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INTRODUCTION
 

This report summarizes information contained in three documents
 

submitted by the U.S.A.I.D. Training Program Field Coordinator during
 

her assignment. They are the reports on: The Women's Overseas
 

Specialized Management Training Program for Group I Conducted in
 

Bangladesh FrOm February 6-March 4, 1984 and in Manila, Philippines,
 

From March 11-23, 1984; The Curricula for the Second Training Program
 

in Small Enterprise Management for BSCIC Women Extension Officers
 

Conducted in Bangladesh from October 7-November 1, 19841 and A Discussion
 

of Problems Encountered In Work With Three Bangladesh Training
 

Institutions.
 

It also includes recommendations on how to improve the
 

capabilities of the three local training institutions which designed
 
and conducted management training under the U.S.A.I.D. Technical
 
Resources Project from August 1983 to November 1984. The three institu
tions are: the Academy for Planning and Development (APD), Dhaka; the
 

Bangladesh Management Development Centre (BMDC), Dhaka; and the Village
 
Education Resource Centre (VERC), Savar. Approaches are also suggested
 
for more effective implementation of the Mission's Technical Resources
 

Project training programs.
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I. 	SUMMARY OF INFORMATION CONTAINED IN THREE REPORTS SUBMITTFD
 
DURING ASSIGNMENT
 

A. The Women's Overseas Specialized Management Training Program
 
for Group I Conductd in Bangladesh from February 6-March 4,
 
1984, and in Manila, Philippines from March 11-23, 1984
 

1. Discussion of Key Issues and Problems
 

Traininq at APD, Dhaka
 

The APD was contracted by the U.S.A.I.D. Mission to conduct a
 
four-week management training program in Bangladesh for 23 multi
sector, governmental and non-governmental, women mid-level managers.
 
This training institution attempted to assess training needs and
 
develop a curriculum according to the guidelines provided, and included
 
47 topics for instruction. Their method of assessing needs however,
 
was 	unsystematic, subjective, inconsistent, and lacked a standard
 
questionnaire or checklist to collect data on job performance gaps.
 
Given the heterogeneous training group, this made it difficult for
 
them to isolate tne most commonly mentioned required skills, and
 
compute the average skill ratings. In addition, there was little
 
indication of the logical progression of topics from general to
 
specific in the curriculum. Too many topics were included since
 
all 	job performance problems were assessed as amenable to training.
 
Insufficient time was allotted APD to plan the training with the
 
Mission's assistance.
 

2. Classroom observations of APD training, a review of their Acco
mplishment Report, and results of their post-training reaction eva
luation indicated the course was implemented as planned. Trainees
 
reported benefitting from it, rated it 
as very good, and noted a number
 
of job related major subject categories. They thought the training
 
methods were helpful, and rated the trainers as very good. It was
 
not possible, however, to judge whether major topic objectives had
 
boon fulfilled, because they were not formulated to be specific
 
and measurable in behavioral 
tormn or otherwise. Other shortcomings 
of the training included, too much theoretical instruction and 
lectures and not enough practical instructioni and discunnion; 
Insufficient planning and coordination with the field agency, resulting 
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in trainee's failure to accomplish objectives; lack of learning
 
evaluationsa and inappropriately administered poet-training reaction
 

evaluation.
 

Training at EDF, Manila
 

3. The third country portion of the training was conducted for two 
weeks by the Economic Development Foundation (EDF), Manila, Philippines. 

It consisted of five modules organized around a central theme of hThe 

Manager As Change Agent." In general, this training was implemented 

as planned, and according to EDF learning evaluations, participants 
increased their knowledge to a considerable extent. They also reacted 
very favourably to the training ds indicated in the EDF mid-program 
assessment and post-training reaction evaluations, and the Mission's 
own reaction evaluation. It was perceived as job related, trainers 
were rated as very good, and training methods, especially the use of
 
small groups with facilitators, were found useful. The pre-and post
tests administered were also perceived as benefitial.
 

4. Some trainees, however, experienced problems with the exclusive
 

English language instruction. Some modules in the curriculum were
 
found to contain too much theoretical knowledge, and require too
 
many trainee outputs, while others contained no theory at all. Most
 
trainees found the Manila based training too short, and recommended
 
an extension to permit the practical application of the theoretical
 
instruction conducted at APD. The insufficient use of visual aids,
 
limited space and absence of academic environment in the hotel where
 
training was held,were aleo mentioned au problems.
 

2. Recommendationa for Future Training
 

Traininq at APD. Dhaka
 

5. Increased technical assostance and guidance should be provided
 
APD in the nee(!n annenament and curricu)um development procesn for
 

the second group of women manaqorn. Trainees should share at least
 

similar lovela of managerwnt ronponnibilitien, and on screened properly
 
for English language proficiency. Assitanco should include specific
 
guidelines on data collection and preparation of behavioral topic
 
objectives. Learning and reaction evaluations should be planned and
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administered appropriately, and trainees' reactions to the relevancy
 

of major subject categories presented in the first training program
 

should be analyzed. The course should be created to contain a limited
 

number of topics, with a balance of theoretical and practical instru

ction, using lecture, discussion, and other participatory training
 

methods. APD should allot sufficient time to plan and coordinate with
 

the selected field agency. Final drafts uf APD's proposed curriculum
 

should be reviewed with the Mission before a starting date for training
 

is set. The Mission should arrange for trainees' travel documents to
 

the third country training site enough ahead of time to arsure
 

trainee's arrival on schedule. The APD and EDF training should be
 

viewed as parts of one continuous program, and planned in an integrated
 

manner.
 

Training at EDF, Manila
 

6. In planning training for the second group of women managers, EDF
 

should make the appropriate revisions on the Modules evaluated as
 

problematic and ineffective for the first group. It should continue
 

its use of learning and reaction evaluations, and consider the increased
 

use of visual aids. Alternative facilities for training should be
 

secured to provide a proper learning environment.
 

B. The Curricula for the Second Training Program In Small Enterprise
 

Manaqement For BSCIC Women Extension Officers Conducted In
 

Bangladesh From Octobur 7-November 1, 1984
 

1. Discussion of Key Issues and Problems
 

7. BMDC and VERC were contracted by the Mission to design a three

and one-week curricula respectively, and conduct training for the 

second batch of 21 women extension officern of the Bangladesh Small 

and Cottage Induatrien Corporation (ISCIC). They were requested to 

follow a nomewhat different procen, than they had used with the first 

batch of I;SCIC traineen in Augi.nt through Septembor 1983. They were 

referred to guldelinen sent. them following the first training program, 

and given copion of the Mippion'x neds assensmont and curriculum 

davelcpmont draitt guidelitno. Thea' were asked to discuss each of the 

three forms contained in the lattor guidelines when completed with the 

Training Program Yield Coordinator. 



-! 4 i

8. There were special technical and logistical coordination problems
 

born out of an arrangement where two local training institutions were
 

requested to develop curricula which reflected their separate expertise,
 

but were integrated, connected and nin-repetitive. This was further
 

complicated by a change in Course Coordinators at both BMDC and VERC
 

midway through the planning process. There was also confusion during
 

the initial stages of work with BSCIC about their staff member assigned
 

to the program, and it interfered with the assessment of training
 

needs. The training program was conducted by BMDC from October 7 to
 

25, 1984 and by VERC from October 27 to November 1, 1984.
 

2. Training Program Field Coordinator's Role With BMDC and VERC
 

9. During portions of February to April 1984, and August to October
 

1984, the Training Program Field Coordinator functioned as both an
 

advisor to and coordinator with BMDC and VERC. As an advisor, she
 

provided technical assistance to BMDC and VERC in their assessment
 

of training needs, and design of the training curricula. This
 

involved a revie of the completed three forms submitted by each, and
 

discussions most often concerning pioblems and questions on the purpose
 

of data and research methods. Reference was also made to the guidelines
 

developed after the first training program. Other guidelines and
 

checklists were provided to assist both institutions in categorizing
 

trainees' major work problems and training needs, and developing
 

priority moduleL or blocks of learning, evaluation instruments, overall
 

training goals, topic behavioral objectives, and a methodical organiza

tioi. of subject content. Affiliations of the trainers nominated to
 

conduct the otiniona, a dintribution of their work load, and the
 

training time uchedule, wore also roviewod and discussed with each
 

institution.
 

10. An a coordinator, she stimulated frequent contact and working
 

sessionn botween the BSCIC, BHMDC and VERC designated staff during 
the noodu nanounmont and curricula dovolopm nt procon. Tho purposo 

of thin wan to facilitato the Inatitution'a data collection on USCIC, 
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and maximize continuity and minimize duplication in the BMDC and
 

VERC curricula. The BSCIC Training Advisor was also briefed on the
 

preparation needed for the third country field observational component
 

of the training.
 

C. A Discussion of the Problems Encountered In Work With Three
 

Bangladesh Training Institutions
 

1. Discussion of Key Problems
 

Overall Organization and Management, Including Staffing Problems
 

11. APD and BMDC are reportedly conducting training programs at full
 

capacity. Along with VERC, they appear to put more emphasis on
 

conducting as many courses as possible, rather than on taking more
 

time to better plan for fewer courses of higher quality. All three
 

institutions had vacant staff positions for trainers, with APD being
 

the most understaffed. There also seems to be a fair amount of
 

fluctuation in the positions officially occupied. Thus time and
 

staff cunstraints may exist which make it difficult for those
 

institutions to plan, drsign and implement quality, tailor made
 

programs, especially suited to the needs of particular groups of
 

trainees, and according to a specific format.
 

12. The three institution Directors believe their trainers need
 

further training to upgrade their performance. None of the staff
 

assigned to work with the Coordinator appeared to benefit from close
 

supervinici or guidance by the Director or his designees on the te

chnical aip~cts of planning, desjgning and implementing a tailor made 

training program. At OMDC there appears to be little coordination
 

aw4nf profetsional ataff, and thus maximum use of resources may not 

be miidt. Once training began, B1MC and VERC Course Coordinators did 

not :-p|.ar to fully appreciate their roles. They strove to schedule 

themnolvu to conduct au many training iossions as feasible. It 

appearod that nomo Courat) Coordinators found it problematic to plan 

and dotsign tho training using almost excludivoly spoken or written 

Engllsh. 
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Training/Residential Facility Problems
 

13. Both BMDC and VERC lack adequate residential and training
 
facilities. 
 BMDC, which also lacks sufficient office space for
 
staff, has already begun construction to fill some of the gaps.
 

Training Proram Development Problems
 

14. 
None of the three institutions in practice appears to regularly
 
and --.inatically assess the training needs of its clients. Designated
 
staff seem to share a similar underlying attitude towards undertaking
 
a forral assessment of training needs. 
 It questions the validity and
 
reliability of information obtained from trainees and supervisors on
 
job functions and training needs. 
This is because they are perceived
 
as lacking knowledge in those areas, and trainees often do not relate
 
training to problems on the job. 
 Research needed to validate such
 
data can be too time consuming to undcrtake, especially with non
cooperating agencies receiving training, 
 it may be as well outside
 
the scope of the training institution. It is thus efficacious for
 
the training institution to advise trainees and their supervisors on
 
job related needs 
 based on general impressions simply formed of the
 
job tasks, and develop a curriculum accordingly. Biside this attitude,
 
designated staff at 
the three institutions appear to lack sufficient
 
appreciation for the asressment
Jecd.: process necess.itating: a) careful 
planni ac,; 1,) iCvez(-arch whici. attempts to tssure .em.* amount of validity 
and rcliaoility 1)y incorporating -omc,objectiv mrlasuremcntUj el job 
per formond',ri ,,t ig:;; aind c) a thorough, -;y1;t( ma*t ic a l yslil. 

15. ': t l tal f at the thi'ec itwai tItutoiti app|tar to undurvalue 
the co'nc(-t ior l,:tvcn t raI no(- -o],jpci-foraiarce claps and rneedit, and 
trainaiq j-ir ,1r'ari :ublect conttent tit i '(efl(ectvi1 in the ur i cu tum. They 
al so Li(1lHI to the importai,cc of nt. tt l-r prior ity areas 
or li ,'ki of Ie'ra i lJ ft.' 1;-ltn il , o qanlzita metlhoodictally t01V. subject 
conat e4, tind I nqlcIlly the seas Itinloboth for train lag andloaei:tqunrw 
ovaluationtli. They lppe-oar to habitually negl ect dovolotin
eepnr'
q 
training gonln for major topicn, and training nonnion objectivon are
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not formulated to be specific and measurable. ONDC and VERC do not
 

seem to appreciate the crucial connection between the theoretical
 

and practical elements in the curricula. APD and BMDC Course
 

Coordinators seemed unwilling to question trainers scheduled to
 

conduct sessions on the details of their planned training methodology,
 

Training Program Implementation Problems
 

16. The majority of trainers at APD and BMDC appear to overemphasize
 

the use of lectures, and underemphasize discussions, group problem
 

solving and exercise, role play, and other irnovative participatory
 

training techniques. Similarly,most of the training sessions seemed
 

to overemphasize thecretical knowledge and underemphasize the applica

tion of theory throu.gh specific practices. Most of the written hand

outs at both institutions were in English, despite the exclusive use
 

of Bangla with interspersed English throughout the training. Some
 

delays in starting training sessions were observed at APD and BMDC.
 

All three institutions appear to undervalue the importance of a
 

thoughtful and objective selection of available trainers to conduct
 

the training.
 

Training Program Evaluation Problems
 

17. Designated staff at all three institutions do not appear to 

sufficiently appreciate the benefit of incorporating valid and 

reliable evaluttion mechanisms in the training program design. When 

APD and JIMDC Courso Coordinatortn did incorporate reaction and/or 

loarnin9 evaluations in the program design, they generally wore 

doveloped, administered, or used inappropriately. 

II. RIXiCOM$I:ND)ATIONS;
 

A. uMo.tionn To Imjrov the Capabilities of APD. BMDC. and VERC
 

Maximum l'rt i(A;at ion of Training Inntitutionn Puring Pro-Courno 

Planning nnd O; Lentnti n hnno 

19. Wore AP), BMt,*p and/or VERC to be considered to design curricula 

and conduct training locally for future US.A.I.D. supported programs, 

http:throu.gh
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their maximum participation ought to be solicited during the pro-course
 
planning, and orientation phase. Sufficient time should be allotted
 

for this, and appropriate senior management and technical staff from
 
the training institution(s) involved in the related discussions. This
 
strategy would be multi-purposed. The Mission would take the opportunity
 
to specify what its expectations are for a quality training course. It
 

would identify the necessary components in assessment of training needs,
 

curriculum design, reaction and learning evaluations, and course
 

implementation. It would further outline its views on the necessary
 
processes involved in undertaking each work phase. It would stipulate
 

that Course Coordinators be provided proper supervision, internally or
 
externally, and the most highly qualified available trainers be selected
 

to conduct training sessions. Training institution staff would be asked
 
to analyze thoughtfully these conditions to determine whether they could
 
fulfill them in terns of time, staff and expertise. If so, they would
 

be asked to specify the logistical, financial, and other support services
 

needed. They would be encouraged to point out possible problems which
 
m~ight interfere with the task, and questioned whether there were any
 
facets of it they believed could not be undurtaken at all. These
 

latter issues would be discussed, and suggestions for adaptations to
 
the local envirorment and resources would be considered. If all those
 
issues were resolved and negotiated satisfactorily, agreements with
 

the training institution(s) to develop and conduct the training program
 

would be prepared and finalized. 

Provision of Increatied Technical Assistance and Guidance 

19. Increased technical s;tiitance and guidance oi the assessment of 
training needti, design of the training curriculvm, "election of suitable 
trait.inq methodology, and preparation of courte evaluations should be 
provided to the three intit itut foist, were they to be requetsted to dovelop 
and conduct Mi sion oupported tralntg 1it the future. Guidolinets, 
oppe citlly oil dett coll ection mithwdis ior needs antisnmento and 

prollirat iot. (if ithavior.il topie olbjective, 11hould ho nspedf tt and 
prott.oted for tht-ir ntntailty. The Mintsion mitlht .b"t offor t|its 

nt an 4nt.i loy.int txj'a1t ii pIrfotliOln3i 
for PiclfIc progjrams. This potron should be oxporloncod in doeigning, 
organizing, Iiiplmonting and avaluatino training proqrars in devalopina 

antsI 1'y all t*' n I fnnt) IspecialaS 

http:ithavior.il


countries, and should have a working knowledge of Bangla to use in
 

assisting the planning and implementation of courses. This specialist
 

could also serve as a resource person once training sessions begin.
 

Consideration To Train Selected Trainers
 

20. If the Mission is oriented to utilize the three inntitutions for
 

future local training programs, the training needs of the inatitution's
 

core staff should be further explored. If appropriate, carefully
 

selected staff with backgrounds especially suited to the area might
 

be considered for a specialized training of trainers course offered
 

in relevant third countries.
 

Provision of Bangla Language Support Services
 

21. If APD and BMDC continue to design curricula and conduct training
 

for Lpecific groups at the Mission's request, consideration should be 

givn to providing special support services to translate and type 

training curricula and teaching aids from English to Bangla. This 

could bc useful and increase comprehension for both trainers and 

trainees, who would be provided with written material in the same 

language of instruction. 

B. 	 Pontible Aproac:hesi For More Effective Implementation of
 

Misiftion'it Local Technical Resources Project Training Programs
 

Pr 	 or tv iita ch On, And Aj jeet n. nt. tl Wit h, 

22. LOcnl ortini ationts requettinq Technical Rosourcen Project (TRP) 

training for tisiztbhe numbern of their staff nhould be carefully 

roearchtid by tev Mintiion before it agreen to provide antsphtanca. 

Thist mutit includt it deterrninati1mn of tho o(InanizZJon'ti reautonti for 

atilt ctintl tr.liltoIsu nti n tioduti'oj tt. t t ptirc ived let-tds and/or problema, 

wtui 1 pItAJru 	 o1ly 1he. tolutionTriiiiintl ; d td ;niw Ap iJ 1*,,tij .iit, it 

clearly a pear to re'st it the imlproverut of epmloyoon' work-rel)atod 

skills, their knowltdiu, and/or ottitudots or ftolitng towa rds thoir 

work. it trainint, it determined to be nn appropriate rsponro, 
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agreements between the Mission and the local organization should
 
specify the latter's willingness to: a) assist the designated training
 
institution to clarify trainees' job tasks, skills, and major perfor
mance problems; b) participate in the curriculum design process as
 
needed; and c) discuss the provision of a work environment following
 
training that will encourage the Application of the new knowledge,
 
skills, and attitudes acquired by the trainees.
 

Assessment of Local Training Institution Capabilities and Overall
 
Resources Prior to Selection
 

23. Local training institutions should be selected to design and
 
conduct TRP training for specific groups of trainees only after a
 
thorough assessment of their capabilities and overall resources.
 

There should be an attempt to match the subject matter, course
 
development and instructional design competencies of the training
 

institution with the primary needs of trainees. This might be faci
litated by utilizing a comprehensive checklist to collect relevant
 
data on the training institution's policy, organization and managekent,
 
staff, facilities and equipment, budget and funding, training capacity,
 
training program development, implementation, evaluation and followup.
 

More Limited Subject Focus for TRP Training With One
 

Selected Training Institution
 

24. Consideration should be givcn to establish for TRP training a
 
more limited subject matter focus related to strategic programmatic
 
goals with one carefully selected training institution. This would
 

permit the Mission to develop a close working relationship with one
 
training institution, which might be more inclined to build on common
 
core skills in specific areas which have been stressed in previous
 
training programs. These might include systematic needs assessment,
 
curriculum development, selection of appropriate training methodology,
 
and course ovaluation skills.
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Training of Specific Upper Management Personnel In Selected Organization
 

25. Consideration could be given to training specific senior management
 
personnel within carefully selected organizations in strategic programma
tic areas. Training could then filter down to the other line workers.
 
This might help stimulate changes in employee performance throughout
 

the organization.
 

Similar Levels of Management Responsibilities For Heterogeneous
 
Groups of Trainees With Mixed Organizational Affiliations
 

26. In cases where training groups are a heterogeneous mix of non
governmental and governmental managers with varied organizational
 
affiliations, trainees should share at least similar levels of
 
management responsibilities. This will facilitate the systematic
 
assessment of training needs and curriculum relevancy.
 

Training Institution Awareness of Selection Criteria Used For
 
Heterogeneous Groups of Trainees With Mixed Organizational Affiliations
 

27. In cases where training groups are heterogeneous and have varied
 
organizational affiliations, the selection criteria used by the relevant
 
government division to determine eligibility for course participation
 
should be explicitly reviewed with the designated training institution.
 
This will assist in the assessment of training needs and the development
 

of a relevant curriculum.
 

Systematic English Language Screening of Candidates For
 
Combined Local and Third Country Training
 

28. The Mission should systematically screen candidates proposed for
 
combined local and third country training prcgrams on their English
 
language proficiency. This should be done using a standarized test
 
prior to r.ferring biodata on prospective trainees to selected training
 

institutions.
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On-Site Training For Staff of Selected Organizations
 

29. Selected local organizations might be offered on-site training
 

in specific areas amenable to change by the staff of a designated
 

training institution. This approach could provide increased
 

opportunities for demonstration and discovery through experiments and
 

field training, and stimulate the direct application of what has been
 

learned to specific work tasks.
 


