UNDERSTUDY TRAINING  GUIDELINES
UNDER THE AFFIRMATIVE ACTION (EMPLOYMENT) ACT, ACT NO.29 OF 1998
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1.  INTRODUCTION

The Employment Equity Commission has received several complaints over the years, from employees appointed as understudies as well as from the general public about the inadequate, or in some serious instances, lack of training for non-Namibian understudies. Relevant employers do not give sufficient feedback to the Commission on progress made in respect of the training of understudies in the workplace.
In order for the Commission, to satisfy itself that relevant employers do comply with the provisions of Section 19(3) of the Act, it is imperative that every relevant employer understands clearly his/her obligation under the Act with regard to the training of Namibian understudies. These Training Guidelines are therefore aimed at ensuring that relevant employers develop training programmes for the Namibian understudies. It is also further required that management of business organizations take full responsibility for the development, implementation, monitoring and evaluation of the training programme. The Commission will further require all relevant employers training understudies to report on progress made.
These Guidelines should not be regarded or used as legal authority for any action taken or contemplated in terms of the Affirmative Action (Employment) Act, 29 of 1998.  All sections, sub-sections and paragraphs of these Guidelines should therefore, be read in the context of the Act and not in isolation.
2. PURPOSE

The purpose of these Training Guidelines is to give practical effect to the provisions of Section 19 (3) of the Affirmative Action (Employment) Act, 29 of 1998, which require relevant employers to train a Namibian understudy for every non-Namibian employed. To this end, it is essential for the Employment Equity Commission to provide a structured framework which will guide relevant employers to develop and implement a well defined skills development programme for persons identified and appointed as understudies of non-Namibians. The guidelines further require relevant employers to monitor and report on progress made with regard to each understudy so appointed. 
3. SCOPE

These guidelines apply to all employers identified as relevant employers in terms of Section 20 of the Affirmative Action (Employment) Act, 29 of 1998, non-Namibian employees not exempted in terms of Section 19(4) of the Act and Namibian understudies.  
4. IDENTIFICATION AND APPOINTMENT OF AN UNDERSTUDY

Section 19(3) provides as follows: “Subject to subsection (4), a relevant employer shall, with due regard to the purposes of this Act, train a Namibian citizen as the under study of every non-Namibian citizen employed by him or her or it.”
The provision quoted above requires relevant employers employing non-Namibian citizens to ensure that the process of skills transfer takes place in a formal and organized manner. Therefore, management of business organizations should conduct a human resource audit of the workforce in order to identify the most suitably qualified candidate for any understudy position available. When identifying the suitable understudy candidate the following should be borne in mind:
· There must be a logical affinity between the position occupied by the non-Namibian employee and that of the Namibian understudy position.
· Management must satisfy itself that the identified understudy has the ability in terms of current skills, qualification or relevant experience levels, while taking cognizance of the individual’s aptitude, motivation and willingness to acquire the necessary skills and qualifications.
· Preferential consideration must be given to persons in designated groups in accordance with the letter and spirit of the objectives of the Affirmative Action (Employment) Act.

When appointing the Namibian understudy, the following must be observed:

· More than one Namibian understudy may be identified for every position involved.

· An identified understudy must be properly informed about the purpose and objective of the understudy programme as well as the position and name of the non-Namibian to be understudied. 

· The non-Namibian to be understudied must be informed about the Namibian understudies and his/her role in the understudy training programme.
· A Namibian understudy need not necessarily be working in the same business unit or occupy a position immediately below the job-grade of the non-Namibian employee, although there should be logical affinity between the two posts.
· An understudy must be appointed within three months after the employment of the non-Namibian employee. In case of difficulties to find a suitable understudy within the specified period, relevant employers must inform the Commission prior to the expiration of the three month period, outlining specific difficulties experienced, to enable the Commission to consider granting extension.
· The act of appointing a Namibian understudy should not be regarded as an undertaking to necessarily promote the understudy involved to that position.

· When a post occupied by a non-Namibian citizen becomes vacant, the appointed Namibian understudy should be promoted to the position if he/she is suitably qualified at that stage – if not, then the relevant employer may appoint another suitably qualified Namibian candidate to the post.

· The employment contract of a non-Namibian citizen who has a permanent residence permit is not required to be terminated by the relevant employer in order to vacate the post for a Namibian understudy – the principles of natural attrition should apply.
· It is not a requirement of the Affirmative Action (Employment) Act, 29 of 1998, that an additional staff member must be appointed in order to provide for a suitable understudy.

· A relevant employer has no obligation, in terms of the Act, to pay an understudy additional remuneration over and above the current remuneration levels.
· In cases where circumstances necessitate changes of understudies, a relevant employer is required to notify, in writing, the individual understudy concerned and the Commission about the reasons for the change.
5. STRUCTURE OF TRAINING PROGRAMME
5.1 Development of the Training Programme
· In order for a meaningful training and skills transfer to take place, it is required of each relevant employer to develop a well structured training programme for every identified understudy. 

· The training programme should be a result of a training needs analysis of each individual understudy, and should be developed in consultation with the understudies concerned and Affirmative Action Committee members in terms of Section 24 of the Act, 29 of 1998.
· The training programme should be an integral part of the three year affirmative action plan, and must be submitted to the Commission as such.
· All training programmes should address and include  the following:

5.1.1 Training Objectives

· For any training programme to achieve the desired results, it is imperative for such a training programme to have well articulated training objectives with specific time lines. The objectives should necessarily aim at addressing the training needs of the identified understudies and to set competency levels the training programme is designed to achieve. The training objectives should be: 
a) specific

b) measurable
c) achievable
d) realistic and
e) time bound
5.1.2 Action Plans

· The training programme should outline schedules of outcome based training activities, indicating the individuals assigned to perform such activities and their specific roles. 
· A platform should be established through which role players are afforded an opportunity to enrich the activity plans by proactively addressing identified implementation challenges.
5.1.3 Duration
· As mentioned earlier on, the training programme should be an integral part of the three year affirmative action plan. 
· The training programme should have a specific time frame and should ideally, where it is practically possible, be aligned to the three year affirmative action plan. The training should therefore not run indefinitely.
5.1.4 Monitoring 
· A training programme should constantly be monitored to determine as to whether satisfactory progress is being made with regard to the achievement of the training objectives.

· If however, lack or slow progress is detected, immediate remedial steps should be taken to give the training programme the necessary impetus in order to optimize and enhance its chance for improved outcomes.
5.1.5 Evaluation

It is imperative that training programmes are evaluated periodically to determine the rate of progress so as to enable both management and the understudies to review and readjust the training strategies if it becomes necessary in order to ensure that the training provided is effective and achieves the desired results.

The evaluation process should take the following into account:
· Evaluation methods must be designed in such a way that they are able to detect and expose the weaknesses of the training approach.
· Immediate feedback should be given to all parties concerned and a platform must be created to give role-players an opportunity to contemplate corrective measures.
5.1.6 Reporting

It is mandatory for relevant employers to ensure that a comprehensive training progress report is submitted to the Commission annually. This training progress report should essentially be part of the annual affirmative action report and should comprise the following:
· Copy of the current training programme.
· Names of the understudies on the training programme as well as their mentors.
· Progress made in respect of individual understudies.
· Challenges experienced during the implementation process of the training programme.

· Contemplated action plans or measures to meet the identified challenges.
6. RESPONSIBILITY

6.1 Management

· The accountability and management of the training programme rest with the management of the institution. It is therefore, required that a senior employee is assigned to drive and manage the training programme in accordance with the Understudy Training Guidelines.
· Management must ensure that all role-players clearly understand the purpose of the training programme as well as their responsibilities.
6.2 Non-Namibian
· The concept of understudy training is premised on the assumption that a relevant employer employed a non-Namibian citizen because he/she was not able to find a Namibian citizen who has the necessary skills or expertise to perform the job in question. It is therefore, important that the non-Namibian, as a mentor, is directly responsible for the actual transfer of skills to the understudy appointed. However, the ultimate accountability for the training of the understudy rests with management.
6.3
Namibian Understudy

· For the training programme to succeed it is important that the understudy shows absolute commitment and willingness to acquire skills and competencies required by the job occupied by the non-Namibian mentor.  Therefore, it is important for the understudy to take full responsibility of his/her own training and development.
7. CONCLUSION

The Employment Equity Commission believes that the willing co-operation of all relevant employers and stakeholders is indispensable to the successful implementation of training programmes. Effective training can only take place if there is a programme designed to ensure that the training needs of the identified understudies are addressed.
It is therefore, trusted that these Understudy Training Guidelines will assist relevant employers to put in place effective formal training programmes which will address the skills deficit which is Namibia’s main development constraint.  
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