 IGZ Academy Training Policy Memorandum for 2009-2012

Utrecht, February 2009
Contents
21
Introduction


22
Why the IGZ Academy?


22.1
IGZ mission


22.2
Ambitions of the inspectorate


22.3
Principles for enforcement


22.4
Reasons for the IGZ Academy


22.5
The IGZ Academy as part of the IGZ Knowledge Centre


22.6
Training as an agent of change


23
Organisational change


23.1
New organisational culture.


23.2
New organisational structure


23.3
Risk-oriented supervision


23.4
Phased supervision


23.5
New jobs


23.6
Tensions between production requirements and quality


23.7
External transparency


23.8
Impact assessment


24
Training vision and development


24.1
Principles for teaching content


24.2
Principles for teaching forms


24.3
Training on the job


24.4
Assignment-oriented operations


24.5
Practical training instructors

       
24.6
Development of standards


24.7
Internal instructors


24.8
Evaluation of training


24.9
Tests


24.10
Introduction of systematic refresher courses 


25
 External Instructors, Courses and Advisors for the IGZ Academy


25.1
Criteria for use of external providers


26
Organisation of the IGZ Academy


26.1
Organisation of the IGZ Academy


26.2
Tasks, powers and responsibilities


26.3
Staffing of the IGZ Academy


27
Conclusions





1
Introduction
This memorandum describes the training policy of the IGZ Academy for 2009-2012. It replaces the training policy memorandum of 2003. 
Major organisational changes have since taken place within the Netherlands Health Care Inspectorate (IGZ). The inspectorate now has a new organisational structure with a new management style, aimed and coaching and guidance of employees. Different inspection methods called for changes in the supervisory methods. This led to the creation of many new jobs and many new employees. It is important to note here that the IGZ now has the Long Term Policy Plan (MJB) 2008-2011, which serves as a timetable for the changes that will be consolidated within the organisation in the coming years. The MJB, which also serves as the basis for this memorandum, summarises the changes in five key points: 
1. Many of the current operations are of a reactive nature. The inspectorate’s work will always remain reactive to a degree, but the IGZ will operate in a more proactive way in the coming years. 

2. In the coming years, the inspectorate will not only enforce the minimum quality of care (patient safety), but will also gradually place more emphasis on stimulating the care field to achieve quality improvements. 

3. The inspectorate will act more as a director, particularly in relation to transparency concerning the quality of care that institutions and professional practitioners provide. 

4. Over the coming years, the inspectorate will develop further from a silent service into a public service. Active disclosure and communications on enforcement are appropriate here. 

5. At present, the IGZ’s enforcement activities are directed at objects. The institution plans to consider how enforcement can be directed at chain care for disorders that cause a serious burden of illness. 
These developments call for new employee qualities and special competencies. In the IGZ Academy, the management of the inspectorate sees an instrument for achieving these qualities and competencies. The IGZ Academy not only serves employees in the primary process, but also trains executives in supervision. One new service is the ‘Introduction to Supervision’ course for executive staff. 
The structure of the memorandum is as follows.

Chapter 2 discusses the IGZ Academy’s vision from the point of view of the IGZ’s MJB for 2008 -2011.
In Chapter 3, we consider the organisational changes at the IGZ and the related changes for the IGZ Academy.
Chapter 4 outlines the training vision and development of the IGZ Academy.

Chapter 5 discusses the supply of external training courses.

In Chapter 6, we describe the organisation and staffing of the IGZ Academy.
Finally, in Chapter 7 we draw conclusions and make recommendations.
The memorandum is supported by all employees of the IGZ Academy who played an important role in its preparation.

2
Why the IGZ Academy?
The IGZ Academy provides for the development and implementation of policy in the fields of knowledge development, education, training and advice on these matters. The IGZ Academy must contribute towards the inspectorate’s mission and ambitions.

2.1
IGZ mission
The Netherlands Health Care Inspectorate promotes public health through effective enforcement of the quality of care, prevention and medical products. The inspectorate advises government Ministers and uses advice, stimulation, pressure and enforcement on care providers as a contribution towards responsible care. The inspectorate conducts unbiased inspections and assessments, with due care, independently of political views or the predominant care system. 

2.2
Ambitions of the inspectorate
Every citizen must be able to rely on care providers with justifiable confidence. The IGZ aims to make its contribution towards this as an enforcement organisation. The inspectorate regards ‘enforcement’ as covering supervision (advice, stimulation, imposing measures and verification or enforcement of their application) and detection of abuses. The inspectorate supervises two types of legislation. Firstly, there are laws with explicit and detailed rules (e.g. laws on product development). We refer in this regard to ‘supervision of rules’. Secondly, there are laws setting general standards, with an open formulation (e.g. the Individual Health Care Occupations Act (BIG) and the Quality of Care Institutions Act). A central standard of both the BIG and the Quality of Care Institutions Act is the concept of ‘responsible care’. The inspectorate bases its operations on the intrinsic motivation of care providers to provide this in practice. ‘Responsible care’ has a dual significance. Firstly, it refers to responsibility regarding the quality standards of care. Secondly, it refers to care for which the care provider must account, to the patient or client, the competent authorities and to society. The inspectorate’s motto is therefore ‘For justified confidence in responsible care’.

2.3
Principles for enforcement
The principle is that the care provider holds primary responsibility for the quality of the care that it provides. The inspectorate enforces compliance on a risk basis. In co-operation with the care field, it develops frameworks and indicators with which the quality of the care provided can be measured. The field establishes these quality frameworks as standards for responsible care and the inspectorate then uses the accompanying performance indicators as enforcement standards. However, it should be noted that to date, this has only been developed for care. As yet, there are no sets of standards for cure, although they are in development. Citizens themselves hold primary responsibility for the use of care and the choice of a particular care provider. However, there are substantial groups of citizens who are not yet, or are no longer capable of exercising this responsibility. There are also many situations in care that no citizen can clearly oversee. Through supervision and detection, the inspectorate helps to protect all citizens, including vulnerable groups.

2.4
Reasons for the IGZ Academy
The IGZ Academy was formed in 2001, on the recommendation of the Abeln Commission (‘Towards Healthy Confidence’). The Commission took the view that supervision is a profession that must be learned and found that, until then, there were no structured training courses based on the IGZ strategy. The task of the IGZ Academy is to promote the professional skills of supervision professionals. Naturally, education and training courses are important in that regard, as is training on the job. According to the Abeln Commission’s report, the organised transfer of knowledge and experience to colleagues forms an important incentive for improvement. The specific knowledge and skills needed in order to achieve the IGZ’s mission and ambitions still call for tailored employee training processes. In that sense, the legitimacy of the IGZ Academy is still as relevant in 2009 as it was in 2001.
The IGZ permanently invests in the professional skills of the supervisory authority. One of the methods used for this is systematic employee training. Nationwide, awareness is growing that supervision is a profession requiring specific knowledge, skills and standards, and the use of specific methods and techniques. The IGZ Academy is a concrete manifestation of the firm intentions of the IGZ management to devote systematic and intensive attention to education and training policy. 
HRM

The principle of the long-term HRM policy now being developed is that the IGZ is a knowledge-intensive organisation with professional employees. Both the employees and the organisation have their own responsibilities for the development of professionalism. Organisational education and training are important tools for this. The IGZ Academy advises on this and is responsible for the training policy and its implementation, and for on-the-job training. 

2.5
The IGZ Academy as part of the IGZ Knowledge Centre
The IGZ Academy holds a defined position in the IGZ Knowledge Centre, which was formed in 2005. Further development of uniform working methods has high priority for the Abeln Commission. The Commission recommended the creation of a Knowledge Centre with the aim of developing uniform systems and models. The development of a uniform national working method is one thing: but obviously, such a method must also be taught. That is now the task of the IGZ Academy. Since 2008, the IGZ has devoted systematic attention to evaluation studies, which investigate the impact and effectiveness of supervision. The outcomes of impact assessment (the impact of IGZ interventions) directly influence the content of training courses. 

A key factor here that the IGZ Academy must hold a central position in the organisation. Only then will it be able to communicate the current ‘state of the art’ to the trainees. This must be designed via the internal IGZ consultative structure and a network of contacts between the employees of the Academy and the rest of the organisation. In the Training Council (the ‘O Council’), managers and users play an advisory role in the training policy. The O Council is an advisory body for the head of the IGZ Academy, the MT, the PPR and the DB.
2.6
Training as an agent of change
Although the IGZ Academy was in the first instance set up to train new employees in their profession, another important reason for training is that organisations are increasingly being forced to change. While the reasons for these changes often lie in general social developments, every organisation must make changes within its own situational context. This means that organisations are heavily dependent on the personal competencies of their employees for the successful achievement of their strategic policies. The flexibility and vitality of the IGZ are therefore determined by the development of individual employees. The personal growth of employees is a conditio sine qua non for modern organisations, which require continual adjustment to changing circumstances. In this sense, the IGZ Academy fits within the modern HRM policy envisaged by the IGZ management.
For the IGZ, recent years have increasingly been marked by permanent innovation and adjustment. The organisation continually responds to changing internal and external circumstances. This makes heavy demands on willingness to change and the ability to deal productively with areas of tension and uncertainty. It makes demands on the learning capacities of both the organisation and the individual. Training courses are an ideal agent of change for the management, in order to respond effectively and efficiently to the changing demands of the political and social environment. 

3
Organisational change
The changes that began within the IGZ organisation in 2005 have unmistakeably had an effect on the training that the IGZ Academy provides. Different aspects of the organisational changes are discussed below. The effects of each development for the IGZ Academy are described.

3.1
New organisational culture
The organisational culture was overhauled and the management now works on the basis of the key concepts of ‘giving direction, binding and serving’. These key concepts guide the content of the training courses.  In 2006, a development path was started for managers, focusing on a coaching and steering style of management.

The development path for managers, provided from the IGZ Academy, consisted of giving feedback, developing personal effectiveness and learning to communicate well. The process ended with training in coaching skills. HIs who issue assignments and project managers need specific skills. A coaching process was started for this in 2008. 
The IGZ code contains core values that all IGZ employees follow. The IGZ code is explicitly and systematically covered in all training courses. It involves the following core values: 

· We meet our agreements
· Our communications are open with no hidden agendas
· We all make mistakes. We can learn from these: we give each other feedback

· We compliment each other if something goes well
· We show respect for each other and the outside world
· We speak with each other instead of about each other
· We give and receive scope and responsibility
· We naturally account for our work 

· We work together and provide for good co-ordination
· We make our expectations clear to each other and are transparent in what we do.
3.2
New organisational structure
In 2006, the organisation set aside the clusters in which it operated. It switched to working in eight multi-disciplinary teams. This has now been expanded to the following nine programmes: 
1. Health promotion
2. Health protection
3. Primary health care
4. Specialised somatic care
5. Care of the handicapped
6. Care of the elderly
7. Home care
8. Product safety
9. Mental health care
10. Medical technology 

At present, there are differences between the working methods for the programmes, which are not always attributable to the specific nature of the programmes. Uniformity in our supervision is essential. The IGZ should speak one language in active publication of reports and for supra-programme projects. The IGZ Academy is an instrument for promoting and monitoring the unity of the IGZ’s performance. 
3.3
Risk-oriented supervision
The purpose of supervision is to determine whether care is provided in compliance with  TC "Gefaseerd toezicht: daar gaan kijken waar de risico’s zijn" \f C \l "2" statutory requirements and agreed standards, and whether it produces the required results. Supervision also identifies any problems in care that must lead to new or adjusted policy. The ultimate aim is to improve the quality of care. In the performance of supervision, priority is given to detecting risks. The choice for a risk-driven approach is aimed at improving the efficiency and effectiveness of supervision. Risk-oriented supervision is applied for Incident Supervision, Theme-based Supervision and Phased Supervision. This working method effectively deploys the limited capacity of the inspectorate, by conducting inspections where the real risks lie. The supervisory burden for care providers remains limited and the inspectorate is able to provide better reporting on the state of health care in the Netherlands.

Within the IGZ, the PRISMA investigation method is systematically taught at the IGZ Academy, with the aid of internal instructors. This method is used to analyse incidents that threaten the quality and safety of care. Instruction in the PRISMA method is continued and intensified in all long-term training courses. 

3.4
Phased supervision
Instead of inspection based on random visits, the IGZ has introduced Phased Supervision based on performance indicators. This form of supervision consists of different phases.
The first phase involves collecting and analysing data on the basis of indicators supplied by the institutions themselves. If these data raise questions, the second phase begins: visiting the institutions. If unsound situations are found, institutions can make improvements within a certain time, on the basis of an action plan. If this proves unsuccessful, the third phase begins, in which the inspectorate takes measures that lead to changes.

Together with O&I, the IGZ Academy develops a training package for IGZ employees on working with risk-oriented supervision (two phase days). During these days, the indicators that employees need in a supervision programme and how risks can be selected on the basis of the first phase results are critically examined, and trainees work on assessment and reporting on the basis of the second phase. 

In order to gather, process and analyse data effectively, the IGZ Academy devotes extra attention to the Excel, SPSS and Methods & Techniques subject. The Academy is also aiming to introduce a Qualitative Investigation teaching module. This form of investigation plays an important role in phased supervision. The IGZ Academy is launching an Enforcement module for upcoming training courses for inspectors and supervision employees. 
3.5
New jobs 

As a result of the new inspection method, phased supervision, two new jobs have been created: supervision assistants and programme assistants. The creation of these positions meant that many employees in the organisation were assigned new jobs and many new employees were also recruited. As a result, demand for training grew sharply. The IGZ is providing accelerated training for these employees until the end of 2009. Once this process is completed, the long-term courses will be offered once a year. If this leads to excessively long waiting times for new employees, trainees can join current courses and take the missed modules in the next course. The aim is to provide personal training for individual employees, although there are limits, in order to avoid too much disruption of the group process in a training group. An optimal return on a course requires some months of practical experience, as the syllabus is then embedded in more fertile ground. 
Training at the IGZ Academy is closely matched to job competencies. In practice, these competencies still prove to provide too little guidance for the work of supervision assistants and programme assistants. Good training requires the availability of a clear competency profile for the three job groups of inspectors, supervision assistants and programme assistants, focusing more on the actual work performed. To this end, the IGZ Academy closely monitors developments in the competency management project. 
A two day course entitled ‘Introduction to Supervision’ is being developed for new executive employees. If there are enough trainees, this course will be given twice a year. It will cover developments in supervision, the role and position of the IGZ and an introduction to administrative law. Personalised training can also be provided, in which executive employees follow one or more of the modules of the long-term courses. Training and refresher courses for executive staff that is not directly related to supervision, but focuses on technical skills and the knowledge needed for good performance of specific executive tasks is given outside the IGZ Academy and is provided by the VWS Academy. 
3.6
Tensions between production requirements and quality
The performance orientation in production sometimes clashes with quality requirements. After all, as a knowledge organisation, the IGZ must also continually invest in knowledge and learning in order to be able to deliver quality. The emphasis on learning and acquitting knowledge can conflict with increasing production. The IGZ Academy increasingly encounters these tensions. 

The principle for the present training load of the long-term courses is ± 30 days for the conventional section, plus five days reserved for assignments (the training load originally totalled 60 days). From an educational point of view, it is necessary to follow the course in a consecutive period as far as possible. This gives a higher return on training than a course spread out over a longer period. The training hours are included in the employee’s personal working plan. 
3.7
External transparency
The IGZ is no longer a silent service. Society has the right to know what the organisation does and wants to be able to check this. Furthermore, citizens have an interest in knowing about the IGZ’s assessments of the quality of care. The IGZ therefore must and aims to work with increasing transparency. Moreover, transparency can help towards effective communication on enforcement. This transparency requires that reports can stand the test of criticism and calls for a format that is used within the entire organisation for uniform communication with the outside world.

All reports that the IGZ produces are closely examined and must therefore meet quality assurances, as must the methods and actions of the inspectors. The IGZ Academy therefore aims for uniformity in its courses. It teaches employees to write reports in accordance with a fixed format and to investigate well, and it makes efforts to achieve more uniform action as part of supervision. In early 2009, new formats were delivered for the entire IGZ. The IGZ Academy will assign the new formats a place within the courses it provides. 
3.8
Impact assessment
Since 2005, the IGZ has devoted attention to impact assessment, involving study of the impact and the efficiency and effectiveness of supervision. Studies of this kind are expected to grow fast in the supervision sector in the coming years. The outcomes of impact assessment will affect the curriculum for the long-term courses. The results of impact assessment (effects of IGZ intervention) have a direct effect on the content of the courses. 
4
Training vision and development
Always and everywhere, people learn from situations that arise. This is implicit learning. Explicit learning (or training) supports implicit learning and makes it more effective. It fills in gaps in implicit learning. Explicit learning also serves as a stimulus for learning from experience. It confronts people with different opinions and adds something from the world outside. The IGZ Academy provides for explicit learning. In the coming period, it will further support implicit learning through the ‘On-the-Job Training’ programme.

4.1
Principles for teaching content
For the IGZ Academy, teaching is not an activity in itself. The guideline for teaching at the IGZ is that this serves the development of both the organisation and the individual. In order to ensure that these developments are consistent, the IGZ Academy works with the competency model, which has competencies for clusters of skills, knowledge, personal qualities and motivation. Competencies say something about the person and their qualifications to perform certain jobs. For the IGZ, the observable behaviour of its employees is more or less a result of their competencies. Vice versa, employees need certain competencies with which they can show specific observable behaviour.
The IGZ Academy focuses in particular on employees’ behaviour. How do they conduct themselves and how do they perform in practice? In the educational world, this is known as ‘performance’. It primarily involves the inspection performance of employees on location and the reporting of their findings. The IGZ Academy has drawn up ten behavioural features for performance in supervision. In comparison with the past, the IGZ Academy spends less time on reflection in the supervisory profession (e.g. ´What is the place of supervision in our regime?´) and more time on training aimed at the primary process. The IGZ Academy focuses on behavioural competencies and performance. It also matches its courses more closely to demand from the organisation. This will arise partly through participation in the IGZ consultative structure and informal contacts of the head of the Academy and the employees, and partly through systematic recording of requests from HIs, PLs, HVs and heads of executive departments. Matching also takes place in the O Council. 

The IGZ’s competencies direct the content of training courses at the IGZ Academy. The Academy compares the three competency profiles and job descriptions in development with the curriculum for the existing courses, in order to make sure that the courses match the relevant jobs as far as possible. If employees are to work as effectively as possible, their competencies must be clearly described and established and directly observable in their behaviour. With a clear description of these competencies, the IGZ Academy can work effectively on developing the competencies of IGZ employees. These competencies are not static. The IGZ Academy therefore continually responds to the organisation’s changing requirements for the competencies of its employees.

4.2
Principles for the form of teaching
For the IGZ Academy, Kolb’s ‘Experiential Learning’ is the point of departure for the form in which people learn. Kolb sees learning as a process in which people continually pass through four stages.

1e Concrete experience (the ability to personalise new experiences)
2e Observation and reflection (the ability to reflect on new experiences)
3e Abstract conceptualisation (the ability to convert reflections into logical arguments)
4e Active experimentation (the ability to convert concepts into concrete actions).

At the end of the fourth phase, you return to the first. Learning does not really progress until all four phases have been completed. Although not everyone starts in the same phase (everyone has different natures and preferences), everyone does complete the cycle in the same sequence. The IGZ Academy ensures that people with different preferred styles are assisted, partly by making use of different forms of work. The long-term courses make use of intervision, which produces a rich learning experience. 

4.3
Training on the job
On-the-job training has many benefits, as a supplement and support for conventional training. In order to be able to train on the job, new inspectors, supervision assistants and programme assistants must first have the formal knowledge and skills that they need in order to perform their occupations. This knowledge, the practice of certain skills and acquisition of specialised knowledge is primarily conveyed in the classroom. Trainees must be able to apply and internalise such knowledge and skills in practice (transfer) so that they are able to work in the way that IGZ wishes, like any other employee.
The IGZ has a number of limitations that can affect the professional freedom of its employees and therefore also restricts their freedom to learn. For example, the organisation is an administrative body, which means that employees must operate within the limits that administrative law imposes on the government’s actions. Furthermore, the IGZ falls under the constitutional responsibility of the Minister of Public Health, Welfare and Sport.

If an organisation wants to give its employees scope to train on the job (teaching organisation), it must meet a number of conditions.

· The workplace must provide for safety, so that employees can learn from their mistakes.

· Within certain margins, employees can practice behaviour in order to improve.

· The management style must make learning possible.

· The organisation systematically provides time for training activities.

· Employees can reflect critically on their own behaviour, give feedback and know their own learning style.

· A personal development plan is available, providing guidance for what an employee wants to learn. 

The following instruments are deployed for on-the-job training: a mentor for new employees, practical training instructors, the databank, intercollegiate testing and After Action Review. Employees met specific learning desires or needs to improve certain competencies can make use of supervision, by agreement with their managers. The IGZ Academy then mediates in a search for an internal supervisor. Programme managers can state whether they need experimentation with After Action Review. The IGZ Academy provide for coaches. Each inspector and supervision employee also takes part in an intercollegiate test group. The intention is that they improve the quality of performance with this form of testing. Intercollegiate testing already takes place within a number of programmes. In the coming period, an extra investment is needed to enable all inspectors and supervision assistants to take part in intercollegiate testing. The intercollegiate testing model will be developed by the IGZ Academy. O&I, which works on assessment variation, will provide scientific assistance with its introduction. The form of intercollegiate testing that produces the best result (a reduction in differences between assessors) will be investigated. 
4.4
Assignment-oriented operations
Although conventional teaching forms the basis of the courses, the IGZ Academy nevertheless opts to work as much as possible with assignments. This involves assignments that match day-to-day practice within the inspectorate as closely as possible. They include the following assignments: writing letters, memoranda and reports, conducting supervisory interviews at an institution and action in disciplinary cases. Assignment-oriented working is a key focus of classroom teaching and of on-the-job training and transfer, i.e. in teaching of theory through discussion of completed assignments, in tests and in the practical application of what trainees have learned, via the practical assignments. Assignment-oriented operations are consistent with Kolb’s ‘experiential learning’.

The Academy is redesigning its long-term courses for inspectors, supervision assistants and programme employees. Rather than conventional lessons in a classroom, lessons are matched more closely to the primary process, to day-to-day practice and experiences on the job. Trainees will be asked to complete five practical assignments. Trainee inspectors are already carrying out these practical assignments, by way of a trial. In order to do these well, they receive support from the practical training instructors. 

4.5     Practical training instructors
Practical training instructors act as practical instructors affiliated to one of the long-term training courses within the IGZ. They coach a limited number of participants in a long-term training course in the performance of ‘practical assignments’. These are clearly described assignments that serve for practice of skills relating to the jobs for which the trainees are being trained.

Practical training instructors should primarily be regarded as experienced professionals. They act as a role model for their less experienced colleagues. This means that first and foremost, they are experts in the profession for which the course participants are being trained. As already mentioned, practical training instructors are deployed for all employees following long-term courses, although a start will be made with the 9th and 10th training courses for inspectors. If the evaluation is positive evaluation, expansion to the other long-term courses will follow. Practical training instructors are affiliated to one of the long-term training courses. Together with the HVs, the IGZ Academy has deployed a practical training instructor for half a day each week at each location. The instructors are available for each trainee for one afternoon per month, assuming a case load of three trainees per instructor. 

Practical training instructors are expected to have broad professional knowledge, with full mastery of the subject and a positive attitude to future developments. They must also have teaching skills, including provision of feedback. The lecturers for the various modules, who also prepare the practical assignments for their modules, also train the practical training instructors, so that they are able to coach trainee inspectors well.

4.6
Development of standards 

It is important for the IGZ Academy that there is consensus within the IGZ on both the method of supervision and the standards applied in performing supervision. Only then will the working methods that IKZ trainees must master become clear. Obviously, total uniformity will never be achieved and even the desirability of this is open to question. However, at present the variation is wide in a number of areas. This primarily involves performance: how we deal with the outside world. This makes it more difficult to design courses. Furthermore, it means that the IGZ does not deal with the outside world as one unit. We face a spread in variation that is coloured via the various locations and via the programmes. To some extent, the variation is entirely legitimate: a different approach will be used for nursing homes than for primary care practitioners. However, even a superficial analysis shows that some of the variation is irrational. Sometimes, it is a question of personal preferences. Sometimes variation occurs because apparently, we have not yet taken decisions.
The IGZ Academy tackles this problem in the following ways. Firstly, we hire internal instructors who can be expected to be able to make authoritative statements. The Academy is also trying to place this issue on the agenda in forums within the IGZ that can be expected to make clear what good supervision entails. Within the Knowledge Centre, the Research and Innovation department has also drawn up an agenda on the issues on which greater clarity is desirable than is required at present.

4.7
Internal instructors
The changes discussed in this memorandum require creativity, considerable effort and new skills of the IGZ Academy staff. They must acquire more knowledge of the primary process and know how to translate the changes in the organisation into satisfactory training that matches the organisation’s goals as closely as possible. The IGZ Academy will therefore call on experienced employees within the organisation more frequently for the transfer of knowledge, by agreement with the HVs. They will receive teacher training from the IGZ Academy. The Academy will also ask external instructors to study the IGZ working methods and organisation in depth, and to adapt their teaching forms to the requirements of the IGZ Academy. 

4.8
Evaluation of training
It is important for the IGZ Academy to determine whether a training course is useful and can also prove its value for the following trainees. The Academy evaluates the training courses with evaluation forms at the end of each training day. These individual evaluations for each training day are combined in evaluations of each module. The module evaluations are analysed thoroughly. Potential problems are identified and improved where necessary. In addition to evaluations on the training days, the Academy also plans to measure the return on training by testing trainees. 
4.9
Tests 

The IGZ Academy wishes to improve the results of its training courses. It is therefore reassessing the principle that no tests will be given and that attaining a training diploma will suffice. The Academy will test the knowledge, skills and attitude of its students and pay more attention to transfer. The term ‘transfer’ refers to the question of whether trainees actually apply what they learn in the classroom in working practice. This decision applies for all courses that the IGZ management believes must be completed successfully, in any event including the long-term courses.
So far, long-term courses have ended with a simulation game in which trainees examine the entire inspection process at the end of the course. The simulation game can be regarded as a form of authentic testing. So far, the results of these tests have not had any consequences for employees ending their training in this way. The IGZ Academy aims to improve the return on its training by introducing mandatory tests at the module level. Testing is necessary in order to measure the results of the training. It gives trainees confirmation that they have mastered their profession and provides an inducement to actually learn. The IGZ Academy offers trainees sufficient opportunity to re-sit tests. If a trainee fails a test even after repeated re-sits, the HV will be contacted, after this has been discussed with the trainee, and the HV will take this fact into account in a performance or assessment interview with the employee. The same applies if a trainee shows serious failure to perform during a course. It must be borne in mind here that training courses require a safe climate. In the first instance, problems will be solved with the individual trainee, or within the training group. Only if this proves impossible will the HV be contacted, after notifying the trainee. 
In addition, the IGZ Academy will continue authentic testing in the form of case studies or simulation games that match the situation in practice as closely as possible. The practical training instructor will also play an important role in this. In addition to the obligation to take tests, the 80% minimum attendance requirement will continue to apply for the long-term courses.

4.10
Introduction of systematic refresher courses
Not only the IGZ organisation, but also the care field as a whole have changed substantially in recent years. IGZ employees work in an environment that is continually changing. This makes it necessary for every employee to follow refresher courses. Refresher courses are part of the HRM policy that is currently in development. The IGZ Academy recommends 40 hours of compulsory refresher training for employees in the primary process, as part of their Personal Development Plans. 
The refresher courses cover two aspects, with a total of 40 hours available for each aspect. One of these focuses on substantive professional aspects of a programme, such as new treatments or new medicines. These training activities are followed for each programme, or individually. The programme manager is responsible for the content of this part of the refresher courses for each programme, by agreement with the Academy. The IGZ Academy provides teaching and educational advice on the development of this course. The Academy organises this programmed refresher training. Individual retraining courses in this field are the responsibility of the employee, by agreement with his or her manager.
The second aspect focuses especially on maintaining and teaching new supervisory skills and supervisory knowledge. The IGZ Academy organises the training of inspectors (inspection skills). Preferably, this training takes place in mixed course groups, with employees from different programmes. The same applies for the specific teaching of new methods such as HSMR, supervision of VMS, developments in the field of policy on indicators and administrative fines. This training is programmed at the request of the management of the inspectorate. 
5
 External Instructors, Training Courses and Advisors of the IGZ Academy
A
External instructors:
The IGZ Academy also deploys instructors affiliated to external training course providers for its training courses. External instructors use the IGZ formats in their teaching. The task of the IGZ Academy educational specialist is to match the working methods of external instructors with that of the IGZ. 

B         External training courses: 
By agreement with their managers, employees can make use of training courses offered by external providers as well as those of the IGZ Academy. This issue is also discussed in the long-term HRM policy.

The Inspectorate Council provides the Entrance, Advanced and Art of Supervision courses.  
· The Entrance course is intended for new inspectors who have been employed for no more than six months. The Advanced course is intended for inspectors who have been working for some time. The Art of Supervision course is designed for experienced employees who work in supervision and (policy) preparation and planning. The Head of the IGZ Academy takes part in the Inspectorate Council’s Training Working Group. 
· The VWS Academy provides all sorts of training courses in the field of competencies that are significant in the field of civil service work. 

· The Netherlands School of Public Administration (NSOB) provides the Supervision and Compliance teaching studio. This course is intended particularly for Chief Inspectors, programme managers and heads of executive departments.
C
External advisers
· The ROI (the former Government Training Institute) advises the IGZ Academy on training in the setting of public administration. 

· The Netherlands School of Public and Occupational Health (NSPOH) has provided an advisory development path for Programmes 1 and 2, which the aim of developing inspectorate policy in the field of public health care.

5.1
Criteria for the use of external providers
The IGZ Academy will formulate the terms for use of external providers more sharply. In the future, it will use these only if the IGZ Academy or internal instructors are unable to provide the lessons themselves. Conditions for deployment of external instructors: 
· External providers must match the training principles of the IGZ Academy. They must be willing to assist in testing and accept the direction of the IGZ Academy.

· The IGZ Academy will direct the development of training courses in-house more closely than in the past, as it works with many different providers. It also wishes to match its training course more closely to IGZ practice.

· The IGZ Academy will develop case studies together with external providers. 

· Where necessary, executives of the IGZ Academy will be present during training courses. 

6
Organisation of the IGZ Academy 

This Chapter covers the organisation, positions and roles of the IGZ Academy. 

6.1
Organisation of the IGZ Academy
At present, the training co-ordinators determine the curriculum of the training courses, by agreement with the Head of the Academy. The training co-ordinator deploys instructors and in necessary, internal or external experts for the content. One disadvantage of this method is that the content of modules used in different courses is not sufficiently co-ordinated. In order to change this, working with a new model is proposed. In order to secure the consistency of the different modules in the three long-term courses, the IGZ Academy has opted to create a new position of core area manager, in addition to the job of training manager. 
Four core areas (technical competencies, supervisory competencies, law and quality assurance) have been designated for all long-term training courses. Each core area covers a number of inter-related modules. 
6.2
Tasks, powers and responsibilities 

The following positions will play a role in the future situation:
· Head of the Academy 
· Educational expert
· Training manager/Core area manager
· Administrative support
Head of the Academy 
· Holds final responsibility
· Figurehead within the organisation
· Initiator 

· Process monitor
Educational expert
· Quality assurance
· Advice on operating forms
· Design of teaching materials
· Curriculum development
· Formulation of qualifications and learning targets
Training manager

· Each training manager is responsible for one long-term training course
· Point of contact for students and lecturers
· Determines the duration of modules, within the margins of the 30 contact days for which a course may last 

· Determines the course curriculum, by agreement with the educational expert
· Is responsible for logical arrangement of the modules
· Is responsible for the consistency of the modules
· Is responsible for handling and assessment of offers 

The training manager in the role of core area manager:
· Is responsible for the consistency of equivalent modules in the different courses 
· Is responsible for the content of modules within the core area, including modules that form part of a long-term course for which the core area manager is not the training manager
· Consults internal and external experts or instructors on the content of the modules, always by agreement with the training manager
· Advises training managers on the choice of instructors
· Continually monitors developments within the core area and conducts talks on these with internal or external experts. 

The training manager is therefore responsible for one long-term training course, such as the course for supervision assistants, and for a single core area as the core area manager, such as the Supervisory Competencies core area. In the latter role, the manager provides for the content of the modules within that core area, including those give in the other long-term courses. 

As training managers, the core area managers will regularly consult their own colleagues at the IGZ Academy. In this way, they ensure that form and content of individual courses is more closely co-ordinated. 

6.3
Staffing of the IGZ Academy
The foregoing implies that a new O&F report will be drawn up for the IGZ Academy in the not-too-distant future. The size of the staff is sufficient to implement the training policy, including the new proposals, although the jobs will need adjustment. 
The position of staff support assistant is no longer necessary. Training managers will operate at the staff support level. It has been found that one full-time training manager is needed for each long-term training course. In the present staffing of the IGZ Academy, the role of office clerk is included for the organisation of refresher training. 
7
Conclusions 

This Chapter briefly summarises all conclusions.
A  Need for development and training
· Developments with the IGZ call for tailored training courses for all employees. The task of the IGZ Academy is to develop and implement such tailored training courses.

· The flexibility and vitality of the IGZ are largely determined by the development of individual employees. To that end, the IGZ Academy develops and implements training courses.

B  Course content
· The key concepts of directing, binding and serving guide the content of the training courses. 

· The IGZ Code is explicitly and systematically raised in all courses. 

· The IGZ Academy monitors uniformity in its training courses. 
· Risk-oriented supervision: priorities for supervision are largely determined on the basis of identified risks, and the focus in actual inspection lies on these risks.

· In co-operation with O&I, the IGZ Academy develops a package of training courses for IGZ employees on working with phased supervision (Phase 2 days).

· Instruction in the PRISMA method will be continued and intensified in all long-term training courses. 

· The IGZ Academy will process the switch to phased supervision in the modules.
· The IGZ Academy will give the new formats a place in the training courses. 
· The IGZ Academy devotes attention to acceptance of behavioural features in its training courses. The competency profiles guide the content of all training courses. 

C  Conditions for training
-
For good instruction, clear competency profiles must be available for the three job groups (inspectors, supervision assistants and programme assistants), focusing more on the actual work performed. To this end, the IGZ Academy will closely monitor developments in the competency management project. 

· Instruction at the IGZ Academy will match the competency profiles for the three job groups. 

· As a knowledge organisation, the IGZ must continually invest in knowledge and learning, in order to be able to deliver quality. The principle is that the training load for the conventional section will amount to 30 days and that for performing assignments to five days.

· The IGZ Academy will also develop a training package for executive employees.  

D  How will we do this? 

· The IGZ Academy will ensure that the various preferred styles of trainees are met through the use of different operating forms.

· In the coming years, the IGZ Academy will emphasise ‘training on-the-job’. Practical training instructors will play a key role in this. 

· The IGZ Academy facilitates intercollegiate testing. 
· If coaching by practical training instructors works well in the training course for inspectors, the IGZ Academy will also introduce such coaching in the courses for supervision assistants and programme employees.

· In the coming years, the IGZ Academy will work wherever possible with internal instructors who can be expected to be able to make authoritative statements. 

· Within the Knowledge Centre, the IGZ Academy works on further development of standards, together with the O&I department. 

· The IGZ Academy devotes attention to the outcomes of impact assessments in its training processes. 

· The IGZ Academy will improve the returns on training through more mandatory testing at the module level.
· The Academy is responsible for implementing the mandatory programmed refresher training in the fields of professional knowledge and supervision.
· An introductory supervision course will be introduced for existing and new executive employees. 
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