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Cogent: Occupational and Functional Mapping Project
Inaugural Meeting

Tuesday 05 May 2007
Venue: MI Centre, 81 – 103 Euston St, London NW1 2EZ
Time: Registration 0930hrs – 1030hrs (tea and coffee available)

Meeting: 1030hrs – 1500hrs (latest)
Morning session

	Item
	Time
	Description
	

	1
	1030
	Welcome & Introduction
	Cogent

	2
	1040
	Outline of project
	Cogent

	3
	1050
	Why we are doing this (Sector Qualifications Strategy)
	Cogent

	4
	1100
	Project detail
	5S Consulting

	5
	1130
	What we need you to tell us
	5S Consulting

	6
	1140
	Q&A
	All

	7
	1200
	Industry specific workshops
	5S Consulting

	8
	1245
	Lunch
	



Afternoon session

	Item
	Time
	Description
	

	9
	1330
	Industry specific workshops
	5S Consulting

	10
	1500
	Close
	


Note: This pack contains three papers that will help to facilitate your understanding of the project and make it easier for you to contribute. 
Note: Agenda Item 4 will include a presentation which covers the principles of OM and FM development (ie expands on the papers included) and Agenda Items 6 and 7 allow for Q&A. 

How to get there
MIC Hotel and Conference Centre 
81-103 Euston Street

London NW1 2EZ

Tel 0207 380 0001 
Fax 0207 387 5300
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Paper 1: Project Outline

Project aim

To develop and analyse an Occupational Map (OM) and a Functional Map (FM) in order to identify the Core Technical Competences and help inform the development of appropriate National Occupational Standards (NOS) and a Sector Qualifications Strategy (SQS) for the five industries within the Cogent ‘footprint’ (Chemicals & Pharmaceutical; Downstream Petroleum; Nuclear; Offshore Oil & gas; Polymers)

Project Objectives

· Arrange, facilitate and report on 3 working groups for each of the five industries

· Develop an Occupational Map (using the Careers Pathway info on www.cogent-careers.com as the starting point) 

· Develop a Functional Map (using the Occupational Map as a starting point)

· Collate, analyse and report on findings in accordance with the requirements of the SQS

What we need you to do
· Occupational Mapping – we will present you with information relating to the occupations currently recognised within your industry. In particular we will seek your input on the Cogent Career Pathways (see www.cogent-careers.com) in terms of their accuracy, utility and how you see them changing in the future (to a 3-year horizon). We will ask you questions about the level at which these occupations exist and whether any new occupational roles are emerging.

· Functional Mapping – we will use the information from the Occupational Mapping as a platform for the work on Functional Mapping. We will ask you to ‘flesh out’ the occupational titles by telling us what the occupations entail. We will collate, analyse and re-present this data in the form of a range of functions undertaken by each of the occupations. We will seek to identify areas of functional commonality and invite your input on the accuracy and relevance of that commonality. Crucially, we will seek your input to help us identify the functional gaps. This will help us to identify the areas which require development and those which are currently well-served. Ultimately this information will feed in to the Sector Qualification Strategy (SQS) for your industry.
Project Plan (working version)
	ID
	Summary Activity
	May 
	June 
	July 
	Aug 
	Sept

	1
	Project  Management
	
	
	
	
	

	2
	Develop industry profiles
	
	
	
	
	

	3
	Facilitate IWG1
	
	
	
	
	

	4
	Facilitate IWG2 and IWG3
	
	*
	*
	
	

	5
	Identify and Report on Key Synergies
	
	
	
	
	

	6
	Carry out indicative mapping
	
	
	
	
	

	7
	Carry out analysis of existing provision
	
	
	
	
	

	8
	Establish level of uptake and ‘mode’ of uptake/use
	
	
	
	
	

	9
	Carry out analysis of trends
	
	
	
	
	

	10
	Prepare Final Report and close project
	
	
	
	
	

	
	*suggested dates are 26 June and 17 July (venues to be agreed at the London meeting) 


Paper 2: Introduction to Occupational Mapping

Occupational Mapping (OM) can take many forms. There is no specified single way of doing it. 5S Consulting Ltd (5SC) has undertaken several OM exercises for individual employers, industrial sectors (gas, water, waste water, extractives, pharmacy) and even for an entire economy (Egypt).  Each of these was different in its own way. However, our experience has shown us that a successful and bespoke OM exercise can provide a platform for a high-quality Functional Mapping (FM) exercise.

The OM exercise we are about to embark on is designed to include:

· Broad job roles, by job category, Vocational Qualification level 1-5/Academic qualifications and links between the sector and other related sectors.

· Changes in technology, working practices and market conditions.

· A link to the (future) development of a sector Qualifications Strategy (SQS)

Simply put, we need to identify the occupational titles being used in the industry today and in the foreseeable future. We will develop these lists in tabular form using Supply Chain Analysis the NVQ/SVQ levels to further distinguish between the occupational titles.
It is important to ensure that everyone has a mutual understanding of the NVQ/SVQ levels (so as not to confuse them with any other level-based qualification frameworks). The Levels detailed below are intended to be descriptive rather than prescriptive;

· Level 1:  Competence which involves the application of knowledge and skills in the performance of a range of varied work activities, most of which may be routine or predictable.

· Level 2:  Competence which involves the application of knowledge and skills in a significant range of varied work activities, performed in a variety of contexts. At this level, there must be activities, which are complex or non-routine and there is some individual responsibility and autonomy. Collaboration with others, perhaps through membership of a work group or team, may often be a requirement.

· Level 3:  Competence which involves the application of knowledge and skills in a broad range of varied work activities, performed in a wide variety of contexts, most of which are complex and non-routine. There is considerable responsibility and autonomy, and control or guidance of others is often required.

· Level 4:  Competence which involves the application of knowledge and skills in a broad range of complex technical or professional work activities, performed in a wide variety of contexts and with a substantial degree of personal responsibility and autonomy. Responsibility for the work of others and the allocation of resources is often present.

· Level 5:  Competence which involves the application of skills and a significant range of fundamental principles across a wide and often unpredictable variety of contexts. Very substantial personal autonomy and often significant responsibility for the work of others and for the allocation of substantial resources feature strongly, as do personal accountability for analysis and diagnosis, design, planning, execution and evaluation.

Note: The following page shows a worked example and is for illustrative purposes i.e. we will follow the same methodology for the five Cogent industries.
Worked Example: Occupational Mapping
5SC carried out an extensive OM (and FM) exercise for the Waste Management industry in 2005. The first thing we did was to ask a large group of practitioners how to break the sector down into its component parts (i.e. supply-chain analysis). As part of the occupational mapping process, occupations were broadly classified into groups that reflect the main divisions (strands) within the sector. These were:

· Waste collection and transport

· Transfer stations and civic amenity sites

· Incineration (inc. waste to energy)

· Recycling/processing/specialist operations

· Landfill

· Local Government

· Regulation 
· Business support
We then split the group into the seven strands, as appropriate, and asked them to identify the occupational titles against the levels. This is the (partial) outcome:

	Level
	Strand 1: Waste collection and transport
	Strand 3: Incineration (inc. waste to energy)

	5
	· General Manager

· Regional Operations Manager
	· General Manager

	
	· Fleet Engineering Manager

· Contracts Manager

· Service Centre (Location) Manager

· Engineering Manager (Workshop)

· Senior Supervisor (Operations) 

· Lighterage Manager (Marine)

· Captain (Marine)
	· Production Manager

· Plant Manager

· Maintenance Manager

· Rate of Burn Technologist 



	3
	· Traffic Controller

· Customer Services Supervisor

· Technician Foreman

· Mechanical Technician 

· Mate (Marine)

· Loader and Unloader
	· Production Controller

· Process Controller

· Laboratory Technician

· Shift Change Engineer

· Team Leader

· Chargehand

	2
	· Traffic Administrator

· Customer Services Team

· Service Vehicle Driver – Collector

· Service Vehicle Driver – De-mountable Containers

· Skip Vehicle Driver

· Welder 

· Crew

· Driver/Loader

	· Operative Technician

· Monitoring Technician

· Plant Operative

· Wheel Shovel Operative

· Ash/Wheel Loader Operative

· Tipping Hall Supervisor 

· Revenue Clerk 

· LGV Driver

· Electrician/Instrumentation Technician 

· Maintenance Technician 

· Welder

· Weighbridge Operative

	1
	· Yard Operative

· Driver’s Assistant/Mate (Collection)

· Picker

· Loader 

· Labourer
	· Shift Operative

· Plant Cleaner

· Products/Residue Operative


Paper 3: Introduction to Functional Mapping

Sector wide programmes undertaken by 5S Consulting over the past decade both in the UK and internationally have revealed a pattern in industrial and organisational structures that form a helpful basis for carrying out functional analysis. This we refer to as the General Model.
General Model for Analysis

	Systems areas
	Examples of functional areas

	A  Giving direction to work activities
	· Forecasting demand

· Research

· Policy making

	B  Specifying activities
	· Investigating and analysing (related to production / service context)

· Designing products and services

· Specifying requirements

	C  Carrying out activities
	Making things
	· Building / Making

· Processing

· Assembling

	
	Maintaining things
	· Conserving/restoring things

· re-making

	
	Controlling activities
	· Monitoring

· Controlling continuous processes

	
	Providing services
	· Responding to demands

· Providing information and advice

	D  Controlling programmes
	· Planning and scheduling activities

· Procurement for activities

· Controlling service delivery (projects, programmes)

· Quality assurance 

· Regulating

	E  Managing organisations (includes Leadership)
	· Controlling finance 

· Managing people

· Managing information and communication systems

· Managing physical resources 

	F  Maintaining capability 
	· Developing learning and skills

· Maintaining a safe and healthy environment

· Responding to the cultural and ethical values of the community


Each of these ‘systems' areas can be further broken down, sometimes through several stages, into 'work functions' for which (national) occupational standards can then be defined. The advantage of the General Model is that it can be applied to any sector and it enables common functions to be readily recognised within and between industries. This considerably lightens the workload in seeking matches with existing work roles and occupational standards and also introduces a rigour to whole-sector analysis that simplifies and streamlines the process of (national) standards development.

The major challenge in establishing a valid and robust functional map for the Cogent industries is to confirm those functions which are truly “unique to Cogent”, as opposed to those for which the skills required are generic to other sectors and employers (with little or no specific content from any of the five industries) - i.e. where competence standards are the responsibility of other Sector Skills Councils.  

Worked Example: Functional Mapping
The functional analysis process can be applied to a single occupation, a group of occupations or to a whole sector. The difference is only one of scale. The General Model is used as the basis for analysing occupational functions in the sector. The example shown below is from the Property Sector and shows the first level of disaggregation.

















The starting point for functional analysis is the development of a general statement - a Key Purpose - that encapsulates what the sector is there to provide. This is subsequently broken down into 'Key Areas' which represent the sum of broad activities that are necessary to deliver this service.

The process of analytical breakdown continues until the activities described represent a reasonable description that could be applied to individual work outputs against which an occupational standard can be set. The full Functional Map will illustrate this.

The process of functional analysis raises a number of issues relating to the commonality of work functions across the sector. The mapping process goes only as far as defining distinctively different functions, it does not seek to delineate between the same function as it is applied in different sector contexts. From our example in the property sector, the function of 'surveying' can apply to a very wide range of different job roles within the sector in a similar way to, say, ‘maintenance’ within the Cogent industries. The extent to which these variations in context need to be reflected by different standards is an issue that is part of the standards setting process - it is not part of functional analysis.

Similarly, there are a number of functions for which responsibility within the work team are shared. For example, the function of 'Maintaining a safe and healthy working environment' is one that is shared within the work team:

· The Surveyor's Assistant (or Process Operative or Labourer) will - 'Contribute to' maintaining a safe and healthy working environment, because the scope of their responsibilities is necessarily limited.

· The Surveyor (or First Line Manager) will - 'Maintain' a safe and healthy working environment, because, on the ground, they have functional responsibility for action.

· The Project Manager (or Plant Manager) will - 'Ensure that' a safe and healthy working environment is maintained, because they are ultimately accountable for health & safety.

Ultimately therefore, from this one function it will be necessary to develop three complementary standards, probably at three different levels, each reflecting the different level of responsibility. Again this differentiation is applied at the standards setting stage.

How the Functional Map leads us to National Occupational Standards (NOS)

A few thousand National Occupational Standards have already been developed across UK occupations. Setting standards is an expensive, rigorous and time consuming process involving considerable development work, consultation and testing. There is little purpose in unnecessarily duplicating effort when there are quite valid standards already in place. The final stage of the functional mapping process is therefore to identify, from the QCA database all potentially relevant occupational standards that Cogent might use within its future qualifications framework.


Using the Occupational Map to develop a vocational qualification strategy 

The occupational map, through supply-chain analysis, will indicate all those occupations within the sector. It will also provide the basis for future research to identify all potentially relevant existing qualifications and where there are current gaps. The map will also identify those occupations for which Cogent has either a primary responsibility or one that is shared with other SSCs.

How Cogent decides on priorities for the development of future awards will be the subject of future discussion within the sector. This will be informed by that part of this study which points to future developments in the sector arising from technology change and other factors. 

The Occupational Map will also serve a useful purpose in providing career development information for the sector enabling the SSC to show the routes and pathways to qualification for each occupation and bring together a database that includes Academic awards; Professional awards; NVQs/SVQs; Other vocationally related qualifications; Trade certificates, Safety Certificates and Registration certificates as appropriate.
Using the Functional Map to develop National Occupational Standards (and qualifications)
The process of developing National Occupational Standards is normally linked to a commitment to develop particular vocational qualifications. However, some sectors have developed the standards for their sector in advance of a clear specification as to how they will be used in vocational qualifications. 

The argument for taking the latter course is primarily because there is a utility in the standards that goes well beyond their use in qualifications. The standards can be used as a basis for recruitment and staff appraisal and for the specification of training within the sector and have many other applications as well. Therefore, having a comprehensive framework from the outset is a major asset. 

If the standards development programme is linked to specific occupational awards, the starting point (assuming no existing awards are relevant) is usually an initial analysis of the occupations for which awards are required against the functional map of the sector - a 'mini' functional analysis in fact.

The next step is to review the existing standards that are available for each identified function and also where there are gaps.

From this exercise, a development specification can be drawn up that identifies:

· What standards already exist - and are wholly relevant to the occupation

· What standards exist - but will require adaptation to the SSC Sector context

· Where new standards need to be developed

Once the standards development process has been completed, it remains for them to be grouped as Units and for a structure to be devised for the award that properly reflects the variables in the occupation. 
Registered Office: Cogent SSC Limited, Minerva House, Bruntland Road, Portlethen, Aberdeen, AB12 4QL Company Registration No. 129351








The Sector Skills Council for Chemicals and Pharmaceuticals, Nuclear, Oil and Gas, Petroleum and Polymers





Unit 5


Mandarin Court


Warrington Centre Park


Warrington


WA1 1GG


Telephone: 01925 515200


Facsimile: 01925 515240


Email: info@cogent-ssc.com


Web: www.cogent-ssc.com








General Model





A	Formulate strategies and policies 





B	Specify services and activities





Key Purpose





C	Provide services to support the acquisition, development, maintenance, management and disposal of property and related assets and facilities





Provide services to acquire, develop, maintain, manage and dispose of property and related assets and facilities, balancing the requirements of clients, users and the community








E	Facilitate the use of property, systems and services





D	Initiate, resource and control programmes in the property services sector








F	Manage organisations within the property services sector





G	Maintain the capability of organisations in the property services sector





Cogent Standards Development Plan





Functional Map





Existing Standards on National





National Database (SSD)
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