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Summary

Human resources development plays an important role in the firm by
improving productivity, and hence the competitive advantage of the
firm. The strategic evaluation of human resources development
programs is also important, in that such programs commit a firm's

financial resources for a long period with uncertain results.

In this study, a method is developed to strategically evaluate human
resources development programs. The evaluation method is based
on the capital budgeting process. Capital budgeting techniques are a
common methods of evaluating long term investments in firms.

This study is divided into two main sections. Firstly, a literature study
of the subject of human resources development and capital budgeting



is undertaken. Based on this study, elements to include in the

strategic financial evaluation method are established.

Secondly, an empirical study is conducted to determine whether
South African firms can use the proposed method to financially
evaluate human resources development programs. Using the
proposed method as a basis, a questionnaire was determined and
tested. The questionnaire was applied to a sample of South African
companies, after which the results were reported. Descriptive
statistics as well as advanced statistics indicated the following:

- South African firms do financially evaluate human resources
development programs.

- South African firms can use the proposed method to
financially evaluate human resources development

programs.

In conclusion, recommendations on the strategic financial evaluation
of human resources development programs by South African firms,

are provided.




TABLE OF CONTENTS

ACKNOWLEDGEMENTS

DECLARATION

TABLE OF CONTENTS

LIST OF TABLES

LIST OF DIAGRAMS

ANNEXURES

PAGE

m

xiv



ACKNOWLEDGEMENTS

] would like to express my gratitude to the almighty God for making it possible for

me to produce this works: | would also like to thank the following persons for their

assistance:

1.

Professors P F Venter and A J E Sorgdrager for their continual support

and encouragement throughout my research.

Mrs S Mahlangu for typing this manuscript, figures and tables.

Dr J C Huebsch, for professionally editing the whole dissertation.

My wife, Beauty, for her continual support and encouragement throughout
my period of study.

All other people who contributed towards making this dissertation
possible.

A S DHLAMINI



DECLARATION

| declare that:

“THE STRATEGIC FINANCIAL EVALUATION OF HUMAN
RESOURCES DEVELOPMENT PROGRAMS
BY SOUTH AFRICAN FIRMS”

is my own work, that all the sources used or quoted have been indicated and
acknowledged by means of complete references, and that this dissertation had

not previously been submitted by me for a degree at any other university.

A S DHLAMINI
JANUARY 1999



TABLE OF CONTENTS

Page
CHAPTER 1
INTRODUCTION AND PURPOSE OF THE STUDY -
1.1 Introduction 1
1.2 The statement of the problem 4
1.3 The necessity for the study 6
1.4 The scope of the study 8
1.5 Research methodology 8
1.5.1 Primary Research 9
1.5.2 Secondary Research 10
1.6 Plan of the study 10
1.7 Definition of Concepts 12
1.8 Reference techniques 13

1.9 List of Acronyms 13



CHAPTER 2.

THE NATURE OF HUMAN RESOURCES DEVELOPMENT

PROGRAMMES

2.1 Introduction

2.2 Human resources development programme

2.3 Assessing and identifying training and development needs

2.3.1 A definition of needs

2.3.2 The importance of needs analysis

2.3.3 Types of needs analysis
2.3.4 Methods of needs analysis
2.4 Training and development objectives
2.4.1 Definition
2.4.2 Reasons for writing objectives
2.4.3 Classification of objectives
2.5 Instructional programme design
2.5.1 Introduction
2.5.2 Selecting content
2.5.3 Sequencing content

2.5.4 Selecting instructional strategy

vi

14

15

18

18

21

23

25

28

28

29

30

31

31

32

33

35

vi



2.6 Programme evaluation
2.6.1 Introduction
2.6.2 The nature of evaluation
2.6.3 The purpose or role of evaluation
2.6.4 Approaches to evaluation

2.7 Conclusions

CHAPTER 3
THE NATURE OF CAPITAL BUDGETING
3.1 Introduction
3.2 Definition of capital budgeting
3.2.1 The concept - capital expenditure
3.2.2 The concept - capital budget
3.2.3 The concept - capital budgeting
3.3 The capital budgeting process
3.4 Cash flow analysis
3.4.1 Introduction
3.4.2 The initial investment
3.4.3 Net operating cash flows

3.4.4 Terminal cash flows

vii

39

39

39

41

44

58

60

61

62

63

64

65

67

67

72

73

74

vii



3.5 Capital budgeting techniques
3.5.1 Introduction
3.5.2 Payback period/method
3.5.3 Accounting rate of return (A.A.R.)
3.5.4 Net present value (N.P.V.)
3.5.5 Internal rate of return (.LR.R.)
3.5.6 Profitability index (P.1.)
3.5.7 Conclusions on capital budgeting techniques
3.6 Risk in capital budgeting
3.6.1‘ Introduction
3.6.2 Risk assessment techniques
3.6.3 " Risk adjustment techniques

3.7 Conclusions

CHAPTER 4

THE FINANCIAL EVALUATION OF HUMAN RESOURCES
DEVELOPMENT PROGRAMMES

4.1 Introduction
4.2 Financial evaluation techniques
4.2.1 Cost-effectiveness analysis

4.2.2 Cost-benefit analysis

viii

75

75

76

77

78

79

80

g1

82

32

83

84

86

38

39

90

91

viil



4.2.3 The return on investment
4.3 Human resources development programme costs

4.3.1 Introduction

4.3.2 Cost in human resources development

4.3.3 Costing systems in human resources development
4.4 Benefits in human resources development programmes

4.4.1 Introduction

4.2.2 The nature of benefits

4.5 Proposed model on the financial evaluation of human resources
development programmes

4.5.1 Introduction

4.5.2 Proposal generation

4.5.3 Review and analysis

4.5.4 Decision making

4.5.5 Implementation

4.5.6 Follow-up

4.5.7 The assumption underlying the proposed model

4.6 Conclusions

ix

91

93

93

93

96

106

106

106

112

112

114

115

116

117

117

118

118

ix



CHAPTER 5
EMPIRICAL INVESTIGATION
5.1 Introduction
5.2 Sample design
5.2.1 The definition of the population
5.2.2 The identification of the sampling frame
5.2.3 The size of the sample
5.2.4 Sampling procedure
5.3 Survey design
5.3.1 Introduction
5.3.2 Questionnaire design
5.3.3 Data collection procedure
5.3.4 Validity and reliability of measurement
5.4 Data analysis
5.4,1 Introduction

|
5.4.2 The inspection procedure
5.4.3 The editing process

5.4.4 The coding procedure

5.4.5 Transferring the data

120

121

121

122

124

125

125

125

126

129

130

134

134

136

138

138

139




5.4.6 Preliminary data analysis 139

5.4.7 The search for relationships 149
5.5 Conclusions 160
CHAPTER 6.

SUMMARY, CONCLUSIONS AND RECOMMENDATIONS

6.1 Summary 161
6.1.1 Introduction 161
6.1.2 Literature review 162
6.1.3 The empirical research 170
6.2 Conclusions 172
6.2.1 Chapter one 172
6.2.2 Chapter two 172
6.2.3 Chapter three 173
6.2.4 Chapter four 174
6.2.5 Chapter 5 175
6.3 Recommendations 177
6.4  Further research 179

6.5 Conclusion 179

xi



LIST OF TABLES

Table 2.1  Purposes of conducting HRD evaluation

Table 2.2  Measuring techniques appropriate to Hamblin’s model

Table 2.3  The relationship between the terminology used in
evaluation by different authors.

Table 3.1 Cash flow estimates for HRD programmes

Table 3.3 Comparative usage of capital budgeting techniques

Table 3.4  Risk adjustment methods used in a other countries

Table 4.1 Financial methods used to evaluate HRD programs

Table 4.2  Estimation of costs and benefits

Table 4.3  Kearsley’s classification of training and development costs

Table 4.4  Phillip’s classification of training and development costs

Table 4.5 A detailed Phillip’s cost classification on account of
process/functional categories

Table 4.6  Bramley’s classification of training and development costs

Table 4.7  Fitz-enz’s costs classification

Table 4.8 A summary of decision rules used in capital budgeting

Table 5.2 A summary of the content and format of the questionnaire

Table 5.3  The Cronbach’s Alphas for Section A and B of the questionnaire 132

Table 5.4  The number of responses per type of business

xii

Page

43

52

56

71

82

85

92

95

97

98

100

101

102

117

129

137



Table 5.5

Table 5.6

Table 5.7

Table 5.8

Table 5.9

Table 5.10

Table 5.11

Table 5.12

Indicates the responses for the different categories of
Section C of the questionnaire

Indicates the responses for the different categories of
Section A of the questionnaire

Responses for the different categories of Section B of the
Questionnaire

A summary of the descriptive statistics of the various
categories of Section A and B of the questionnaire

Indicates the different situations where different motivational
techniques can be used.

The results of the test to establish relationship between
Section A and C of the questionnaire

The relationship between the size of the firm (based on
the number of employees) and the programme evaluation

The relationship between the size of the firm (as indicated by
annual turnover) and the programme evaluation

xiii

140

141

143

146

152

154

157

159



PAGE

20

50

67

104

108

110

142

LIST OF DIAGRAMS

Diagram 2.1 Illustration of the training needs gap

Diagram 2.2 Hamblin’s evaluation levels

Diagram 3.1 The capital budgeting process

Diagram 4.1 The different phases in the life-cycle approach

Diagram 4.2 Thomas, Maxam and Jones benefits framework

Diagram 4.3 Kearsley’s benefit analysis model

Diagram 4.4 The proposed model to strategically and financially
evaluate human resources development programmes 113

Diagram 5.1 Section A of the questionnaire

Diagram 5.2 Proposal generation — Section B of the questionnaire 142

Diagram 5.3 Review and analysis: Section B of the questionnaire 143

Xiv



ANNEXURES PAGE

Bibliography 180

Annexures 188



Chapter 1 Orientation A S Dhlamini

1. ORIENTATION
1.1 INTRODUCTION

The world economy has during the past decades undergone rapid
and radical transformation. As the 21% Century is rapidly
approaching, firms around the world are experiencing changes at
an unprecedented level and pace (Longenecker, Simonetti and
LaHote,1998:154). Brews (1988:33) provides an interesting
analysis of the unprecedented technological advances that the

present world economy is presently enjoying.

- In the field of manufacturing, there has been a move away
from electro-mechanical manufacturing processes to
computer-controlled manufacturing systems suited to high-
quality, low-volume, low-priced manufacturing.

- In the field on information technology and information

management, the revolution has been equally pervasive.

- In the service sector, there is a marked development of
global markets, facilitated by the parallel appearance of a
global communications network.

Today every firm in every country, small or large is affected by
global competition (Kotler, Armstrong, Saunders and Wong,
1996:3). Firms the world over may develop and maintain a
strategic fit between its goals and capabilities and the changing
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giobal economy.The capabilities of firms may be improved by the

development of human resources.

In this study, companies may be referred to as firms, businesses,

organisations and enterprises.

The South African economy is not operating in isolation and is also
affected by changes taking place within the world’s economy.
South African companies cannot ignore global markets and
competition, for them to be successful. This is so, in view of the
fact that the South African economy has become part of the global
economy. Robbins (1996:26) is of the opinion, that for firms to
succeed in today’'s economic environment, it would be necessary
for them to successfully compete within the context of global

competition.

The Monitor (UCT) study into the country’s global competitiveness
described the local industries as weak, parochial and in a mess
(Lunche, 1995:36). The need for South African industry and firms
to become globally competitive is uppermost, following the
country’s acceptance into world markets {Robertson, 1996:22).

In order for South African firms to be competitive, it may be
necessary, that they commit their resources to human resources
training and development so as to enhance their resources skills.
The improved skills level will enable firms to be able to use the
technology that is available in the global economy. According to
Lindeque and Vester (1992:40), several of present-day winning
nations, in terms of global competitiveness, such as Hong Kong,

2
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Singapore, Taiwan, Korea and Germany, have invested heavily in
their human resources. The skills base, particularly technical
skills, and its continuous upgrading, enables these countries to
maintain their competitive edge. Andrews and Crows (1993:23)
stresses, that the World Competitiveness Report, reports that of
the nine drivers identified as to 14 other industrializing countries,
South Africa is rated the worst, as regards managing the
development of human resources. Section 5.4.6 of this thesis
indicates, that only one percent of firms spend more than twenty

percent of their capital budget on human resources development.

Insight Managing Director Mathews (Efrat, 1996:15) states, that
the solution to increasing our competitiveness, lies in uplifting the
skills of the workforce. The South African Competitiveness
Monitor (1996), which surveyed 46 countries, placed the country
last in people-related issues such as skills and labour productivity
(Efrat, 1996:15). It is further stated by Lindeque and Vester
(1993:17), that in order to gain giobal economic competitiveness,
South Africa needs to establish and enhance a competitive skills
base, particularly technical skills. According to Eager (1996:18),
South Africa spends less than one percent when compared to the
five percent spent by its major partners. The National Training
Board (Eager, 1996:18) argues, that a dramatic increase (four-to-
five-fold) needs to be made in amounts spent on training.

To summarize, it may be necessary for South African firms to
commit their scarce financial resources to skills enhancement in

order for them to be competitive in global markets. The question
3
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arises: how can South African firms evaluate the decision as to
whether they have to commit financial resources to their skills

upliftment of their human resources?

This thesis will attempt to find answers irrespective of methods
that should be used to financially evaluate and select long-term

investments into skills upliftment.
1.2 STATEMENT OF THE PROBLEM

In order for South African firms to be competitive, they have to
make strategic plans that involve long-term planning. Investments
in human resources development by firms, represent a long-term
commitment of scarce financial resources. According to Gitman
(1994:304), because long term investments are a sizeable outlay
of financial resources that commit a firm to some course of action,
procedures are needed to analyze and select them carefully.
Human resources development programs are capital expenditures,
that are expected to produce benefits over a period longer than
one year. Gitman (1994:305) notes, that some capital
expenditures do not result in the acquisition or transformation of
tangible fixed assets shown on the firm’s balance sheets; instead
they involve a long-term commitment of funds, in expectation of

future returns.

To analyze capital investment projects in which a tangible fixed
asset is involved, firms mostly use the capital budgeting process.

Few attempts have been made, especially by South African firms,
4
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to use a capital budgeting process to evaluate projects that do not
involve a fixed tangible asset, such as human resources
development programs. Correia, Flynn, Ulana and Worimald
(1993:314) describe capital budgeting as a process which involves
the analysis and evaluation of investment projects, which normally
should produce benefits over a number of years. Further, Correia
et al (1993:342) states, that it may be more difficult to apply capital
budgeting techniques to projects such as staff development, due
to the inherent difficulty in quantifying the future benefits of such
projects. In chapter five of this thesis, it is indicated that firms may
use capital budgeting techniques to evaluate human resources
development programs.

In this study, a method will be developed that is based on the
capital budgeting process in order to evaluate human resources
development programs. Using the method as a guide, the existing
strategies used by South African firms to financially evaluate their
human resources development programs, wili be determined.
Once the existing strategies have been investigated, it may be
established whether the model designed in this study, can be used
by South African firms. Valuation in this study will be regarded as
the process that leads to judgement about the worth of programs.
Regarding the term “program®, Lee and Sampson (1990:157)
states, that a program is a set of operations, actions or activities
designhed to produce certain desired effects or outcomes.

The objectives of the study may be summarized as follows.
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o To develop a method to be used in the financial evaluation of
human resources development programs that are based on

the capital budgeting process.

. To determine existing strategies used by South African firms
to financially evaluate their investments in human resources
development programs, using the proposed model as a

guide.

. To indicate how South African firms can use the proposed
method to financially evaluate their investment in human

resources development programs.

1.3 THE NECESSITY FOR THE STUDY OR RESEARCH

The main reason for the study stems from the importance of
human resources development in improving the productivity of a
firm. Birkenbach and Hofmeyer (1990:19) argues, that firms need
to undergo fundamental changes so as to develop their human
resources more effectively in order to cope with turbulent changes
surrounding them. According to Parsons and Jackson (1989:23)
national productivity is becoming of paramount importance to both
the wellbeing and survival of all South Africans. Crous (1989:3) is
of the opinion, that if South Africa wants to become a winning
nation, productivity and especially labour productivity, will have to
improve at a higher rate than that of our trading partners. The low
investment in human resources development is an important

cause of low productivity in South Africa. Edstron (1997:12) also
6
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supports the idea, that an increase in productivity through skills
upgrading, is required if South Africa wishes to achieve a targeted

growth of six percent and the creation of jobs by the year 2000.

Another most important reason for the study emanates from the
fact, that human resources development programs commit a firm’s
financial resources for a long period, with uncertain results and,
that such resources are relatively scarce. Wakeford (1897:1)
points out, that the scarcity of resources implies, that investment
projects have an opportunity cost and that choices have to be
made, and if training is one form of investment, its profitability
needs to be ascertained, relative to other investments. Archer
(1897.7) furthermore notes, that ftraining investments are
inherently risky, because the monetary returns are highly uncertain
at the time the firm has to decide whether to invest or not. In view
of this, it is therefore, important that capital budgeting techniques
be employed in evaluating investments in human resources
development programs. The capital budgeting techniques are, as
mentioned by Werner and Stoner (1985:372), used to qualify the
investment of a large amount of the firm’s resources and these
have a major impact on the financing of the firm.

Finally, the process of setting-up and identifying the inputs to the
method that will be developed in this study, will have value to
management theory, in that it will provide a far greater
understanding of the factors affecting a decision to commit

financial resources to human resources development.
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1.4 SCOPE OF THE STUDY

The South African company would be the form of enterprise to be
used in this study. In South Africa there are two types of
companies, namely private and public companies (Du Toit,
1990:97).

it was decided to concentrate on companies listed on the
Johannesburg Stock Exchange, as information with regard to such
companies is more readily available than that of other enterprises.
Only those companies listed on the industrial sector, were
selected, as they constitute more than fifty percent of companies
and have a wide spread of different companies. Three listings of
top companies are available in South Africa; two of these are
based on net asset value (Financial Mail and Finance Week).
One is based on performance (Business Times). The Financial
Mail top companies constitute more than fifty percent from the
industrial sector of the JSE. (Financial Mail, 1997). The Finance
Week's top 200 companies also constitute more than fifty percent
from the industrial sector of the JSE. (Finance Week,1996:10).

1.5 RESEARCH METHODOLOGY
To obtain the required information for the study, in order to

achieve the set objectives, use will be made of both primary and
secondary research methods.
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1.5.1 Primary research

A central part of research activity is, according to Churchill
(1992:108), to develop an effective research plan or strategy.
Chisnall (1992:23) and Churchill (1992:108) defines research
design as a framework or plan for a study used as a guide in
ensuring that the information obtained, is relevant to the research
problem. Such a plan or strategy is detailed in chapter five.

v
To obtain the required information for the study a mail survey,

using a questionnaire, was employed. The questionnaire

consisted of three sections.

All the questions in the questionnaire were carefully phrased
statements/questions to which respondents had to respond by
means of a continuous Likert five-point scale. The respondents
were asked to answer each question by crossing the response
option which they perceived, best characterized their firm. The
research instrument was subjected to testing in a pilot study in
order to ascertain whether there were any ambiguities in the
phrasing and format of the questions, and the time required to
compiete the questionnaire. A letter setting out the objectives of
the study, together with a reply - paid envelope, accompanied
each questionnaire. In addition to the pilot study, sections of the
research instrument had been used/tested in previous research
(refer Andrews & Butler, 1986; Bacon, 1977; Gitman & Forrester,
1977; Hertz, 1964; Merville & Tovis, 1973; Parry & Firer, 1990;
Petry, 1975; Petty, Scott & Bird, 1975; Pike & Sharp, 1989; Reeve,

9
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1981; Schall, Sundem & Geijsbeek, 1978) and Stanly & Block,
1983).

1.5.2 Secondary research

A literature study was done to define and describe concepts that
will be used. For the theoretical basis of the study, an extensive
number of literature references will be consulted. These include
theses, research reports, journals and other publications on
research methodology, as well as on financial, marketing and
human resources management. The libraries of academic
institutions and public libraries of city councils will be visited. The
procedure suggested by Guy, Edglely, Arafat and Alten (quoted in
Struwig, 1992:8) will be used to consider pitfalls when assessing
the literature. The following criteria will be used, namely whether

the literature —

- is too elementary,

- is too advanced or too technical. Such literature will be
considered only at a later stage after more reading on the
topic has been done, and

- treat an aspect of the topic to be covered or whether it
contains information already found in other sources.

1.6 PLAN OF THE STUDY

As the aim of the study is to develop a method for program
evaluation, the first section will concentrate on model formuiation.
10
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The second section will address the question of whether South
African firms can use this method to financially evaluate their

human resources development programs.

CHAPTER 1 will deal with the introduction to the study, the
reasons for the study, the problem formulation, the research

methodology used and problems encountered in the research.

CHAPTER 2 will concentrate on the nature of human resources

development programs.

CHAPTER 3 will outline the theoretical aspects of capital

budgeting in an attempt to clarify its application.

CHAPTER 4 will concentrate on the financial evaluation of human
resources development programs. A model on how to financially
evaluate such programs, incorporating capital budgeting, will be
developed.

CHAPTER 5 will provide an overview of the empirical research
methods used in the study in order to clarify data presentation and

interpretation.

CHAPTER 6 will comprise a summary of the important aspects of
the study, a summary of the conclusions reached,
recommendations made, and suggestions proposed for future

research.

11
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1.7 TERMINOLOGY

o Training and development
A planned and systematic development of knowledge, skills and

attitudes through learning experience.

. A program
It consists of a set of operations, actions or activities designed to

produce certain desired effects or outcomes.

) Evaluation
The systematic process to determine the worth, value or meaning

of something.

. A Model
A simplified representation of reality, which has the following
benefits for the user, (Nadler, 1989:5).

- Explains various aspects of human behaviour and interaction
- Integrates what is known through research and observation

- Simplifies complex human processes

- Guides observation

° Investment

It is money spent for a return that will keep being realized in the
future, without further expenditure.

12
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1.8 REFERENCE TECHNIQUES

The Harvard method of reference is used throughout this study to

indicate the sources consulted. A detailed list of sources

consulted, is included at the end of this study.

1.9 LIST OF ACRONYMS

ANOVA
ARR
CIRO
HRD
(RR
MANOVA
DCF
NPV
SA
SPSS
UK
USA

Analysis of variance

Accounting rate of return

Context, Input, Reaction Qutcome
Human resources development
Internal rate of return

Multivariate analysis of variance
Discounted cash flows

Net present value

South Africa

Statistical Package for Social Sciences
United Kingdom

United States of America

13
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2. THE NATURE OF HUMAN RESOURCE DEVELOPMENT

2.1 INTRODUCTION

As a point of departure it is necessary in this thesis that the nature
of human resources development programs be investigated before
a method to evaluate such programs is developed. This is in view
of the fact that the main objective of the study is to develop a
method that could be used to financially evaluate such projects.

In chapter one it was indicated that a definition of a program used
by Lee & Sampson (1990:157) will be used. The definition states
that a program is a set of operations, actions or activities designed
to produce certain desired effects or outcomes. The nature of
operations, actions or activities with regards to human resources
development will be explained and the desired effects or outcomes

explained.

In chapter one it was also stated that evaluation could be regarded
as the process that leads to judgement about the worth of a
program. The concept valuation will be further elucidated in
chapter four, which will concentrate on the financial evaluation of

human resources development programs.

To clearly set out the content of this chapter, literature on human
resources development was investigated. To explain the nature of

14
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human resources development programs, the following will be

explained;

- First, the explanation of the concept human resources
development,

- Secondly, the concept needs assessment,

- Thirdly, training and development objectives,

- Fourthly, the design of training and development programs,

- Lastly, the evaluation of training and development programs.

In this study, the explanation of the concept human resources
development, needs assessment, training and development
objectives, the design of training and development programs were
not empirically investigated. Aspects of the evaluation of human
resources development was empirically investigated and the

results will be outlined in section 2.6.

In order for evaluation to take place, it is necessary to explain the
nature of the concept to be evaluated. The explanation of the
concept needs assessment, training and development objectives,
and the design of training and development programs serve, only
to explain the nature of human resources development.

2.2 HUMAN RESOURCES DEVELOPMENT PROGRAMS

According to Gilley & Eggland (1989:3), the term ‘human
resources development’ provides us with clues as to its meaning.

To clearly explain the concept Gilley & Eggland (1989:3) broke it
15
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i

into two components, that is, ‘human resources and

‘development’.

Today’s firms consist mainly of three types of resources ( Gilley &
Eggland, 1989:3};

- physical resources, which are often referred to as, fixed
corporate assets, and consist of machines, materials, facilities,

equipment and parts of products.

- financial resources referred to as the liquid assets of an
organization and consist of cash, stocks, bonds, investments

and operating capital.

- human resources refer to the people employed by the firm,

Two questions should, according to Gilley & Eggland (1989:4), be
asked when looking at the term development,

- What is meant by development of peopie? this refers to the
advancement of knowledge, skills, and competencies, and also

the improved behavior of people within the firm.

- What type of development that really occur within firms? it is the
development that is directed at performance improvement in
order that the organization can benefit; greater efficiency, more
effective competitive practices, and greater profitability.

16
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It is worth noting the difference between training and development
in view of the fact that the two terms are sometimes used together
or interchangeably in most literature on human resources

development.

Armstrong (1989:489) and Buckly & Caple (1995:13) define
training as the planned and systematic  development of
knowledge, skills and attitude through learning experience to
achieve effective performance of a given tasks or job or a range of

activities.

The department of employment glossary of training terms in United
Kingdom(UK) (Bramley,1991:xiv), define training as the systematic
development of attitude, knowledge, skills and behavior patterns

required by an individual to perform adequately a given task or job.

Drawing also from the glossary, development is defined as the
general enhancement and growth of an individual's skills and
abilities though conscious and unconscious learning (Buckly &
Caple, 1995:14).

According to Anthony, Perrewe & Kackmar (1993:324), the
difference between training and development lies in the fact that
training has a narrow focus in that it provide for skills for the
current, job that will benefit the firms rather quickly. Development
on the other hand has a broader scope and focuses on present or
future job, and the benefits can only be measured in long term.

(Anthony et al 1993:324) refer to the terms training and
17
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development as the total structure of the on-the-job and off-the-
job programs used by the in developing skills and knowledge
needed for proficient performance of jobs and career

advancement.

Marx (1986:143) define training and development ‘as any attempt
made to influence the knowledge, skills and attitude of employee
in such a manner that their productivity will be increased and the
enterprise will be enabled to further the achievement of its
objectives’. Hyde & Shafritz (1985:4) on the other hand , note that
training is part of a process of development that advances and

maintains individuals within firms.

Based on above definitions, in this thesis human resources
development will be defined as; those planned operations,
actions, or activities designed for the advancement of
employees (human resources) in the organization to enable
them to function more efficiently or effectively in their current

and future jobs or tasks.

In view of this the words training and development will be used
interchangeably or together to refer to human resources

development.

2.3. ASSESSING TRAINING AND DEVELOPMENT NEEDS.

2.3.1. A definition of needs
As firms are expected to spend a lot of money or invest very
heavily in training and development, it is important that they
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determine before hand if there is the need for training and
development.

Anthony (1993:332) points out that, in order for a firm to ensure
that its training and development programs meet its human
resources needs in terms of skills required, it should systematically
determine its needs for training and development.

Joubert (1995:6) define a training need as ‘a discrepancy or gap
between the actual and required performance of an employee that
can be rectified by training and needs assessment as ‘the formal

process for identifying needs and placing them in order of priority.’

Training needs analysis aim to define the gap between what is
happening and what should happen (Armstrong, 1988:497) or
diagrammatically illustrated as:

Diagram 2.1 - Training needs analysis to follow p. 20
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DIAGRAM 2.1: TRAINING NEEDS ANALYSIS

What is Training gap What should be

Corporate on _ Corporate or
functional results

functional standard
Knowledge or

skills possesses

knowledge and

AC,t-:'jaI i skills required.
performance o

individuals

Source: Armstrong (1988:497) and adapted

The gap (mentioned above) may consist of the difference

between;

- how the firm or function within the firm is performing and how it
should perform.

- what employees know and may do and what they should know
and do.

- what employees actually do and what they should do.

A further definition of a training need in the context of human
resources development is, as suggested by Gilley & Eggland
(1989:197) to think of a need as a gap between the current set of
circumstances and some changed or desired set of circumstances.
The circumstances can be described in terms of proficiency
(knowledge, skills, attitudes, performance or situations). Truelove
(1995:5) notes that a training gap can be said to exist if the
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performance deficiency is as a result of a lack of knowledge or
skill.

The definitions by Joubert (1995:6), Armstrong (1988:497), Gilley
& Eggland (1989:197) and Roscoe (1995:51) all emphasize that;

- aneed is a gap that exists between the current performance
of employees and the expected performance.

- the gap exists as a result of a lack of knowledge, skills and
competencies to perform tasks.

Before any attempt could be made to conduct a needs analysis,
the importance of such an analysis, the importance of such an

analysis must first be explained.

It can therefore be concluded that training and development need
occur as a result of lack of skills required to perform a job.

2.3.2, The importance of needs analysis.

Michalak and Yager ( Gilley & Eggland,1989:198) suggest the
following four major reasons why it is important to conduct a needs
analysis;

- to identify problem areas in the organization: management
must know what the problems are, so that the most
appropriate training is directed at solving those problems.
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- to obtain management commitment: the way to obtain such
commitment is to make sure that the proposed training directly
affects what happens in that managers department or

organization.

- 1o develop data for evaluation: needs analysis make it easy to
evaluate and measure the effective ness of the training

program when it is completed.

- To determine the cost and benefit of training: if management do
a through needs analysis ,they are able to put a cost factor on
the training needs. A detailed discussion of cost and benefit of
training and development will be made in chapter four of this
study.

The major argument as advanced by Schneier, Guthrie & Olian
(1994:66) for conducting a training needs analysis are;

- it promotes a process view of training, in that training is viewed
as a process grounded in the broader context of a general

human resources management system.

- it provides a database to support and enhance other human
resources management functions like recruitment, selection
and compensation. In other words it also helps develop an
integrated human resources management system.

22



Chapter 2 The nature of human resource development A S Dhlamini

- It provides a bottom line, empirical measure for human
resources management operations. [t provides data that can
be used in the justification of funds allocated to human

resources management programs.

As there are different types of needs analysis, it is important that
the human resources development manager must indicate the
type of needs analysis that the firm will conduct. The next section

explains the different types of nheeds analysis.

2.3.3 Types of needs analysis

Authors such as Bramley (1991.9) , Tracy (1984:60) , Van Dyk ,
Nel , Loedoff & Haasbroek (1997:253) and Wexley &
Latham(1985:22) have identified the following types of needs

analysis ;

- Organisation needs analysis:
The focus of such analysis is the total organization and thus
look at organisational objectives, the pool of skills presently
available, indices of effectiveness and the organisational
climate, (Bramley, 1991:9). The primary purpose of
organisational analysis according to Wexley & Latham
(1985:22), is to determine where in the organisation’s training
should be conducted. Van Dyk et al (1997:253) further point
out that “such needs are considered difficult to assess as they
have to be derived from organization development activities
where aspects such as goals, objectives and priorities are

determine”.
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Group needs analysis:

This needs analysis is directed to specific job levels or
categories of employees (Van Dyk et ai,1997:254). This
analysis enables the trainer to identify requirements with
respect to interventions like team building, management
training, small group problem solving and role classification
(Tracy , 1984:61).

Individual needs analysis

The focus of such needs analysis is on how a particular
employee is performing the various tasks allocated to him
(Bramley , 1991:9) . Van Dyk et al (1997.254) consider such
needs analysis to be more specific because the background
knowledge, aptitude, personality, experience, skills of individual

employee is considered.

- Job needs analysis :

[t involves collecting data about a particular job a group of jobs

(Bramley, 1991:9) or to determine the content of training (Van
Dyk,1997:254). Further, the analysis will determine the standard
that are required and knowledge, skills and attitudes expected in

order to achieve those standards. (Bramley,1991:9).

A somewhat different explanation of needs analysis is offered by
Kenny & Reid (Buckley & Caple,1995:71). They suggested three
approaches are in essence more or less the same as the others

mentioned above.
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- Comprehensive analysis:

This is where all aspects of the job are looked at to produce a
detailed record of every task and sub — task that make up the job,
together with the knowledge, skills and attitudes which are

required to perform tasks effectively.

- Key-task anaiysis:

This is concern with the identification and investigation of key or
primary tasks within a job, especially managerial tasks. It is also
used in those jobs that change in emphasis or content and
resulting in the need to identify skills and knowledge relevant to

those tasks, and also standards of performing those tasks.

- Problem — centered analysis:

The focus is not on the whole or all of the critical tasks but on
those aspects of current performance that are below accepted
standards.

A decision has to be made about the method or techniques that
will be used to conduct needs analysis. The different methods of

needs analysis available are explained below.

2.3.4. Methods of needs analysis

According to Gilley & Eggland (1989:200), a considerable number
of ways, strategies and techniques can be used to establish
training needs. Van Dyk et al (1997:257) note that the method

used will depend on the proposed course , the amount and type of
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information required and the ability of the designer of the training
program. A brief discussion of the more common methods used for

conducting a needs analysis, follows;

- Interviews:

Interviews involve asking people questions to find out their
perceptions of problems and their ideas about solutions (Gilley &
Eggland ,1989:200). Interviews are very popular and versatile and
the most common information gathering methods (Van Dyk,
1997:260) and could in some cases be the only technique used to
determine the dimensions of training problems (Gilley &
Eggland,1989:200).

- Surveys and questionnaires:

According to Tracy (1984.63) surveys are used to assess
attitudes, determine the climate of the organization; assess critical
incidents like events or situations, which have a significant impact
on operations, results or consequences. Surveys and
questionnaires can reach many people in a short period of time at
low costs, and without fear of embarrassment or retribution ( Gilley
& Eggland, 1989:203 and Van Dyk et al,1997:259).

- Group techniques for needs analysis:
They involve interviews done in groups in that it permits
synthesis of several points of view, promotes general
understanding , build support for needed training and can in
themselves serve as a form of training (Gilley & Eggland,

1989:205). A number of such techniques are available;
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o Delphi techniques

The technigue involves a group that is formed of experts and
non—experts who do not have physical contact with each
other. Each member provide input and receive the combined
feedback of others member's inputs. The process is
repeated until members reach a consensus on the problem
(Le Roux, Venter, Van Vuren, Jacobs, Labuschagne,
Kritzinger, Ferreira, De Beers, & Hubner, 1996:333).

o Nominal group techniques
This technique was originally developed by Andre
Delbecque and Andrew Van de Ven in 1968 as method for
generating ideas in situations where the participants do not
fully understand or agree upon the nature of the problem or
how to solve the problem (Scotts & Deadrick , 1985:51). ltis
a useful technique for obtaining maximum input from each
member of a group while limiting unnecessary personal
conflict from within (Van Dyk et al , 1997:265). Further,
Scotts & Deadrick (1985:51) point out that such a special
purpose technique is appropriate for elements of a problem
situation , identifying elements of a solution and establishing

priorities.

o Brainstorming techniques
They are a method of getting a number of ideas from a
group within a short period of time {Van Dyk et al,1997:266).
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Brainstorming sessions are used to repress those sensors in
our unconscious which tell us that ideas are unworthy and
hence create a climate in which ridiculous and frivolous
behavior is the norm (Le Roux et al, 1996:325).

- Critical incident techniques:

It is a procedure developed by Flanagan in 1954 for collecting
information about incidents, which have proved critical to the
effective performance of a job. It is useful when constraints on
training time force the trainer to concentrate on critical or vital
aspects of job performance .1t is aiso important when studying
tasks that are not performed frequently or those tasks which
cannot be observed directly because of certain restraints
(Buckley & Caple, 1995:89).

After the training needs have been assessed, the first step, in the
development of instructional programs is the formulation of training
and development objectives.

2.4. TRAINING AND DEVELOPMENT OBJECTIVES

241, Definition

According to Van Dyk et al, (1997:286) , after the needs have
been assessed, identified, verified and placed in some form of
priority, the first step in the development of instructional systems is
to formulate training objectives in performance term.
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Joubert (1996:39) defines a training objective “as a statement of
desired results/performance that should be achieved at the end of
instruction. It must indicate exact and specific standards, required

knowledge, skills or attitude and direction”.

Briggs (1991:80) differentiate between goals and objectives by
stating that goals are general statements what a learner should be
able to do after the instruction is over , while an objective is a
specific statement of actions learner should be able to take in a

real world situation according to real worid standards.

2.4.2. Reasons for writing objectives.
Camp, Blanchard & Huszozo (1986:101) identify the following
reasons for specifying objectives: (also quoted in Van Dyk
1997:287; and Joubert, 1996:40) ’

it limits the task , and removes all ambiguity and difficulties of

interpretation .

- it ensures that measurement is possible , as the trainer is able
to specify the criteria to be used in evaluating the effectiveness
of the program.

- It allows the ftrainer to fully understand precisely what is
required in order to achieve overall training goals.

- It explains the relationship between the learning process and

the behavioral capabilities that are being developed.
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Laird (1985:102) mentioned the following as reasons for writing

objectives, based on the work of Robert F Mager ;

- that trainers who know exactly what is expected of them are

much more inclined to invest energy in pursuit of the goal.

- instructors can better control the stimuli they use on trainees

and can respond better to learner’s reactions.

- management will know what it is getting for its investment

when it has statements of the outcomes.

- the superiors of the trainees have a tool for motivating learning

and for communicating expectations.

- the training and development department can more honestly
evaluate its own achievement.
- can serve as validation of performance standards or as a way

to get standards set where none have existed previously.

With the reasons for writing objectives determined the next step

will be the classifications of objectives.

2.4.3. Classification of objectives.
Joubert (1996:44) classify objectives into two broad categories;
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2.5.

Primary/Terminal objectives

Terminal objectives are broad objectives that must be
achieved at the end of the training and development program(
Van Dyk et al , 1997:288). They are of major importance in
instructional systems in that they give meaning, clarity and
unity to all learning objectives in training program (Joubert,
1996:44).

Derived/Enabling/[ntermediate objectives

This objectives are the subordinate elements of the terminal
objectives (Van Dyk et al, 1997:288). They deal with certain
fundamental understanding, concepts, principles or elements
of skill that are often needed to support the attainment of the
primary objective (Joubert,1996:44). According to Ribbler
(1985:112), enabling objectives are related to and derived
from actual program objectives. Further, that they are not
tested at the end of the training program because they enable
the trainee to perform the tasks defined by the training

program objectives.

INSTRUCTIONAL PROGRAM DESIGN.

2.5.1. Introduction

As was explained in section 2.1 a number of models were

considered for the purpose of designing human resources

development programs. These models included those developed
by Bramley ( 1991.6); Gustfson & Tillman (1991:10); Knick &
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Gustafson (1986:23); Nadler (1989:112) and Rimoszowski
(1981:20).

Once training and development needs have been identified and
the objectives formulated, the next logical step is instructional

design process.

This process involves selecting content, sequencing content and

the development of training and development strategies.

2.5.2 Selecting program content.

The term “content”, according to Joubert (1996:49) refers to the
specific subjects, topics, principles, theories, skills and attitudes
that will form the core of the training program. Tracy (1984:224)
defines content as the subject matter, teaching points and learning
activities that will enable the trainee to perform tasks associated
with a particular job at which the terminal objectives of a training

system are directed.

Nadler (1989:134) provides a model to be used in organizing and
prioritizing program content. According to this model, all the
content relate to objectives and can be organized under one of

four categories:

- Essential;
In this category only those aspects that are essential for the
curriculum must be included, if the learning experience is to

meet the stated objectives.
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- Helpful;
In this category the content that supplements the essential is

included only if conditions and time allows.

- Peripheral;
This category contains those items that may have an effect on
how well the trainee performs the task. It is difficult to

differentiate peripheral content from heipful content.

- Unrelated;
Although as a rule it is not necessary to include in the
curriculum, unrelated content normally arises from outside the
usual design process. Higher authority may feel that if the
content was good for somebody in another organization, then

it must also be included in program content.

2.5.3 Sequencing content

According to Van Dyk et al (1997:315 , proper sequencing of
instructional objectives and teaching points is important, as this
can have a major impact on the efficiency and effectiveness of
learning. Sequencing means, the placing of content in a specific
order to facilitate learning (Joubert, 1996:53) or in what order the
content should be presented to the trainee (Nadler, 1989:137).
Nadler (1889:137), Joubert (1996:53) and Van Dyk et al
(1997:316) provide a number of approaches to sequencing
program content;
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- General to specific;
In this approach the trainee is first exposed to the overview,
and then the content is presented that moves towards the

specific.

- Specific to the general;
This approach is based on the works of Skinner. The trainee is
lead through a series of specific learning experiences to the

end results or the general.

- Concrete to abstract;
The trainee starts with content that is sold or observable

beyond dispute to content that is more complex and abstract.

- Spaced learning;
In this approach the content is split into various components
(modules). The trainee in this approach returns to the job at
stated times and then returns again to the leaming situation,

instead of a continuous learning situation.

- Known to the unknown;
In this approach the trainee begins with materials that is known
or familiar to new material.

With the content determine and sequenced the next step will be
the converting of materials into training strategies.
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2.54. Selecting instructional strategies.

Tracy (1984.244) defines an instructional strategy “as a
combination of teaching methods and techniques design to
accomplish an instructional job and instructional methods as the

basic approach to instruction”.

Van Dyk et al (1997:321) discuss a number of common
instructional strategies available from which an instructor can

choose from;

. The lecture

Buckley & Caple (1995:189) describe a lecture as a talk or
presentation which is usually supported by visual aids in which
information about practices, policies are describe and explained
to an audience. Further, that in a lecture there is little or no
participation by the trainees until they are invited to ask questions
at the end of the lecture,

A suggestion by Tracy (1984:248), which reinforces the description

stated above, is that the most important use of a lecture are;

- to orientate students with respect to rules, policies, procedures

and learning resources .

- to introduce a subject and present on overview of its scope and

its importance.
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- to give direction on procedures for subsequent learning

activities.

- to present basic material as background for the subject .
- to set the stage for discussion, demonstration or performance.

o The conference
The conference is a method widely used to support a lecture are,
and it is a specific discussions about a predetermine topic

conducted according to a specific plan ( Van Dyk et al ,1997:322).

o The case study method

This method is an in- depth group study of a simulated real life or
fictitious situation. It gives the learner the opportunity to apply the
knowledge and principles previously learned to test the ability to
assess a real — life situation, and the opportunity to develop
independent thinking and exchange ideas (Van Dyk ,1997:323).

o The incident method

This method was develop by Pigor and Pigor in 1961 and
represents a modification of the case study method. It is based on
the provision of limited information to the learner about an
organization, which is in the form of a short description of
managerial situation and an incident, which has occurred (Van
Dyk et al,1897:323)
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) Computer based training

Gery (1987:6) cited in Dickelman (1994:127) define computer
based training as “an interactive learning experience between a
learner and computer in which the computer provides the majority
of the stimulus, the learner must respond, and the computer

analyses the responses and provide feedback to the learner.”

According to Tracy (1984:272 ) computer based training is divided

into;

- computer assisted instruction, wherein the student's studies
are completely personalized and depend on the particular
needs and progress of the students.

- computer managed instruction, which involves the use of the
computer to manage training programs to test students and
their progress , to maintain inventories and records in respect
of training facilities and to carry out resources allocation.

. Structured on the job training
On the job training methods invoilves the following ( Stoner ,
Freeman & Gilbert (1995:391);

- job rotation in which employee’s work on a series of jobs over a
period of time to learn a variety of skills.

- internship in which job training is combined with related

classroom instruction.
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- Apprenticeship in which employees are trained under the

guidance of a highly skilled co- worker.

o Off the job training.

According to Stoner et al (1995:392) , off the job training takes
place outside the workplace and attempts to simulate actual
working condition. Further , that this type of training includes
vestibule training in which employees train on actual equipment
and in realistic job settings but in a place different from the one in

which they wiil be working.

. Simulation

A group of trainees engage in an exercise to analyze a case or
simulate some actual performance. It is applied in techniques such
as war games , business simulation , team building exercises and
case problems ( Van Dyk et al, 1997:332) . Lierman (1993:251)
define simulation as a model of any process or activity that
represents the controls , methods , and consequences of human
operator action.

As the purpose of the study is to develop a method that will be

used to evaluate human resources development programs, the
nature of HRD program evaluation must be explained.
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2.6. PROGRAM EVALUATION

2.6.1. Introduction

After determining the specific training and development needs,
designing specific performance objectives that the training is to
accomplish, designing a training program by specifying the content
and a training strategy, the next logical step is to evaluate the
training effort. The first part of this section will explore just what
evaluation means, particularly as applied to training and
development. The second part discusses the role and reasons for
evaluation. The last part a review of the various approaches to

evaluation will be presented.

2.6.2 The nature of evaluation

According to Nadler (1989:40), evaluation is a process and not a
single activity and that there are many models used to design it. It
must be pointed out that in section 1.2. it was stated that
evaluation can be regarded as a process that leads to judgement
about the worth of a program.

Phillips(1987:40) defines evaluation “as a systematic process to
determine the worth, value or meaning of something”. A more
detailed definition of evaluation, which is based on the UK.'s
Manpower Service Commission is offered by Critten (1994:157)
and is “the assessment of the total value of a training system,

training course or program in social as well as financial terms.
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Evaluation differs from validation in that it attempts to measure the
overall cost — benefit of the course or program and not just the

achievement of its laid down objective ”.

From this definition, two most important conclusions are drawn by
Critten (1994:161);

- that the assessment of total value implies an assessment of a

training program’s financial value.

A distinction is made between validation and evaluation,
“Validation is about measuring whether a course has delivered
what it promised in terms of its published objectives. Evaluation is
in making judgement about the effect of putting those objectives

into practice”.

Buckley & Caple (1995:210) also distinguished between validation
and evaluation and goes on to describe two discrete parts of the

validation process, that are intimately linked;

The first part is internal validation which has to do with

whether a training activity has achieved its objectives, in other

words, “did the trainees learn what they were taught?”

- The second part is external validation which aims to discover
whether trainees have applied what they have learned to in
training to the job and whether they are able to perform to the

level expected after training.
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- Evaluation on the other hand is seen as “the process of
attempting to assess the total value of training that is the cost
benefit, and general outcomes which benefit the organization
as well as the value of the improved performance of those who

have undertaken training™.

For the purpose of this study evaluation is defined as the
systematic process of determining the worth or total value in
financial terms of the human resources development

programs.

Before any attempt can be made to evaluate human resources
development programs, it is necessary to explain the purpose or

role of evaluation.

2.6.3 The purpose or role of evaluation

Phillips (1987:33) presents the following as reasons for

undertaking evaluation;

- to determine whether program is accomplishing its objectives.
The program objectives should be measurable, specific and
challenging.

- to determine the cost — benefits of an human resources
development program. This aspect of evaluation compares the
cost of a program to its usefulness or value. Further, this
aspect of evaluation will be discussed in detailed in chapter

four of this study.
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to decide who should participate in future programs: A follow-
up evaluation that determine the benefits of the program and
communicating such benefits to prospective participant and

enable them to decide on their involvement to the program.
to reinforce major points made to the participants.

to identify which participants benefited the most or least from
the program.

to gather data to assist in marketing future programs.

Two most important roles or purposes of evaluation were first
proposed by Scriven in 1967 (Critten, 1994:158), and these are;

Formative evaluation which is concerned with gathering data
or information that will improve the program (Critten,
1994:168) or information that can be used for the
development of new course, the revision of existing ones, or
to eliminate inappropriate or inefficient training (Shell,
1989:165).

Summative evaluation, which is arriving at a judgement about
the programs value from an analysis of its total effect (Critten,
1994:158). This form of evaluation has to do with monitoring
of training with regard to job performance and financial
benefits and costs involved (Shell, 1989:165).
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In this study, it was established that South African firms conduct

human resources development evaluation for all the purposes

mentioned above. The table below summarizes such findings:

TABLE 2.1: PURPOSES OF CONDUCTING A H.R.D. EVALUATION

NO | PURPOSE OR FUNCTION OF EVALUATION PERCENTAGE
(1) Cost benefit analysis 93%
{2) Cost effectiveness-analysis 89%
3) Improve the training and development program 93%
4 Provide feedback to program planners 82%
(5) Gain knowledge of employee skills level 87%
(6) Provide information for performance appraisal 15%
(7) | Placement of employees 36%

SOURCE: Own research

To indicate the relative responses to the different statements, the

strongly agree plus the agree percentage

responses are

combined. A more clearer picture of the resuits can be presented

graphically as indicated below:

Diagram 2.1: H.R.D Evaluation

% Responses

f Z 3 4 5 8

PURPOSES: OR FUNCTION
(Using numbers from Table 2.1)

SOURCE: OWN RESEARCH
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As can be observed from the above table 2.1 and diagram 2.1 ,
firms conduct formative evaluation to improve the program,
provide feedback to program planners and gain knowledge of
employee skills level .Very little of human resources development
evaluation is used for performance appraisal and the placement of

employees.

The results also indicate that firms do conduct a summative
evaluation by doing a cost-benefits analysis and the cost
effectiveness analysis. This kind of evaluation looks at the total

effect of the HRD program of the firm.

264 Approaches to evaluation

In the literature, 2 number of approaches to evaluation are
mentioned. Two of the most popular approaches will be discussed
in this thesis , although no empirical research was conducted to
determine which approach is used by firms. One approach
concerns itself with the different levels of evaluation and the other
look at the concepts of costing, cost—effectiveness and cost —

benefit analysis as it applies to human resources development.

) Costing

These methods are based on the costing of human resources
development programs and to use such costs to compare this
programs. The costs are also compared to the benefits of the
human resources development programs to determine their
financial value. The costs and benefits determined are also used
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to calculate the return on investment of human resources
development programs. Cost—effectiveness and cost-benefit
methods are financial evaluation methods commonly used by most
firms to evaluate their training and development efforts. Such
methods will be discussed in detail in chapter four of this, wherein
the different cost benefit methods will be combined to develop a
strategic financial evaluation model to be used in evaluation of

training and development methods.

o Different levels of evaluation

Phillips (1987:36) noted that the question of what to will depend on
the type of resources program, the organization and the purposes
of evaluation. The following section presents the most popular

evaluation models in chronological order;

* The Kirkpatrick approach

The most well - known and widely used framework for
classifying areas of evaluation was developed by Donald
Kirkpatrick in 1959 , and his model developed a way to
assist in determining what data are to be collected (Phillips,
1987:36) . Kirkpatrick's model outlined four categories of
measures of the effectiveness of training outcomes, and
three assumptions are made ( Alliger & Janak, 1994:219);

- The first assumption is that the steps in the model are
arranged in ascending value of information provided.
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-~ The second assumption is that these levels are positively

intercorrelated.

- The third assumption is that the levels of evaluation are

causally linked .

The four steps or levels represent a sequence of ways to evaluate
programs and as you move from one level to the other, evaluation

become difficult and time consuming (Kirkpatrick,1994:21)

The four levels are (Kirkpatrick, 1994:21);

- Reaction.
Evaluation in this levels measure how those who participate

in the program react to it.

- Learning.
This can be defined as the extent to which participants in the
training program change attitudes , improve knowledge , and
or increased skill as a result of the program.

- Behavior.
This can be defined as the extent to which change in behavior
has occurred because the participants attended the training

program.
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- Results.
This can be defined as the final results that occurred because

the participants attended the program. Results can be
increased production, improved quality, decreased costs, and
reduced accidents, increased profits and return on

investment.

* The CIRO approach.
This general approach to classifying types of evaluation was
developed by Peter Warr, Michael Bird and Neil Rackham in
1970 and has four categories of evaluation
(Critten,1994:179, and Phillips, 1987.39);

- Context evaluation .
This involve obtaining and using information about the present
operational situation (or context) to establish if there is a need

for training and to determine training objectives.

- Input evaluation.
Consists of obtaining and using information about possible
training resources. It also involves analyzing the resources
available and determining how they can be used so that there
is a maximum change of achieving the desired objectives.

- Reaction evaluation
This involves obtaining and using information about the
participant's reaction to improve the human resources

development process.
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- Outcome evaluation.
This involves obtaining and using information about the
results or outcomes of human resources development to

improve future programs.

* The Parker approach.
This approach of evaluation was developed by Treadway
Parker in 1975, and has divided the information on
evaluation into four groups ( Phillips , 1987:37);

- Job performance.
This evaluates the extent to which an human resources
development program has contributed to an individual

improved job performance.

- Group performance.
This determines the impact of the program on a group within
which the participant functions , or the effect of the program

on the organization as a whole.

- Participant satisfaction.
This measures the satisfaction of the participants on the
content of the program, methods of training, and their attitude
towards what has been learned.
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- Participant knowledge gained.
This evaluation determines what facts , techniques or skills
were learned by the participants.

* Hamblin’s approach.
Hamblin in 1974 put together the models proposed by
Kirkpatrick (refer above) and the CIRO approach to develop
a ‘cause and effect chain’ linking five levels of training
effects(Critten, 1994:179);

The chain is: that training leads to reaction, reaction leads to
learning, learning leads to changes in the organization, changes in
organization leads to achievement of ultimate goals (Critten,
1994:179).

Diagram 2.2 illustrates Hamblin’s mode] or approach on pg. 50
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DIAGRAM 2.2: HAMBLIN’S APPROACH TO EVALUATION

-
»|  TRAINING

01 El
Reaction Reactions Effect
02 E2
Learning Learning Effects
objectives
03
Job behaviour E3 i
ObjeCtiVeS Job behavior
effects
04 E4
Organization Organization effects
objectives
0S5
Ultimate value ES
objectives Ultimate value

T

Source: Hamblin (1974:15) and adapted
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Hamblin (1974:15) explained the different levels of the model as

follows;

Level 1: Reaction.

The first effect of a training is the highly complex reaction of
the trainee to the training and reaction is shifting over time.
Since reaction are the first effect of training, reaction effects
(E1) have been entered in the diagram at first level of
evaluation. Reaction objectives have also been entered at first
level of objective setting (O1). There is now a sequence of
activities O1 — T — E1. First reaction objectives are set, then

there is training, then evaluation reaction effects.

Level 2 : Learning

Training is provided so that people learn i.e. acquire the ability
to behave in a particular way. Learning effects (E2) is entered
on the diagram as the second level of evaluation. First,
learning objectives (O1) must be determine to give the criteria

by which learning can be evaluated.

Level 3: Job behavior.

Job behavior effect (E3) is evaluation to find out whether
trainees have applied their learning on the job. To evaluate at
this level, job behavior objective (O3) must first be set.
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- Levels 4 and 5: Organization; Ultimate value

This has to do with studying the effects of behavioral changes
on the firm, and to discover whether training has been
worthwhile in terms of the ultimate criteria by which the firm
evaluates its activities. Level 5 can also be labeled as the cost
— efficiency level wherein the question asked, is:
financial benefits resulting from training, greater than the

financial costs of training?”.

Critten (1994:180) proposes techniques that are appropriate to
each level of the Hamblin model. In this study no detailed
explanation of the techniques is given. The table below will

illustrate such techniques.

TABLE 2.2:
LEVEL

MEASURING TECHNIQUES APPROPRIATE TO EACH

OF HAMBLIN’S MODEL

LEVEL

TECHNIQUES

1. Reaction

Reaction scale following each training session

Reaction notebooks, observer records
End-of-course reaction forms
Post-course questionnaire interview
Repertory grid

Attitude questionnaire

Semantic differential scale

2. Learning

Objective tests

Wiritten essay/oral exam
Multiple choice tests
Learning portfolios

3. Job behaviour

Activity sampling

13. Observer diaries
14. [nterview/questionnaires
15. Appraisal/self-appraisal
18. Critical incidents
4. Organization 17. Indices of productivity/labour turnover
18. Organization culture
19.  Work flow studies
5. Ultimate value 20. Cost benefit analysis
21. Human resources accounting

SOURCE: Critten (1994:180) and adapted
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In chapter 4 this study only the ultimate value level of the model

will be discussed.

* The Bell System approach
A different approach to evaluation was developed by
Stephanie Jackson and Mary Jo Kulp at the AT & T and Bell
System unit in 1979 (Phillips,1987:38). The levels of

evaluation are the following.

- Reaction outcomes
This measures the trainee’s opinion of the training program as
a whole or a specific component, such as content, material,

methods, or activities.

- Capability outcomes
This has to do with what trainees are expected to know, think,
do, or produce by the end of the program.

- Application outcomes
This has to do with what the trainees know, think, do, or
produce in the real - world settings.

- Worth outcomes
This measures the extent to which the firm has benefited from
the training program in terms of money, time, effort or
resources invested. It shows the value of the program in
relation to its costs.
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*

Van der Walt approach
According to Van der Wait (1989:3), training can be

evaluated on the following five levels.

- Before training: that is, evaluation of inputs.

- The training process: that is, have knowledge, skills and
attitudes of trainees improved?

- The result of training in the work situation: that is, are the
trainees performing their jobs better?

- The impact of the training on the organizations operations.

- Social and cultural values.

Van der Wait (1989:3) places more emphasis on the third level of
evaluation,by designing a performance matrix to measure
validation (Van Dyk, et al, and 1897:4865).

Validation, as explained in section 2.6.2, is about measuring
whether the human resources development program has achieved
its objectives. It does not look at making judgements about the
total effect of the program on the firm.

According to Van der Walt (1988:4), the performance matrix is an
aid to identifying performance gaps(refer section 2.2) and thus
also in the determination of training needs. The matrix has the

following components.

- Key performance criteria which are aimed at the objectives of
the job.
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The periodic monitoring of performance.

An eleven-point performance scale.

The present (average) performance of a trained and
experienced worker.

The expected future performance (optimum performance)
which is aimed at.

The lowest acceptable performance.

The performance value which can be expressed in terms of
each individual performance criteria or in terms of the total of
all the performance criteria.

The financial value of each key performance criteria, spread

over the eleven performance levels.

If the performance matrix is used properly, the following benefits
can be obtained (Van der Walt, 1988:7).

It becomes possible to make a prediction of the economic
benefits of performance change, because measurable results
are being measured.

The change in performance can be expressed in financial
value and a cost-benefit analysis could be conducted.

it becomes possibie to determine the financial benefits of a
program before implementation. This makes it easy for
decision-making regarding the implementation of a new
program.
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e Conclusions on the levels of evaluation

The relationship between the terminology used by the different

authors, is summarized in the following table.

TABLE 2.3: A COMPARISON OF TERMINOLOGY USED BY DIFFERENT

AUTHORS
Kirkpatric Warr, Parker 1978 Hamblin Jackson & Van der
K Bird & 1974 Kulp 1979 | Walt 1979
Rackham
1970
Reaction | Context Job Reaction Reaction Input
Performance Outcomes
Learning | Input Group Learning Capability Process
Performance Outcomes
Behavio | Reaction | Participants’ | Job Application Result in
ur Satisfaction | behaviour Outcomes Work
Situation
Results | Outcome | Participants | Organization | Worth Impact on
Knowledge Outcomes Firm
gained
Social
Ultimate cultural
Value Values

SOURCE: OWN RESEARCH

Overall, the common thread among the different evaluation

approaches presented above, is that the value of information

increased from the first level to the last level. An analysis of the
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different levels proposed by the different authors above, indicates

the following.

- Level 1
A measurement of the reaction of the participants to the training
program. The exception is the Parker approach, which
measures job performance, as a result of a training program.
The Van der Walt approach looks at the evaluation of all inputs

to a training program.

- Level 2
Measure the increased skills level as a result of the training

program,

- lLevel 3
Measure the change in behavior brought about by the training

program.

- Level 4
Measure the ultimate value in financial terms of the firm brought

about the training and development.

The difficuity of assessment increases as one moves from the first
to the last level. In chapter 4, on the financial evaluation of human
resources programs, the emphasis will be on the last levels (level
4 and level 5) of the above approaches.
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2.7. Conclusions

In this chapter the concept “human resources development” was
explained as being those planned operations, actions, or activities
designed for the advancement of human resources in firms, in
order to enable such resources to be more efficient job
performances. The difference between training and development
is, that training is concerned with a particular job or task, whereas

development is concerned with the general enhancement of skills.

Human resources development needs are defined as a gap that
exists between the current performance of employees and the

expected performance.

The importance of the types and methods of training needs
analysis are discussed. After the needs have been assessed,
identified, verified and placed in order of priority, the next step in
the development of instructional systems, is to formulate training

objectives in performance terms.

Training objectives are defined as a statement of desired results/
performance that should be achieved at the end of the instruction.
The reason for the writing of training and development needs and
classification of objectives, has been discussed.

The instructional program design is investigated, by first
scrutinizing content selection, then content sequencing, and {astly,
the selection of an instructional strategy.
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The nature of evaluation is investigated by first defining evaluation.
The difference between evaluation and validity is explained. The
purpose or role of evaluating the different levels of evaluation, is
presented in chronological order of development.

The empirical results indicated that South African firms do conduct
a human resources development evaluation.
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3. THE NATURE OF CAPITAL BUDGETING

3.1 INTRODUCTION

One of the objectives of this study, is to develop a method that is to
be used in the financial evaluation of human resources development
programs — a method based on the capital budgeting process.
Before such a method can be developed, it is important that clarity be
obtained irrespective of all the concepts that will be used in this

method.

In chapter two, the concept of human resources development was
explained and clarity of what is meant by the concept “program” was
obtained. It is indicated, that human resources development entails a
needs analysis, the setting of objectives, program planning,
instructional design and program evaluation. It is also stated, that
evaluation is to determine if the program accomplishes its assigned
objectives and to determine the strengths and weaknesses of the
program; also, that programs should be evaluated in order to
establish a database that could be used to demonstrate the
productivity and effectiveness of the human resources development
department. '

The financial evaluation of programs will be discussed in the next
chapter. In this chapter, a clear understanding of the concept “capital
budgeting” will be obtained, in order to establish elements, which wiil
be included in the method to be designed later.
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In this chapter, only aspects of cash estimation, the different capital
budgeting, techniques used by firms, and risk in capital budgeting
were empirically investigated and the results are reported on in
section 3.4.1, 3.5.7 and 3.6.3. A more detailed analysis of results is
given in chapter five. The following procedure will be used to explain
capital budgeting.

- First, the concepts “capital expenditure, “capital budget” and
“capital budgeting” will be defined.

- Secondly, the capital budgeting process will be explained.

- Thirdly, the determination of cash flows will be explained.

- Finally, an analysis of the different evaluation techniques used
in capital budgeting, will be discussed.

3.2 THE DEFINITION OF CAPITAL BUDGETING

According to Horngren, Foster & Datar (1997:781), capital budgeting
IS a decision making tool that focuses on programs whose effects
span over multiple time periods. Further, that capital budgeting
decisions are not based on current accounting period’s income
statement as they ignore the future implication of investigating in a
project.

Human resources development programs are long term projects
whose effects well span over a number of accounting periods. In
making decision with regards to such programs, it is therefore
necessary to use the capital budgeting process.
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To facilitate an exposition of capital budgeting, it is more advisable to

break it down into its major components.

3.2.1 Explanation of the concept capital expenditures or capital

outlay

Gitman (1994:304), and Moyer, McGuigans & Kretlow (1992:368)
differentiate between capital and current expenditures, where capital
expenditures are those outlays of funds by a firm that are expected to
produce benefits over a period greater than a year, whereas current
expenditures are outlays resulting in benefits within a year. However,
according to Levy & Sarnat (1990:18), there is no significant
conceptual difference between the two expenditures, as all of the
firm’s expenditures are made in the expectation of producing future
benefits. Further, Levy & Sarnat (1990:18) points out, that in the
case of capital expenditures, a significant period of time elapses
between an outlay and benefits, hence resulting in the problem of
evaluation and comparing costs, and benefits becoming more
difficult. Hence the conclusion is drawn that many firms apply formal
capital budgeting procedures only to those projects in which one year
elapses between the initial outlay and receipt of benefits.

Gitman (1994:305) identifies the expansion to the level of operations,
the replacements or renewal of absolute or worn-out assets, as
motivation for firms towards making capital expenditures. But, some
capital expenditures do not result in the acquisition of tangible fixed
assets shown on the balance sheet. Instead, they involve a long-
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term commitment of funds by firms in expectation of future results.
Human resources development projects are examples, because such
projects involving long-term commitment funding.

According to Moyer et al (1992:368), investment in employee training
is classified as capital expenditures and evaluated by using the
framework of capital budgeting models. Bierman & Smidt (1984:4)
refer to such decisions that involve large sums of funds and results in
a major departure from what the firm has been doing in the past, as

strategic investment decisions.
3.2.2 An explanation of the concept capital budget

A number of authors define this concept differently. According to
Pinches (1994:240), a capital budget contains estimates of cash
flows for long-term projects. Weiner & Stoner (1995:372) defines a
capital budget as a financial plan reflecting a firm's intended outlays
for long-term assets. Whereas Hartl (1986:198) states, that it is a
schedule of all capital assets proposals found to be acceptable.
Neveu (1985:275) describes it as a set of investment alternatives that
a set of returns associated with each alternative occurring over a
period of time.

From the above definition of a capital budget, it may be
concluded, that a capital budget is a plan detailing a firm’s set of
long-term investment projects and containing estimates of cash
flows of such projects.
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In this study ninety nine percent of the companies investigated,
indicated that the percentage expenditure for human resources
development to the total capital expenditure, was less than twenty
percent. This represents a sizeable amount spent on training and
development. It can, therefore, be concluded, that it is necessary to
properly evaluate the expenditure in respect of the human resources

development.
3.2.3 An explanation of the concept capital budgeting

In analyzing different definitions by different authors, such as Brigham
& Gapenski (1990:261); Chambers & Lacey (1994:166);, Gitman
(1994:304); Hartl (1986:198); Jones (1992:324); Moyer et al,
(1992:368); Neveu (1985:276); Pringle & Harris (1987:299); Ross,
Westerfeld & Jordan (1993:219); Werner & Stones (1995:372);
Weston & Brigham (1981:394); and Brigham & Copeland (1992:299),
a definition of capital budgeting is proposed. That is, capital
budgeting is the process of analyzing, evaluating, planning and
selecting long-term investment projects’ whose returns are expected
to extend beyond one year, to be included in the capital budget.
Such a definition of capital budgeting incorporates all the aspects
mentioned above, with regard to the concepts “capital expenditure”
and “capital budget”.

Finally, Weston & Brigham (1981:394) further points out, that capital

budgeting is essentially the application of the classical proposition
from economic theory of the firm, which state, that firms should
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operate at the point where marginal revenue is just equal to marginal
costs, and marginal revenue is taken to be the percentage rate of

return from the project.
3.3 THE CAPITAL BUDGETING PROCESS

In section 3.2 it was resolved that capital budgeting is a process,
which will obviously have different steps. In the literature (compare —
Gitman, 1994:306; Levy & Sarnat, 1990:19; and Moyer et al
(1992:372), various steps of the capital budgeting process are
proposed.

Proposal generation. According to Gitman (1994:372) and Moyer et
al (1992:372), capital expenditure proposais are made at ali ievels of
the firm and Levy & Sarnat (1990:20) alternatively states, that such
proposals are made by the conjunction with research and planning
units. The head of department of human resources development will
also make proposals for human resources development projects, and
such proposals require large outlays of funds. Levy & Sarnat
(1990:20) further points out, that optimal methods for identifying and
generating investment proposals, differ from industry to industry and
even from firm to firm.

Review and analysis. Gitman (1994:372) states, that investment
proposals are reviewed in order to assess their appropriateness,
taking into account the firms’ overall objectives and plans, and more
importantly, to evaluate their economic validity.
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From the beginning of the proposal, the expected cost and benefits
generated by the project are estimated (Levy & Sarnat, 1990:21) and
then converted into a series of relevant cash flows to which various
capital budgeting techniques are applied so as to measure the
project’'s merit (Gitman, 1994:306). The capital budgeting process is
as méntioned by Moyer et al (1992:374), and concerned primarily
with the estimation of the cash flows associated with a project, not
only its contributions to accounting profits. In view of this, relevant
cash flow estimation and capital budgeting techniques will
subsequently be discussed in detail.

Decision-making. After the relevant cash flows of a project have
been estimated and the various capital budgeting techniques applied
to such cash flows, a decision is made as to whether the project is
economically viable or not. Management must satisfy itself as to
whether acceptance of a project will result in an increase in the value
of the firm. Gitman's (1994:304) accept-reject approach, which is the
evaluation of capital proposals to determine whether they meet the
firm's minimum acceptance standards, is used.

Implementation. Gitman (1992:306) states, that once a proposal
has been approved and the funding allocated, the implementation
begins. In the case of human resources development, stages
mentioned in chapter two begin.

Follow-up. This, according to Gitman (1994:306), involves
monitoring results during the operating phase of the project by
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comparing actual income in terms of costs and benefits, with those
expected. If there are any deviations, action may be taken to correct

them.

In summary, the capital budgeting process can be indicated by the

following model.

DIAGRAM 3.1: CAPITAL BUDGETING PROCESS
Proposal generation

v

Review & Analysis

!

Decision-making

v

Implementation

v

Follow-up

Source: Own research

3.4 CASH FLOW ANALYSIS

3.4.1 Introduction

It was noted in section 3.3, that the capital budgeting process is
concerned primarily with the estimation of cash flows associated with
a project. Gitman (1992:308) classifies such cash flows into two
patterns, such as conventional cash flow patterns, which consist of an
initial outflow, followed by a series of inflows, and also non-
conventional cash flow patterns, wherein an initial outflow is not
followed by a series of inflows. According to Correia, Flynn, Uliana &
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Wormald (1989:271), the use of cash flows in evaluating investment
projects, avoids accounting issues such as determining when income
is earned rather than received and when costs become an expense.
Five basic principles of cash flow estimation are applied to specific

problems of project evaluation (Moyer et al, 1992:375).

Cash flows should be measured on an incremental basis.

Levy & Sarnat (1990:104) mentions, that projects should be
evaluated by considering incremental cash flows which are cash
inflows and outflows induced by the investment project decision in
question. Ross et al (1993:256), defines an incremental cash flow as
one consisting of any and all changes in the firm’s future cash flows,
that are a direct consequence of undertaking the project.
Furthermore, that the stand-alone principle is applied, which states
that once incremental cash flow from undertaking a project is
determined, the project is viewed as a “mini-firm” with its own future
revenue and costs. Finally, Ross et él (1993:258) explains, that in
evaluating a proposed investment interest paid or any other financing
costs, such as dividend or principal repaid, must not be included in
the analysis and only cash flows from the project should be included.
Werner & Stoner (1995:378) writes as follows irrespective of projects

cash flows.

“The technique for evaluating capital budgeting projects, test each
potential investment against the firm's cost of capital. Since the role
of the cost of capital is to bring the firm’s financing cash fiows into the
decision, we exclude financing cash flows from the description of the
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investment project itself. Otherwise we will be double-counting in

incorporating the financing flows cash flows twice.”

Cash flows should be measured on an after tax basis
In view of the fact that the initial investment made on a project,
requires an expenditure of after-tax cash, the returns from the project

should also be measured on an after-tax cash flow basis.

Sunk costs should not be considered when evaluating a project
All the indirect effects of a project should be included in the cash flow
calculations. An increase in working capital, that results from the
acceptance of a project, should be included in the net investment.
Brigham & Gapenski (1990:301) and Ross et al (1993:257), define
“sunk cost” as a cost that has already been paid or the business has
such a liability to pay and cannot be changed. Sunk costs shouid not
be included in a capital budgeting project (Brigham & Gapenski,
1990:301), as such costs are not incremental cash flows (Levy &
Sarnat, 1990:109).

The value of resources used in a project, should be measured in
terms of their opportunities

Brigham & Gapenski (1990:301) points out, that all relevant
opportunity costs must be included in a correct capital budgeting
decision. Opportunity costs are defined by Ross et al (1993:257) as
those most valuable alternatives that are given up, if a particular
project is undertaken. In other words, the opportunity costs of
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resources are the cash flows those resources could generate, if they
are not used in the project under consideration (Moyer et al,
1992:376).

Hartl (1986:204) notes, that in the business world, cash flow
~ estimates that can be dependent upon with a 100%, are none, and
that the uncertanity of future cash flows is the major cause of
business risk, and hence management should try as best as it can to
estimate them properly. Hartl (1986:205) further discusses a number
of techniques that are used to estimate cash flow and these
techniques should not be considered substitutes for each other, but

rather as complements.

- Historical data. Valid historical data on a particular asset, is
used to approximate the future. Mathematical everlasting
techniques are used on the historical data.

- Survey. Surveys that are properly conducted, are used in the
production of future cash flows. Care should be taken in using

them, as such surveys are susceptible to bias.

- Engineering estimates. This is when technological aspects of
many assets can be evaluated by experts so as to provide

estimates.
- Subjective probabilities. Employees’ feelings based on

experience and training, and training as used to make

estimates.
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In this study a combination of these estimation techniques will be
employed in order to determine cash flow estimates. Cash flows are
the cost and benefits associated with training and developrhent (refer
section 4.3).

The empirical results indicate, that the companies investigated in this
study do make estimates of future cash flows of the human resources
development. It is noted, that such estimates are incremental cash
flows that are measured on an after-tax basis. The table below

indicates the results obtained.

TABLE 3.1: CASH FLOW ESTIMATES FOR H R D PROGRAMMES

QUESTION ASKED PERCENTAGE RESPONSES
1. Estimates of future costs data made in
your company 88%

2. Estimates of future training benefits are
made in your company 56%

3. In estimating future training cash flows,
your company only considers incremental 75%
cash flows that have measured on an
after-tax basis.

SOURCE: Own research

Gitman (1994:310) categorizes cash flows into three basic
components; that is, the initial investment, operating cash flows, and
terminal cash flows. It is furthermore stated, that all projects have the
initial investment and operating cash inflows, but that some lack
terminal cash flows. These components are discussed below.
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3.4.2 Initial investment

Gitman (1994:311) and Jones (1992:332) describe the initial
investment or net initial cash outflow as the relevant cash outflow at
time-zero, to implement a proposed long-term investment. Several
well-known components are incorporated in an analysis of the initial
investment (Jones, 1992:332) and a decision has to be made as to
which component is associated with a proposed investment (Gitman,
1994:31).

The most common components of initial investment, are the following

- although not all initial investments include all of these components

(Gitman, 1994:314); (Jones, 1992:333) and (Moyer et al, 1992:3786).

- Installed costs, which include the cost of new assets plus
installation cost (Gitman, 1994:314). Those costs are typically
the largest part of the initial investment and they provide the

basis for tax and depreciation.

- Change in networking capital initially required as a result of the
new investment (Meyer et al, 1992:376). According to Gitman
(1994:31), the acquisition of new machinery by a firm to expand
its level of operation, results in an increased level of cash,
inventory, accounts receivable and accounts payable.
Furthermore, the differences between the changes in current
assets and the changes in current liabilities, would be the
change in net money capital. Finally (Jones, 1992:333), states
that use is made of net working capital, because part of any
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change in current assets, is offset by a change in those current

liabilities that automatically change when revenue expands.

- The net proceeds from the sale of old or existing assets when
the investment is a replacement decision (Meyer et al,
1892:376) such sale proceeds of old assets have varying tax
implications (Jones, 1992:333). The tax depends upon the
relationship between its sale price, initial purchase price, and
book value. (Gitman, 1994:315; Brighan & Gapenski,
1990:302) note, that tax can have a major impact on cash flows
and can make or break a project, and therefore, it is critical that
they be dealit with correctly in capital budgeting decisions. In
terms of Section 8(4)(a) of the Income Tax Act 58.1962 as
amended, if the selling prices of an asset is greater than the
assets tax value, the differences represents a recoupment
which must be added to taxable income in the year the asset is
sold. If the selling price is below the asset tax value, and the
disposal is in the ordinary course of trading, then the difference
between the selling price and the tax value is deducted from a

company’s taxable income.
3.4.3 Net operating cash flows

Correia et al (1989:273) notes, that the purpose of investing in
projects, is the generation of future cash flows. According to Meyer
et al (1994:377), after the initial investment has been made, capital
projects are expected to generate after-tax cash flow streams.
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Furthermore, that the process of estimating incremental cash flows of
a project, is an important part of the capital budgeting process. The
terms “incremental cash flow”, and "after-tax” were explained in
section 3.4.1. To reiterate, benefits from a project must be measured
in after-tax, since the firm will not have used any of these benefits

before satisfying tax obligations.

Benefits from a project should be measured on a cash flow basis and
not as accounting profits. The basic calculation, according to Gitman
(1994:320), requires adding non-cash charges deducted as expenses
on the firm’s income statement, back to net profit after-taxes.

During the life of a project, the after-tax net operating cash flows may
be defined as the changes in operating earnings after taxes, plus the
changes in depreciation (a non-cash item), minus the changes in
non-working capital required to support the project (Moyer et al,
1992:377). As again noted in section 3.4.1, interest charges
associated with a particular project and resulting from a debt
obligation, should not be deducted or considered in the estimation of
cash flows.

3.4.4 Terminal cash flow

Gitman (1994:325) describes terminal cash flow, as that after-tax
cash flow resulting from the termination and liquidation of a project at
the end of its economic life. Furthermore, consideration of these
cash flows provides closure to the capital budgeting analysis,
allowing the firm to return to its initial position in terms of the
expenditures being considered. Correia et al (1989:275) states, that
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cash flows at the end of a project consist of proceeds on sale of the
asset, which will resuit in a tax recoupment, if the selling price is
higher than the asset’s tax value and if it is sold below the tax value,
the firm qualifies for the scraping allowance; return of working capital
and this reflects the reversion of the firm to its original status of any
networking capital investment reflected as part of the initial

investment.

As was noted in section 3.3. after budgeted costs and benefits are
converted into cash flows, various capital budgeting techniques are
applied to evaluate a project. Such capital budgeting techniques are

discussed below.
3.5 CAPITAL BUDGETING TECHNIQUES

3.5.1 Introduction

As was noted in section 3.3, expected costs and benefits generated
by the project, are estimated and then converted into a series of
relevant cash flows, to which various capital budgeting techniques
are applied to evaluate a project. Various techniques, according to
Gitman (1994.:342), are available to evaluate prospects for selection
and they integrate time-value procedures, risk and retun
considerations, and valuation concepts. The most popular capital
budgeting techniques will be discussed. Secondly, it will be those
techniques that use discounted cash flow methods and incorporate
the time-value of money, and thirdly, those that do not. Ross et al
(1993:221) describes discounted cash flow valuation as the process
of valuing an investment project by discounting its future cash flows.
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3.5.2 Payback period/method

Authors such as Correia et al (1989:267); Gitman (1994:342); Hartl
(1986:239); Jones (1992:354); Chambers and lLacey (1994:177),
Pringle & Harris (1987:302); Ross et al (1993:224); Levy & Sarnat
(1990:164) and Weston & Copeland (1992:306), define the payback
period/method as a method or approach of analyzing investment
projects so as to determine or measure the time it takes to recover
the initial investment from cash flow generated by the project.
Bierman and Smidt (1984:35); Moyer et al (1992:416) & Jones
(1892:354) define it as the length of time required for the cumulative
cash inflows from a project to be equal to the net initial investment or
cash outflow. [t is also, as mentioned by Naveu (1985:284) & Ross et
al (1993:227), the time required for a project to break-even in an

accounting sense and not in an economic sense.

The decision criterion to make accept-reject decisions, is that if the
payback period is less that the acceptable payback period, the project
is accepted, but if it is greater than the maximum acceptable period,
the project is rejected (Gitman, 1994:343).

Because of its ease of calculation, the payback period is popular
among small firms and also appealing, for the fact that it considers
cash flows rather than accounting profits (Gitman, 1994:344). The
problem of the payback formula is, that it does not take into account
the time-value of money, and it only concentrates on the receipts
within the payback period and ignores receipts later in the vyear.
(Levy & Sarnat, 1980:165).
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3.5.3 Accounting rate of return

The ARR is the second oldest evaluation technique which looks at a
project’s contribution to net income, rather than at its cash flow
(Brigham & Gapenski, 1990:265). The accounting rate of return uses
accounting based return on investment (Prinéle & Harris, 1987:304).
This rate of return is calculated by dividing a project’'s annual net
profit after deducting depreciation, by either the total or the average
initial investment (Levy & Sarnot, 1990:166). The average
investment is the arithmetic average of the beginning and ending
investment values (Weston & Copeland, 1992:308). As is true with
the payback period approach, the accounting rate of return does not
take the time-value of money into account (Weston & Copeland,
1992:308) or does not make provision for discounting future cash
flows (Levy & Samnat, 1990:167).

Pringle & Harris (1987:304) furthermore explains, that the other
problems associated with accounting based return on investment

measures, are -

- that there are may ways return can be measured - accounting
profits, cash flow, define tax and after-tax,

- investment can be measured by initial outlay, book value,

average book value,

- return on investment calculated with value of the above
measures, would yield different results, and
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- even when a particular measure is chosen, the quantities will
be affected by accounting conventions, such as a choice of

depreciation method.

Finally, Chambers & Lacey (1994:179) contends, that the logic
underlying the use of the accounting rate of return, is that the
objective of firms is to produce high profits on investments, and they
will, therefore, invest projects (assets) that produce high-average
profits.

3.5.4 Net present value (NPV)

The net present value is defined by Chambers & Lucey (1994:168),
as capital budgeting models that compare the present value of the
project benefits with the present value of the projects costs and the
difference between benefits and costs, is the net present value.
Gitman (1994:345) notes, that the net present value (NPV) is
calculated by subtracting the initial investment from the present value
of the cash inflows discounted at a rate equal to the firms' cost of
capital. Ross et al (1993:320) offers a somewhat different
explanation, by pointing out, that the net present value is a measure
of how much value is created or added today by undertaking an
investment, or the net present value of uninvestment, is the difference
between an investment’'s market value and its costs.

The cost of capital used in discounting the cash inflows reinforced the
above, is defined by Gitman (1994:400) as the rate of return that a
firm must earn on its project investment to maintain its market value
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or it can be thought of, as the rate of return required by the market
suppliers of capital, to attract their funds to the firm.

The decision rule when the net present values are used, is that a
project should be accepted if the net present value is greater than
zero, because the firm will earn a return greater than its costs of
capital (Gitman, 1994:346). If the project has a positive net present
value, then its benefits are greater that the costs, such a positive
value will increase the value of the firm (Pringle & Harris, 1987.307).
Finally, one of the advantages of the net present value, is the way it

incorporates the time value of money (Chambers & Lacey, 1994:168).

3.5.5 Internal Rate of Return method (IRR)

With the internal rate of return, which is closely related, and the most
important alternative to the net present value, or single rate of return
is found that summarizes the merits of a project (Ross et al,
1994.233). The procedure is to use present-value concepts, but to
avoid the arbitrary choice of rate of interest, by finding a rate of
discount that will make the present value of the cash proceeds from
an investment, equal to the present value of the cash outlays required
by the investment (Bierman & Smidt, 1984:31). The rate is internal,
in that it depends only on the cash flows of the investment under
consideration and not on rates offered elsewhere (Ross et al,
1993:232). The internal rate of return is the actual rate of return that
a project earns when profits and the time-value of money are taken
into account (Neveu, 1985:290). Moyer et al (1992:414) states, that
the internal note of return technique, like the net present value
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technique, taken into account, puts both the magnitude and the timing
of cash flows over the entire life of a project in measuring the projects

desirability.

The decision rule, according to Gitman (1994:347) and Jones
(1992:362), is to compare the internal rate of return with a required
rate of return or cost of capital, and if the IRR is greater than the cost
of capital, the project is accepted, but if it is less, the project is

rejected.

In projects with nonconventional cash flows, the possibility exists, that
more than one discount rate equates the net present value to zero.
But if some nonconventional project and discount rate could be found
but it is a laborious task to check. If cash flows are nonconventional,
it is better to use the net present value approach (Jones, 1992:364).
Nonconventional cash flows are described by Gitman (1994:308) as
the pattern of cash fiows, in which an initial outflow is not followed by

a series of inflows.

3.5.6 Profitability index

The profitability index in a third discounted cash flow technique used
in capital budgeting, in addition to the net present value and the
informal rate of return (Pringle & Harris, 1987:31). It is sometimes
called the benefit/cost ratio (Brigham & Gapenski, 2990:270). Jones
(1992:364) defines profitability index as the present value of the
future cash inflows for a project divided by its initial investment.
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According to Meyer et al (1992:415), a project whose profitability
index is greater than or equal to one, is acceptable, whereas a project
with an index less than one, is unacceptable. Chambers & Lacey
(1994:170) states, that an index whose value is greater than one,
defines a project whose benefits exceed costs, and an index less
than one, defines a project whose cost exceeds benefits and an index

equal one, implies costs are equal to benefits.

3.5.7. Discussions in respect of the capital budgeting

techniques
The choice of a particular technique, depends on the costs and
benefits of that technique. It would be quite reasonable for a
decision-maker to select a very simple technique, if the costs of using

the more complex alternative exceed their benefits.

There has been a number of articles during the last decade with
regard to company practice in the use of the capital budgeting
techniques (refer section 5.4).

The capital budgeting techniques discussed above, are used around
the world. Horngren, Foster & Dater (1998) reports on the studies
conducted around the world by a number of researchers on the use
of capital budgeting techniques. The findings, which will incorporate
the findings of this study are shown below.

Table 3.3: comparative usage of capital budgeting techniques on pg. 82
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TABLE 3.3: THE COMPARATIVE USAGE OF CAPITAL BUDGETING TECHNIQUES

COUNTRY
METHOD | USA | AUS- CANADA | IRE- | JAPAN | SCOT- | SOUTH | UK | POLAND | SA
TRALIA LAND LAND | KOREA
PAYBACK | 59% 61% 50% 84% 52% 78% 75% 76% 48% 83%
IRR 52% 37% 62% 84% 4% 58% 75% 36% 8% 85%
NPV 28% 45% 41% 84% €% 48% 60% 38% 23% 78%
AAR 13% 24% 17% 24% 36% 31% 68% 28% 11% 18%
OTHER 44% 7% 8% - 5% - - 7% 13% 13%

SOURCE: Horngren, Foster & Datar, (1997:794) and adapted

The percentages above, indicate how frequent a particular capital
budgeting technique is used. The percentages exceeds 100, because

companies use more than one capital budgeting technique.

The last column indicates the usage by South African companies
surveyed in this study. Research shows that South African
companies do not differ significantly from other firms around the

worid.
3.6 RISKIN CAPITAL BUDGETING

3.6.1 Introduction

Risk that is brought about by uncertainty (Hartl, 1986:92), is defined
as the chance of financial loss and the term refers to the variability of
returns associated with a given investment (Gitman, 1994:214).

Brigham & Gapenski (1990:341) identifies three types of project risk.
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- Start-alone risk, which looks at risk of a project in isolation,

without regard to other investments.

- Within-firm risk, also called corporate risk, which looks at the

risk of a project with the context of the firm’s other projects.

- Market risk, which looks at a project's risk within the context of
the firm's shareholder-diversification in the general stock

market.

Risk, which is of concern in the human resources development

program, is stand-alone and within-firm risk.

According to Parry & Firer (1990:52), there are several quantitative
techniques which have considerable potential in assisting decision-
makers to deal with the uncertainty (risk) surrounding capital
budgeting decisions. In this section, risk assessment and risk

adjustment techniques will be discussed.

3.6.2 Risk assessment techniques
Parry & Firer (1990:52) identifies four formal methods that are used in
assessing risk of a capital budgeting proposal.

- Sensitivity analysis which is used to determine the impact of
input variables to the success of the project. The variables are
flexed by a given amount, and this impact on the net present
value and the internal rate of return, determined.
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- Scenario analysis provides a range of likely values of variables,
in addition to measuring the sensibility of changes in key
variables. Usually worst and best case values are used to
produce estimates of the worst and best possible outcomes.
Assigning probabilities to these outcomes, as well as to the
expected outcomes, allows for the calculation of an expected

NPV and its associated standard deviation.

- Monte Carlo simulation, which is the more vigorous method of
assessing a project's stand-alone risks, ties together
sensitivities and input variable probability distribution that

requires the use of a computer.

- Decision processes are generally used in projects that require
capital outlays of several years and provides estimates of
expected NPV and the one-commitment standard deviation”.

3.6.3 Risk adjustment techniques
Three methods of risk-adjustments are discussed by Parry & Firer
(1990:53).

- The maximum payback period is shortened, if a project is
assessed to have a high risk, unacceptable to the firm.

- The handle rate for the project is adjusted by a suitable
premium or discount so as to allow for risk that is not
acceptable to the firm. This technique is known as risk-
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adjusted discount rate and involves changing the handle rate if
the IRR is used or the discount rate in the NPV or profitability

index is used.

- The estimated cash flows are adjusted to allow for the changing
levels of risk over the life of the project cash flow. One is

project life adjustment and involves the transaction of cash

flows by reducing the project life and hence the apparent return:

the second is the certainty equivalent approach which invests

first reducing part expected cash flow to its certainty ~

equivalent and then discounts for times using the risk-free rate.

A survey of how companies around the world adjust for risk when

evaluating capital investments, is reported by Horngren et al
(1997:841). The table below indicates the survey results and

incorporates results obtained in this study.

TABLE 3.4: RISK ADJUSTMENT METHODS USED IN A NUMBER OF COUNTRIES

METHOD

COUNTRIES

USA

AUSTRALIA

CANADA

UK

TAIWAN

POLAND

SA

1.
2.

Perfom sensitivity analysis

Increase the required rate
of return

Shorten payback period

Estimate probability distri-
bution of future cash flows

Compare optimistic &
pessimistic forecasts

Make subjective non-
quantitative assessment

29%

18%

17%
12%

54%

57%

11%

63%

37%

59%

31%

24%
18%

28%

63%
42%

34%
15%

22%

61%

72%

-

69%

10%
13%

25%
13%

4%

52%

53%

71%

45%

SOURCE: Horngren et al (1997:841) and adapted
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The table above indicates, that the specific methods used, vary
among countries. South African companies do make use of these

methods to adjust for risk in the same manner as in other countries.
3.7 CONCLUSION

In this chapter, the exposition on the concept capital budgeting is

broken down into three components.

First, the difference bhetween current and capital expenditure is
explained. It is also pointed out, that investment in human resources
development is classified as a capital expenditure.

Secondly, the concept “capital budget” is explained as a plan
detailing a firm's set of long-term investment projects and contains

estimates of the cash flow of such projects.

Lastly, the concept “capital budgeting” is explained by noting, that it is
a process of analyzing, evaluating, planning and selecting of long-
term projects for inclusion in the capital budget of a firm.

Cash flows used in the capital budgeting, are classified into
conventional and unconventional cash flow patterns. Different
methods of estimating cash flows are discussed.

The techniques which are used in the selection and evaluation of
capital projects, are explained. The decision rules with regards to the
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application or use of these techniques for making decisions, are

indicated.

The concept risk and the risk adjustment techniques are explained . It
was also noted that South African firms do make use of the risk
adjustment methods to assess and adjust for risk in the evaluation of
capital projects.
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4. FINANCIAL EVALUATION OF HUMAN RESOURCES
DEVELOPMENT PROGRAM

4.1 INTRODUCTION

The objective of this study is to develop a method that is to be used in
the financial evaluation of a human resources development program
that is based on the capital budgeting process. The term “financial”
indicates a use of funds that are normally scarce. Concepts that will
be used in the development of such a method have been clarified in
the previous chapters.

Human resources development entails a need analysis, the setting of
objectives, instructional desigh and program evaluation. A program is
a set of operations, actions or activities designed to produce certain
desired effects or outcomes. Capital budgeting is the process of
analysing, evaluating, planning and selecting long-term investment
projects whose returns are expected to extend beyond one year.
Lastly, evaluation is the process of assessing the total value of the
human resources development program for the organization.

In chapter 2 different levels of evaluation by authors such as
Kirkpatrick (1994:21), Phillips (1987:36) and by Parkor, Erickson and
Kulp, Warr, Bird and Noel Rackham, and Hambiin are presented.
The last levels of some of these approaches are worth noting (refer
section 2.6.4.3)
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- Kirkpatrick approach’s “results” level — evaluation of this level
relates results of the program to organizational improvement.

Results include cost savings.

- The Bell System approach’s “worth outcomes” ievel — this level
shows the value in relation to costs. This indicates the extent to
which an organization benefits from human resources

development in terms of money, time or resources used.

Overall, the common thread in these approaches is an emphasis on
costs and benefits from a human resources development program, in
terms of money or financial resources used. A comparison of costs
and benefits will determine the financial value for the organizations —

of a human resources development program.

In this chapter the concepts cost, cost effectiveness, cost/benefits
analysis”, as they pertain to human resources development, will be
explained. The financial concept of return on investment as used in
human resources, is also described. Lastly the method to financially
evaluate a human resources development program, is developed,
also indicating conditions under which such a method will work in a
firm.

4.2 FINANCIAL EVALUATION TECHNIQUES

Several methods are used to financially evaluate investments in
human resources development programs. Three of the most
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common methods, cost-effectiveness, cost-benefit and return on

investment will be discussed.

4.2.1 Cost-effectiveness analysis

According to Bramley (1991.79), cost-effectiveness analysis is used
to cost programmes and to use these costs as a basis for comparing
them. Cost-effectiveness is a comparison of the cost of a method of
training to achieve a particular objective with other methods (Critton,
1994:162), or how to reduce costs of the current training program
(Kearsley, 1993:161).

Carpenter & Haggart (1970:2) states in their article on cost-
effectiveness analysis for educational planning, that cost-
effectiveness techniques may be used not only for comparing.
programs but also to -

- help assess the relative worth of several innovative programs
with the same training outcome,

- determine whether a single program is becoming more or less
effective as time passes, so that steps may be taken to improve
it, if necessary, and

- help assess the relative worth of the same program for different

trainees from different backgrounds or in different training

settings.
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4.2.2 Cost-benefits analysis’

According to Kearsley (1993:162) the focus of cost-benefit analysis is
an attempt to weigh the costs of training activity with the outcomes
(benefits) achieved. Outcomes can be end-of—tréining achievement,
improved job performance, reduced turnover, increased sales, or
some other measure of organizational benefits: these are to be
discussed later. Bramiey (1991:80) also states that a cost benefit
analysis’s intention or purpose, is to establish whether the benefits
from training are more valuable to the organization than the cost, and

wherever possible, benefits are translated into monétary terms.

Critten (1994:164) draws the conclusion, that cost-benefit analysis is
the real key to financial value and that it implies some form of
“payback” over and above the original costs of training, and that it
answers the basic question of the heart of evaluation. Are the

expenses incurred in training worth it?

4.2.3 The return on investment

Phillips (1987:191) states, that the expression “return on investment”
originates from the finance and accounting field, is fairly common,
and conveys an adequate meaning of financial evaluation of a human
resources development program. Furthermore, Phillips (1987:192)
states, that “return on investment’ may be calculated, prior to a
human resource development program so as to estimate the potential
cost-effectiveness, or after a program has been conducted, to
measure the results achieved. The method of calculation is the
same. However, the estimated return before a program is usually
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calculated for a proposal to implement the program. The data, after
its calculation, are more subjective and usually less reliable than data
after the program has been completed. Because of this factor,
management may require a higher return on investment for a human

resources development program in the proposal stage.

The return on investment is calculated by dividing earnings (income)
by total assets (Correia, Flynn, Uliance & Wormals, 1989:155). For a
human resources development program evaluation, the return on an
investment may be stated as follows (Phillips, 1987:191).

Return = Net program benefits (or savings)

Program costs (or program)

In this study it is indicated that the firms investigated, do conduct a
cost-effectiveness and cost-benefit analysis. The table below

summarizes these results.

TABLE 4.1: FINANCIAL METHODS USED TO EVALUATE HUMAN RESOURCES

DEVELOPMENT PROGRAMS
METHOD PERCENTAGE RESPONSE
1. Cost-benefit analysis 93%
2. Cost-effectiveness analysis 89%
3. Return on investment (not investigated)

SOURCE: Own research

From the above table, it can be deduced, that firms can use
financially based methods to evaluate human resources development
programs.
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4.3 HUMAN RESOURCES DEVELOPMENT PROGRAM COSTS

4.3.1 Introduction

A common thread running through the different financial evaluation
techniques discussed above, is the concept “cost and benefit”. This
section explores in detail the definition of cost, the rationale for
determining costs, specific methods to deal with costs in human
resources development, and the estimation of costs. The concept

benefit will then be discussed in the next section.

4.3.2 The concept “cost” in human resources development
Thomas, Mexham & Jones (1969:235), in the study of cost benefit
analysis of Industrial training in UK, defined training costs “... as the
total monetary sacrifices (the sum of all increases in expenditure and
decreasing in receipts) incurred by the firm (and/or the individual and
society) as a result of the training activity”. Throughout literature on
training, money spent on training and development has been defined
as a monetary cost (Cullen, Sawzin, Sisson & Swangon, 1985:217).

In view of that fact that cost represents money that is invested in
human resources development (and as indicated before, that this
money happens to be scarce), must be designed to classify and
allocate such costs to human resources development. In other
words, a costing system that is tailored to the needs of the human
resources development, must be designed.
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Phillips (1987:108) is of the opinion, that the following are some
reasons for having a human resources development costing systems,

other than for the purpose of evaluation.

- To determine the overall expenditure for human resources
development ~ an effective system of cost data collection will
enable the firm to calculate the total human resources
development expenditure as compared to that of other

programs.

- To determine the relative cost of each individual human
resources development program -~ monitoring costs of
programs, enables management to know if some programs are
carrying other programs which are costing more, with little
results. It enables evaluation of the rotatrim importance of
programs to be determine and to see if their costs are
increasing out of proportion.

- To predict future program costs — historical costs data from
previous programs, help to develop standardized data that can
be used in estimating the costs of proposed programs.

- To calculate benefits versus cash for a specific program — the
most important reason for collecting costs, is to prepare data to
use benefit-costs evaluation techniques. These will be
indicated in the study.
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- To improve the efficiency of the human resources development
department; this will indicate whether or not the department is
functioning properly.

- To evaluate alternatives to a proposed human resources
development program - this will enable alternatives for training

to be evaluated, to see if training is cost effective.

This study indicates, that firms have a system of human resources
development cost classification. Estimates of future costs and
benefits are also conducted . The table below summarizes the
responses obtained. |

TABLE 4.2: ESTIMATION OF COST AND BENEFITS

QUESTION ASKED RESPONSE

1. A system of human resources development 94
costs classification exists in your company

2. Estimates of future training costs data are 88
made in your company

3. Estimates of future training benefits are 56
made in your company.

COURSE: Own research

It can be concluded, that if firms have a system of cost classification
and do make estimates of costs and benefits, a method to evaluate
programs that incorporate these costs and benefits, can be used by
them.

Different methods of dealing with costs in the context of human
resources development financial evaluation techniques, are
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discussed in sections 4.2.1, 4.2.2 and 4.2.3. Such methods will be

presented in the following sections in chronological order.

4.3.3 Costing systems in human resources development
According to Phillips (1987:112), there are two basic ways of
classifying human resources development costs.

- The description of the expenditure; this is called an “expense

account classification”.

- Categorising in the human resources development process or

function.

Different approaches to classifying cost by different authors, are
subsequently presented in chronological order.

o Kearsley’s Resource Requirement Model (1981, 1982)
According to Kearsley & Crompton (1991:52) and Kearsley (1992:11),
this model provides a simple framework for the analysis of training
costs associated with various approaches to training. Van Dyk, et al
(1997:443) states, that such a model allows the systematic
identification of costs on the basis of various aspects of the training
cycle and accounting to four main categories of resources.

Kearsley (1982:12) illustrates the accumulation of costs by means of
the following matrix.
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Table 4.3: KEARSLEY'S MODEL

PERSONNEL | EQUIPMENT | FACILITIES | MATERIALS

ANALYSIS

DESIGN

DEVELOPMENT

IMPLEMENTATION

EVALUATION

Source: Kearsley (1982:12) and adapted

Kearsley (1982:12) provides the following method of using the matrix

in analysing costs.

- “By filling in the cells applicable to a certain training setting, the
total costs applicable are determined by adding up all of the

rows and columns.

- In order to compare fwo training approaches or techniques, the
total costs of each are summed across all aspects and

resources categories and then compared.

- Using this model in this way, it is possible to decide if a new
training approach or technique could provide costs savings over

an existing method.

The sum of all the costs through all of the different stages of the
training cycle, represents total costs. This model is used for
comparing the costs of two or more approaches to training (Van Dyk
et al, 1997:444).
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Finally, van Dyk et al (1997:444) provides a method of calculating

cost savings between two approaches.

Total cost saving = Total cost (approach A) less Total cost (approach B).

- evaluation

Phillips Approach (1987)

Phillips (1987:113) classifies costs into four process/functional categories.

Table 4.4: PHILLIPS METHOD OF COSTS CLASSIFICATION

Column A
Support costs

Operation costs

Column B

Classroom costs

Administrative costs

Participant compensation and facility

costs

Column C

Administrative costs
Program development costs
Classroom costs
Participant costs

Column D
Analysis costs
Development costs
Delivery costs

Evaluation costs

Source: Phillips (1987:114) and adapted

- In column A, support costs include all administrative, overhead,

development, analysis, or any other expenditures not directly

related to conducting the training program. Operating costs

include all expenses involved in conducting the human

resources development program. In this column, no details are

provided to analyze the cost on a functional basis.
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- In column B, more detail is given, but information or program
development costs which are a useful item, are not provided.

- In column C development costs are given, but there are no
evaluation costs which are becoming a more significant part of

the total human resources development process.

- In column D costs are broken down into several categories.

o Analysis costs, which are associated with the initial problem
identification, needs analysis, development of objectives,
selection of participation, preparation of program proposal.
Examples are salaries, materials, special equipment and
consulting fees.

o Development costs, which are directly related to the
development of the program. Since those costs are normally
large, they have to be spread over the life of a continuing
program.,

. Delivery costs, which are associated with the delivery of
program.

) Evaluation costs, which could be evaluation material and time
to administer the evaluation instruments, analyze results, and

report those resulits.

Phillips (1987:118) furthermore provides a more detailed table in the
classification process so as to define the kinds of costs in the account
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classification system which apply to the process/functional

categories.
Table 4.5: PHILLIPS DETAILED METHOD OF COST ‘GE:, 5
CLASSIFICATION i g |2 §
€ |2 |2 |3
|8 |8 &
Salaries & benefits — HRD personnel X X X | X
Salaries & benefits — other firm personnel X X
Salaries & benefits — Participation X
Meals, travels & incidental expenses — HRD personnel X X X [ X
Meals, travel and accommodation — participants X
Office supplies & expenses X X X
Program materials & supplies X X
Printing and reproduction X X X | X
Outside services X X X | X
Equipment expense allocation X X X | X
Equipment — rental X X
Equipment — maintenance X
Registration fees . X
Facilities expenses aliocation X
Facilities rental X
General overhead allocations X X X | X
Other miscellaneous expenses X X X | X

Source: Phillips (1987:118) as adapted

Finally, a significant reason for classifying costs, is to predict the cost
for future programs, and also to compare ongoing costs with the
budget or with projected costs.
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. Bramley’s Approach - (1991)

Bramley’s work on Evaluating Training Effectiveness, provides a

simple matrix for costing training events, where he divides costs into

personnel and equipment and allocates them according to three

stages in a training programme (Critten, 1994:162).

Table 4.6: BRANMLEY’S APPROACH OF COST CLASSIFICATION

PERSONNEL FACILITIES EQUIPMENT
DESIGN 1(a) 1(b) 1(c)
DELIVERY 2(a) _ 2(b) 2(c)
EVALUATION 3(a) 3(b) 3(c)

Source: Bramley (1991:78) as adapted

1(a)

1(b)
1(c)

The cost of designing a training program, includes things like -
costs of preliminary analysis of training needs, development of
objectives, course development, programming, training aids
production, consuitants’ advice,

offices, telephones, and

production of workbooks, slides, tapes, tests printing and

reproduction.

Delivery cost is actually running the events and includes -

some proportion of annual salaries of trainers, clerical/admin
staff, costs of consultants and outside lecturers, travel cost,
cost of the conference centre or up-keep of classrooms,
buildings, offices, accommodation and food, office supplies,

and
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2(c) equipment for delivering training.

3.  Evaluation would include -

3(a) design of questionnaires, follow-up, interviews, travel,
accommodation, analysis of data and preparing reports,

3(b) offices and telephone, and

3(c) tests, questionnaires, postage.

Finally, for financial evaluation purposes, the costs mentioned above,
are used in cost-effectiveness comparisons, and in cost-benefit

analysis.

o Jac Fitz-enz Approach 1994

Fitz-enz (1994:210) developed a cost classification system that is
more or less similar to that of Kearsley, Phillips and Bramley, the
identified and classifies eighteen costs variables, these are slotted
into the various stages of the training program, thereby creating a

matrix of cost inputs and training stages.
Table 4.7: FITZ-ENZ APPROACH OF CLASSIFYING COSTS

Phase A.People | B.Equipment | C.Motorial | Facilities | Mice | Total

Diagnosis

Design &
Development

Delivery

Evaluation

Total Total Total Total Total Total | Total

Source: Fitz-enz (1994:211) as adapted
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Different types of cost analyses can be performed by using this cost-

accounting system (Fitz-enz, 1994:212)
- Project future program costs by using historical cost data
- Run trend analysis — by using a base of historical and data

- Run trend analysis — by using a base of historical data,

opportunities to cut costs can be looked at.

- Manage line-term cost—a review of costs from program to
program and within programs, can be done by using the given

line-term costs by stage and input.
- Plan budget, using the current data base of costs.

The costs identified above, are used to make up this other half of the
costs benefit analysis equation. The other half will consist of benefits

accruing from the program.

o The Life Cycle Approach

According to Kearsley (1982:37), the resource requires input
approach, providing a way of comparing the costs of two or more
different training approaches at a given point in time and does not
take into account the entire life cycle of the training system. Kearsley
(1982:37) maintains, that the life cycle model is a model that allows
comparison of the relative costs of two or more training approach as
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to be made over some selected period of time. Furthermore, the Life
Cycle Model could be used to compute absolute costs, but they are

often used for comparison purposes.

Diagram 4.1 Specific activities and phases in this model

3“\
Training F G
Costs C
4 Steady
State
A R80 Y Start up . Operational Period " Transnational
Time ( Period

Source: Kearsley (1982:32) as adapted

The following can be deduced from this diagram (Van Dyk,
1997.445).

- During event A, a new training approach is studied and tested.

- During event B, a decision is taken to implement the new
approach. Kearsley (1998:39) notes, that such a decision
should be based on evidence that the approach will meet
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desired training objectives and generate a favorable
cost/benefit analysis. '

- Costs involved in the implementation rise sharply, as
investments are made in the necessary resources (i.e.
instructors, equipment, acquisition facilities or the development
of new materials).

- The operational phase of the training system is represented by
segments C and F. The quantity of resources needed during
this phase, remains constant or even declines. Kearsley
(1982:40) notes, that once the operational phase has been
reached, the adopted training approach becomes the baseline
to which new or aiternative approaches are now compared.

- The interval D-E represents a state.

- During event F-, the decision is made to replace the current
approach to training by a new one.

- The period between F and G, is the transitional phase wherein
this old approach is phased out and its costs decline drastically.
The start-up cost of the new proposed approach rises steeply.

- In view of the fact that the transitional phase may be the most
cost-intensive in a training program, it is important to develop
ways of implementation that will restrict these costs to a

minimum.

A formula (Van Dyk, 1997:446) can be used to calculate costs in the
life cycle approach, irrespective of the time period used, and is -

Total life cycle costs = Total start-up costs + total transitional costs + total
steady state costs
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4.3 BENEFITS OF HUMAN RESOURCES DEVELOPMENT
PROGRAMS

4.4.1 INTRODUCTION

In the previous section, different models have been discussed on how
to compute or deal with human resources development costs. In
order to use the financial evaluation techniques discussed in section
4.2 (i.e. the cost benefit models and the return on investment), it is
important that benefits of human resources development programs
be determined. In this section a definition of what is meant by
“benefits” will be given, and in more detail, the nature of a human
resources development program benefits discussed.

4.4.2 The nature of benefits

Gilley & England (1989:272) notes, that once the costs of the training
program have been estimated, the benefits or savings must also be
determined and the easy method is, to estimate savings potential

and/or increased revenue.

There are numerous potential benefits that could be gained by an
organization from a well-planned and effectively conducted human
resources development program. (Buckley & Caple, 1995:16). This
includes -

- improved employee work performance and productivity;

- shorter learning time, which could lead to less costly training,
and to employees being “on-line” quickly;
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- decrease in wastage time;

- fewer accidents;

- less absenteeism; and

- lower labour turnover and greater customer or client

satisfaction.

Since all or most of these benefits result from a training program,

evaluation should account for the contribution from each one.

Oatey (1970:9) suggests that, since the ultimate objective of training
is increased profitability (benefit), it must be evaluated directly in
terms of total profit.

Benefits, like costs (in the cost-effectiveness and cost-benefit
models), can be used to evaluate two or more different human
resources development programs. Two models that provide a way of
comparing the benefits of two or more ftraining programs, are
presented below.

i

o The Thomas, Maxham and Jones Framework

According to Thomas, Maxham & Jones (1969:242), all training
programs produce a result in terms of efficiency of labour, and the
benefits of a training program will simply be the change it produces in
results.
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This is illustrated by means of a diagram which does not show any
training costs, save for the costs associated with wages and output

during the training period (Thomas, Maxham & Jones, 1969:242).

Two training programs T; and T,, are compared and all the other

costs (other than wages and output) are termed K, for T and K; for

T2.
Diagram 4.2
o AR; AR
U e
MP, P ,
p Wt E W;$’”’ : j
u wit2 ____?"f____-;- g =‘}i—\‘ B
t 3 MP; = Wi W,
MPt; | =EWS
w i
; |
g MPt: L E ]
e |
s : v v
0< >t > < Xy >
<—t—> < >%s >
Time '

Source: Thomas, Maxham & Jones (1969:242) as adapted

In the first program (T,), the trainees produce a marginal product of
MP,, and are paid wages of Wy, during the training period (t4). After
training, the workers produced of MP; and are paid a wage w;. The
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average retention times (AR), resulted in the work period after

training, and up to the point of leaving the firm, bring (X4).

The second program (T3) results in a different situation. The trainees
produce MPy, and are paid Wy, during training t, after which they
produce MP, and are paid W, for a period of X,.

The results of the T, program, after the training period, are as follows:

1.  Value of output = MP¢ x X4

2. Wages paid = Wi x X4
The resuits of T2 after the training period is:

1. Value of output = MP, x X

2. Wages paid = Wox X,
The benefits to the firm of the introduction of the new program (T) is
the increased output (arising from higher performance levels, shorter
training periods, and longer retention time) net of any increase in the

wage paid.

The benefits are the changed results and are indicated by the

following

Equation: Benefits = [(MP2 x X) — (mp1 X X4)]
less
(W2 X Xz) - (Wq X X1)]
The change in the marginal product of trainers, from MPy, to MPy
reduces the training time, as well as lengthens the time-stream of
benefits. The benefits to the firm are shown by areas A + B. The
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training period is reduced from t, to t, and the cost of wages, minus
trainee output, changes from t,(W, — MP;;) to to(We ~ MPy).

. Kearsley Benefit analysis model

According to Kearsley (1982:58), the benefits analysis model is
based on a network of causal relationships between a training
system’s attributes and benefits. Put differently, the benefit analysis
must causally link the attributes of a training program to the major
goals of the program and ultimately to those of the firm. This model
is illustrated by the following diagram.,

Diagram 4.3: Kearsley model

O
Operational
Outcomes ' %
. ®
@,
N, 8 (A
()
@,
Training outcomes O G 9
A
()
¥ @ &
()
--------------- CF == mmmm e (¥ - A4~ Y SR CRN W
Training
System
attributes o O O o O O O ')

Source: Kearsley (1982:59) as adapted
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From the diagram, a number of training system attributes (like media
capability, testing capability, student capacity) result in certain
training outcomes (like student completion time, retention, attitude

changes, motivation etc.).

The training outcomes in turn, will lead to operational outcomes (like
production time, equipment failure rates, sales volume, customer

instruction.

When the operational outcomes are positive, they are benefits. For
each training system, a unique set of relationship will occur between
training system attributes and training/operational outcomes
(Kearsley, 1982:17).

To conclude, it can be pointed out, that both the benefits models
discussed above, can be employed to financially evaluate human
resources development programs or, they can be very useful tools in
justifying human resources development expenditure.

All of the models discussed above, be they cost-based or benefits-
based, can be used by firms to financially evaluate human resources
development programs. As was pointed out in chapter one, firms
commit large sums of money/funds to human resources development
programs, in anticipation of benefits that will accrue over a long
period. It is, therefore, necessary that a model be designed that will
be long-term based or strategically based in order to evaluate such
programs.
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4.5 PROPOSED METHOD TO STRATEGICALLY EVALUATE A
HUMAN RESOURCES DEVELOPMENT PROGRAM

4.5.1 Introduction

The various models of financial evaluation of human resources
development programs that look at the cost effectiveness, the
comparison between the cost and benefits and return on investment,
follow more or less the same pattern in the categorization and
description of costs and benefits. Most of the models presented
above, treat costs and benefits for a given point in time; only the life
cycle approach proposed by Kearsley (section 4.3), takes into

account the entire life cycle of the training and development program.

The various models discussed above, will be incorporated into the
strategic capital budgeting method discussed in section 3.3. The
method resulting from such a combination, will be used to
strategically evaluate the human resources development program.
The assumptions underlying such a method, will be presented below.
An illustration of such a method, is given diagram 4.4.

Diagram 4.4 to follow on pg. 113
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Diagram 4.4;: PROPOSED METHOD TO EVALUATE AN HRD PROGRAMME

1. Proposal generation

!

2. REVIEWS & ANALYSIS: Cash flow estimation

Period: 2 U Ym......Yn....... Yz
Costs: Diagnosis g::i?::ment Delivery Evaluation

People XX XX XX XX

Equipment - XX XX XX XX

Material XX XX XX XX

Facilities XX XX XX XX

Miscellaneous XX XX XX XX

Total cost XX XX XX XX

(= L= 3= 71 (= U XX XXX
Net cash flows XX XX XX XX X X X X

3. Decision-making

i

4. Implementation

v

5. Follow-up

Source: Own research

In analyzing diagram 4.2, a strategic method to financially evaluate
human resources development programs, is established. It is
established, that the method to financially evaluate such a program,
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includes the various steps in the capital budgeting process: proposal
generation, review analysis, decision-making, implementation and
follow-up. The method also incorporates the different approaches to
comparing costs and benefits in the financial evaluation of human
resources development programs._ The proposed steps in the
proposed method, will be discussed in the following paragraphs.

4.5.2 Proposals generation _

The first step in this method, is the preparation of a proposal to
undertake a human resources development program. The formal
program is based on the gap that exists between the current
performance of employees and expécted performance, and such a
gap exists, as a result of a lack of knowledge, skills and
competitiveness, to perform risks. in view of the fact that huge sums
of source funds are to be committed to such programs, it is necessary
that the proposed investment be considered in relation to the
company’s overall strategic plan. The culture of the company needs
to be, that valid human resources development pervades the entire
organization. The investment in human resources development must
be regarded by top management as being an important investment in
research of new product development or capital equipment. The
commitment of top management to training and development, should
be communicated to all managers and employees. The
responsibilities of each manager and employee and the
implementation schedule of the program, should be spelt out.
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4.5.3 Review

The next step is to review the program to evaluate its economic or
financial validity. Estimates are required of cash flow data, along
with the discount rate to be used in the method. A decision is made
of the data estimation process. The human resources development
costs classified by the description of the expenditure and by the
categories in the human resources development process or function,
represent cash outflows in the method. The benefits associated with
human resources development, represent cash inflows. In the
estimation of such cash flows, only incremental cash flows are
considered and are measured on an after-tax basis. Any of the cash
flow estimation technigues discussed in section 3.4.1, can be used.
The estimated cash flows can be adjusted to allow for different levels
of risk over the life of the program. The two methods of adjusting for
risk as discussed in section 3.6.3 can be employed, and that is either
that the project life is adjusted or reduced, and hence transacting the
cash flow or use of the certainty equivalent approach, which involves
reducing cash flow to its certainty equivalent and then discounting

such cash flows by using the risk-free rate.

In diagram 4.4 the different costs associated with human resources
development, are indicated. The different costs are categorised in
terms of resource and in terms of the different stages in the training
process. The assumption is, that such costs are evenly spread
throughout the training process (indicated by Period Yo to Ym). The
period Ym to Yn indicates a transition period which is at the end of
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training, but before any benefits from training could be realised.

Period Yo to Yn represents cash outflows.

Period Yn to Yz represents a period where benefits from training are
realized. At period Yz, the shelf-life of the skills acquired through
training, comes to an end, and at this point there will be a need for

restraint.

The net cash flows are the difference between outflows (costs of

training) and cash inflows (benefits).

4.5.4 Decision-making

The net cash flows estimated in section 4.7.5, are used in decision-
making. The various capital budgeting techniques (refer section 3.5)
are applied to these net cash flows so as to establish whether the
program is economically viable. The decision rules of the various
techniques are employed. If the program is found, to be financially
sound in that it will add value to the fork, it is then accepted. In
summary, decision rules are indicated in the foilowing table.

Table 4.8 of summary of decision rules in capital budgeting on page 117
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Table 4.8: SUMMARY OF DECISION RULES IN CAPITAL BUDGETING

TECHNIQUE

DECISION RULE

1. Payback period

2. Accounting rate of return

3. Net present value

4. Internal rate of return

5. Profitability

Accept: If project payback period is less than
the acceptable (predetermined) payback period.

Accept: If there is a positive difference between
the project’s annual net profit and the average

initial investment.

Accept: If the net present value of cash flows is
greater than zero.

Accept: If the internal rate of return is greater
than the cost of capital.

Accept: If the index is greater than one.

SOURCE: Own research

4.5.5 Implementation

If the project/program is found to be economically viable, in that it will

add value to the firm in the long-run, it is then determined how it will

be implemented.

4.5.6 Follow-up

At this stage, management has to present with a contro! system for

the program. Such a system will monitor results during the

operational phase of the program. The results are compared to the

expected or projected results. If these is a deviation, what actions

are going to be taken to correct such deviations?
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4.5.7 Assumptions underlying the method

The assumptions are that -

the human resources development programs are based on the
learning principles (theory),

the mechanics (methods) of needs analysis programs,
objectives setting, program content segmenting, and evaluation
with regard to other levels, have been used and are known,

the cost of capital/rate of return used to discount cash flows,
has been determined,

financing for the program is available and hence no
rationalization, and

the firm should have a separate human resources development

department, assisted by the financial department.

4.6 CONCLUSION

The concept cost, cost-effectiveness, cost-benefit analysis and return

on investment as financial tools to evaluate a human resources

development program are discussed and elaborated on.

Human resources development costs are defined as the monetary

sacrifices incurred by the firm as a result of a training program. The

reasons for having human resources development costing systems,

are given.
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The two basic methods of classifying human resources development
costs, is by the description of expenditure and by the categories in

the human resources development process.

Different cost classification approaches development by Kearsley,

Phillips, Bramley and Fitz-enz, are discussed.

The potential benefits of human resources development program are
identified. Two models by Thomas, Maxham & Jones and Kearsley
provide a way of comparing two or more programs by using the

program benefits, are presented.

The method for the strategic financial evaluation of human resources

development programs, is developed.

The empirical results indicate that the firms investigated have a
system of human resources development costs classification and do
make estimates of future costs and benefits to be included in the
evaluation method.
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5. DATA ANALYSIS
5.1 INTRODUCTION

In chapter four the concept cost, cost effectiveness and cost-benefit
analysis, as they pertain to human resources development programs,
are explained. The financial concept of return on investment is also
explained and the method to be used to financially evaluate human
resources development program is developed. The assumption
underlying such a method and conditions under which a model will

work in an organisation are stated.

In this chapter the resuit of the empirical research is analyzed. A
central part of research activity is, according to Churchill (1992:102),
to develop an effective research strategy or plan.  Churchill
(1992:108) and Chisnall (1992:23) defines research design as a
framework or plan for a study that is used as a guide in ensuring that
the information obtained, is relevant to the research problem. St‘ruwig
(1991:157) notes, that a properly planned research project, designed
according to empirical requirements, should ensure that the purpose

and objectives of a study are achieved.

This chapter will discuss the samples design, which specifies the
survey population, the sample frame, the sample size, and the
sampling procedure used in this study. The empirical research
design will outline the questionnaire design. The data collection
procedure and the validity and reliability of measures used, will also
be discussed.
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5.2 SAMPLE DESIGN

Since sample design is an integral part of the total research design,
great care should be taken at every stage in the development of
suitable samples (Chisnal, 1992:90) and Churchill (1992:4586)

suggest the following six-step procedure for drawing a sample.

- The first step involves defining the population

- The second step constitutes the identification the sampling
frame is

- In the third step a sampling procedure is selected

- The fourth step involves determining the sample size

- The fifth step entails selecting of the sample elements

- The final step is the collection of data from the designated
elements.

The above steps are discussed in the following paragraphs.

5.2.1 Definition of the popuiation

The population is a collection of elements or units about which the
researcher wishes to make an inference (Churchill, 1992:456) or it is
the aggregate of elements from which the sample is drawn (Kress,
1988:174; Nel, Radel & Loubser, 1988:291).

Madden & Firtle (1987:267) stipulates three important points with
regard to the definition of the target population.
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- Firstly, the target population must be consistent with the
objectives of the study. [n other words, it must be possible to

achieve the objectives by using the selected target population.

- Secondly, any other qualities that the respondents must have in

order to be included in the sample, must be clearly specified.

- Lastly, all decisions rules for inclusion or exclusion of
respondents, must be clearly explained.

In this study the target population is chosen from South African
companies. In South Africa, companies with a share capital, are the
most common and a distinction is made between public and private
companies (Marx, Reynders & Van Rooyen, 1993:113). The
Standard Industrial Classification in South Africa classifies companies
according to the activities they perform (Nel et al, 1990:278).

As information regarding companies listed on the Johannesburg
Stock Exchange (JSE) is more readily available than that of other
business enterprises, it was decided to limit the study to JSE-listed
companies.

5.2.2 Identification of the sampling frame

Churchill (1992:456), Cooper & Emory (1995:204) and Kress
(1988:174) define a sampling frame as the listing of the elements or
units from which the actual sample will be drawn. Kothari (1995:69)
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states, that such a list should be comprehensive, correct, reliable,

appropriate and representative of the selected population.

Nel et al (1888:267) suggests several requirements that a reliable
sampling frame should meet, but points out, that nearly every
sampling frame has inherent weaknesses; These requirements are

the following.

- The sampling frame must represent all the elements and all
strata of the population.

- The sampling frame must be up to date

- The entry in the sampling frame must be complete and correct
in every detail.

- There may be no duplication of entries.

- The sampling frame must be accessible and the information
must be arranged in such a manner, that a sample can be
drawn from it.

- Ideally, the sampling frame should contain additional

information that facilitates stratification.

A sampling frame used in this study, is the JSE Handbook 1998,
which is a complete investor's guide to the Johannesburg Stock
Exchange and the Bond Exchange of South Africa. This handbook
meets all the requirements suggested by Nel et al (1990:267) above,
and is obtainable from the JSE. It contains all the information about
the different companies listed on the Johannesburg Stock Exchange.
The nature of their businesses, addresses, telephone numbers of
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their head officers and names of directors are all indicated in the
handbook.

5.2.3 Size of sample
A sample size refers to the number of items to be selected from the
population to make up a sample (Kothari, 1995:69).

Determining the sample size, is generally quite difficult (Dillion et al,
1890:317) and is a complex matter (Churchilll 1992:512).
Researchers do not agree on the guidelines to be used for
determining the number of elements to be included in a study (Cates,
1985:62). ‘

According to Frankel and Wallen (1990:79), researchers shouid try to
obtain as large a sample as is practically manageable. Furthermore,
Kerlinger (1986:119) notes, that large samples are advocated in order
to allow the principle of random chance to work and to eliminate the
problem of selecting deviant samples associated with small samples.
Sommer & Sommer (1986:201) are also of the opinion, that large
samples provide more reliable and representative data than do small

samples.
Considering all of the above, it was decided that all businesses in the

industrial sector listed at the Johannesburg Stock Exchange, be used
in this study (refer section 1.4).
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5.2.4 Sampling procedure
it was indicated in section 5.2.3 that all of elements or companies in

the industrial sector will be included in the sample.

In selecting an appropriate sampling procedure, it is important that
researchers must keep in mind two causes of incorrect inferences;
(Kothari, 1995:70). These are as follows:

- Systematic bias which results from errors in sampling
procedure and cannot be reduced or eliminated by increasing

the sample size.

- Sampling errors, which are variations in the sampling estimates

around the true population parameters.

To avoid such errors from occurring in this study all the elements of
JSE-listed companies in the industrial sector are included. This
represents a stratified sample and the number of elements in each
stratum for this research, is presented in Annexure B.

5.3 SURVEY DESIGN

5.3.1 Introduction

Nel et al (1990;142) indicates, that there are no fixed guidelines as to
which method for collecting information, a researcher could use.
Furthermore, that the researcher must collect information, as
accurately and unambiguously as possible, and at a reasonable cost.

125



Chapter 5 Data Analysis A S Dhlamini

Considering the size of the sample, costs and the time factor, the
technique for collecting primary data in this research is the mail
survey. According to Bryman & Cramer (1990:13), a survey usually
entails the collection of data on a number of variables at a single
juncture. A questionnaire will be used as an instrument for collecting
data.

The design of the questionnaire, the data collection procedure and
the variability and validity of measures are discussed in the following

sections.

5.3.2 Questionnaire design

Parasuraman (1991:363) defines a questionnaire as “... a set of
questions designed to generate the data necessary for accomplishing
a research project’s objectives”. Designing a questionnaire, is still an
art and not a science (Churchill, 1992:328), as there are no rules to
be followed so as to ensure a perfect questidnnaire (Parasuraman,

1991:364).

In evaluating questions (content) for inclusion in the questionnaire,
the following three questions are considered (Weiers, 1988:261).

- Is the question really necessary in view of the objectives of the
research study?

. Will the respondent be willing and able to provide the
information required?

- Does the question adequately cover the content area for which
it is responsible?
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After the issues relating to the content have been analyzed, the next
issue relates to the response format; that is, the type of questions to
use (Kinnear & Taylor, 1991:344).

Kinnear & Taylor (1991:344) describes three types of questions,

ranging from structured to unstructured response format.

- Open-ended questions which require the respondents to
provide their own answers to the questions.

- Multiple-choice questions, which require the respondents to

choose an answer from a list provided in the questionnaire

- Dichotomous questions which are an extreme form of the
multiple choice question and which allows the respondent only

one of two responses, such as either “yes” or “no".

In this study, a structured response format consisting of closed-ended
questions, is used. It was decided to use the four-point Likert Scale
as a measurement technique. With this scale, the respondent is
asked to respond to each statement by choosing one of five choices
(Cooper & Emory, 1995:179).

The appearance and layout of the questionnaire are important as mail
surveys, and the questionnaire shoulc_i not create the impression of
being too long, but it should have enough space to record the
information required (Nel et al;1990:246).
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The questionnaire in this study, is divided into three sections.

- Section A contains questions that relate a number of functions
that may be linked to the evaluation of training and
development programs.

- Section B contains questions that relate to the different stages
of the proposed model to financially evaluate human resources
development programs.

- Section C contains closed-ended questions establishing the
general information about companies of the respondents.

The statements in Section A and B consist of both positive and
negative statements (a copy is in Appendix A).

A summary of the content and format of the questionnaire used, is
given in Table 5.2,

Table 5.2 content and format of the questionnaire on page 129
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Table 5.2: Content and format of the questionnaire

SECTION CONCEPT EMPHASISED NUMBER OF QUESTIONS
A ¢ Evaluation functions 8
B o Proposal generation 5
¢ Review and analysis 1
¢ Decision-making 5
Total A& B 29
C e Existence of human 1
resources  development
department
e People employed 1
e % HRD expenditure to 1
total capital budget
e Annual turnover 1
e Sectorinvolved in 1
Total 5
Grand Toftal 34

Source: Own research

After the questionnaire had been designed, it was pre-tested by

giving it to a number of academics for evaluation. After the resuits of

the evaluation of the different academics had been processed and

analyzed, the questionnaire was refined and ready for use in the

actual collection of data.

5.3.3 Data collection procedure

As indicated in section 5.3.1, the survey technique best suited for this

study, is the mail survey. According to Cooper & Emory (1995:282),
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mail survey costs less and the respondent can take more time to

collect facts, talk with others, or consider replies at length.

Cooper & Emory (1995:282) further states that the major weakness of
mail survey is a non-response and suggests the following practical

ways of improving the response.

- The questionnaire length is to kept short, in order to obtain a
higher response.

- Return envelopes with a stamp must be included to simplify
questionnaire return.

- A cover letter should be included as the most logical vehicle to
persuade the respondent to respond.

- A promise of anonymity must be made and confidentiality of
results ensured.

- A follow-up letter should be sent to all respondents so as to

ensure that they have received the questionnaire.

5.3.4 Validity and reliability of measures used

Walizer & Wiener (1978:402) reports, that for a study to be
meaningful, it is necessary to use reliable and valid measures of the
variables being studied. The measures in this case, would indicate

questions in the questionnaire.

Kinnear & Taylor (1991:232) refers to reliability as the extent to which
the measurement process is free from random error and that it is
concerned with consistency, accuracy and predictability of the
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research findings. Two types of reliability are mentioned by Brymer &

Cramer (1990:70), namely internal reliability and external reliability.

External reliability is the most common and refers to the degree of

consistency of a measure over time.

Frude (1993:94) indicates that four commonly used strategies to

asses reliability are available.

The test-retest method involves administering the same test
twice to the same group of cases and then correlating the first

test of scores with the second set.

The alternate is methods involving the creation of two forms of
tests which are closely parallel in terms of length, style and

content, giving both test and correlate scores.

The split-half method involving the creating of two alternate
forms by splitting the test into two halves and correlating the
scores from the two halves.

Internal consistency methods which compare each item of the
measure to every other item. The most widely-used measure
of internal, consistency is the alpha coefficient. Cronbach’s
“alpha” is an estimate of the correlation to be expected between
scores obtained on our scale (the observed score) and a true
score (that which would be obtained from a perfect measure of
the scale variable).
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It this study the internal consistency method is employed by
calculating Cronbach’s alpha, to test the internai reliability of sections
A and B of the questionnaire. Table 5.3 indicates such alphas.

Table 5.3: Cronbach’s Alphas for Section A and B of the questionnaire

QUESTION ALPHA QUESTION ALPHA
A1 0.791 B8 0.905
A2 0.842 BS 0.923
A3 0.800 B10 0.789
A4 0.701 B11 0.841
A5 0.846 B12 0.823
AB 0.823 B13 0.817
A7 . 0.801 B14 0.822
A8 0.811 B15 0.815
B1 0.822 B16 0.819
B2 0.817 B17 0.925
B3 0.841 B18 0.910
B4 0.701 B19 0.817
B5 0.804 B20 0.822
B6 0.811 B21 0.800
B7 0.892

Source: Own research

The value of the alpha depends on the number of items that make up
the scale and the correlation between them (Frude, 1993:196). The
overall value of the alpha for Section A is 0.832 and that of B is
0.821. Brymer & Cramer (1990:71) suggests the Cronbach’s alpha
greater than 0,8 to indicate internal reliability.
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To measure external reliability, would mean using the test-retest
method discussed above. This could be very costly as far as this

study is concerned.

One other criteria for evaluating a measuring tool (questionnaire)
other than reliability, is validity. Validity refers to the extent to which a
test measure the researcher actually wishes to measure (Cooper &
Emory, 1885:148). Validity is a broader and more difficult issue than
reliability (Kinnear & Taylor, 1991:232).

Kinnear & Taylor (1991:234) identifies four major ways of estimating
the validity of measurements.

- Construct validity, which involves understanding the theoretical

rationale underlying the obtained measurements.

- Content validity, which involves a subjective judgement by an
expert as to the appropriateness of the measurement. Cooper
& Emory (1995:149) describe “content validity of the measuring
instrument” as “ ... the extent to which it provides adequate

coverage of the topic under study”.

- Concurrent validity involves correlating two different
measurements of the same phenomenon which has been
administered at the same point in time.
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- Predictive validity involves the ability of a measured
phenomenon at one point in time to predict another

phenomenon at a future point in time.

To ehsure construct validity, the researcher is encouraged to deduce
hypotheses from a theory that is relevant to the concept (Brymer &
Cramer, 1991:72). To ensure construct validity in this study, a
number of secondary sources were consulted to incorporate the

theory in the measures used.
5.4 DATA ANALYSIS

5.4.1 Introduction

Having collected the data from primary or secondary sources, the
researcher proceeds towards drawing/conclusion by logical inference
(Luck & Rubin, 1987:373). The data collected from surveys, are
frequently a collection of numbers, and a simple inspection will
ordinarily communicate very little to the understanding of the
researcher (Ferguson & Takane, 1989:16).

The measurement or assignment of numbers to observations or
responses, has the following advantages (Churchill, 1992:407).

- Quantified responses from a large sample can be summarized
more efficiently than are non-quantifiable responses.

- Quantified responses can be manipulated by using a number of
mathematical techniques.
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Chisnall (1992:329) states the following analytical techniques as
being useful for data analysis, and indicates that their applicability

depends on the number of variables.

- Univariate techniques, which involve the analysis of a single
variable. According to Kinnear & Taylor (1991:545), it is often
important in studies to do a univariate analysis on some

variables in order to gain useful information.

- Bi-variate techniques, which measure an association between

two variables.

- Multi-variate techniques which analyses raltionships between

more than two variables.

The second question to consider, after having looked at the number
of variables, is whether we are interested in the description of the
sample or making ihferences about the population from which the
sample was drawn (Kinnear & Taylor, 1891:344).

- Description statistics provide summary measures of the data
contained in ali the elements of the sample.

- Inferential statistics allow the researcher to make judgements
about the whole population, based on the results generated by
samples.
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The third question to consider, is the scale level at which the variable
or variables have been measured. Quantified responses fall into one

of the following four levels of measurement (Churchill, 1992:408).

- Nominal scale responses which are no more than labels used
to identify different categories of responses.

- Ordinal scales which are a set of numbers in which magnitude
of the number represents no more than rank ordering. These
scales are more powerful than nominal, because of the property
of rank order.

- Interval scale, which is a set of numbers in which the
differences (not ratios) between numbers can be meaningfully
interpreted and which have all the properties of an ordinal
scale.

- Ratio scales, which are a set of numbers in which the ratios

between the numbers can be meaningfully interpreted.

According the Churchiil (1992:608), the search for meaning from
responses can take many forms. The inspection procedure, editing
and the transferring of data into a computer, are the preliminary
steps. The preliminary data analysis and the search for relationships
then follow. The following section will discuss all of the above.

5.4.2 The inspection procedure

After the questionnaire had been received, it was inspected in order
to determine its usefulness. A completed questionnaire with more
than four questions not answered, was regarded as not usable. A
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complete summary of the returned questionnaires, is given in table

5.4.

Table 5.4: Number of returned questionnaires (Response)

Number | Number
Business involved in sent. | received | Percentage

1. Beverage, Hotels & Leisure 33 18 54
2. Building & Construction 22 10 45
3. Chemicals, Oil & Plastics 11 36
4. Clothing, Footwear & Textiles 23 35
5. Development Stage 4 0

6. Electronics & Electrical 46 16 33
7. Engineering 28 12 43
8. Food 34 11 32
9. Furniture, Household and Allied 6 3 50
10.Industrial Holdings 48 18 38
11.Media 21 3 14
12.Motor 11 4 36
13.Packaging & Printing 16 10 62
14.Paper 1 0 0

15.Pharmaceutical & Medical 15 9 60
16. Steel and Allied 4 2 50
17.Stores 50 11 22
18. Transport 8 4 50
19. Other - 4 -

TOTAL 381 146 38

Source: Own research

The response rate of this study was 38%, if only the usable

questionnaires are used in calculating the response rate.
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Non-response bias was taken into account. The failure to obtain
information from some element of the population, can influence the

final results.

5.4.3 The editing process

The editing of all questionnaires received, was done by the
researcher in order to ensure consistency. Besides consistency,
legibility and completeness were checked. Parasuraman (1991:101)
describes editing “... as the process of examining the responses and
taking the necessary corrective action to ensure that they are of high

quality”.

5.4.4 The coding procedure

Coding involves the assignment of numbers to answers, so that
responses can be grouped intc a limited number of classes or
categories (Cooper & Emory, 1995:381).

The editing of questionnaires was easy, as the Likert Scale of
measurement, as well as closed-ended questions, were used in the
questionnaire. Open-ended questions requiring the respondent to
state the nature of business of the company, were set. Questions
that had not been answered or which were ambiguous, were
disregarded and coded 0. A questionnaire with more than four “0’s,”

was hot used.
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5.4.5 Transferring data

The data were transferred onto the database created in the Quatro
P10 computer program, which is a spread-sheet program. Because
of the complex nature of the statistical procedures or techniques used
to analyze data, the Statistical Package for Social Science (SPSS-PC
was used to compute the values required in the study.

According to Frude (1993:100), the SPSS package offers the

following advantages.

- [t enables data from surveys and experiments to be analyzed
fully and flexibly.

- it has facilities for extensive manipulation and transformation of
data.

- It includes a wide range of procedures for both simple and

highly complex statistical analysis.

5.4.6 Preliminary data analysis

In this study, the data obtained were collected by means of a
'questionnaire divided into three sections (see Appendix A). Section C
of the questionnaire requests general information regarding the
respondents’ company, so as to facilitate comparisons and the
establishment of relationships between Section A and B. The
frequency distribution of the responses indicating the different
categories, is given in Table 5.5.
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Table 5.5: Response irrespective of the different categories of Section C of

the questionnaire

Category Number of Percentage
Responses
EXISTENCE OF HRD DEPARTMENT:
(@) Yes 91 62
(b) No 55 38
Total 146 100
NUMBER OF EMPLOYEES: ,
(a) 0-999 43 29
(b) 1000 - above -103 71
Total 146 100
% OF HRD EXPENDITURE TO TOTAL
CAPITAL BUDGET:
(a) 10-20 145 99
(b) 21-30 : 2 1
(c) 31-40 - 0 0
(d) 41-50
(e) 51 and above 0 0
Total 146 100
TURNOVER:
() 0-9999 999 49 34
(b) Above R10 million 97 66
Total 146 100

Source: Own research

The frequency distribution of the responses to Section A of the
guestionnaire, is given in Table 5.6. This section of the questionnaire
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contains questions that determine the functions of the evaluation of

training and development programs.

Table 5.6: Response for the different categories of Section A of the

questionnaire

Number and percentage

Categotries Strongly | Agree | Neutral | Disagree | Strongly
Agree disagree
a) Cost benefit analysis 89 46 10 1 0
61% 32% 7% 0%
b) Cost-effectiveness analysis 43 88 15 0 0
29% 60% 11% 0% 0%
c¢) Improve the training & 78 63 4 1 0
development program 53% 43% 3% 1%
d) Provide feedback to pro- 66 54 6 13 7
gram planners management 45% 37% 4% 9% 5%
e) Gain knowledge of emp- 40 86 5 10 5
loyee skills level 28% 59% 3% 7% 3%
f) Provide information for per- 10 11 100 25 0
formance appraisal 7% 8% 68% 17% 0
g) Placement of employees 47 3 88 5 0
32% 4% 61% 3% 0%
h) Provide feedback to 16 70 59 0 1
program participants 11% 48% 41% 0% 0%

Source: Own research
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To indicate the relative response to the different statements of section
A, the “strongly agree” plus the “agree” responses of the Likert Scale

are combined. The graph below indicates the resuits.

Diagram 5.1: Section A of questionnaire

Percentage
responses

Statements

Source: Own research

To indicate the relative response to the different statements of section
B, the “strongly agree” plus the “agree” responses of the Likert Scale
are combined. The graph below indicate the results.

Diagram 5.2: Proposal generation — Section B of questionnaire

Percentage
responses

Statements

Source: Own research
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Diagram 5.3: Review and analysis: Section B of the questionnaire

Percentage
Responses

Source: Own research
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The frequency distribution of the responses to Section B of the
questionnaire, is given in Table 5.7. This section contains questions

that are intended to determine if the model developed in section 4.5

can be applied by the respondents, cdmpanies, and are based on the

mode itself.

Table 5.7: Responses irrespective of the different categories of Section B

of the questionnaire
Number and percentage

Categories Strongly | Agree | Neutral | Disagree | Strongly
Agree disagree
Proposal generation
(@) 21 99 4 17 5
(b) 14% 68% 3% 12% 3%
28 76 15 21 6
© 19% 52% 10% 14% 4%
61 56 10 16 4
(d) 42% {38% 7% 10% 3%
81 49 11 3 2
@) 55% 34% 8% 2% 1%
68 50 12 5 1
47% 34% 8% 3% 0%
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Review & analysis

(a) 30 107 2 2 5
21% | 73% | 1% 1% 4%
(b) 16 112 7 7 6
11% | 77% | 5% 5% 4%
(c) 37 45 10 30 24
25% | 31% | 7% 21% 16%
(d) 9 101 16 9 11
6% 69% | 11% 6% 8%
(e) 22 90 5 19 10
15% | 62% | 3% 13% 7%
(f) 3 73 40 20 10
2% 50% | 27% 14% 7%
(9) ' 16
12 38 50 30 11%
(h) 8% 26% | 34% 21% 20
14 51 51 10 14%
0) 10% | 35% | 35% 7% 15
37 40 43 11 10%
0 26% | 27% | 29% 8% 11
23 80 30 20 8%
(k) 16% | 55% | 20% 1% 7
2 76 60 1 5%
1% 53% | 41% 0%

Decision-making:

(@) 69 55 5 8 9
) 47% | 38% | 3% 5% 7%
52 81 0 20 13

© 36% | 42% | 0% 14% 9%
5 4 98 10 19

@ 3% | 10% | 67% 7% 13%
14 3 90 19 10

© 10% | 8% | 62% 13% 7%
50 72 3 10 11

34% | 49% | 2% 7% 8%

Source: Own research

Parasuraman (1991:625) quite rightly states that “... before analyzing
a data set by using sophisticated techniques, a researcher should get
a feeling for what the data are like". Furthermore that, the purpose, of
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the preliminary data analysis is to reveal features of the basic
composition of data that have been collected.

Dillon et al (1990:458) points out, that descriptive statistical
techniques are a means of inspecting data before testing the
hypothesis. Descriptive statistics, according to Kinnear & Taylor
(1991:544), provides a researcher with summary measures for the
data in their samples. Preliminary data analysis or descriptive
statistics, involves examining the central tendency (the most likely
response to a question) and the dispersion or variability. The
measures of shape, skewness and kurtosis respectively, describe
departures form the symmetry of a distribution and its relative flathess
or peaking. (Cooper & Emory, 1995:398).

In this study the following descriptive statistics are calculated for all
categories of Section A and B.

- Measures of central tendency, i.e. the mean, mode and
median.

- Measures of dispersion i.e. standard deviation.

- Measures of shape of the distribution, i.e. skewness and
kurtosis.

A summary of the results obtained in this study, is provided in Table
5.8.
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Table 5.8: A Summary of statistics irrespective of the various categories

of Section Aand B
SECTIONA | SECTIONB
STATISTIC Evaluation Proposal Review Decision-
Functions | Generation | analysis making
1. Mean 25.357 17,461 33,571 18,00
2. Mode 28,000 20,000 37,000 21,00
3. Median 27,000 18,000 35,000 19,00
4. Standard deviation 3,451 2,134 1,217 2,645
5. Skewness -0,218 - 0,122 - 0,241 -0,196
8. Kurtosis - 0,197 -0,139 -0,184 0,142

Source: Own research

Certain deductions can be made with regard to the four categories of

Section A and B of the questionnaire.

Category A: Evaluate functions

This category of section A contains 8 questions, with a maximum
score of 5 and a minimum score of 1. The maximum score that can
be obtained for this category is 40, which would indicate a positive
reaction to questions, on the functions of evaluation. A score of 8
would indicate a negative reaction, whereas a score of 24 would
indicate a neutral position.

As can be seen from table 5.8, the responses are negatively skewed
and the distribution has a low peak. The median 27, which indicates
that the respondent on average are positive in their responses to
question on the function of evaluation. This is an indication that
South African companies do on average make an evaluation of their
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human resources development programs for most of the reasons
indicated by statements in section A of the questionnaire. Cost-
benefit analysis and cost-effectiveness analysis, which are financial
evaluation measures have the highest percentage of respondents
strongly agreeing (61%) and agreeing (60%) — see Table 5.6. It can
be concluded from this, that these companies do use some form of
financial evaluation on their human resources development

programs.

Category B: Section B, Proposal generation

Five questions were used in this category to indicate proper
conditions for proposal generation with regards to human resources
development programs. The maximum score is 25, indicating a
“strongly agree” response. The minimum score of 5§ will indicate a

negative response and a score of 15 a neutral position.

The results in table 5.8 show a distribution that is negatively skewed
and a high-peak kurtosis. The mode is 20, which indicates that there
is a positive response on average to the statements of this category.
It could be concluded from this, that South African companies do
consider their investment proposals in human resources development
in relation to their strategic plan. The culture of most of these
companies is such, that HRD is valued in all levels in the
organization. There is also open communication with regards to the
intentions of any investment in human resources development.
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Category C. Review and analysis

Eleven questions are set in this category, to indicate conditions that
must exist for a capital budgeting based model of evaluating human
resources development, to work. The maximum score is 55,
indicating a “strongly agree” positive on the part of respondents. The
minimum is a score of 11, indicating a negative overall response, and

a score of 33 indicates neutrality.

The distribution is negatively skewed and has a low peak. The
medium is 35 and the mode is 37, indicating an overall positive
response to the questions. It could, therefore, be said that South
African companies do a human resou;ces cost classification system,
and that future estimates are made of training costs and benefits.
Incremental cash flows are considered and riskiness of projects
assessed, using either of the techniques mentioned in questions f, g,
h of this category. Risk adjustment is done using either of the
methods mentioned in questions i, j, k of this category of section B of
the questionnaire.

Category D: Decision-making
In this category, five questions are set to identify methods used by
South African companies to make capital budgeting decisions. The
maximum score in this category, is 25, indicating a “strongly agree”
position. The minimum score is 5, indicating a negative position. A
score of 15 indicates neutrality.
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The distribution in this category is negatively skewed and has a high-
peak kurtosis. The mode is 21, indicating that on average, the
respondents strongly agree with most of the questions in this
category. It may be concluded, that South African companies do
make use of the different capital budgeting techniques to evaluate
capital projects, and can, therefore use these techniques to evaluate
human resources development projects. The payback period, the
internal rate of return and the net present value are the most used
techniques with (49%+ 34), (47%+ 38), and (36%+ 42) respectively.
This results correspond very closely with those of a study conducted
by Parry & Frier (1990:55). They used a similar sample of industrial
companies listed on the Johannesburg Stock Exchange.

In conclusion, the descriptive statistics used to summarize the data,

indicate the following.

5.4.7 The Search for Relationship

. Introduction

The statistical techniques used in section 5.4.6, mainly portray or
describe the data. To make conclusions as to whether South African
companies can use the proposed model to financially evaluate
human resources development projects or programmes, it is
important that techniques to establish relationship be employed.

In section 5.4.1 it is indicated, that a number of statistical techniques
exist that can be used to analyse data. The applicability of such
techniques depends on -
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- the number of variables, i.e. univariate, bivariate and muiti-
variate techniques, and

- the scale level at which the variable or variables have been
measured i.e. nominal, ordinal, interval and ratio scale.
“... which can take on quantitatively different values even in
decimal points, are called continuous variables.” (Kothan,
1993:44).

Multivariate techniques are be employed in this study in the analysis
of data. The different questions in the questionnaire can be referred
to as variables. Tabie 5.2 indicates that there are 34 questions
(variables), in total with Section A having 8, Section B 29 and Section
C 5 questions.

Kothari (1995:368) describes multivariate analysis techniques as a
collection of methods that simultaneously analyse more than two
variables on a sample of observations. Furthermore, that such
techniques are largely empirical and possess the ability to analyse
compiex data or to represent a collection of data in simplified way.

Multivariate procedures are divided into two main categories (Kinnear

& Taylor, 1991:606).

- Interdependence methods, where no variable or variables are
designated as being predicted by others. The interrelationship
among all the variables taken together, are considered.
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- Dependence methods, where one or more variables are
designated as being predicted by (dependent on) a set of
independent variables. Kothari (1995:372) describes
dependent variables as resultant or criterion variables, and

independent variables as explanatory or criterion variables.

To enable a proper investigation as to whether South African firms
can use the proposed model of financial evaluation of a human
resources development program, it was decided that the dependence
methods be used to investigate the relationship among or between

the different variables (measures or questions in the questionnaire).

The selection of the proper dependence method to use, will depend

on (Kinnear & Taylor, 1991:624; and Weiers, 1984:457).

- The number of variables that have been designated as
| dependent.

- The scale levels of the dependent and independent variables.

The table below presents situations in which each technique is

appropriate.

Table 5.9 Situations using dependence methods on pg. 152
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Table 5.9: Situations using dependence methods

A. One dependent variable

Technique Scale level of Scale level of
despondent variable independent
variables
1. Multiple regression Interval Interval
2. Analysis of variance Interval Nominal
covariance
3. Dummy variable multiple Interval Nominal
regression
4. Automatic interaction detector Interva_:l Nominal
5. Discriminant analysis Nominal Interval
6. Dummy-variable discriminant | Nominal Nominal
7. Conjoint Nominal . Nominal
B. More than one dependent variable
Technique Scale level of Scale level of
despondent variable independent
variables
8. Canonical correlation Interval Interval
9. Multi-variate analysis of Interval Nominal
variance

Source: Kinnear & Taylor (1991:626) as adapted

To establish relationships, the variables (questions) in section C of
the questionnaire, will be designated as independent variables.
Section C variables establish the various backgrounds of the
respondent companies and are mostly intervally-sealed variables.
The variable in Section A and B, will be designated as dependent
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variables and are mostly nominally-scaled variables. Variables in

Section A and B are measured by using a Likert Scale.

in studying Table 5.2 above, it can be conciuded, that the analysis of
variance (ANOVA) and the multivariate analysis of variance
(MANQVA) can be used in establishing relationships. The primary
purpose, according to Parasuraman (1921:736) of ANOVA), is to
aséertain the relative importance of independent variables in
explaining variations in the dependent variable. MANOVA which is
straight forward extension of ANOVA is used to test the effects of the
independent variables on a series of dependent variables (Kinnear &
Taylor, 1991:637).

Struwig (1994:209) proposes two steps that can be followed in

multivariate analysis.

- The first step involves establishing whether there is any
difference between the dependent variables (Section A and B
of the questionnaire) based on the independent variables
(Section C of the questionnaire) as based. The MANOVA
procedure, which uses the Wilk's Lambada F. multivariate test
of significance, is used. This test is based on the hypothesis,
that there are no differences between the two types of
variables.

- The second step is executed if there is difference between the
variables in step one. This involves determining which
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variables differ from the other. The univariate analysis of
variance using the F-test, is used to establish in which category

dependent variables the difference occur.

Value (P) of the Wilks lamba F-tést must be P < 0,05 to indicate
a significant difference and a P < 0,01 to indicate a highly

significant difference.

In the following section the relationships between variables are

discussed.

The relationship between the existence of separate HRD
departments in a firm, the number of employees,
percentage of HRD expenditure to total capital budget,
turnover and the functions of HRD evaluation

The results of the tests are summarized in Table 5.10 below.
Table 5.10: Results of Test to establish relationship between Section A

and Section C

Categories of C " Wilks’ Lumbla F-Test (P values)

4.

Existence of a human resources 0,023
development (HRD) department

The number of employees 0.067

Percentage of HRD expenditures

to total capital budget 0,071

Turnover 0.082

Source: Own research
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In analyzing the p-value of the categories above, only the category:
Existence of Human Resources Development (HRD) Department
shows a difference with a P-value - 0,023 which is below 0,05. All

the other categories are greater than 0,05.

It is indicated in Section 4.7, that one of the assumptions of the
proposed method on the financial evaluation of a human resources
development program, is that there exists a separate well-developed
human resources development department. [If such a department
does not exist, it will be difficult to implement the proposed method.
This Wifference in the relationship could be ascribed to the fact, that
about 38% of the company indicated that they do not have a separate
HRD department, and can, therefore, not provide positive answers to

questions in Section A of the questionnaire.

Sixty one percent (61%) of the respoﬁdents indicate that they use a
cost benefit analysis and 60% indicate, that they agree as to the use
of cost-effectiveness analysis. It can be concluded from this, that
both these financial evaluation techniques are used by a majority of
the respondents’ companies. These results contradict those obtained
by Brandenburg (1982:17) in the USA, who conclud that cost analysis
of training is a secondary evaluative function. Brandenburg’s results
also indicated that the major functions of evaluation, are basically an
internal support role to the training process.
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South African Companies do make use of financial evaluation

techniques in their evaluation of human resources development

programmes.

. The relationship between the size of the firm based on the
number of employees and the program evaluation (i.e.

Section B of the questionnaire)

For the purpose of this study it could be indicated that those
companies employing more than 1 000 people are large firms, and

those less than a 1 000 are small firm.

From the responses received (see table 5,5) it can be observed that a
majority of firm {71%) of responded are large firms. Hence these

companies will have a major influence on the overall resulits.

The Wilk's lambada F-test of significance’'s P value = 0,022 which
indicate that there is a significant difference in the manner in which
small and large companies answer Section B of the questionnaire.
The P value is greater than 0,01 but less than 0,05.

The next step is to conduct a univariate analysis of variances using
the univariate F-test to establish in which category of Section B the

difference occurs.

The result of the univariate test are given in table 5.11 below:
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Table 5.11
Dependent variables
Test (Section B of questionnaire) P value
Univariate  F-test  of | Proposal generation 0,201
significance Review and analysis 0,062
Decision making 0,035

Own research

In analysing the P-values of the univariate F-test of significance, the
difference only occurs in the category “Decision making” as it has a
P < 0,05 but P> 0,01. This category contains questions that have to
do with the different capital budgeting techniques. The responded
companies differ in the manner in which they use these techniques
for decision making. It could not, from these study be establish as to
whether this has to do with whether some of this companies are small

or large.

The responded companies do not differ in the manner in which they
answer questions in categories “proposal generation”, and review and

analysis.

. The relationship between the presenting of HRD
expenditure to total capital budget and the program
evaluation (Section B of the questionnaire)

It was indicated that the majority of respondent companies (99%)
have an expenditure of between 10% to 20% of their human
resources development as a percentage of the total capital budget.
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The Wilk’'s Lambada F-test of significance i.e. P value = 0,065, which
indicate that there is no significant difference in manner in which
companies in the different categories of expenditure answer

questions in section B.

As a result of the above it can be pointed out that there is no need to

conduct a univariable F-test of significance.

o The relationship between the size of a company (as
indicated by annual turnover) and the program evaluation

(Section B of questionnaire)

For the purpose of this study it could be stated that companies with a
turnover above R10 million are large companies.

As indicated in Table 5.5, 66% of respondents have an annual

turnover R10 million, and are larger companies.

The Wilik’s Lambada F-test of significance P-Value = 0,020, which
indicate that there is a significant difference between the size of firm
and the manner in which they answer questions in Section B of the

questionnaire. The P value is greater than 0,01.
The next step is to conduct a univariable analysis of variance to

establish in which category of Section B the difference occurs. This
is indicated in Table 5.12 below:
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Table 5.12
Test Dependent variable P Value
Univariate F-Test of Proposal generation 0,300
signifiance
Review and anlaysis 0,074
Decision-making 0,042

Source: Own research

In analysing the P values above, the differences occurs in the
category “Decision making” and it is P = 0,035 > 0,01. This is the
same as in the case where the number of employees are to indicate

the size of the company.

The company “Decision Making: contains questions that deals with
the use of the different capital budgeting techniques used to evaluate
investments in human resources development programs.

An analysis of Table 5.7 indicate that the Internal rate of retumn is the
most popular method used. It is followed by the payback period and
then the net present value then the accounting rate of return and
lastly the profitability index.

These results tallies with the study conducted in the:

- United States by Gitman & Forrester (1977:68); Schall, Sunden
&Gerysbeek (1978:282) and Stanley & Block (1983:65) wherein
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they found that the internal rate of return is the most used

followed by the net present value.

- In the United Kingdom Pikes Sharp (1989:139) also indicated

more or less the same results.

- In South Africa, over the years Reeve (1981:17); Andrews &
Butler (1986:15) and Parry & Firer (1990:55) found more or less

similar results.

5.5 Conclusion

The chapter outlined the research procedures used to obtain the
necessary information for the thesis. A six step procedure for
drawing a sample was used. The editing coding and transfer of data

was also explained.

The preliminary data analysis was conducted. The descriptive
analysis consist of frequency distribution of the responses to all
section of the questionnaire, the measures of central tendency, the
measures of dispersion and the measures of shape of the

distribution.

The response rate for the thesis was 38%. It was conciuded from the
empirical result that South African companies do financially evaluate
their human resources development program.

The final conclusion is that South African firms can use the strategic
financial evaluation method proposed in this thesis, to evaluate their
human.resources development programs.
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6. SUMMARY, CONCLUSIONS AND RECOMMENDATIONS
6.1 SUMMARY
6.1.1 Introduction

In section 1.3 | it is pointed out, that one of the reasons for the study
stems from the importance of human resources development in
improving productivity of a firm. For South Africa to be a winning
nation ,labour productivity will have to be improved. The cause of low
productivity in South Africa, has been the inadequate investment in

human resources development.

Another most important reason for the study, stems from the fact that
human resources development programs commit a firm's scarce
financial resources for a long period, with uncertain results. Because
human resources development programs are a form of long-term
investment, its profitability relative to other investments, needs to be
ascertained. The capital budgeting process can be employed to
evaluate such programs.

In order to achieve the objectives of this study as set out in section
1.2, the study has been conducted in two parts. In the first part, the
relevant literature on the nature of human resources development
programs, capital budgeting and program evaluation, was reviewed.
In the second part it is determined by means of an empirical study on
whether South African firms can use the proposed method to
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financially evaluate their investments in a human resources

development program.

Chapter six seeks to summarize the most salient points discussed in
earlier chapters; certain conclusions are highlighted; and
recommendations are made. The process of summarizing will
inevitability entail some repetitions, but is nevertheless necessary so
as to serve as an introduction and overview to readers before their

reading the whole text.

6.1.2 Literature review

The review of literature is conducted by means of secondary research
in order to highlight important aspects of the study, and hence to
shape the research on which the empirical investigation is based. In
assessing the literature, the procedure suggested in Section 1.5.1, is

adopted in the review.

In chapter one the following aspects of the study are addressed: the
background introduction, the reasons for the study, the scope of the
study research methodology and problems encountered in the study.
An outline of the study is also provided in this chapter.

In chapter two, which serves as a point of departure, the nature of
human resources development programs is investigated. Human
resources are, comprised by the people who are employed by the
firm. Development is the general enhancement and growth of an
individual's skills and abilities through conscious learning. A program
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is a set of operations, actions or activities designed to produce certain

desired effects or outcomes.

A definition of human resources development programs proposed is
the following. These are those planned operations, actions or
activities designed for the advancement of knowledge, skills,
competencies and behaviour of employees in the firm so as to enable
them to function more effeciently or effectively in their current and

future jobs or tasks.

In section 2.3.1 human resources development needs are defined as
a gap that exists (as a result of lack of skills, knowledge and
competencies) between the current performance of employees and

the expected performance.

The importance, types and methods of needs analysis are discussed.
After the needs have been assessed, identified, verified and placed in
order of priority, the next step in the development of instructional

systems is, to formulate training objectives performance terms.

Training objectives are defined as a statement of desired
results/performance that should be achieved at the end of instruction.
The reasons for writing training and development needs and
classification of objectives, are discussed.

In section 2.5 instructional program design is investigated, by first
looking at content selection, then content sequencing and then lastly,
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the selection of an instructional strategy. Content refers to the
specific subjects, topics, principles, theories, skills and aftitudes that
will form the core of the training program. Instructional strategies
considered, are the lecture, the conference, incident method,
computer-based training, structured on-the-job training, off-the-job

training, and simulation.

In section 2.6 the nature of evaluation is investigated, by first defining

evaluation as “...the assessment of the total value of a training
system or program in social as well as in financial terms”. The
difference between evaluation and validity is explained by pointing
out, that validity concerns itself with whether a training activity has
achieved its objectives and whether trainees are able to apply what
they have learned. Evaluation, on the other hand, is the process of
attempting to assess the total value of a human resources

development program.

The purpose or role of evaluation and the different levels of
evaluation as proposed by Kirkpatrick, the CIRO approach, by
Parker, and by Hamblin, the Bell system and the Van der Walt
system, are presented in chronological order of their development.

The relationship between the terminology used in the different
approaches to evaluation, are summarized in Table 2.2 (Refer to
page 62).

In chapter three the exposition on the concept “capital budgeting” is
broken down into its major components.
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- Firstly, the difference between current and capital expenditure
is explained, by pointing out that capital expenditures are those
outlays of funds that are expected to produce benefits over a
period greater than a year. Investments in human resources

development programs are classified as capital expenditures.

- Secondly, the concept “capital budget” is explained as a plan
detailing a firm's set of long-term investment projects and

contains estimates of the cash flow of such projects.

- Lastly, the concept “capital budgeting” is explained, by noting
that it is a process of analysing, evaluating, planning and
selecting of long-term investment projects for inclusion in the

capital budget of a firm.

In section 3.3 the capital budgeting process is stated as consisting of
the following steps.

- Proposal generation, which has to do with the generation and
identification of investment proposals.

- Review and analysis, which has to do with the assessment of
investment proposals for their appropriateness. The expected
costs and benefits of the projects are estimated.

- Decision-making, which has to do with the application of
various capital budgeting techniques to cash flows in order to
make decisions about projects. |
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- Implementing, which has to do with the allocation of funds and
the implementation of the chosen project.
- Follow-up, which has to do with the monitoring of results during

the operations phase of the project.

In section 3.4 cash flows used in capital budgeting, are classified into
two patterns, that is, conventional and non-conventional cash flow
patterns. The basic principles of cash flow estimation are specified.

To estimate cash flows, historical data, surveys, engineering
estimates and subjective probabilities are used. The basic

components of cash flows are the following.

- Initial investment, which is the net initial felevant cash outflow at
time zero, to implement a proposed long-term investment.

- Net operating cash flows, which are the after-tax cash flows
streams generated by the project.

- Terminal cash flow, which is after-tax cash flow resulting from

termination and liquidation of a project.

Section 3.5 consideres capital-budgeting techniques which are used
in the selection and evaluation of capital projects. The most popular
of these, are the payback period method, the accounting rate of
return. The decision rules with regard to the application or use of
these techniques for decision-making are indicated.
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Section 3.6 considers risks which are generated by the variability of
returns associated with a given investment. Risk assessment
technigues are the sensitivity analysis, scenario analysis, monte carlo
simulation and decision trees. After the risk has been assessed, it
must be incorporated into the project. The risk adjustment
techniqgues are the maximum payback period, the hurdle rate

adjustment and the adjustment of the estimated cash flows.

In chapter four, the conctepts cost, cost-effectiveness, cost-benefit
analysis and return on investment as financial tools to evaluate
human resources development program, are discussed and

elaborated on.

Cost-effectiveness involves a comparison of the cost of one method
of training to achieve a particular objective, with other methods. The
focus of cost-benefit analysis, is to weigh the costs of a training
program with the outcome or benefits achieved.

The return on investment is calculated by dividing earning or income
by total assets or, in the case of human resources development, net
program benefits or savings, divided by program costs. The return on
investment can be calculated prior to the program implementation.

In section 4.3 human resources development program costs are
discussed. Cost are defined as the monetary sacrifices incurred by
the firm as a result of the training program. A number of reasons for
having a human resources development costing system are given.
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The two basic ways of classifying human resources development
costs are the following. The first is by the description of the
expenditure, and the other is the categories in the human resources
development process or function. The different cost classification

approaches have been developed over the past years.

Kearsley’'s Resource Requirement Model (1981) allows for the
systematic identification of costs on the basis of various aspects of
the training cycle and according to four main categories of resources

(personnel, equipment, facilities and materials).

The Phillips approach (1987) is based on the Kearsley model. The
Phillips model of classification is used for the purpose of predicting

cost for future programs.

Bramley's approach (1991) provides a simple matrix for costing
training events, by dividing them into personnel, facilities and

equipment, and according to stages of training.

Fitz-enz (1994) developed a cost classification system that is similar

to that of Kearsley and Bramiey.
Kearsley also provided the life cycle approach that allows comparison

of the relative costs of two or more training programs to be made over
some selected period of time.
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In section 4.4 the benefits of a human resources development
program are described. Potential benefits that can be gained by a
firm from a well-planned and effectively conducted human resources

development program, are identified.

Two models that provide a way of comparing two or more programs

byusing the program benefit, are presented.

The Thomas, Maxham & Jones Framework indicates that all training
and development programs produce a result in terms of efficiency of
labour, and the benefits of a program will simply be the change it

produces in results.

The Kearsley Benefit Analysis Model is based on a network of causal
relationships between a training system’s attributes and benefits, as

the major goals of the program.

in section 4.5 the proposed method irrespective of the strategic
financial evaluation of human resources development programs is
developed. This method is based on the concepts of capital
budgeting discussed in chapter 3 and the different costs and benefit

classification methods discussed in chapter four.

The different steps of the method are based on section 3.3.

- Proposal generation
- Review and analysis
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- Decision making
- Implementation

- Follow-up

The different assumptions underlying the method, and the conditions

under which the method will work, are stated.

6.1.3 The empirical research
In chapter five the research procedure used to obtain the necessary
information for the study, is outlined. The South African company, as

a form of enterprise/firm, was used to represent South African firms.

A six-step procedure for drawing a sample, was employed (refer to
section 5.2). The target population in this study consist of
Johannesburg Stock Exchange companies in the industrial sector.
No statistical formula was used to determine the size of the sample,
as all such companies were included for better representability.
Companies listed in the indus’_crial sector of the Johannesburg Stock

Exchange, comprise about 381 in total (refer to section 5.2.4).
The technique used for the collection of data ,was by means of a mail
survey using a questionnaire (refer, section 5.3.2). A response rate

of 38% was achieved in this survey.

The evaluation and analysis of the findings resulting from the mail
survey, was done in the following sequence:
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o The editing, coding and transfer of data

The editing was done irrespective of all questionnaires in order to
ensure consistency. Coding involved the assignment of numbers to
answers so that responses could be grouped into a limited number of
categories. The data were transferred onto the database, created in
the QuatroPro spreadsheet program. The SPSS (PC) program was

used to compute values required.

. Preliminary data analysis

In section 5.4.6 the results of a descriptive analysis of the data is
described. @ The descriptive analysis consists of a frequency
distribution of the responses irrespective of all sections of the
questionnaire, the measures of central tendency, the measures of
dispersion or variability and the measures of the shape of the

distribution.

o The search for relationships

In section 5.4.7 the dependence multivariate techniques are used to
explore possible relationships between the variables. The
dependence methods are where one or more variables are
designated as being predicted by (dependent on) a set of
independent variables (criterion variables). The techniques includes
Anova and Manova, and to evaluate relationship, the F-test was used

to test for significance.

171



Chapter6 Summary, Conclusions and Recommendaticns - A S Dhlamini

6.2 CONCLUSIONS

A number of conclusions are arrived at in chapters one to five. The
objective in this chapter, is to list the most important conclusions
arrived, and conclusions for each chapter are listed under a chapter

heading.

6.2.1 Chapter one
The following conclusions can be drawn from chapter one.

- In order for South African firms to be globally competitive, it is
necessary that they commit resources to human resources
development.

- South Africa is rated worst in terms of its development of
human resources.

- An investment in human resources development will result in an
improvement in productivity.

- A model should be developed that could be used by South
African firms to financially evaluate their investment in human

resources development.

6.2.2 Chapter two
In chapter 2 the following conclusions are made.

- The difference between training and development lies in the
fact, that training has a narrow focus, in that it provides for skills
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improvement for current jobs that will benefit the firm rather
quickly. Development has a broader focus on present or future
jobs, and the benefits can be measured only in the long-term.

- Any training and development system commences with the
identification and assessment of needs.

- In the design of an instructional program, training and
development objectives must be set.

- Different instructional strategies exist, from which a trainer
could choose, such as the lecture, the conference, case study
method, the incident method, computer-based training, on-the-
job training, off-the-job training, and simulation. (refer section
2.54)

- A common thread running through the different approaches to
human resources development program evaluation is, that they

all have different levels of evaluation.

6.2.3 Chapter three
In chapter three the following conclusions are arrived at.

- The capital budgeting process consists of a number of steps
that must be executed.

- Incremental cash flows are considered in the evaluation of a
capital project, and the estimate of such cash flows is based on
a number of principles.

- Different capital budgeting techniques that use incremental
cash flows in the evaluation of projects, exist. (refer section 3.5)
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- Risk in capital projects exist as a result of the variability of
returns and the long-term nature of capital projects.

- Risk assessment and adjustment techniques exists that could
be incorporated in the evaluation of projects (refer section 3.6).

6.2.4 Chapter four
The following conclusions could be drawn from discussion in chapter

four.

- Cost-effectiveness analysis, cost-benefit analysis, and return on
investment, are methods that are used to financially evaluate
human resources development programs.

- Financial evaluation techniques are based on the determination
of costs and benefits.

- Different approaches to deal with human resources
development program costs have been developed over the past
years (refer section 4.3).

- Two approaches exist, that use benefits to evaluate programs
(refer section 4.4),

- The method developed to strategically and financially evaluate
human resources development programs is based on the
capital budgeting process. |

6.2.5 Chapter five

The following conclusions are arrived at.

. Conclusions pertaining to descriptive analysis
- The measures (questions used in the questionnaire) are initially
reliable, with a Cronbach'’s alpha above 0,8.
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- Response rate in this study is 38%.

- Respondent companies do make use of some form of financial
evaluation of their human resources development programs
(see Table 5.8).

- Respondent companies do consider thei'r investment proposals
in relation to their strategic plan. The culture of such
respondent firms is, that human resources development is
valued by all.

- Respondent companies do assess the riskness of the project
and then make risk adjustments irrespective of their evaluation
of projects.

- Respondent companies do make use of capital budgeting

techniques in their evaluation of projects.

o Conclusions irrespective of the search for relationships

- There is no significant differences irrespective of the size of a
company (as measured by the number of employees, turnover
and the percentage of HRD expenditure total capital budget)
and the functions of human resources development evaluation.
Companies that have separate human resources development
departments differ in the manner in which they evaluate human
resources departments (see Table 5.10).

- There is a difference between small and large companies (as
measured by their turnover and number of employees) in the
manner in which they use capital budgeting techniques, and the
risk assessment and adjustment technigue. It can be
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concluded, that large companies have reached that level of

sophistication and have the resources to use such techniques.

o Evaluation of objectives

In section 1.2, three objectives for this study were stated. The aim of
this section, is to evaluate those objectives in order to assess
whether they have been achieved. The following comments can be

made irrespective of those objectives.

- A method to be used to.financially evaluate human resources
development programs based on the capital budgeting process
is developed in section 4.5.

- It was determined, that South African firms do make use of a
form of financial evaluation of human resources development
programs. Section A of the questionnaire contains questions
that relate to function of evaluation. The majority of the
respondents indicate, that they do make use of cost-effectivess
analysis and cost-benefit analysis (section 5.4.6).

- It was established, that South African firms can use the
proposed method to financially evaluate the human resources
development program, as they indicate that they have all
satisfied the conditions of such methods stated in section 4.5.7.

From the above, it can be concluded, that objectives set for this study
have been achieved.
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6.3 RECOMMENDATIONS

In view of the findings in this study, the foillowing recommendations

are made. Among others, it is recommended that -

- The South African firms must increase their investment in
human resources development so as to be in line with its
trading partners, such as the U.S.A, the UK and Japan.

- Firms should establish a separate human resources
department. As firms are operating in a dynamic and
competitive environment, there has to.be an emergence of the
human resources development department from a position of
obscurity within the hierarchical structure of the firm, to a role

that is more active and integrated.

- The estimated return on investment of human resources
development is to be reflected in the financial statements of the
frm as an indicator of its commitment to training and
development.

- Firms should decrease their learning cycles or develop faster

knowledge transfer cycles, as the speed of knowledge
development is increasing dramatically.
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- Furthermore, although this study has revealed that the South
African firms do financially evaluate their human resources
development programs, there still is room for improving their
evaluation process. There must be commitment from top
management towards ensuring that the financial evaluation of

such programs will be at the centre of their strategic planning.

- South African firms should benchmark with regard to skills
development, from successful firms in Japan and the U.S.A.
According to de Villiers (1995:90), benchmarking is very
popular in the U.S.A and increasing in popularity elsewhere in
the world. It provides a practical management tool that could

help business enterprise to improve should they embrace this.

- Courses at technikons and universities in training management
should include a more detailed study of the financial evaluation

of a human resources development program.

- Companies should continuously undertake program evaluation
so as to establish a database that could be used to
demonstrate the effectiveness of their human resources
development departments.

6.4 FURTHER RESEARCH PROPOSAL

The foliowing research topics are proposed
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- This study was restricted to the industrial sector of the
Johannesburg Stock Exchange, which represents big
businesses in the formal sector of the economy. A similar study

involving small businesses in the formal sector, is proposed.

- A comprehensive study on the economic viability of alternatives
to formal training, like formal learning from experience, should
be undertaken. As Critten (1994:162) has indicated, there is a
growing evidence of the value of informal or incidental learning
at the workplace; more account will need to be taken of the

costs involved in informal learning in any evaluation carried out.

- Research on the impact of an increased in investment in human
resources development on the staff turnover of a firm must be
undertaken.

6.5 CONCLUSION

In this chapter, the scope of the study is summarized, and
conclusions drawn in the previous chapters, are listed for the
convenience of the reader, major conclusions are made, and
recommendations are put forward.

--0000000---

179



BIBLIOGRAPHY

Alliger, G.M. & Janak, E.A. 1994, Kirkpatrick's levels of training criteria:
thirty years later. In The Training And Development Sourcebook.
Edited by Schneier, C.E. , Russell, C.J, Beatty, RW, & Baird, L.S.
2" Ed. Massachusetts. HRD Press.

Andrews, G.S. & Butler, F. 1986. Criteria for major investment decisions.
The Investment Analysts Journal. May. Investment Analyst Society.

Andrews, A. & Crow, G. 1993. Learning for tomorrow. People
Dynamica. Vol.11 No 11 September.

Archer, A. 1997. The finance and organisation of training: Theoretical
issues in South African perpective The South African Network for
Economic Research Working Paper 3. U.C.T. February.

Armstrong, M. 1988. A Handbook of personnel management practice.
3 Ed. London Kegan Paul.

Bacon, P. W. 1977. The evaluation of mutually exclusive investment.
Financial Management .Summer.

Birkenbach, B. & Hofmeyer, K. 1990. New imperative for human
resources development, [.P.M. Journal. November.

Bierman, H. & Smidt, S. 1984. The capital budgeting decision :
Economic analysis of investment projects. 6" Ed. New York. MacMillan.

Bramley, P. 1991 . Evaluating training effectiveness : Translating theory
into practice. London . Mcgraw Hill.

Brandenburg, D. C. 1982. Training evaluation. Whats the current
status?. Training And Development Journal. August.

Brews, P. 1988. South Africa , hi- technology and the future: Affordable
imperative or fantastic folly?The Investment Analyst Journal. Winter.

Briggs, L. J. Gustafson, K. L. & Tillman, M. A. Instructional design

principles and application. Englewood Cliffs, N.J. Educational
Technology Publications.

180



Brigham, E. F. & Gapenski, L. C. 1990. Intermediate financial
management. 3 Ed. Orlando . The Dryden press.

Bryman, A., Cramer, D. 1990. Quantitative data analysis for social
scientists. New York. Routledge.

Buckley, R., Caple, J. 1995. The theory of training. 3" Ed. London.
Kegan Press.

Camp, R. R,, Blanchard, P. N. & Huszczo, G. E. 1986. Towards a more
organizationally effective training strategy and practice. Englewood
Cliffs, N. Y. Prentice Hall.

Chambers, D. R. & Lacey, N. J. 1994. Modern corporate finance: theory
and practice. N.Y. Harper Collins.

Chisnal, P. M. 1992. Marketing research . London. McGraw Hill.
Churchill, G . A. 1992. Basic marketing research. Fort Worth.

Correia, C. , Flynn , D. , Uliana, E., & Wormald, M. 1993. Financial
management. 3" Ed. Cape Town. Jutas.

Cooper, R.D. & Emory, C.W. 1995. Business Research Methods. 5" Ed.
Irwin. Chicago.

Critten, P. 1994. Investing in people: Towards corporate capability.
London. Butterworth.

Crous, W. 1989.Human productivity. [.P.M. Journal, July.

Cuilen, J.G., Sawzin, S. A, Sisson, G.R., & Swanson, R. A. 1985. Cost
effectiveness: A model for assessing the training investment. In, The
Training And Development Sourcebook. Edited by Baird, L.S.,
Schneier, C.E.,& Laird, D.

Dickelman, G.J. 1994. Designing and managing computer-based training
for human resources development. In, The Training And Development
Sourcebook. 2" Ed. Edited by Schneier,C.E., Russel, C.J., Beatty |,
R.w.,& Baird , L.S. Human resources development press.

Dillon, W .R., Madden, T .J., & Firtle, N. H. 1990. Marketing research in
a marketing environment.2" Ed. Boston. Irwin.

181



Eagar, M. 1996. Technology and education. People Dynamics.
January.

Efrat, Z. 1996. S.A. firms still performing like yokels on the world’s stage.
Sunday Times, Business Times, August.

Fitz - enz, J. 1994.Proving the value of training. In, The Training And
Development Sourcebook. 2" Ed. Edited by Schneier, C.E., Russell,
C.J., Beatty, RW.,& Baird, L.S. Massachusetts. Human Resources Dev.
Press.

Fraenkel, J.R., & Wallen, N.E. 1990. How to design and evaluate
research in education. New York. MacGraw Hil.

Frude, N. 1993. A guide to SPSS/PC+ 2" Ed. Hampshire. MacMillan.

Gilley, JW. & Eggland, S.A. 1989. Principles of human resources
development. Reading. Addison Wesley.

Gitman, L.J. 1994. Principles of managerial finance. 7" Ed. New York.
Harper Collins.

Gitman, L.J..& Forrester, J.R. 1977. A Survey of capital budgeting
techniques used by major U.S. firms. Financial Management. Fall.

Hartl, R. 1986. Basic financial management. lowa. W M C. Brown.

Hyde, A.C., & Shafritz, J.M. 1985. Training and development and
personnel management. In, The Training And Development
Sourcebook. Edited by Baird, L.S., Schneier, C.E. & Laird, D.
Massachusetts. HRD Press.

Jones, C.P. 1992. Introduction to financial management. Boston. Irwin.

Joubert, P.A. 1998. Training design. Vanderbijipark. Galaxy publishers.

Kearsley, G. 1982. Costs, benefits and productivity in training systems.
Readings Addison - Wesley.

Kearsley, G. & Crompton, T. 1981. Assessing costs, benefits and

productivity in training systems. Training and Development Journal,
Vol 35. No 1.

182



Kerlinger, F.N.1986. Foundations of behavioural research. 3 Ed. Fort
Worth. Hoit, Rinehart & Wiston.

Kinnear, T.C. & Taylor, J.R. 1992. Marketing research: An applied
approach . New York. MacGraw Hill.

Kirkpatrick, D.L. 1994. Evaluating training programs: The four levels.
San Fransisco. Berrett - Koehler.

Knick, F.G. & Gustafson, K.L.1986. Instructional technology: a
systematic approach to education. N.Y. CBS College.

Kothari, C.R. 1995. Research methodology: methods and techniques.
2" Ed. New Delhi. Wishwa Prakashan.

Kotler, P., Armstrong, G., Saunders, J. & Wong, V. 1996. Principles of
marketing. New Jersey. Prentice Hall.

Kress, G. 1988. Marketing research. 3™ Ed. New Jersey. Prentice Hall.

Laird, D. 1985. Approaches to training and development. 2" Ed.
Reading. Addison - Wesley.

Lee, L. J. & Sampson, J.F. 1980. A practical approach to program
evaluation. Evaluation and Program Planning. Vol 13. Pp.157 - 164.

Levy, H. & Sarnat, M. 1990. Capital investment and financial decisions.
4™ Ed. N.Y. Prentice Hall.

Lierman, B.C. 1993. Designing laboratory and simulation instruction. In,
The Handbook of Instructional Technology: American society for
training and development. Edited by Piskurich, G.M.

Lindeque, G. & Vester, R. 1992. Technical skills: Can we learn from
winning nations? People Dynamics. Vol 11. No 2 November/
December.

Luck, D.J. & Rubin, R.S. 1987. Marketing research. London. Prentice
Hall.

Marx, F.W. 1986. The personnel and public relations functions in the
business enterprise. Pretoria. HAUM.

183



Marx, S., Reynders, H.J.J. & Van Rooyen, D.C. 1993. Business
Economics: A practical guide. Pretoria. Van Schaik.

Moyer, R.C., McGuigan, J.R., & Kretlow, W.J. 1992. Contemporary
financial management. 5" Ed . N.Y. West Publishers.

Nadler, L. 1989. Designing training programs: The critical events model.
Reading. Addison - Wesley.

Nel, P.A., Radel, F.E.,& Loubser, M. 1990. Researching the South
African markets. Pretoria. UNISA.

Neveu, P.R. 1989. Fundamentals of managerial finance. 3™ Ed.
Cincinnati. South Western.

Oatey, M. 1970. The economics of training with respect to the firm. The
British Journal of Industrial Relations.

Parasuraman, A. 1990. Marketing research. Texas . Addison - Wesley.

Parry, HM.A. & Firer, C. 1990. Capital budgeting under uncertainty : an
empirical study. South African Journal of Business Management.
Johannesburg. Wits university.

Parsons, J. & Jackson, D. 1989. Productivity measurement. An overview
of concept. |.P.M. Journal. Vol 8 No2 July.

Petty, JW., Scott, D.F. & Bird, M.M. 1975. The capital expenditure
decision-making process of large corporations. The Engineering
Economics. Vol 20 Part 3.

Petry, G.H. 1975. Effective use of capital budgeting tools. Business
Horison. October.

Phillips, J.J. 1987. Handbook of training evaluation and measurement
methods. Houston. Gulf publishing.

Pike, R. & Sharp, J. 1989. Trends in the use of management science

techniques in capital budgeting. Managerial and Decision Economics.
Vol. 10 pp. 135 - 140.

184



Pringle, J.J. & Harris, R.S. 1987. Essential of managerial finance.
2" Ed. fllinois. Scott , Foresman & Co.

Reeve, R. 1981. Business investment decisions under inflation: some
South African evidence. Investment Analysts Journal. Investment
society. October.

Ribler, R. 1983. Developing enabling objectives. In, The training and
Development Sourcebook. Edited by Baird, L.S., Schneier, C.E., &
Laird, D. Massachusetts.

Robbins, S.P. & De Cenzo, D.A. 1995. Fundamentals of management:
Essential concepts and applications. New Jersey.

Robertson, D. 1996. Working at keeping up in the global race. Sunday
Times Business Times. November 3.

Roscoe, J. 1995. Analysis of organizational training needs. In, The
Handbook of Training and Development. Edited by Truelove,
S. Blackwell Business.

Romiszowski, A.J. 1981. Designing instructional systems. New York.
Nicholas.

Ross, S.A., Westerfield, RW., & Jordan, B.D. 1993. Fundamentals of
corporate finance. 2™ Ed. Illinois. Irwin.

Schall, L.D., Sundem, G.L.,, & Geijsheek, W.R. 1978. Survey and
analysis of capital budgeting methods. The Journal of Finance. Vol.
xxxiii. No 1. March.

Schneier, C.E., Guthrie, J.P., & Olian, J.D. 1994. A practical approach
to conducting and using the training needs assessment. I[n, The
Training and Development Sourcebook. 2" Ed. Edited by Schneier,
C.E. Russel , C.J., Beatty, RW.,& Baird, L.S. Massachusetts. HRD.
Press. .

Sheal, P.R. 1989. How to develop and present staff training courses.
London.

Sommer, R., & Sommer, B.B. 1986. A practical guide to behavioral
research. 2" Ed. New York. Oxford University press.

185



Stanley, M., & Block, S. 1983. An empirical study of management and
financial variables influencing capital budgeting decisions for
multinational corporations in the 1980s . Management International
Review Year. European foundation for management development. Vol.
23.

Stoner, J.A.F., Freeman, A. E.,& Gilbert, D. A. 1995. Management.
6" Ed. New Jersey. Prentice Hall.

Struwig, F.W. 1992. Entrepreneurship: A strategy for managing change
and innovation. Phd. Thesis. Vista University.

Thomas, B., Moxham, J., & Jones, J.A.G. 1969. A cost-benefit analysis
of industrial training. British Journal of Industrial Relations. London
school of economics. Vol. 7 pp. 231 - 264.

Tracy, W.R. 1984. Designing training and development systems. New
York. Amacon.

Truelove, S. 1995. The handbook of training and development.
Cambridge. Blackwell Business.

Van Dyk, P.S., Nel, P.S., Loedoff, P van Z, & Haasbroek, G.D. 1997.
Training management: A multidiciplinary approach to human resources
development in Southern Africa. 2™ Ed. Johannesburg. Thomson.

Van der Walt, T. N. 1989. Validation, evaluation and cost benefit
analysis of training. In Perspective on in-service Training. Vol. 1
Pretoria. NTB.

Wakeford, J. 1997. A critical evaluation of the South African rate of

return to education literature. S .A. Network for Economic Research: A
working paper. 2 February. UCT.

Walizer, M.H., & Wiener, P.L. 1978. Research methods and analysis:
searching for relationships. New York. Harper & Row.

Weier, R.M. 1988. Marketing research. New Jersey. Prentice Hall.

Werner, F.M. , & Stoner, JAF. 1995. Modern financial management:
Continuity & change. New York. Harper Collins.

186



Weston, J.F. , & Brigham, E.F. 1984. Managerial finance. 7" Ed.
lllinois. Dryden Press.

Weston, J.F. , & Copeland, T.E. 1992. Managerial finance. 9™ Ed. Fort
Worth. Dryden Press.

187




ANNEXURE A

QUESTIONNAIRE




DEPARTMENT OF BUSINESS MANAGEMENT

QUESTIONNAIRE

The objectives of the survey are -

1. to determine methods used by South African companies to financially
evaluate human resources development programs; and

2. to develop a model that can be used by South African companies to
financially evaluate their human resources development programs.

All answers will be treated as strictly confidential and the questionnaire will no be

analysed individually.

SECTION A: EVALUATION FUNCTIONS
Listed below are a number of functions that may be linked to the evaluation of
training and development programs. Answer all questions by marking with a

cross in the relevant block each function as it relates to your company.

Strongly| Agree |Neutral |Disagree |[Strongly
Agree Disagree
a) Cost-benefit analysis S 4 3 2 1
b) Cost-effectiveness analysis 5 4 3 2 1
C) Improve the training and develop-
5 4 3 2 1
ment program
d) Provide feedback to program 5 4 3 2 1
planners or management
e) Gain knowledge of employee skills
5 4 3 2 1
levels
f) Provide information for performance
appraisal s 4 3 2 !
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)]

h)

Placement of employees into units
where they most benefit company

goals

Provide feedback to program
participants

SECTION B: PROGRAM EVALUATION

Answer all the guestions by crossing the block of your choice.

Proposal generation:

a)

b)

d)

Proposed investments in the human
resources development program

in your company are considered

in relation to company’s overall
strategic plan.

The culture in your company is
one that values human resources
development, and such culture
pervades the entire company.

Top management in your
company regarding investment

in human resources development
as being as important as invest-
ment in research, new product
development or capital equipment.

In your company the commitment
of management to human
resources development is
communicated to all employees.

The responsibility of each manager
and employee to the implemen-
tation of the program, is properly
spelt out.

Strongly| Agree |Neutral [Disagree |Strongly
Agree Disagree
5 4 3 2 1

5 4 3 2 1

5 4 3 2 1

5 4 3 2 1

5 4 3 2 1
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Review and analysis

a)

b)

d)

9)

h)

A system of human resources
development costs classification
exists in your company.

Estimates of future training costs
data are made in your company.

Estimates of future training benefit
are made in your company.

[n estimating future training cash
flows, your company considers only
incremental cash flows and mea-
sure them on an after-tax basis.

Your company generally uses
the same financial analysis
systems to evaluate both
human resources development
proposals and traditional
investment projects.

Your company uses “sensitivity”
analysis systems to evaluate
both human resources develop-
ment proposals and traditional
investment projects.

Your company uses “Monte
Carlo simulation” to assess the
program risk.

Your company uses “scenario
analysis” to assess program
risk.

Your company uses Risk adju-
sted discount rate to adjust
program risk.
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Strongly| Agree |Neutral [Disagree [Strongly
Agree Disagree
5 4 3 2 1
5 4 3 2 1
5 4 3 2 1
5 4 3 2 1

5 4 3 2 1
5 4 3 2 1
5 4 3 2 1
5 4 3 2 1
5 4 3 2 1




D Your company uses the Maximum 5 4 3 2 1
payback period as a method to
adjust for risk.

k) Your company use Certainity 5 4 3 2 1
Equivalents to adjust for program
risk.

Decision making

Listed below, are a number of capital budgeting methods commonly used to
evaluate program. Answer all questions by marking with a cross in the relevant
block each method as it relates to your company.

Strongly | Agree ([Neutral |Disagree [Strongly
Agree Disagree
a) Internal rate of return 5 4 3 2 1
b) Net present value 5 4 3 2 1
¢) Profitability index 5 4 3 2 1
d) Accounting rate of return 5 4 3 2 1
e) Payback period/method 5 4 3 2 1

SECTION C: GENERAL

Answer all questions by marking with a cross in the relevant block.

1. Your company has a gseparate human resources development
department:
(@) Yes 1

(b) No 2
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2. How many people are employed full-time in your company?

(@) 0-999 ]

(b) 100 and above 2

3. What is the percentage of human resources development expenditure to
the total capital budget?

(@  10% - 20% 1
(b) 21%-30% 2
() 31%-40% 3
(d) 41%-50% 4
(&) 51% and above 5
4. What is the annual turnover of your company?
(a) RO-R9999 999 1

(c)  Above R10 million 2

5. In which sector is your business?

...................................................................................................

--000000000---
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CRS  Carson Holdings Lia
COC  Generai Optical Company Lid
MDC  Medi-Clinic Corporauen Lid
MDH  Medhaold Lid
MDX  Medex Lid
MMD  Macmed Heaith Care Lid
NTC  Network Healtheare Holdings Ltd
PSM  Presidant Madical Invesunents
Ltd
SDG  SA Druggises Lid
Industrial — Steel & Allled
M1 Consolidated Meullurgical Industries
Ld
COM  Chromecorp Holdings Lid
HVL.  Highveid Stesl and Yanadium
Cerporation Lid
1sC Iscor Lid
Industrial — Stores
ACM  Acrem Holdings Lid
AK] Arthur Kaolan [awellory Hol linys Lid
_ aLc Amlac Lia
ARM  Aroms Liquar Hotdings Lin
BRM  Bearing Man Lid
CHT  Chanotr Howdinus Lid
NG CNAGaleLin
CPG Curpgro Lid
c5a Cushbuila Lig
cCL Coene Invostment Hosiogs Lt
OLM  Diageasdlovie Lia
e Eefuars Niorms Lid
251 Buratis St Alrwaa investasne
Corparanon Lo
s Fuogetng i,y
HCH Homssnmer Holdings Lia
HOR  HivorLia
Hsw Houstwares Urou s L
HVN Swesss rrom Heavan Bobdines oo
Ji:h il lote Lia
e lalle Lia
VT Invicta HoldIngs Lid
LEF Lews Fasgnini [nvasiment Comzany
Lid
LTR LA Rotanl Steees Lid
MAH  athivson and Assioy doldings Lo
MAT Mgt Huddingy Liu
MCR Metareny Grone Liet
MET Mty Retnd L
MDS  Mbdas Lid
MHL  Mas Hordines 140
MR Muorkols Retiud Licaua Lia
MSN  Magholi Consoiidated lnvesimean
Holdings Liu
MTC  Moiro (asn & Uurry L2d
MTQ  Mamhamo Group Lid
NCL N Clicks Holdines Lid
0DV {ceana lnvesunuar Lorpocatum ple
PCT Pacilic .una invasiments [nternatiomae
PEG Papgro Lo
PEl Pep Lid
PEP Papskur Lid
FIK Pick 'n Pav Sloeres Lid
PWK  Pick 'n Pay Hoiuings Ltd
REC Retigwoods Holdiaes Lid
SHP  Shoprite Hoidinys Lid
SPY Spuciality Steres Lid
SRT Smurt Cuntra Heidings Lid
5TC Storeco Lid
TLT Tultron Lid
WAL  Waltend Stauunery Company Lid
WLH  \Waltons Cansoiidated Investment
. Holding Lid
WLO  Wooltru Lid
Industrial ~~ Transport
GRG  Curgo Cagrers Lid
LSR  Lasur Trarspon Hoidings Ltd
MOB  Mobile industries [:d
FTC Putcu Lid
RDP  Roadearp Lid
TRE Trencor Lid
UTR  Unitrans Lid .
VIL  Venters Loisure and Commercia

Trailor Ltd



