessed? Could they outweigh the intended learning outcomes?

· How can feedback on the effectiveness of the resource material be sought? What part should be played by peer feedback from colleagues, feedback from student questionnaires, observations of students' reactions to the material, and assessment of students' learning?

After careful scrutiny reveals that it is feasible to deploy existing learning materials, attention must be given to how they might be used within the course or programme. The following options give an indication of what might be considered. This is not a comprehensive list but merely gives some ideas of strategies that have been used by practitioners within the South African context.

Use the materials without modification 

This is a very familiar method as prescribed books have been used in courses and programmes for many years. Different approaches are possible depending on the nature of the course outcomes, the particular context in which learning takes place, the available learning resources and the constraints of time, capacity and finances. It may be possible to use the learning resource (be it a book, a set of self instructional learning materials or a reader comprising a set of relevant articles) in its entirety or parts thereof. Here are some examples:

· an existing handbook could be selected as a guide to develop practical skills

· a study guide could be designed to help students engage with a book or an existing set of self instructional learning materials 

· a workbook could be developed comprising a range of activities that encourage students to practise key skills and develop a thorough understanding of key concepts. 

Agreement to adapt the materials 

Materials produced elsewhere can successfully be adapted to meet the needs of other learning contexts. Usually a formal agreement is entered into which sets out the parameters for the adaptation. It is recommended that adaptation should only be embarked on where there is a fairly high correlation between the existing learning resources and the key outcomes and strategies of a particular course. Adaptation up to 30% is generally considered viable. 

A variety of methods can be explored ranging from the simple to the complex. For example:

· A reader of articles that reflect contextual realities can be compiled and added as an additional resource. Linkages to the reader could be created at opportune points in the existing materials.

· Case studies, examples and illustrations can be included to highlight contextual challenges, to show how concepts can be transferred to situations familiar to the students and to provide a ‘local feel’. Case studies can either be integrated into the materials or they can be collated as a separate resource to which reference is made.

· A range of relevant activities can be incorporated that are tailored to the outcomes of the course. 

· A language edit can be carried out to make the materials more accessible for students whose home language is not English. A glossary of difficult terms and concepts can be added.

Adapting materials is essentially a curriculum development activity and it follows that an in depth analysis will have to be done to establish: how the materials will be used; how the materials link up with other learning and teaching strategies; how the materials will affect the assessment methods; what support learners and educators will need; what evaluation methods will be used as part of the adaptation process and afterwards when the materials are delivered in the colleges. The answers to these and other relevant questions can provide guidance not only during the adaptation process but also when the materials are delivered. Developing an overarching curriculum framework in which relevant information is documented is a quality assurance mechanism that lays the foundation for a well designed adaptation. 
The framework provided details about the following aspects:

· South African target learners and their context

· Approach to management learning

· Management competences

· Content and skills emphasis

· Strategies for adapting the course materials package

· Appropriate assessment strategy for South African learners

· Appropriate learner support strategy within the South African context

· Roles of programme participants

When the key curriculum questions have been explored and the responses documented as viable strategies, a decision must be made as to the most appropriate approach for the adaptation. 

3.2 Originate learning materials

Developing materials from scratch is a time consuming activity that demands writing expertise, dedicated writing time and adequate financial resources, all of which are often in short supply. The decision to originate materials should only be taken where existing materials are deemed inappropriate or in the event that materials do not exist for a specific course. Practice shows that institutions are using a range of innovative methods such as bringing in expertise, outsourcing and working in partnership with other organizations in order to optimise their limited available resources. Here are some examples that could be used by colleges to generate materials.

An institution takes responsibility for developing its own materials

A specific institution takes responsibility for developing learning materials in house and establishes its own design and development team comprised of suitable internal and external people. The originating institution has full control over the design, development and production processes. The materials are used in house but can also be made available for use and adaptation by any other institution.

There are different ways of bringing in course design and materials development expertise. A consultant could be engaged to work in the institution for a limited period to develop a specific set of materials. This could be regarded as a product focused approach because the purpose of engaging the consultant is to obtain a product, namely a set of materials. By incorporating a clearly defined capacity building focus, the services of a consultant could be harnessed more productively. The deliverables expected in this kind of arrangement include: a group of staff who have become skilled in various areas of course design and development, a set of materials designed and developed by a team of people who work in the institution; a greater likelihood of buy–in because people have been involved in the process; and course design and materials development processes that can be incorporated into an organization’s practice. A capacity building approach is more comprehensive and intensive and demands much more commitment from senior management and the staff involved than a product focused approach. 

Where it is necessary to get materials developed quickly institutions often make use of an outsourcing approach. Here an individual, team or organization with expertise is approached to take responsibility for the process as a whole or different parts of the process. But this method does not let the institution off the hook. For a quality product to emerge the institution must take ownership of the project and monitor the work of those commissioned to carry it out.

Institutions work together to develop materials

Selected institutions agree to cooperate in the development of the required materials with each one contributing according to what is required and what is possible for each partner. Institutions frequently view collaborative arrangements as threatening and there is much evidence to support staff perceptions that the difficulties of working cooperatively often seem to outweigh the benefits. Financial implications and intellectual property rights and copyright considerations are often very difficult to resolve and present huge obstacles. There are examples of formal agreements signed by senior management that have failed because these issues were not dealt with in enough depth. Another factor that is often not considered carefully is to get sufficient buy-in from all the role players. Where initiatives have worked they have done so because there has been an intersection of needs, a respect for the cultures of the collaborating institutions, huge benefits for all partners, and a clear understanding of the roles that each partner is expected to play.

Different types of collaboration are possible as illustrated below. A crucial first step is the curriculum and course design to which participating institutions contribute. This provides the partners with the opportunity of working towards a common understanding of curriculum issues and also helps to create buy in from the respective partners. 

· Institutions select a course development team comprising members from each institution. This team is responsible for developing the materials according to the agreed course curriculum.
· Participating institutions each take responsibility for developing selected sections/modules that comprise the course. Strong coordination is required to ensure coherence across the modules.
· One institution may agree to take on the coordinating role, another might be responsible for the production process, while yet another institution may facilitate the materials development process using a variety of methods describe in the previous section. 
· Institutions agree to collaborate in the development of core materials but each one inserts its own contextual elements. This type of approach is often referred to as reversioning, i.e. the materials are developed from the outset with the express aim of allowing contextual changes to be made. Hand in hand with this approach is the waiving of copyright so that institutions are able to make relevant changes to the materials.
A consortium is established to develop materials

What differentiates a consortium from inter institutional collaborative ventures as outlined in the previous section are three distinct elements:

· a formal partnership is established between two or more institutions 

· resources are jointly allocated and managed

· an independent agency oversees and coordinates the partnership

Consortia could be established along provincial or national lines. For example,

the development of ‘open content’ in national areas of priority funded from a central funding source could play a significant role in making available quality learning resources on a large scale. Such a strategy paves the way for more constructive collaboration because it removes the problems associated with finances and copyright. The learning resources could be developed jointly by institutions that have relevant expertise. A common framework would be the blueprint that provides overall coherence and guides the development of a core set of learning resources. From the outset the resources would be specifically developed to make it easy for institutions to reuse and version them for their own contexts. Thorpe (2003) mentions four main strategies that can be used to design courses in which it is possible to reversion without extensive editing.
Narrative ‘tagged in’

It is possible to locate the ‘speaking voice’ of the course team in a particular section of each section of the learning resources. Authors can use ‘metadata’ to identify the narrative and audience specific text and these can be easily retrieved for editing purposes. It means that the contextually specific text that is linked to a specific audience is still present but it is concentrated in a known sub-section and not scattered throughout the course materials. 

Wrap-around study guides

This approach has been used extensively by distance education institutions as a method to develop print or multi-media learning resources. It is a favoured device that can be used to link free-standing chunks of materials into a coherent learning experience. A separate study guide is the ‘voice of the course team’ and it narrates the purpose and outcomes of the course and points learners towards pathways through the course. The same material can be used by developing a different study guide that is linked to the needs of different target groups.

Threaded through – the conferencing and web site approach

Study guide-type resources can be located on web sites for courses that make use of web sites. Where conferencing is used as a major approach in a course it is possible to direct the learners to the free standing learning resources on the web site. It is easy to change or replace the learning resources on the websites in response to different outcomes, needs and new developments.

Assessment as the driver for learning

The assessment activities usually drive the learning process. It is possible to set assessment tasks that encourage learners to engage with specific resources and it is through the assessment activities, marking criteria and feedback from tutors that specific course themes and outcomes can be emphasised.

There are obviously many benefits to designing courses for reuse and versioning but there are also potential disadvantages. An enduring challenge is to avoid the pitfalls of seeing a course as a set of fragments rather than a coherent dialogue. Mechanisms must be found to create coherence and avoid a reductionist approach to designing courses. Another obstacle may be that authors are reluctant to spend additional time pre-specifying all the elements in the learning resources in terms of chunks of a particular design and size. Authors may also be reluctant to learn a ‘new authoring’ language. But whatever challenges these new approaches bring, they do have the potential to make available and accessible unlimited resources.

4.0 Strategies for building capacity

In a holistic view of training and development there has to be shared responsibility of three partners: the organization, the training provider and the learner. 

We envisage the following target groups for training and development.
Primary groups

Core Team

The core team must be seen as the people who are going to be looked upon as a curriculum support team and they must be involved in the entire process from beginning to end. Members will be drawn from the curriculum managers of colleges as well as people from the multi-purpose learning centres. The Core Team will be expected to:

· Help the writing teams to plan the writing of their materials. 

· Distinguish what makes good and unacceptable learning materials

· Be able to give advice on how to create good learning materials

· Orientate and lead the writing teams 

· Provide ongoing motivation and support (including advice and feedback)

· Monitor and check on writers’ progress

Attributes of core team:

· Educators, with a thorough understanding of the process of learning, and insight into what makes good learning materials. 

· Understanding of the process of learning through materials

· Sound grasp of curriculum issues

· Mentoring skills

· Skill of giving constructive and helpful feedback

· Other leadership skills such as people skills and communication skills

· Computer skills and email literate

Time commitment of core team:

The core team is expected to be intensively involved in the project from start to finish and they will need dedicated time in order to complete the various activities. It is envisaged that they will probably need about two days a week for the duration of the project. It may also be necessary for them to be available for an intensive training intervention of some two or three weeks in Phase Two.

Materials writing teams 

It will be necessary to put together various materials writing teams throughout the project. The roles listed below would be present in each of the writing teams established. Decisions on how these roles will be represented in each of the writing teams will be made based on available capacity.

· Curriculum design (Core members who are curriculum generalists can work with subject specialists to develop the curriculum of the programme(s) earmarked for materials development)

· Content specialist (Lecturers would probably be content specialists and they would make contributions according to their capacity)

· Instructional design (Educators who are able to write learning materials. It may be possible to train some people to take on this role. On the other hand it may be necessary to bring in this kind of expertise)

· Editing (This is a specialized role and it may be necessary to outsource it)

· Managing the materials development process (Core team members would be responsible for coordinating the writing team activities and for providing ongoing support.

Secondary groups

The ultimate users, namely the students, require orientation and training in acquiring specific skills to be able to use materials optimally. Lecturers also need induction in how best to use learning resources with their students. It is our intention to plan and implement some initial training especially during phase two when we will be piloting some of the materials with lecturers and students.

At SAIDE we have used various strategies and methods in our professional development and capacity building initiatives and have learned what works and what is not effective in helping people to improve their practice. By strategies we mean a planned approach that incorporates a range of methods, such as workshops, practical on the job activities, online activities, mentoring and peer group support. It is always necessary to use a combination of methods in the best way possible to increase the likelihood that people will learn suitable skills. A short description of several methods gives an idea of the approaches that may be possible.

Workshops 

Workshops remain a popular method through which people develop their knowledge and vocational competence. Referring to workshops, Rowntree maintains that ‘they are not a vehicle for the transmission of information but for the thinking through of ideas or practising of competencies and for the sharing of individualised feedback.’(Rowntree, D. 1998). Workshops that have been successful in helping people to develop specific skills and that enable people to acquire in-depth competence and confidence are those that have paid attention to the following factors:

· The timing of the workshop coincided with the immediate needs of staff;

· Direct work relevance that makes the transfer to real work situations easier;

· Workshops that were followed by immediate on-the-job practice resulted in consolidation of skills.

Workshops as isolated events have limited impact. When they are planned as part of a comprehensive and holistic staff development strategy it is possible to optimise their effectiveness. For example, a sustained programme of workshops can be developed that aims to develop key competences. For this training to have maximum impact on the work situation there has to be a high work transfer correlation. Thus interspersing workshops with on the job training activities can be a successful way of consolidating learning and developing in depth competence. This is the approach we plan to adopt in the project.

On the job training

Learning on the job is what most people do anyway mostly in an informal and self directed way. There is usually a high level of motivation on the part of the learner because of the strong linkage to real work needs and organizational realities. Organizations use a variety of informal and formal or structured methods to train staff on the job such as:

· Training by instructors who provide supervised practice in a particular skill or set of skills and who take control of and direct the learning process. This is often a show and tell intervention of short duration (a few hours or days).

· Coaching by a competent person who may or may not be a line manager. A coach focuses attention on the results of the task or job and the support is of a longer duration. Ownership of the learning process is often shared and opportunities are provided for the learner to practice the required skills in order to achieve identified results. Feedback plays an important part in this type of training.

· Mentoring by well trained mentors who are able to provide ongoing development to an individual learner. The locus of control in the relationship usually resides with the learner. The mentor is the critical friend who listens and questions to encourage the learner to deepen their understanding of the issues and to broader their perspective. The focus is on changed practice rather than the development of short term skills.

· Resource based learning. A wide variety of suitable learning resources such as books, handbooks and manuals, tips and guidelines, case studies, audio and video tapes, and computer based learning programmes including online learning makes it possible to offer people a wide range of learning opportunities. These methods can be used to great effect either informally or in a structured capacity building approach. 

· Online learning. Terms such as online learning, e-learning, Internet learning, distributed learning, networked learning, tele-learning, virtual learning, computer-assisted learning, computer mediated conferencing (CMC) and Web-based learning reflect the diversity of practice and technologies used to create a range of  learning environments.

· Peer support. This is probably a support system that is frequently underutilised. Apart from helping to sustain motivation levels, which is particularly important when embarking on materials development, peers can also help each other to improve their practice through regular critical reflection and discussion. 

Mentoring

Mentoring can be described as:

a nurturing process in which a more skilled or more experienced person, serving as a role model, teaches, sponsors, encourages, counsels, and befriends a less skilled or less experienced person for the purpose of promoting the latter’s professional and/or personal development. Mentoring functions are carried out within the context of an ongoing, caring relationship between the mentor and protégé.

(Anderson, 1987)

Mentoring can take a wide range of forms and means different things to different people. Emerging from varied experiences is a growing body of evidence that mentoring can be an effective and increasingly popular way to develop personal, professional and collective skills. However, not all mentoring necessarily results in improved practice. The following elements seem to be characteristics of those mentoring relationships that have been successful in helping individuals develop their competence within a working environment.

Organizational readiness

· An environment which fosters learning

· Clear mentoring programme purpose

· Mentoring programme embedded in the organization

· Demonstrated commitment by management of the mentor programme

· Recognition system for mentors and mentees

Selection of mentors

· Interpersonal skills of the mentor

· Appropriately matched mentors and mentees

Training of mentors

· High quality training for mentors using reflective and experiential techniques

· Mentors trained in reflective interviewing

Quality of the mentoring relationship

· Voluntary participation by both mentors and mentees

· Clear expectations of mentors and mentees

· Needs of both mentees and mentors are met

· Effective support mechanisms

· Clear confidentiality guidelines

· Mentor availability and accessibility.

Generally mentors are responsible for providing the necessary support to mentees in the workplace. This support can incorporate the following:

· Develop together with the mentee a clear understanding of the nature of the support expected from the mentor and what the mentee is responsible for

· Meet regularly with the mentee to review progress made in a particular project or task

· Act as a ‘sounding board’ to assist the mentee to reflect on what is being learned and to clarify the mentee’s understanding of emerging issues

· Provide the mentee with relevant advice and support 

· Assist the mentee to identify appropriate network contacts

· Assist the mentee to establish workplace support for any project work. Support could be sought from other people connected with the project, specialist departments within the workplace including curriculum and flexible/open learning departments, local area practitioners and other relevant workplace personnel.

Study visits/institutional placements

The purpose of study visits and institutional placements is to observe best practice in institutions involved in developing learning materials and which make extensive use of learning materials in their learning and teaching strategies. Such development activities can be particularly useful in building capacity quickly in specific areas and encourage staff to become actively involved in their own development. Experiences of study visits in the region show that

· Longer-term placements, e.g. not less than two weeks, have the greatest potential for getting development return on the investment of money and time. The logistics of managing short study visits of a few days are cost and time intensive and often do not give trainees enough time to acquire the expected knowledge and the skills. 

· The screening of host institutions is a vital planning activity. It would be cost effective to get first hand information through an on site visit about what the institution can offer and who would be in involved to support the prospective trainee(s). Matching the right institution with the right trainee is often quite difficult. Identifying the right time for the placement is crucial to its success.

· Factors that previous participants in placements and study visits considered enabling included:

· having clear objectives for the visit that were directly relevant to the work context and that were focused and achievable;

· having a well-designed programme of activities;

· the support offered by the host institution and the ability of trainees to get involved in meaningful activities during their stay;

· the documentation of details about the experience of trainees in the form of carefully structured reports; and

· the ability to put into practice their newly found skills upon their return.

Study visits and institutional placements are collaborative ways of building capacity and could be harnessed with great effect to benefit both the trainees and the host institutions. This could be an option to explore when we design the training programme for the core team.

A combination of workshops, peer review, work related activities, mentoring methods and institutional placements in concert can help to consolidate knowledge and skills within the work environment. There is a high level of motivation for people to become involved in improving their practice because they are not left to their own devices but are supported throughout to work on identified tasks that they have to complete as part of their normal work outputs.

A crucial step in staff development is identifying who should be trained, what their needs are, and what the training should consist of given the opportunities and constraints that exist in a particular context. Any staff training and development strategy that ignores contextual realities is doomed to failure. We should not only view our context as a given that requires an appropriate set of responses but also as a challenge that can inspire new questions and innovative reactions. 

Developing the capacity of people within the present climate of transformation demands an ability to keep an eye on the bigger picture, to reflect on and analyse critically what is taking place and to identify the implications for any staff development and training programme or initiative. There is also a need for a flexible approach that makes it possible to be responsive to emerging needs. [image: image3.png]



� The core team is comprised of selected individuals who will be involved in the entire materials development process. It is envisaged that the ongoing training and development of this team will provide the province with a critical mass of people who can play a vital role in supporting materials development.
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