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Introduction

This case study looks at how Meat Training Australia (MTA) provided meat safety training ‘on the
floor’, using a flexible delivery model built around the Meat Safety Toolbox. The case study
reflects on activity undertaken in 2003/4 that highlights how real training in extreme
circumstances is achievable thanks to the quality flexible learning resources of the Framework.
Although a traditional vocation, this innovative approach using existing technologies such as the

web has increased the effectiveness of the training in this challenging area.
The Challenge

The meat processing industry has, and continues to experience, tremendous growth due to the
increase in demand for Australian meat products from overseas :
markets (following outbreaks of disease in other countries) and

the improved economic situation in the Asia-Pacific region.

These factors, together with the increasingly stringent

requirements in relation to quality and meat safety, mean that

the industry is under more pressure than at any other time in its
history. Coupled with these external pressures, there are internal factors which are limiting the

industry’s expansion and development plans:

There are persistent problems with workforce retention across the meat processing
industry. Rapid personnel turnover has enormous training and production implications for

the industry.

Among those who stay in the industry for significant periods, an ageing workforce has
created a succession planning problem. It has been estimated that 20% of qualified
export inspectors are over 50 years of age, and that of 1800 inspectors nationally, 240

will retire in the next two to five years.

There is a need for improved education at the decision making level in the industry:
human resource management, strategic planning, organisational development and e-

commerce are just some of the immediate needs.
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The general characteristics of the learner client group include:

lack of current study skills

lack of opportunity to develop/maintain study skills
typically low level of information technology (IT) literacy
likely to include older learners (25 — 45 years)

may have no prior experience in the industry

likely to work long or irregular hours, limiting availability for scheduled or formal

training sessions
increasing level of a multicultural workforce

difficulty in the recruitment of people into the meat industry.
The Solution

To address the industry and workforce issues, flexible and effective training ,‘; <
VWA

solutions needed to be developed. Meat Training Australia, in conjunction M T e A L
‘l\n' Codnke T E -

with South West Institute of TAFE’s Flexible Learning Unit, developed and

implemented an effective flexible delivery solution.

The solution utilises existing ANTA and state funded flexible delivery resources such as the
Meat Safety Toolbox, along with other customised teacher and learner support tools.

Training facilities were located onsite to allow employees to access their learning at times

suitable to their working patterns thus ensuring continuity between site visits by MTA trainers.

Meat safety toolbox 4

Getting started
Resources
Training units

< Meeting room

Gruide for teachers

Getting started | Resources | Training units | Mesting room | Guide for teachers | Credits | Discaimer
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Outcomes

Having an excellent learning resource is a key part of a successful

flexible learning solution. “The main feature of this toolbox is the flexible learning
quality and depth of information in the resources. It provides a toolboxes
substantial body of information about processes and regulations, as well as illustrative and
instructional media to enhance the teaching of any course related to meat safety.”

(www.flexiblelearning.net.au/toolbox/series4).

Most Toolboxes provide an outstanding combination of content and assessment tools. However

the preparation of a successful flexible delivery model has many facets including:

A. The resources
B The teaching and learning strategy
C. The environment
D. The marketing strategy
E. The professional development.
A. The resource—the meat safety Toolbox

As well as the usual learning tools, such as a glossary and references, the Toolbox also includes
original maps of a virtual meatworks, models of animal anatomy, a huge gallery of audiovisual
images from meat processing, a guide to HACCP planning, blank tags, stamps and forms from

the Australian meat industry, original case studies and scenarios, and open access to the
standard MINTRAC training notes

for each unit. M I N T R A c

NATIONAL MEAT INDUSTRY TRAINING ADVISORY COUNCIL LIMITED

Taking an extract directly from the
Toolbox Teachers Guide..."the

toolbox has been developed to

allow teachers to apply a constructivist learning approach. Activities and assessment tasks are
industry-relevant, offer a multitude of practical, situational models, and draw from original

resources that help students develop their own solutions to posed problems.

Collaborative tools, such as the meeting room and email, can be used to encourage learners to

interact with each other.” (pg7)
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Given the diversity of environments and animals that each site may be dealing with, the Toolbox
is an invaluable tool for managing this diversity. For example, the generic toolbox units use
examples from the largest industry sectors of cattle, calves, sheep

and pigs. However if the students are working with deer, goats,

horses, kangaroos or emus, the activities can be changed to reflect

the differences.

B. The teaching and learning strategy

Any learning approach is only as powerful as the teacher using the model. The toolbox is just
that—a set of tools. If the tools are used inappropriately, learning may not be maximised.
Teachers are encouraged to design sessions using sound educational theory. (Meat Safety
Toolbox, Teachers Guide p7).

It has been a deliberate strategy at South West TAFE not to
dismantle the Toolboxes. The best analogy to describe the
reasoning behind this decision is that we don't encourage our
teachers to tear out chapters of textbooks, just because they
aren't intending on using them at this point in the teaching

process. However we recognise that we also don't tell our

students to open the textbook at page one and just start reading.

Meat safety toolhox e

Getting started
Resources
Training units

Meeting room

Guide for teachers

Getting started | Resources | Training units | Meeting room | Guide for teachers | Credits | Disclaimer

To ensure that the students are guided in their use of the nominated learning resources (with the
option to further explore as time or curiosity permits), we have developed Learner Guide
templates. Built on the old lesson plan model, these learner guides provide an overview of how to
get the most out of the resource and have it compliment the teacher instruction (Appendix A)

Learner Guide (sample)

Case Study: Taking Flexible Delivery to the Floor 1] weet TAFE 6
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C. The environment

Armed with the Toolbox and the Learner Guides, we can now let the learning begin. Well, almost.

Given the fact that the learners are likely to work long or irregular hours and have limited
availability for scheduled or formal training sessions, a flexible delivery environment was required.
Negotiating an online learning environment within a

workplace can be tricky. Getting a reliable ISP, even

trickier.

However after many phone calls, the learning

environment was set up and the training commenced.

At South West TAFE, we have created our own
integrated online learning environment called

. One of its key features is the seamless
manner in which students can access the ANTA

Toolboxes.

Without the need to understand the peculiarities of a

learning management system, students (and teachers)

can have easy access to the Toolbox content.

Information is organised into notices, learning

resources and assessment materials. The Toolbox,

and the associated Learner Guides, are located in the resource section. By clicking on the link,

the student will move directly into the resource where their learning program can commence.
D. Marketing strategy

Once a successful model has been developed and piloted, the task is then to share the
experience and opportunity. At South West, we invested considerable effort in marketing the
model to not only our internal staff, but also our industry partners.

For staff, the marketing involved selling them the benefits of changing their approach to
workplace delivery. Once the professional development activities commenced, the model sold
itself. The opportunity to incorporate rich learning resources into their delivery practice, while at
the same time offering flexibility, requires little selling.

For our industry partners, a PowerPoint presentation that focused on the goals of the flexible
learning model, along with a demonstration of the content, was used. A sample of the PowerPoint

presentation has been included with this case study.

Case Study: Taking Flexible Delivery to the Floor 7
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For other interested, but not yet engaged, parties, a website was created:

http://www.swtafe.vic.edu.au/mta/ which provides access to a wide range of information

supportive of workplace delivery.
E. Staff development activity

Given that this is workplace based training, the activities have to be aligned with the processing
schedules of the plants. These are influenced by breeding and export trends, which means that
training and professional development activities have not conveniently coincided with FLW.

To move from pilot to practice, training plans were created
and sessions scheduled at times that meet the workplace

needs (Appendix C).

A range of activities as part of this case study have been
prepared. The nature of the activities was heavily influenced
by the ICT literacy of the teachers. As a further support, a

flexible delivery guide was prepared and has been included
with this case study.

At the time of preparing this case study, several of the training sessions have been completed
and details have been provided in Appendix D. Of particular interest, was a one day workshop
called ‘Bridging the Gap'. This workshop focused on delivery issues in the workplace in relation to
multicultural and indigenous studies.

Further to the training sessions, it has been decided that in order to best manage the remote
nature of the delivery, a program coordinator needed to be nominated. This person can act as the
collection point for all moderated resources. These resources, including the Toolbox, are then
loaded into one Course where they can be copied by the teaching staff into their individual
sessions. Teachers are then able to ‘tweak’ the resources to match their teaching style and meet
the individual learner needs. Staff are provided with templates to manage issues such as version

control.

Case Study: Taking Flexible Delivery to the Floor 8
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Learner assessment and program evaluation strategies

To assess the effectiveness of the model, onsite
evaluation was undertaken. This included a quantitative
survey (Appendix B) and the gathering of qualitative

information via group interviews.

The feedback was heavily influenced by the ICT literacy
skills and access to computers from home. Even though

the learning environment had been created in the

workplace, the students were keen to have access to the materials from home.
In relation to the staff feedback, the following comments are quite summative:

“The flexible delivery model has been particularly useful when supporting learners in developing
“new” skills, eg, meat inspection. | see it not so much replacing face-to-face learning with a TAFE
teacher or workplace mentor, but providing the learner with another tool they can utilise. Too
often in this industry we have relied on the printed document as the major learning tool outside
face-to-face teaching and | am sure all of us remember going to a course or program where we
were handed out a large set of notes and then told “ you can look at those later”. As we all know,
this typically never happens and the learning process is compromised.

The Toolbox has been a great addition to the learning mix, largely because of its design and the
variety of learning opportunities it provides — video clips, still images, case studies, links to

internet sites, etc.

Creating a flexible learning ‘space’ or access point in the workplace has encouraged the learners
to work cooperatively to help each other and share their learning experience. A good example of
how this has encouraged ‘real learning’ was when three of the students, along with one of the
Meat Inspectors, were discovered sitting around the computer looking at the Toolbox trying to
workout the name of a condition they had seen in the workplace that afternoon. Now that is real
learning!” Robert Biggin, Advanced Skills Teacher

Case Study: Taking Flexible Delivery to the Floor 9
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Lessons Learnt

Hindsight is a wonderful thing. In many ways the writing of this case study has provided an
excellent window of reflection. To follow are some of the key lessons learnt that we hope by

sharing, may be better managed by others confronting flexible workplace based delivery.

ICT skills of teachers

Considerable effort has been put into providing our teachers with basic ICT skills. Taking these
skills to the next level and incorporating them into practices is a big step for many vocational
specialists. Although there is a benefit to having these skills in place, sometimes the opportunity
to provide the training only comes about when a situation demands the skills. Personal motivation
is an amazing impetus for learning. Given the relatively low ICT skills of many of the staff at the
start of this activity, the learning curve has been considerable. Their enthusiasm has been
sustained by the benefits they see from expanding their traditional approach to workplace

delivery.

ICT skills of students

If we go back to the learner profile we documented at the start of the case study, it was inevitable
that we were going to find a vast range in receptiveness to flexible learning involving ICT.

Creating scope within the curriculum and the work schedule to provide ICT training in addition to
the vocational training is a challenge. However without this foundational knowledge, the ability to
positively influence their learning experience is greatly diminished. Pre-assessment of basic ICT
skills is a key variable. Keeping the flexible delivery model as simple and intuitive as possible is

another.

Case Study: Taking Flexible Delivery to the Floor 10
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Language and literacy skills of the students

Once again our learner profile highlighted that this industry draws from a wide range of

prospective employees. The presumption that plain English written instruction (whether it be

online or on paper) will suffice, is inappropriate. Just to give you an example, the cultural
backgrounds of the students in this case study include: Vietnamese, Philippines, Chinese,
Macedonian, Sudanese, Ghanians, Italians, Greeks, Saudi Arabians, Maoris, Kiwis, Samoans,
Fijians, Australian, Albanians, Turkish, Koreans, Irish, Slovakian, Eritrea, Iraqi, Iranian and Ukrainian.

At present South West are exploring a range of issues associated with the language/cultural
issues of this demographic. We are currently looking at developing video based workstation
instruction to supplement other teaching strategies. A particular issue within the meat industry
that prevents images from one plant being shown/shared with other plants is making the cost of
development prohibitive. A partnership funding arrangement to cover production costs is currently

being reviewed.

ICT preparedness of the workplace

All employers are keen to assist when the offer of solution to increase
retention and skill is presented. However having them recognise that
this will require some increase in facilities at their workplace takes
some negotiation. Further to this, bringing in a third party carrier and
ISP also adds a level of complication. It is recommended that as soon
as agreement has been reached at the earliest of stages, the
paperwork for creating a suitable workplace setting be initiated.
Scheduling training sessions on the basis that a line or ISP connection

will be in place, can create significant stress when it doesn't occur as

promised.

Case Study: Taking Flexible Delivery to the Floor 11
30/06/2004



Organisational Profile

The Institute is the main TAFE provider for the south west region of Victoria. We offer high quality

educational programs locally as well as on a state and national level with campuses at Hamilton

and Portland.

The Institute endeavours to provide the widest possible range of learning
opportunities for our clients. Our delivery strategy encompasses classroom,
workplace based, online and off campus learning solutions designed to meet the

needs of the learner and their learning environment.

Through our ongoing involvement in Flexible Learning Networks, Toolbox
development and Specialist Centres, we have been able to draw together

excellent models of flexible delivery practice that fully utilise the ANTA Toolbox

products producing examples of “flexible learning at its best”. The opportunity to share these

experiences with other practitioners is one we look forward to as part of Flexible Learning Week.

Staff, industry partner and students

Lyn Goodear — Manager, Flexible Learning Unit
Experience in developing and implementing flexible learning strategies, products and

professional development. Highly developed research skills and delivery skills.

Amanda Hennessy - Project Officer, Flexible Learning Unit

Experience in implementing flexible learning strategies and associated professional development.

Denis Yorgey — Meat Safety Trainer
Experience in the practical issues associated with training on the floors of our meat processing
plants and how flexible learning strategies can overcome some of the challenges and

opportunities facing the meat industry in Australia.

Bob Biggin — Advanced Skills Teacher

Experience in supporting vocational experts in developing and delivery quality, flexible training
programs for industry.

Tam Vistarini — Quality Development Officer

Tam was responsible for the development, conducting and analysis of the evaluation

Frewstal — Meat Works located in Stawell

Case Study: Taking Flexible Delivery to the Floor 12
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Appendix A

Unit: Post Mortem and Disposition

Teacher:D Yorgey

Unit number: MTMP3072A

Date prepared: December 2003

Week number: 6

Topic/resource Instructions Work to be done Time management
Access Toolbox via OnCourse Self Submit | Ass't. Est. Due Done
Click onMTMP3072A Perform post-mortem inspection and makispbsition | Ass't. Task | Time | Date
link / Click onTraining link / Click onStunned animal retained carcadiank
1| Clickon Read Intro and complete Activity 1 in Workbook P 38 10
Effective Stunning Click Topics min
2 | Humane slaughter and animal| Read Intro — click obumane restraint and slaughténk and read 15
welfare Complete Activity 1a - Read Activity 1b click d&®itual slaughtetink and read min
Click Topics
3| Procedures for retained Read — Procedures for retained carcase information 10
carcase . . min
Click Topics
4 | Retain rail inspection Read Intro — complete Activity 1 in Workbook P 39 20
Click Topics min
5 | Addressing Problems Read Intro and Instructions 20
min

Click on Resources/Virtual Meatworks

At the Virtual Meatworks identify the inspectionipts within small stock
(sheep& calves) slaughter floor

Case Study: Taking Flexible Delivery to the Floor Appendix A
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Appendix B

Meat Processing
Toolbox & OnCourse
Trainee Questionnaire

Meat processing site:

How long have you worked in the meat industry?

Less that two years
2 —5years
More than 5 years

1. Portal page (See picture on page 3)

guides, was accurate.

Only at Rarely Often

| used the portal page ... the first
phase of the
training

The portal page is useful. Yes No Unsure
The portal page was easy to follow? Yes No Unsure
| used the link on the portal page to contact TAFE for Never Sometimes Often
support.
2. OnCourse
Amanda’s training helped me understand how to use Yes No Unsure
OnCourse.
OnCourse was easy to follow, Yes No Unsure
It was easy to download Learner Guides or to access the Yes No Unsure
Tool Box
3. Toolbox
The Toolbox was easy to follow. Yes No Unsure
The Toolbox improved my understanding of the material No a little Considerably
covered in the training room.
The content of the Toolbox was ... Too hard Too easy About right
| became curious and explored other parts of the Toolbox. Never Sometimes Often
4. Learner guides
The Learner Guides were easy to follow. rarely usually always
The Learner Guides helped me organise my time to rarely usually always
complete the set tasks.
The time to complete tasks, as indicated on the learner rarely usually always

Case Study: Taking Flexible Delivery to the Floor Appendix B
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The amount of work in the Learner Guides was Too much Too little Just right
5. Access and equipment
| accessed the Toolbox ..
Only from Only from From both
work home work and
6. Teacher/trainer support
The Teacher went over Learner Guide tasks we had Never Sometimes Always
difficulty with.
Tasks submitted to the Teacher were corrected and Rarely Usually Always
returned promptly.
| phoned or emailed the Teacher seeking additional help. Never Sometimes Often
7. Workplace support
My workplace allowed me the time to access the toolbox. Yes No Unsure
8. Overall
Having the Toolbox made my learning more enjoyable. Yes No Unsure
Having the Toolbox made my learning more realistic. Yes No Unsure
| learned more by having the Toolbox. Yes No Unsure
This mode of learning would be as successful with the Yes No Unsure
teacher visiting only once a month.

Case Study: Taking Flexible Delivery to the Floor Appendix B
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Appendix C

Science and Food Technology
Professional Development Day

Morning program — all Science and Food Technology s  taff

9.00-9.108B

9.10 — 9.30 pB/ILG

9.30 — 10.00 DB/RI/PM/RH

10.00 — 10.15 pmiDY

10.15-10.30

10.30 — 11.00 BB/AH/DY/PM

11.00 — 11.30 pY/AH/BB

11.30 — 12.30 DY/AH/BB

Welcome/overview

Flexible delivery:
What is it?
Advantages of flexible delivery
Disadvantages of flexible delivery

Flexible delivery resources

MTA Project reports — Brief part 1
Leadership (pB/RJ)

Orientation to industry project (PM/RH)

Flexible delivery resources
MTAA project reports
Meat Safety Toolbox — introduction (PowerPoint)

Break

Activity: Interacting with the Toolbox

All participants access the Toolbox online via a portal page and explore.
(Have a question sheet designed on which participants will submit answers.
Prizes to be given. Need access to a computer room.)

Using Toolboxes in the real world (Rhetoric into Reality) or
(Mistakes Made by Young Players — Stawell experience)
Problems with Toolbox
Portal page
OnCourse/Toolbox training
Computer access

Learner guide activity:

Produce a Learner Guide for one of the Units of Competency. Participants
actually use the Learner Guide to navigate the Toolbox and complete
activities and assessment tasks. One of the Assessment Tasks will require
participants to organise themselves for lunch. Failure to satisfactorily
complete task will result in no lunch.

Case Study: Taking Flexible Delivery to the Floor Appendix C
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12.30-1.30

1.30 — 2.00 BB/DY/AH

2.00 - 3.00

3.00 -3.20

3.20 — 4.00 DB/RH/BB

Lunch (if task has been completed by participants)

Flexible delivery:

Planning issues
schedule unit release
Learners Guide
Assessment tasks and tools
Training plans
Delivery strategy

Activity:

Participants work in teams of 3-4. Select a Unit of Competency and using a
Schedule of Unit Release, fill out a Learner Guide to complete the Unit of
Competency (whether fully complete will depend on length of unit selected).

Report back and demonstrate the unit they have done to the group.

Issues:
Is the Toolbox adequate for the task?
Additional resources, eg, assessment
Delivery strategies
Assessment on the job — how is it done?

Conclusion - Transferability:
Could this approach be useful in your area?

At the end of the session all Learner Guides will be typed up and distributed
electronically to participants.

Where to from here? (BB)

This project

Your involvement (if any)

Your interest in using this approach

Close: distribute evaluation form.

Case Study: Taking Flexible Delivery to the Floor Appendix C
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Appendix D

107/

Meat Training Australia will be offering an
MeRlibelnine Alstlalls

opportunity for open discussion, and
professional development in the area of

delivery and workplace environment in relation to
multicultural and indigenous studies.

With the increased number of trainees and employees from a range of
cultures, we feel it is important that all concerned further their understanding
in an educational and work environment.

Date: Thursday 13" May, 2004

Time: 9:00am till approx 3:00pm (Lunch provided)

Place: Lecture Theatre, F-Block, South West Institute of TAFE
R.S.V.P: email Jodie Mackrell or Robyn Johnstone, MTA

mackrejm@swtafe.vic.edu.au johnstro@swtafe.vic.edu.au
Or phone on 03 55 648701 or 03 55 648702

Come and be involved and listen to key speakers from:
AMES (Adult Multicultural Education Services)
Indigenous liaisons
And from experienced educators.

Case Study: Taking Flexible Delivery to the Floor Appendix D
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