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Objectives and method

This report sets out the findings of our baseline research for the VocMat 2 project, a
Transfer of Innovation project funded under the Leonardo da Vinci strand of the EU
Lifelong Learning Programme 2007-13. The project builds on the successes of
VocMat 1 — a Leonardo Pilot Project — and aims to develop the innovation created
through VocMat in its pilot phase further and transfer it to new partner countries
Spain, Malta and Turkey.

Project objectives

More specifically, the project’s key objectives are to:

Further develop and adapt results to the new countries and make them available
to their tourism and related sectors;

Provide accreditation for learning achieved through the VocMat system;

Deliver innovative training products, procedures and processes in all partner
languages; and

Share best practice between tourism organisations across Europe.

Training modules are developed by the Research and Development Group and
delivered through a virtual learning environment using the Blackboard educational
platform. The Pilot Group, which involves the target group and potential users, has a
key role in testing results and exchanging best practice. During its pilot phase
VocMat built up a robust partnership and good partnership working is also an
important aspect of this current project.

The baseline research

The baseline research is part of the overall evaluation framework. This initial
research was about identifying the areas where the project aims to make a
difference and assessing if the processes that are in place and activities partners
have planned are suitable for achieving objectives. Figure 1 below shows the
relationship between the questions we identified for the baseline research to answer
and the research questions the evaluation will need to address for each evaluation
topic:

Figure 1 - Research questions

Evaluation topic Research question Question for baseline

la Were the needs of the target | What are the needs of the
Addressing needs group addressed through the target group in terms of

of the target group VocMat model? availability of and access
to training?
1b Have the materials been What are the market
successfully adapted to the needs? What plan is in

needs of the wider partnership? | place to adapt the model?
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(relevance to the needs of the Can we expect the plan to
market place) do it effectively?
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1c What are the approaches Is a suitable system in
being used to disseminate and | place for dissemination?
what lessons can we learn?

2a What progress is the project | What was the situation at
Accreditation making towards providing the start of the project?
accreditation?

3a How well are the VocMat What plan is in place to
model and modules being customise results? Can we
customised for all partners and | expect the plan to do it
beneficiaries? (language/ effectively?

references/ terminology)

Customising project
results

4a How much sharing of best What plan is in place to
practice has been done? share best practice? Can
we expect the plan to do it
effectively?

Sharing best
practice

4b What have project partners | No baseline
learned from it?

The key sources of evidence were the VocMat 2 research report’, the original
project application, the project coordinator and the milestones chart. For the
research report VocMat partners undertook:

Desk research including an update of a previous academic literature review and
a review of existing programmes and strategies in partner countries;

An online survey of contacts from a variety of organisations across the public
and private sector on the VocMat database and partners’ own networks — this
resulted in 98 responses; and

Focus group discussions in Catalonia, Italy, Malta and Turkey with
representatives from a wide range of public and private sector tourism
enterprises and industry organisations.

Drawing on these findings, the baseline research also takes into account some
issues the evaluation of the VocMat pilot project highlighted:

The need to further develop training contents and the model’s flexibility;

Finding the right balance between distant and face-to-face contact between
learners, also between learners and support staff;

Disseminating the project's strengths and successes effectively to get buy in
from users and employers;

Ensuring a better balance of workloads among partners.

! Dr Cathy Guthrie Addressing training and development issues in European tourism management:
VocMat 2 research report, May 2008
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Research findings

In this section we have assessed the needs of the target group in terms of the
availability of and access to training of the type being developed by VocMat. We look
at the activities that are planned to meet these needs and assess whether they are
likely to be successful.

Addressing the needs of the target group

Skills levels

People who responded to the survey or took part in focus groups rated their skills
levels in most subject categories - that is the existing and potential VocMat areas -
as either poor or very poor and their training needs were correspondingly recorded
as either great or very great. Figure 2 below shows the percentages of respondents
whose ratings fell into those categories:

Figure 2 - Current skills levels and training needs — Existing modules

Existing Modules

Stategic management *

. . 73.7
Tourism marketing

Human resource 72
management 45

61.8

Operational management 185

0 10 20 30 40 50 60 70 80 920

‘El Current level (% rating very poor or poor) B Training need (% rating great or very great) ‘

Source: VocMat 2 Research report

Strategic Management was identified as the area most in need from the current
offer. It had already been rated similarly in the initial research for the pilot phase of
VocMat. All four of the existing modules scored highly in the survey in terms of need.
Operational Management had the fewest respondents rating their current skill levels
as poor or very poor. Respondents felt their skill level in the other three areas was
worse.
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Figure 3 Current skills levels and training needs — New modules
New Modules
Enterprise and 75.4
innovation 52.6
Globalisation and 71.9
international business 71.2
. . 69.6
Sustainable tourism 41.9
Tourism destination h 66,6
development 44.
Project management # 64.9
Heritage and culture 307 56.4
Financial management 23.7 54.4
\ [
0 10 20 30 40 50 60 70 80
@ Current level (% rating very poor or poor) B Training need (% rating great or very great) ‘

Source: VocMat 2 Research report

In the areas identified for possible future development, over 75% identified
Enterprise and Innovation as the greatest training need, closely followed by
Globalisation and International Business. Financial Management and Heritage and
Culture were least in demand. There is a direct correlation between demand for
modules and the rating that respondents gave to their own skill in these areas.
Globalisation and International Business was particularly felt to be an area of poor or
very poor current skill (71%).

Access to training

A number of barriers to accessing the training were identified in the research. As in
the research for VocMat 1 these include combining family commitments and training,
and a lack of online training for tourism managers - or perhaps not sufficiently well
developed online training. Half of online respondents to the survey said that
employers would often or always pay for training and a similar number said that they
could undertake training during working hours. Focus group results echoed these
findings. Concerns about making or being allowed time for training had also been
raised in the feedback from participants in the VocMat pilot project.

As far as distance learning is concerned the highest demand was for distance
learning with an element of face-to-face delivery — in the form of short one day
courses - and the group highlighted the importance of some human contact
throughout the learning process.

The project participants have an expectation that VocMat should provide tourism
industry-related qualifications and opportunities to exchange best practice with
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European colleagues. So these are the elements that potential participants would
value highest among the attributes of VocMat training.
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Means of addressing demand

VocMat is set up specifically to address the needs of learners as identified above
and has been developed from extensive research and experience in working with
work based learners in a number of European countries. A key aspect of the
VocMat model is the use of transnational working
groups which represent and have close links to
the target groups in the different countries. These
groups feed into the process of developing
targeted training in a number of different ways
and the VocMat curriculum is developed directly
in response to training needs assessments.

e
Training delivery is designed to meet the needs of {(w !“
learners and be an effective way of achieving ‘
increased skills while being in a range of working and learning environments.
Delivery combines both online and face-to-face methods and also has to contend
with delivery in countries across Europe. The VocMat model brings together
participants for induction sessions so there is an important social element to the
course initialisation and we know from research that learners themselves value this
interaction above other parts of the VocMat programme. Yet it is difficult to build in
further opportunities for interaction because of time scales, distance and cost. New
delivery formats are developed in response to needs as they arise and are
discussed through the R&D Group.

Conclusions

The VocMat 2 project is based on the training needs assessment exercise carried
out at the start. This confirmed the findings of the VocMat pilot project as an
appropriate suite of qualifications and methods. From this the Strategic Management
module has been carried forward for delivery to a new set of pilot group participants
in different countries and a new Enterprise and Innovation for Tourism module is
being developed as a priority subject.

The whole process is supported through the monitoring and evaluation work
package that seeks ongoing feedback through various user groups. Plans include
testing the VocMat model through a controlled transnational pilot group enabling
modifications to the programme and milestones in response to feedback. A range of
tools are used to create a sense of community among the VocMat groups including
induction sessions, discussion boards and scheduled online chats which allow social
interaction and the sharing of best practice.

Addressing market needs

What are the market needs?

Earlier research in the development of VocMat included a detailed review of
academic literature on the way that training is delivered. This review could not
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identify any comparable models to that of VocMat confirming that the programme is
genuinely innovative. The initial research among partner countries identified a
similar lack of provision for flexible and accessible training that led to recognised
qualifications and aimed at those already in management positions within the
tourism industry, both public and private sector. And discussions with individuals
working in the industry confirmed that although the education systems and
qualification frameworks in different countries vary considerably the needs of
employees are common across Europe.
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The basic need for this form of skills training seemed to be uniform. Interestingly the
initial VocMat research showed that although it continues to be important for new
employees to have tourism related experience rather than qualifications, 87% of
respondents said it was important or very important that new employees should
have both.

Adapting the VocMat model

After the success of the VocMat pilot project the different transnational working
groups were widened to include partners in new countries: Spain, Malta, Italy and
Turkey. The Research and Development Group’s role includes confirming the
findings of the VocMat pilot projects are relevant to the countries in VocMat 2
through further consultation and focus groups. New partners will follow the same
needs assessment and feedback process with their participants and will then select
delivery methods and tools which meet the identified needs of individual countries
and are therefore specifically targeted.

The inclusion of new partner countries in the project allows the R&D Group to
continue its work concerning the suitability and adaptability of the VocMat delivery
model as a pan-European approach to approving management skills that has wide
acceptability. The R&D Group is also responsible for developing marking schemes
so that the award process is transparent and opens the prospect of accreditation
across a range of national training systems.

Conclusion

VocMat partners place great importance on making sure that target markets are
reflected in the pilot groups. This enables the partners to reflect market needs very
accurately and identify and deliver changes in the methodology. So as a practical
outcome maintaining the number of participants in
the VocMat groups is an important indicator.

There is a range of quality management tools
across the programme that seem suitable for
ensuring that the planned activities are carried out
and that those responsible for delivering report to
the partners on a regular basis. Roles and remits
among partners are clearly defined and the
reporting structures are highly developed. Behind
this is a very detailed milestone plan that sets out a clear timetable for activities
related to the delivery plan, including model revision between November 2008 and
January 2009.
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Dissemination of results
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The project has a dedicated Valorisation Group that in turn has adopted a detailed
plan. Partners are communicating the project's success to potential end users,
decision makers and industry bodies through methods such as:

Seminars;

Forums and discussion boards;

Email campaigns;

Presentations and attendance at conferences;
Leaflets;

Press releases; and

Research and progress reports that are published.

Much of the VocMat project documentation is available online and information is
widely disseminated through its website. The project’s valorisation plan is detailed
and involves all partners. Although ambitious it includes an achievable allocation of
responsibilities and time to carry out the various tasks and the milestones plan
allows clear monitoring of progress towards objectives.

Accreditation

In this section we aim to look at what the partners are trying to achieve and whether
the activities are likely to meet their targets.

Accreditation through VocMat 2

An objective of the VocMat partners is to gain an umbrella accreditation from an
educational body at European Union level in this second phase of the project
although partners realise that this is very ambitious as the development of cohesive
accreditation systems across Europe is still in its early stages.

The aim is to provide transparent and transferable qualifications that are recognised
by learners and employers throughout Europe. Related to this is the production of a
standard methodology for a marking system that will allow individual national
accreditation bodies to see clearly how the awards are made and in turn these relate
to their own systems.

Accreditation activities

According to the milestones plan the accreditation exercise began in May 2008 and
a range of professional bodies who could be targeted for endorsement was created
and a strategy for seeking accreditation was identified. The aim is to achieve a
European level of accreditation in July 2009 (qualifications and module
accreditation). The Quality management work package assumes greater importance
in this light because it ensures the consistency of assessment and the credibility of
the accreditation process for the VocMat qualifications.
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As no formal activities are scheduled for between May 2008 and July 2009, partners
need to be careful not to let this important issue slip from the agenda, as it is one of
the crucial success factors for the whole VocMat project.
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Customising project results

VocMat aims to customise its modules so we need to look at whether the plan is
likely to achieve this effectively. The module content and supporting materials are
being translated into all partner languages.

An earlier barrier identified was that learners, although they can communicate well in
English and sometimes other common languages, the learning environment is more
intense and it is easier to learn these skills in the day-to-day language of business in
that particular country. This places an additional burden on the VocMat process
because not only is there an additional cost in translation, it makes the comparability
of materials and delivery methods across countries more difficult to verify. To back
this up there will be chat rooms working in English but also national discussion
groups and forums in the native languages of partner countries.

New resources have been allocated to translation to accommodate the language
needs of partners and this is a key learning point. It also means that there will be
increased pressure on the timescales in the milestone plans.

Sharing best practice

An important activity of VocMat is sharing best practice between tourism
organisations, partners and between learners and this happens at a range of levels
in VocMat. The main channels are:

Between project partners through regular meetings and through other internal
communication;

Between pilot group participants through seminars, discussion boards and online
chats; and

With a wide range of tourism and related organisations through dissemination
activities in the valorisation plan.

The responsibility for sharing best practice lies not only with the VocMat partnership
as a whole but also with the individual partners operating at national level. The
mechanisms in place are effective and have been fine-tuned through the pilot phase
and in practice are geared towards the needs of the individuals taking part in each
country. The milestone plan sets out specific activities for sharing of best practice.

Management and processes

In this section we look at whether the management processes and arrangements are
suitable and whether they are likely to result in the project achieving its aims.
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Partnership working
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Some initial research was undertaken using the Hall Aitken Partnership Assessment
Tool that provided responses from most partners. The tool aims to measure the
quality of partnership working looking at five core criteria we have identified:

Structure of the partnership — this is about the way the partnership has been set
up and the extent to which partners understand and are committed to the
project.

Internal dynamics of the partnership — this is about the confidence and trust
partner members have in the partnership.

Management system — this is about the practical management of the
partnership and how it is organised and run.

Communication and information  is about how well the partnership works with
the tourism industry and pilot group.

Value of the partnership — this is perhaps the most important aspect of the
partnership — it tries to identify the added value by working in partnership rather
than individually.

Each of these is broken down into several factors.
VocMat partners scored each factor retrospectively.

The weighted total scores gave a clear picture about

what partners thought about the partnership at the

time of the Malta meeting in March 2008. From the

eight partner organisations that responded, two

thought partnership working had been excellent
overall, five thought it had been good and only one found it satisfactory. Specific
findings include:

Partnership structure - this was rated positively throughout, especially regarding
common aims and common vision;

Internal partnership dynamics - although one partner rated the sense of identity
as poor, all other ratings were positive;

Management systems — these were rated positive except by one partner who
commented that they had not received enough money towards expenses;

Communication and information - ratings were positive throughout; and

Partnership value - attracted no negative ratings.
Management and partnership arrangements

Internal systems such as the financial and administrative systems were already in
place and well tested in VocMat 1 where they had worked effectively as we reported
in our evaluation. Because of restructuring measures within VisitScotland, the lead
organisation changed from Tourist Board training to the parent organisation. The
Project Management Group formally approved this change in March 2008 but this
makes little practical difference to the way VocMat is run.

The final evaluation of the VocMat pilot found that there was an imbalance in
workload and commitment among partners that needed to be addressed to make the
follow on project more successful. The project coordinator’s contribution was more
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important for the project’s success than it should have been and its reliance on
individuals meant that the VocMat became less sustainable and transferable.

For VocMat 2 the challenge was to achieve a balance of workloads and
contributions, especially considering the changes within the applicant organisation.
However, project partners have learned from this experience and introduced clear
formal partnership arrangements for VocMat 2. These changes are likely to make
partnership working more balanced and initial results from the partnership
assessment exercise seem encouraging.

Measuring progress

This section looks at the targets the project is working towards and the indicators
used for measuring progress. In Figure 4 below we have pulled together indicators
and targets from the funding application and the milestones chart.

Figure 4 - VocMat indicators and targets

Indicator Target
Involvement of partners
No of meetings 7 meetings of Valorisation Group

7 meetings of R&D Group
7 meetings of Project Management Group

No of video and audio

conferences
No of dissemination Valorisation plan delivered
activities undertaken Review and increase database: 1000 contacts

representing tourism and other sectors

Email and press campaigns in all partner countries
Website development

24 instances of communication with partners

3 presentations delivered by each partner
Attendance at 3 LdV events

150 seminar attendees at EUTO study visit

All partners trained in delivery process

Involvement of target group members

No of pilot group 3 Seminars/ workshops

meetings attended 4 focus groups
50% attendance at seminar or video conference (induction
seminar/ launch test phase 1)
75% attendance at seminar or video conference (induction
seminar/ launch test phase 2)

No of participants 60 Pilot Group members recruited

across target groups

No of contributions to 6 transnational chatroom discussions

virtual learning 1 transnational discussion board per module
environment (VLE) 1 national/ regional online forum per module
No of modules

completed

Developing results

No of modules ~ Module 2 developed and revised

10
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completed

Accreditation achieved EU-level accreditation achieved
No of supporting
materials produced

Innovative means of

delivery identified

Support through project

No of instances where 6 transnational chatroom discussions, led by subject
support was provided leaders

through subject leaders

Quality management

Quarterly monitoring delivered (9x)
Project Management Group review (7x)
2 test phases and review

Source: VocMat 2 funding application and milestones chart

Bringing together all partners in different groupings seven times during the project
seems reasonable and will ensure partners feel involved and contribute to taking
things forward. No target has been set for using video and audio conferencing but
we can expect that partners use them as appropriate. Some valorisation activities
have clear targets attached, others have not. Some partners may need reminders to
organise press campaigns and similar in their countries.

Targets for involving the Pilot Group also seem appropriate. It is important that the
project monitors actual attendance by and support provided to participants.

No specific targets have been set for the production of materials but this will be part
of completing the modules. And the milestones chart includes suitable tasks and
timescales to ensure the project produces these and customises them for individual
partner countries.

VocMat Impacts

The chart below (Figure 5) illustrates the programme logic behind VocMat and the
relationship between needs, activity, outputs and impacts.

11



Figure 5 VocMat Il impact chart
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Need (baseline)

Activity

Low skills levels in existing
VocMat modules (average 35% of
participants rated current skills poor
or very poor).

Consistent demand for current
VocMat modules

(average 71% identified great or
very great need for these skills)

Poor availability of and access
to training, particularly in online
delivery, materials and rent

Lack of recognised
qualifications

Lack of partnership working
among tourism organisations

Need for support to project
participants

Low utilisation of available
training

Gaps in existing research

Low levels of aw areness and
poor reputation of tourism
industry

J g QGG

Module 2 dev eloped & revised

Access to accredited learning for
those with diffic ulty sourcing full or
part-time education through
difficulties of location

Opportunities for filing identified
skills and know ledge gaps

EU level accreditation achieved

Increased skills levels and
partnership working

Filing identified skills and know ledge
gaps

6 transnational chat room
discussions, led by subject leaders

3 Seminars/ w orkshops

4 focus groups

50% attendance at seminar or video
conference (induction seminar/
launch test phase 1)

75% attendance at seminar or video
conference (induction seminar/
launch test phase 2)

Improved contents and availability of
vocational training (geographically
and in different formats)

60 Pilot Group members recruited

6 transnational chatroom
discussions

1 transnational discussion board per
module

1 national/ regional online forum per
nmodule

% $
%&

Valorisation plan delivered

Review and increase database:
1000 contacts representing tourism
and other sectors

Email and press campaigns in all
partner countries

Website development

24 instances of communication with
partners

3 presentations delivered by each
partner

Attendance at 3 LdV events

150 seminar attendees at EUTO
study visit
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