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AN APPROACH TO FRAINING DESIGN IN THE CONTEXT OF THE 

INSTITUTIONALIZATION OFA D-UEILOPMENT PROCESS 

AtD projects. wi.th Few oxcp ions, emphasize the 

transfer of slkills and attiLudes to appropriate recipienLs in the 

assisLance-receivtng :ountry. Since the 196%; at leasL, the 

Framework oF a project has been an "institution" which 

INTRODUCFION was created or reoigorated with AID help. DeFini Lions 

oF "institution" varied considerably, but i.n all cases 

the terms "insLitution--building" or "institution development" were 

used to describe efForts to ensure that there would be an 

identiFiable and appropr'iate entity to act as the engine, the pump, 

that would turn out a developmental ser'vice or play a developmental 

role, which in turn wJould catalyze development elsewhere in the 

country. This concept of "institution-building" generally Focussed 

on one key instiLution as principal role--player in a given process. 

The ins titution received external.-assis Lance to make up For newness 

or deFiciencies. IL was hos" [-o Foreign experts (oFten hailing From 

a kindred institution abroad), its staFfs underwent training usually 

abroad. and upon completing their training were slated to be 

integraLed into its workings. Other Forms oF 

ass is Lance-..-collmodi Lies. cons truc Lion, and opera ting Funds --- often 

were part oF the packa e. 

From there the term "institution-building" spread to acquire new and 

more diFFuse meanings. Projects were termed "ins Litution-building" 

which sought to strengthen an organizational capability oF any kind 

at any level. The term has been extended to coyer just about any 

developmental project wii'h does not primarily deal in the 

development oF physical inFras truc Lure: it thus has becone broadly 

synonymous with "technical assistance" in contrast to assi; tance For 

phyvsical inFrastrucLure. It now is used to designate proje:ts which 

transfer technical or organizational skills, or in which 

externally--prouided experts work with a given organization to 
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achieve a specific outpuL. Training is usually part oF such 

projects, but what is being institu ti nalized and how is not always
 
preciselv defined. nor iwha the ,:hanc, , are of the key test of
 

insti Lutiona]l za Lon bel. ng reL , namel," that the "instiLution" survive 

e cfeCL:_ive.V and useFullv the Lime-Frame oF the exLerna.ly-as;,isLed 
project, and 	 continue Lo play an agressie role in the promotion oF "the 

objec Live For which iL was ': reaLed (mere surviual noL being enough). 

recons ideration oF Lhe conc,,pL oF "insLV.tution-building" is long overdue. 
This is not the purpose oF this paper, buL such a reconsideraLion and a 

possibl r sLatement are anticipaLed by/ stressing not 
"is iLution-bilding" buL Lhe "insLi Lu ionatizaLion of: a process" This 

paper Ceals in raining in supporL oF that insLiLutional-ization. 

Thi's paper is nt Lher a handbook nor a de Latled operational 

guide I t e x p .a i n s a p r r o a c h s t o L h e d s i q n a n d i IT] pl e i i, n Lai t o n o F 

in -:o inry L ra in ing in Lhe context o F an 'ex Lrna 1-a ;s is Lance 
A PPROAC H 	 proje(2ct. S suc h i t Ma'y be u'3 V'ul to proj e c p Ianners, 

proje L oFFicers, and ba ckk op o F iFers a's Lhej/iddress; the 
paroj ec L elem-,n a whi':h 	 and. oF projecl di;-;emnaLe'; ski.ii.. i at.Litudes Lo 

alLer Lhe beha itor o1 s;taFFs at many cIli-F.)rent luels and oF maw,, 

liFFr.nL technical ccmpt:,ncs . Traini ng outside oF the hosL-counLry 

("parli cipanL tr'aining") is dealt wiLih only Langon L tally in no,;L oF te 

discus.-sion, and is Lre..itLed -in sectLJon Trainin in the States..J 	 UniLed 

The pers p c Live here is Lha L wh tie tra i ni ng in .he U . :3. and 

Lhird.-.counLrie s will continuel and even incras, e. inLerrational asS'isLance 

programs in Lhe laLe 19803 and 1990s w.ill be characterized by a much 
greater emphasis on in---counLry traininq. The proper design oF such 

Lraining must Focus on a cleve lopmen L process Lo be ins Li Lu tional ized 
WJiLh more AID projects active in Lhe "agriculture and rural de'.elopment" 

sec Lor.----a sec Lor which has been enriched by proj ec L's Iinc lud ing which 

bear on regional plannrig and comF)r-,hensive r'egional development-- --this 

paper uses perspecLives pari,:ularly suitLed to that sector. 

http:liFFr.nL
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The approach used here handles training as a 'sub-;vstem 

among others intended Lo promote the ins itutionalization of a 

deel0pm ent process.. "Process' is c,;,ner-skage, 

DFJ)EIOIPMENT "institutions" are support'i ng cast. The assumption is 

PROCESS lhat Lhe developmental process is the real obj'etive oF the 

project. 1.he inst-itution(s) merely instrumenLal, engines to 
lend .'uis Lo that pro:ess, R rocess . in tiis paper, is an )n--gjoing 

(or to be made on-going) series oF actions or transactions which in some
 

speciFic manner or secLor help impro,capa.i by 0F a modernizing economy. 

sjcietv.or body politi c, in which numbers oF instit hutions oF many kincs 
(modern, modernizing , traditional. etc . ) already exist (many have existed 

since beFore colonial Limes [iF any] , others hav? be,,en created or 

re--created 'since ind,_'pendence). An insitu ln (as the -erm is used 

here) is an organization or other identi.Fiable and detinable group which 

plays, or has a role to play, in the in hitub-iona, iLzation oF a proces', 

or may seek ho counteract the procss, or alter it In';titutions have 

charter's ('sometimes unwri tten) 'saFFs (;ometimes unpaid), sl.ructure's 

(somet..imes informal). ideologies, programs, tradiLions, linkages, 

leuer'ages ---.some oF these may be quite diFFuse hard to deFine--- thator 


allow them to participate in a process (or to oppose or brake it); they 

mighL not have a 'sithe or campus or spec:iFic physical athtributes. Euen i: 

one or more institutior, s'should Fail., it i's imporbant that the process 

continue, moved along by other in;titutions that play roles in hhaM: 

process. Thait is why this paper unlinks training Froim "instituion 

building", links it instead to the stbrengLhening o1F a process. 

1, OF course, it is persons (tr'ainee ;) who are being 

trained, not institutions. These persons are trained in 

TRAINING FOR skills or groups oF skills, that is' specific applied 

AHOM? know--how 'so that thV can acc:ompli'sh ha.'ks: the <now--how may 

range Fromr narrowly-Focus'.ed hechnica 1. inF,;,rmaLion 

(.including hand's --on technique's) ho deep knowledge oF a 'subjeL: ma ter 

and how to apply ith to a protfessional situation. with Few excepbions 

atbi bude,' are :onveyed along witLh the skl .ls. This conbinaLion make's 

possible changes irn behavior of the traines, hence oF Lhe 

http:narrowly-Focus'.ed
http:sjcietv.or
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worl<.-environmentL in agencies and inskitA.ions in which they will 
exercise the neJl.l--,Acquired skil.l. In this manner, the behavior oF 

s 1,:-h ilns t Lu Lion, and how and ,what they contributo to the 

-institut ionalization of the process is improued 

2. What mak1es the subject oF Lraining io important is that 

it is the Fun'damen Lal effort. t:hat braks _insLi t utional inertia and 

brings loLittue power to the clev Iopmen t proc e ; s D- nakes the wheeIs 
turn. Traininq mus t act on scueral interactive se_2ars oF the 

ENGTNE cevelopinenL en ine, First, the training ; .;I-,.in 1 ust render 

more eFFicient the professional capacities oF person;. Second, 

.it fu; t improve the readinems of in-; iu Lions and organizaLions to 

support the devel:)pmon L eFfort. ]hird, it InLIst in;ure Lhe 

institutLonalization of a process by creating a :riLti:al ma-;s oF 

....... ld.- and motivaLtd tr'a ni-d persons who can work i.n
 
var io 'ug ortqLinza tio a i ili .;, so I:haL even iF oneo in' iu.ton 

1'c. rroLivati-,,dF il-; prol-e. sional.s can fun: Lion in an eFFoc Li v. 

do v o Ilo pin n LaLmiii1 1. ?u t,01; eimh o ret 

A-1 Iden Li F ication oF the Process to br Enhanced 

COMMENT The process is clefined s the appropr'iate IlixfL oF 

proFe,3sJ.on&i .- 3 rcienti.I ic/ techn i cal/,3ubs tan tie.u , matLerial 

admi ni; Lra tive/mana'yer ial physical, ido logt icaL and/or pr'oqraiina Li,: 

inpu I.s wlich result in a con L-.nu.tj',. o)ut.put - oF s.seru..dcs . ducts or 

results which accelerate Lhe cl.:eloptient proces by address ing a specific 

needs or purposes whir:h enhance boneFi cil /l the econoinic, .social, 

cultural. technologyical, or political well-boing of the country and a 

signiF cant majority oF it; people, directly -r indirecLIy. Examples can 

be more and better Food crops, a Fairer tax-sy sLem, reliable health 

deliveryl facilities, a cjrowing private sector Lhat serves the economy and 

the markeLplace, impruved education, bettI-er a,:cess to all parts ol- the 

country, a more eFFicient a-d dedicated public Sr-, i.ce, a cleaner, and 
more sanitary environment 1?, s expol; ie ;Lap1e,, re'du:ced morbidilLV and 

mortal-.iv, a clemoqraph4 c balance beLwoen people and resources .- oni' can 

go on and on. Thal.'s whiat0. developunenL is all about, but deve lopmllen. 

http:mortal-.iv
http:L-.nu.tj
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come,s about through a vast set oF orocesses, in eract .nq wih eac..... hen. 
Lo br.nrig about objectiues in a 1anned and cost-eFFective manner. Manv 
orqianiza Lions and ins LitulLions are inuolved, some broadly, some 

nr row..k/-Foc u s s,-d. Tr i. ninq _parp . , ,jjsons to contribute through their 
arlorn a's aware cit.Lizenry in one or many oF these proc:es.es. 

I:ROC ES. . What is the over-all process to be Furthered b/ this 

training.' 

2. What particular sub-process will be the main substanc-. of 

the curriculum? 

3. What changes in process/sub-process is hoped For or expecLed: 

(a) between now and the start oF training including buL not 
restricted to pre-conditions to the project, conditions 

precedent, covenan'.s, new eaji)slat ion, ebL. 

(b) during Lhe liFFe--Lime OF the training project
 

(c) During Lhe 5 .ars Fol.lowing the end oF the training 

projec L.? 

4. Is t:e process new or al.ready being done in some Fashior? 

IF not new, deFine the changes in the process which this training is 

intended to enhance or brinq about. 

B. Proe ss Institution's 

INST I.UTIONS 1. What "rnodern" institutions serue as the stepping stones 
For the process? Li.st up to ten oF these (and not less than 

Fi.ue) and rank ordcer them in te,-rms oF 

(a) importance oF role they play in the process; 

http:proc:es.es
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(b) the resources oF which they dispose, Lo support the 

process including training For this process; 

(c) any, other , riLerion/criLeria deemed important in 

relation to the L-aining project. 

(d) Now compare the several rank orders to beLter understand 

what "modern" institutions are involved in the process, and 

how. 

TRADIIIONAL 2. What "non-modern", traditional, "societal", cultural, or 

inFormal ins KituLions or groupings serve as part oF the 

pr'ocess? Where possibl,., rank order them under two or more criteria, 

and reflecL on these listings to Lhe process in rel.ation to the 

process and to B. . 

LINKAGEIS 3. Are there particular linkages; between insLitutions lisLed 

under B. 1 and Lihose listed under 8 2? I.e.. co s;ome oF the 
"modern" instituti'ons bear a partiv.,utar aFFinitl or connection to one 

or mor? oF the "non-modern" etc., insLiLuLions'? (N t ': The word 
"modern" has manyl meanings and nuances Those:' using th'e approach 

outli.ned here will have to deMFine what the word should mean in the 

context oF this analIsis; one meanirng it should not have is mere 

newness. As a starting point in making this definition in relation 

to developmnent, "modern" would mean "mos--supportLie" oF speciFic 

development goals, rhe deFinition. how'ever, cannot be global; it: 

must be linked to Lhe particular countryv and society, and to the 

particular process.) 

OPPONENTS 4. Which insti. tutions oppose all or part oF the process 

and do or may hinder its insLiLutionalizaLion? How 

eFFective can theyv be in their opposition? What part oF the process 

is particularly vu.ilnerable? low nay this aFFect the training eFFort? 
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C. Trainin. 	 Institu Lions 

TRAINING 1. IdentiFy institutions which already train 

IN THE people in sLpport oF the process. Include all types oF 

ENVIRONMENT institutions, "modern" and others, Formal (like 

training cenE'~rs or university depart.ments), and inFormal 

such as "apprenticeship sostem", training within the extended 

kin-group, peer-training, on-the--job training, etc. Remember that 

the diuluing line between education and training oFten is a thin, 

hence arbitrary one; outsiders oFLen disparage as "education" what in 

reality is ;imply an ineFFectual ("too academic and theoretical, not 

suFFiciently applied") eFFort at training. (The analysti- using thi; 

approach must make his/her own decisions based on the particular 

process and the partLicular setting. ) 

SORTING 	 2. To gain a bettor overview oF the total organizational. 

milieu, sort out and rank-order the insti. tutions identiFied by 

l:.he approach suggested in C.i. Sorti.ng should be linked to the 

p.rocess kihat 	 is being adIdre.ssed. As needed, break out eolenents oF 

Lhe process in at least 2 ways ("along 2 axes"). One would be 

se1quen tia 1 in r- a Lion the the process , i.e. , suppor Live oF an early 

s tage oF the proceiss , one or another oF the middle s tages . a la ter 

stage, etc. The other wou' ld be in terms oF sl<ills -- that is, sigple 

skills in contrast to complex ones (Are they training researchers in 

rice proc: ion or are they train ing ext ens ion agents, or are they 

Leaching grading and sorting o- seeds or are they tr'aining in 

mark:ting 	 e:onomics [or rice?) 

DUALITY OF 	 3. Now crompare all the rank-ordered l.is ts (they best be 

ROLE 	 tabulated at this stage). Are there process.-institutions 

Lhat are . n or A re "los,als ' training , v i'ce-vers r? there 

re .lat ionships be tween some o F the proc es s - ins Ii it ion; and s Olle 

training institutions (consider all institutions, not only the 
"modern" ones). The training instLituLions which perform best in 

http:Sorti.ng
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Lraining For a process .- how do they, their staFFs, and their 
"graduaLes" accession the process -. selF and the institutions Lhat 

serve Lhe process? Do the i's LiLu. ions suppor L the process as a 
whole or speciFic s,-,gments only? Which instituLions relate to what 

sequen Lial sLage oF the process? Do process--inst iLutions reach oul 

e f.Lec iuely to aFFect how the training institutions train For the 

proc.es? Are there "imdiating" insbiLutions which lead the "outputs" 

oF the training insLi tutions (Lraine:d For the process) to 

instLitLuLions which are operational in the process, i.e., the 

proces'-3-ins titutions? (Examples oF "mediating" ins tituLions might be 

a civil-s erv i:e commission , or the pegrsonnel oFFice o F a process 

ins LiLutLion, which collects trained persons and Finds placement For 

Lh em) 

D. User Ins L tutions 

USING THE I. Is Lhere a parlicular in-s Li-uLiLon which i.till make 

GRADS use oF the "qradLuates" oF this training? Or are there 

several? Fo uhaF extenF is Lhe training eFFort LargetLed 

on one or more institutions (presumably, all OF themI 

proc esS-insLiLut-Lions,)? Has the tr ning program as a whole been 
wOrked out with their collaboration and does it have the-i.r approval? 

Will Lhe ou.Lput ofF the training sat is Fy the needs oF the in;LttiULons 
waititing For the travining prograin's outputs? Up to now, or in the 

absence oF this training program, how do these instituti, ions Fill 

their sLaFFing needs in the skil].s For which training now is 
proposed? Will Lhe new training program displace other tra ining 

:i.nsLitutions who wil..1, see the new prograin as their rival, or is 

harmonization oF inti~res L. --- even coop Lion -- poss ible? Will FaculLy 

members From exis ting training insti. Lutions be oFFered jobs in the 

new program? Why yes? Why not'? What, iF anything (and there usuall1y, 

is something) is appropriately CoMpatible betLwee::n the (new) tra.i.ning 

program and the ex i's Ling in i Lu L.ions? IF no t1 ing is , and iF no 

harmoniza Lion/ coop Lion is possible, whaL vesited intore-sL, can harm 

Lhe new ltraining program? What ar? the "weapons" they command and howi 

can these be blun Led? 
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CHANGES 2. What changes in the p.r.res being addressed are
 

iN subsLthiled by the training program now p'coposed? How do
 

PROCESS the user - or proce-'ss-in,;LiLu Lion,; perce ive the proposed
 

training program? Has it been attempt;,d in some way by 

any oF the oLher training ins Li LuLions (domes Li: oF Foreign) in the 

past but:. rejecL:.,d by prjocess instituLions'? 

FEEI.1NG 3. What 2pcess institutions mighL Feel leFt out as 

ILEFT users because the training program is not geared up to 

OUT proclue suFFi,:ienL graduiaLes Lo Fu].Fi1 their needs? Do 

an oF Lhe institutions LhaL are being leFt ouL wield 

31.1 F"i)ien L c lo0 UL tO For:e gradua Le's co join Lhein -as s LaFF raLher than 

imJrk For the intenced users? What assurance is Lhere that the 

inLendeCd user-insLiLii Lon(s) wi l in FacL obLain Lhe gracluaLes in the 

manner Lhe train ing pr ograII inLends? WhaL reasons are there to 

be ieue Lha L the gradu, .Les .will in Fact seek/Find employment Lwilh Lhe 

usi-r iri LILLiI-n Which Lhe training program intends For them? Wha L 

happens iF Lhey don't--will they, s.1pport LLhe process in like manner 

w,:'ith other employing agencies? 

E. Content oF Training Program_ (Substance) 

SIJB'.TANCE I . WhaL part oF Lhe proces,, is the raining program 

designed Lo address --- whaL Flai in Lhe process is it 

designed Lo correcL? 'Es Lhis Lhe inos; "straLi:,gic" training objecLive. 

.----is this the part. oF Lhe process iohich most needs redressing or 

S Lreng Lhen ing? ,Are Lhere partL, OF Lhe p:-oes which ; ho.ld be 
corrected First because they are a "pre--requisi to" to the part oF the 

13Oc.'e'S addres s ed b. the proposed train i ng program'? 

SKIILLS AND 2 All Formis oF trairvirg -el< t.o mcif behavior. A.1 

ATF LTUDES Lraining con Lainis Ltwo lis tin L bu L in ter'reIa Led e1emeonLs 

learning new 'skills and learning new attit ucle's Doe; t.he 

c urriculum give clue recognition to the neds oF the process by 

pro iding r-ih bet., kil and a t td t tcl.the t ITiX we , l'sLraining 
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traininj? (Training in skills is much easier than training in 

attitudes!) Does this mix correspond to the realities oF the process 

as it existLs now --- w.il11 it emphasize those those aspects of the 

process that need revitalizing most? Has there been agreement about 

Lhis by all leader'ships that are concerned? 

SKILLS 3. Would the training program be viable iF it taught 

ONLY only skills and some theory that underlie these, but no 

attitudes whatsoever ? IF the answer is yes, re-examine the 

naLure oF the skills package that it is proposed be LaughL. True, 

very simle skills may need no changes in behavior other than the 

acquisition oF a skill. However, nearly always, there attitudesare 

and behavior patterns associatecd wih:h these skill;. More than 

likely, Lhe skil. training as now deFined will not achieve chanIes in 

th__e.c.?ss. iF they can be taught twi. thout a modest "soF[ tware" package 

oF atLtituces attached to the implementation oF those skills., For 

-instance, learning to drive a large vehicle is not enough to produce, 

good bus.-drivers. Good drivers also are taught rules oF road-saFety, 

concern For the comFort oF passengers, awarenes3 that their vehicles 

need on-going aL.ten.tion and maintenance, perhaps also rules about 

collecLing Fares. Without these atltitudes to complemenL their 

sk<ill;s, drivers will not acquire the behavior appropriate to the 

process of[ a sound mass transportation sys tem. 

AF[IUDES 4. Would the training program as now deFined be viabl-, 

ONLY iF only attiLudes were taught, and no skills, including no 

managerial skills? IF your answer i's "yes", go directly to 

section X on page YY and reFlect on what is stated there. 

COMMENT 5. Comment: Skills and att.itudes both are held by individuals, 

who exercise them individual.y or as part oF organizations. 

Individuals in organizations have ski.s which give the organization 

i.t s capabilities.-among which is the capabil:.ty to i.n';Li tu.ionalize 

that part oF the proce's's that applies these skitlls or depends on 

them. Organizat.ional policy and structulre are deteK'rmined by the 

organization's leadership and other deci'sion-makers,. Organizations 
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through their structures serve and protect their s LaFfs' skills and 

behavior Lo mainLain their own capaciLy Lo play a given role. 

Organizations expecL their sLaFFs not only Lo have skills, but to 

have attitudes abouL the exercise oF these skills wlhich will lead LI 

behavior that serves the interesLs oF the organizaLion. AtLitudes 

held by individuals, who display them within an organizational 

context, give the ins LiuLion is "charactLer" and ii;' 

service-capacity . OrganizaLions can encourage or discourage 

atLitudes, and will reward or penal ize thosQ thaL display Lhe proper 

behavior; Lhis is especially true of organizations and inst:i.LuLions 

builL on a hierarchical., bureaucratic model. Training programs. in 

the usual sense oF that Lern, are not Lhe appropria te device Lo 

impart attLiLudes by themselves,. There are special types oF training 

programs which Foc us on c hanging atLi.tulde; and behavior. 

F . F-ormat oF Training Prar a n 

Presented here wit hout Full discussion are some is;ues and 

alternaives aMFec tiny Foriat For a training course, 

WHEN AND 1. Period and pe riodiciy: There are advantages and 

HON OFTEN disaclvank ag. s Lshort cours es and long courses, and to 

Frequent repetiLion oF the same course. Geographic and 

Financial Factors play a role; so does the Fact that there may be 

good seasons and bad ones , For nowhere is the year truly 
"round".--- here are meteorological, cultural and religious, and 

utreaucraLic and other process seasons that afFect the Liming oF 

pro rains. 

SIZE OF 2. The overall number oF attendees oF a given course is oFten 

GROUP decided more For managerial and logistic than according to 

training objecLives. Best it should depend, primarily. on the 
nature OF the subjec t a.lght and the amo.lunt oF interact ion hoped For 

beLiween trainee and trainer. For each training topic there i.s an 

opltimu n trainee/!trainer ratio, but lthese are influenced by 'space oF 
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Lr'aining vinu . Lhe mat uri.Lv oF the and oF thetra inees Lrainers, 

c:u .. Lural conventions. and other" Fac Lors, In a culture in which 

irdiuicviual.s hesitaLe Lo comrne Fo rwa rd wiLh comme n ts or questions, a 

small group often i.s aduantageous especially For this uer/ reason: it 
allows a sensitive trainer Lo :oax trainees into acLiue 

parLticipaLion. IF a large overall group oF trainees is mandated, 
curricula can planned that the intLobe so total group spli Ls smaller 

Leamns to create Lhe needed rapportL 

SANDtWICH 3. For many coLIrses, regardless o)F length, one Fornaltting -model 

that has been Found useFul is the sandwiching oF "classroom" 

work and "Field" work. The laLLer nav mean si mp ly that the trainees 

reLurn Lo their normal work setLing and begin learning by doing, 

pracLicing whaL Lhey have learnedl. They then come back For a second, 

oFLen a last, dose oF classroom worlk where the applied experience can 

be examined as parL oF Lhe learri ing process .
 

G. Curriculum Dev-.Lopent.
 

iJTIL..[TY 1. Those who prepare the curriculumn muLt undersLand how it is 

to be used. A, curriculum is a Framework oF what is to be 

taught: serues as a che: k list and a reminder o F iLIns Lo be covered: 

indicates a logical didactic sequence; sets up sub-units oF training 

in the subject matter: reLates these sub-units to the Liime Frame oF 

each training day and week: sets training obj-ct ives that are 

veriFiable in some manner (quizzes and tests are among these), and in 

general informs trainees. trainers, and managers oF what the course 

is all about by/ ':ontient and purpose. Fhe more det.Lailed the 

curriculum. the greater its utilit, yet also the greater the .danger 

that it will be misused and will become a constraint For the 

easygoing imparting of knowledge (whether skills or attitudes). 
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LINI(ED TO 	 2. 1t cannot be G; ressed too trongly tha t that iF the 

PROCESS 	 training program is to be eFFective in improving and 
inst~iuLionalizinqaprocess, the curriculum flust be 

Fashioned not jusL by conpetent training--specialists but by the 

practitioners oF the pr'ocess it is intended to serve. Even though 

the course may be perceived as a device For altering the 

process.-modernizing it, changing it, even challenging it in order 
to allow the insiLuLionalization oF something better---those now 

associated with the process and the main instibution s) that handle 

it must be made part oF the construction oF the curriculum as well as 

other Facetbs oF the training program. They must be given the 

opportunity to see themselves as the participants in this endeavor to 

Lrain indivuicvuals in the (new. renewec, improvec) process Fron within 

Lhe tra:ining activity, not From the outside. At the beginning, this 

may have the e [recL oF a limitation, oF a curb on innovation; the 

practiticoners may selk to preserve the status-quo. But such 

inuolvement has Far more acvantag,-s than disadvantages: it is a 

small price to pay For what the cooption it -makes possible. And that 

coopLion oF higher-ups is vital. Indeedl. a problen FrequenLiy 

encountered is that graduates oF a training course (in-country or 

abroad) return to their jobs Filled with enthusiasm For new ski.lls 

anc ideas acquired in training, only to Find that their supervisors 

and work milieu are antagonistic to new-Fanled ways oF coing things, 

leading either to a conFronLationa] situation or to the removal oF 

the "graduate" From his job. That is why a wmeil-designed training 

program oF any rmagni.t.ude makes it possible For superoisors and 

their superiors to obtain a di' hi.labe oF the traininng course in a 

brielf seminar or workshop laid on eslpecially For "higher ups". or as 

a second-best solution are given wr:iLten materialis descriptiue oF Lhe 

course and the message that the trainees will bring back with them. 

This also is what makes it inporlbant to train a "critica1 mass" oF 

s taFF in the same subiecL:., so that ex-trainees Find themse]lves 

increasingly in a work environment in which Lheir ideas are shared. 

It is important For those that organize training to be aware that at 
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First the message brought back by "graduates" mayv be challenged and 
rejected, and that this may delay the beneficial application oF what 

:is learnecd to the organizational milieu and to the 

institutionalization of the process. 

CONSTANT 3, The p-ocess that the training program serves itself 

CIHANGE must be capable oF changing iF indeed it is to be 

institutionalized. The training program that is to serve this 
institutionalization serves both as a catalyst For changing thr, 

process (by examining it in the classroom and in the "Field') as well 

as a ratiFication oF the changes that are taking place. For this 

reason, a curriculun is not a static plan but a dylllanic restatemnent 

oF what the training program is to achieve. A curriculuin requires 
constant "masage". on-going revision, Frequent corrections, both in 

overall, scope and content and in classroom detail. Trainees, 

trainers, training-managers (organizers), .as well as the 

process-managers and specialists play a continuous role in this 
unending evolution. A training p,'ogram which is put on three times 

;i.n a row without any, change will, be obsolete the third time it is 

rtu n. 

H. Methodology. 

ANDRAGOGY Andrya lg. is the term used For the training oF ad:ults. 

Like pedagogy (the training oF young ones From inFancy 

through the "teens"). it has not one style but many, depending on who 

these adults are, what their age and .status grouping is, the amounL 

oF prior education/training they, have had. and other Factors thaL 

aFFect how they uiew themselves as l:rainee?. how they view themselves 

in relation to the trainers, the nature oF the subject and oF the 

curricul.um, etc, Obviously, mid-leuel oFFicials in their Forties 

should not be taught like teenagers: but also they may require a 

meLhodology that di Frers From that used with jLnior oFFicials I. ­

their late twenties or ienior oFFicials in their FiFties and 
sixties. The concept oF andragogy (in contrast to pedagogy) as a 

http:curricul.um
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Formalized metChodology Fur training is Fairly new and is just 

beginning to spawn the multiplicitv oF Formally--recognized 

sub.-meLhodologies 
that has become a:cepted in pedagogy For diFFerenC 

age--groups, learning aptitudes, subjects, and backgrounds. This 

p laces on all who have a role in shaping a training program. as well 
cs imporLantly the trainers, the added burden oF Finding the right 
"approach" the right type oF andragogyl, to suit particular group; 

being trained. 

IXPERIINTAL An important method in contemporary andragogy is
 

LEARNING areexperienal learning, in which the participants 


the Lrainers oF 
each other, and the trainer assumes the role
 

oF -acilitalor. The course becomes the joint responsibility oF staFF 
a'l traineei This c lassroomri rnodc is one in which the experiences oF 

Lhe trainees are des c ribed by them as cases and di scussed: the 

participants are ac Live as edc;ators as well as learners. The 
discussion may inc lucle skills ("how E did this"), attitudes ("mnyi 

reaction and tlhaC oF my bosses, colleagues, and supervisees") as well 

as out puC ("This i.s what M7as a':hieued"), especially process-related 

ou tput, When tried For the First Lime, it may produce some shock 

since the stress on participation oFen is unexpected and exceptional 

in a given cultural milieu, A by-product oF exper'iental learning is 

that is gives many indiv iduaIs a chan:e to analyze a problem to a 

cjroup thaL includes peers and seniors. It can be an important 

experience that helps change atLitudes oF proFessonals about their 

own coml:e tence, and gives them a Las Ce oF a leadership role; it thus 

develops import:an t job-re Ia Led behavior. 

CULTIRAL. Moreover, and this canrnoC be' sLressed too strongly, every 
ASPECTS :ult.1ure breeds iCs own pedagogy? and its own andlragogy, though 

not all culLures do so wi. th equal eFFectiveness. Most cultures 

proyide training For aciultCs, ac:u l tura ting Lhem throughou C their 
lives, rnmaybe in a religi:ous or olher tracliional. milieu, maybe in a 

civic or soc:ial or political organizatLion, may be in other nodern 
contexts such as civilian or military proFessional training 

prograns . A c'ourse may be rendered more eFFec Live by using an 
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andragogy t.hat craws some )F its methodological elements From local 

LradiLional andragonv. Such training deserves to be examined in 

order to geL hints on ci turally.--accepLed elementsL. usable as 

:i. ngredients when shaping a suitable modern andragogy For the 

particular culture. What works best For adultLs is an andragogy that 

draws on preailing local cultural patterns (new or old) on how 

adults are taught .---lraws upon and then adaptb , quite often adapts 

vecry raclically Other ele-ments may be identiFied From the 

methodology used For younger ones in the best traditional or 

cld-established school; atended years ago by many oF the adul.ts now 

trainees oF this tra ining program. Traditional elemnents may be 

uselrul in reaching Lrainees in the host culture; a liLLI6 bit oF 

old.-Fashioned "roLe training" may be quite useful in some contLexts. 

,*raditions might have to be radlically adapted to make a course both 

attractive across culLural lines and suited to the s.ibjec;t maLLer as 

r e F i cted in process need s he n ce in a proc e s s-or"ie n ted curr i u lum. 

"Newnoess" oF method itself may well be an atLLractive F,.ature For the 

Lrainees, because oF its nou-.Lty. However, a modern deuelopmental 

subject conueyed. to Lrainees through a hrand.-new curriculum need noL 

be like one that would be used in P-i. ttsburgh, CouenLry, or Toulouse 

j us t because the subj ec t is so modern. in short, various approache's 

dceserve to be consicered and tried provided that the "training 

cutlture" o F the trainees is taken into ac:ount, and provided that the 

methodology suits the needs oF process-orienLed training. 

OTHER Andragogy is a technique For raining adults usually in a 

ISES classrc )m--lik se ting.L In Fac t, it has other uses as well. 

which will not be discussed here. It can b, adapted readily 

For use in educational ra.d-io and television, thus providing a 

livelier FormaL to educational broadcas ts and te lecas Ls. Second and 

very imporLantly, aspec:ts oF anclragogy can be blended into m anagerial 

sLyle by a supervisor who wants to guide the wor'k of staFF. 
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I. Trainers 

DEFINITION A trainer is a person who transFers or Facilitates the 

transFer oF knowledge, skills, and atLtitudes to trainees, 

Trainer is a generic term. There are many types oF trainers, and the 

design oF a training proje:t musL include dec isions as to which. or 

what m.x, to use, and how and For what. Generically, trainers cannot 

be e&fFectiLve without: 

1. A Full and complete understanding oF the subject 

matLter tihey/ are to Leach , inc liding some' oF the theory 

REQUIREMENTS 	 or background that enable; them to guide trainees into 

Further" undersLanding oF a .iubject. 

2. A thorouqhl understancing o adult learning methodo logy; and 

oF how that whi ch they are called upon to tea:h relates to the 

process that is being institutionalized, and Lhat thaL process is and 

is intended to achieve, at least in general. 

3. An inFormed undersLanclin oF the roles oF the trainees, and 

oF the instiLutions in which they wi.1 work, as Facilitiators oF the 

process and as strengtheners oF its instituti Lonalization. 

1. Skills as trainers, skills in andragogy that they have 

learned but especially the mind-set, personality, and expositional 

ability which:h makes an individual an eFFective :onveyor oF 

Sn F o rmatLi.on, 

5. The status (ascriptiue and descriptive) that will accredit 

Lhem vis-a-vis the trainees. This s Laltus may come From .age , rank, 

years ,)F experience, reputation in the F-iel.d, prior training oF the 

trainer him/herselF, so: ia l .tanding. as well as k nown prior, 

perFormance as a great trainer. 
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6. Some training and orientation to the role OF trainer in the 

particular program, the program's relationship to the process, the 

process itselF, and reFresher-training in meLhodology (inc luding 

anclragogy). Trainers also mLst be informed what materials are or 

will be available, and that their on-going :ollaboration is needed to 

develop these and tihe curr'iculumn, and in general to improve the 

program. Their ro les in ne d,; -as'oes smen ts. eva la tions, Fo low-ups 

oF graduates . reui sion oF course or curriculum, etc ., must be made 

clear to them Crom the beginning
 

COMMENT: From the above it is evident that to be an eFFectiue trainer, 

PAR1 a person need noL be a trainer Formally trained as su:h and in 

TIME acdragogy, there are those who stress Full-time trainers as well 

TRA[NER as others who advocate part-timers. The lat.ter proponents, 

however, generallyl tend to view as best a small, group oF 

senior, exr'erienc,:d (in training and in subject) FuLi-himers who 

guide and maintain stancards For the part-timers. First oF a]. , 

certain skills are tran' nmt~ted "on-the-job", and the trainer is a 

suI:)eruisuror senior col league designated to initiate the newc)mer. 

ProFess Lonal training programs For adults often use part-time 

trainers borrowed From i. nsti.tutions that are pivotal to the process 

being institutionalized, ani who come to the training site Filled 

witLih inlFormation and enthusiasm about the process a segment oF which 

they ar? being asked to explain and teach, and the cr'anizaLtons that. 

play a role in that process. IF these prof-essirnals lac< knowledge 

oF andragog'l and experiental learning meLhodlogy, they/ can be given .I 

special course For trainers. One aduantage oF such trainers is that 

they tond to focus on appl ication rather than theory, but througn 

their own stuclies and experience usually pack suFFi-JcienL "theory" to 

be able to add imporLant background ieta ltto cur'ri. lum . u,:hthe Sinc 

trainers, in adclition to their other qualities, als'' serve as 

role-models For the trainees They also mlay be abl1e to ca talyze the 

appropriate placement oF graduates. 
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COMMENT: Full-time trainers have the advantage that they can devote
 

FULL- themselves to training with little encumberment with 

TIME other dut.ies. They have the Lime Lo devote themselves to 
TRAINER a deeper understanding oF the subject maLter, and to
 

prepare themselves tc; the subjects that
diversiFy they 
are
 

able to train others in. Training such trainers Lin prepar'aLion oF
 
their work obviously is more cost-eFFectLive and more Feasible than
 
giving such training to part-ime trainers who have and retain other 
responsibilities. Full-time 
trainers also become available as
 

evaluators oF training, preparers oF
as training materials, as
 

reuisers oF curriculum, as assessors of training needs, 
and as 

planners oF other or complementary training programs. Though their 

twor< may not directly involve them with the process to be 

insitutinalized, they are thepart oF overall institutitionalization 

eFFort, and can look in on this process with an observer's 

perspec tive. 

COMMENT: Being an eFFectiue 
trainer is based on a balance oF relevant 
EXPERIENCED experience and skills which reinforce each other, and on an
 
FRAINERS: intellectual ability. 
 Good trainers continuously learn new 

Face'ts oF subject mnatter, new aspects oF the "process", and
 

translate and 
imparL this knowledge logically, comprehensively, and
 
in a way that can be absorbed and interna.lized by trainees. It is
 
valid to reFer 
to "experienced" and "inexperienced" trainers, but 

underlying both is the Fact that training. like writing, acting, 
composing music, or' using a computer is to a large extent a "knack" 

a talent, an apLitucl that some have, othe s don't. Frequency oF 

being in a training situation, the subjecL matter, audience, eLc., 

.have a bearing on trainer perForman:e, but there still remains the 
matter oF that "knack" An inexperienced trainer needs pracLi.c,, and 

may become a great Lrainer iF he/she has that talent. Frequent
 

ac tual perFormance also w-ill serue to evaluate eftfectivune.ss and test 
the trainers' mettle. [F a training systen, espe,:ially one .linked to 
the institutionalization oF a process, relies on young, new trainers, 
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it is vital that they be kept intensely engaged with the training 

process For a period of a year or two at least The training system 

can risk naving an experienced trainer, who is selF-assured and 

knowledgeable, t.-ach only internittently; he/she 

WORKSHOPS will not loose eFFectiveness by being "dormant" for a 

while. Needless to say, all. Lrainers who have proven 

el FecLive yet will benefit From periodic "Lra iner ' swork shops" at
 

which changes in the process b:ing instiLutionalized, in the training 

activity, in the "milieu" oF the activity, in adragogy, are examined 

and discussed. Representatives of organizations involved in the 

process should be involved in these. 

INCENTIVES The de;igners of a training program mUst ensure that 

there exist in the milieu incentives For tra iners, that 

-:.s, For a person to take on the responsibilities (on the job and off 

the job) of serving as a Full.-time or occasional trainer. This is 

la-rl"tilularly true For full--time tra:i.ner.; IF they are 

to stick to training, and if Lraining is to at-ract the best or at 

least really good people, career incentives musL be made evident and 

secure. There are care r services in which a stint of a Few years as 

.-A trainer, as a Faculty-member at a pre-service or in-service 

training center, imarks the person as one who, LhereaFter, wil . be 

ready For higher responsibiliLies. Other systems recognize that 

Iraining itselF can be a ,:areer, one in which one can aclvance Fron 

junior to senior: and that a senior trainer need not abandon the 
"class-room" experience and become a ianager/supervisor, but r:an 

continue to teach with excellence while admTinisLrators Lake care of 

the management side. IJnFortunately, there also are sysLems in whi:h 

those who cannot do, teach; in other words, in which being ass igned 

as a trainer means being shunted aside From the mains rear of the 

career. Those who design tr'aining programs usually do not have Fu.l. 

control over which oF these perspe ctives predomninaLes in the sel. ting 

in which and For which the training program is being desi.gned; buL 

they do wield influence. Tha t is wjh% it is important that they 

understand Fully what is implie-ld by being a trainer, Full-time or 
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part-time, in the particular milieu. Based on this understanding, 

they can devise incentives For the trainers oF the project. 

incentives which nay not be readily Forthcoming From the system 

itself but which can be built into the training system under design. 

Their concern, oF course, must be For this projec t. However, by 
dealing creatively with the design oF the "trainer sub-system" oF 
this training project, its planners and managers may well aFFect how 

the host milieu comes to perceive as well the Lrainer sub-system oF 

other training For other processes.
 

J. Trainees
 

DEFINIT[ON A trainee is 
a person selected to participate in a 

learning situation in skills and atLitudes. The trainee 

is slated to have his/her behavior modified to the requirementsserve 

oF a posiLion, role, or assignment in the process which is to be 

institutionalized, and in the institutionalization process itselF. 
This requires a realiness (intellectual and emotional) to absorb new 
skilils and new altitudes. Subsumed in the selection oF trainees and 

in their training is a long-term commitment to the process and its 

insiLuLionalizaing. The history oF clevelopment eFForts over the last 
tlhree or Four decades abounds in training oFFered successFully and 
completed with cistinction which did not achieve its intended 

objectives because, to put it succinctly, the "graduates" lost 
interest in what they were trained For. (For a i:iFFerent type oF 
training which is replete with exceptions, see section Q., Saturation 

Traininq, on page ZZ. 

INCENTIVES The successful completion oF training must bring 

rewards which serve as incentives not= just to to 
undergo the training but to stay around and give oF oneself in 

support oF the objectLive involved. To this end, trainees are 
entitled to Feel that the eFfort they make 
in being trained will be
 

rewarded, and moreover, that the training is 
not an end in ilUse1F but 
the key to a rewarcing and satisfying proFessional assignment. In 

most cultures oF nFrica and Asia, one may express Lhis thought also 
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Lo imply that there iwiill exist a continuing reolationship oF mu tual 

obl:igation betLween those who arranged and provided the training, and 

those who detached themselves From their existing condi .ion to 

undergo it and be "transFormed" into better qualiFied staFFs who can 

work in support oF the process to be institutionalized. 

i. Just what incenLives are needed cannot be expressed 

g.lobally. This is related to exis ting patterns 

LONG-TERM oF emplovmrirL in the civil. service, or in academe, or in 

REWARDS the grouping to which the trainees or graduates will 

belong. There mail be in-service programs which are a 

pro-condi Lion to advancement, and in other systeins autoinatically 

y-ield a promotion. It also relates to the extent oF the training, 

the discomFort or coirmmnitmen t it involves, its duration, and its 
expli,:it purpose. What is important is Lhat graduates Feel, and are 

known by others to Feel, that the tra ining was worthwhile 

and gave them rewards not just because they were give this training, 

but becaus, by being better trained, they bene FitI From working as 
part oF the process to the needs oF which they have been Fi. tted. 

Generalli/ speaking, there are both material and ps,: hological rewards 

Lhat reasonably should be expected. Those that plan the training 

s houlId cons ider and ma<e clear which oF these rewards relate to the 

training project proper, and which come with being part oF the 

process .hat is being institutionalized. The inportant rewards inusL 

core From the as a continuing erdeavor that will far outlive 

t-he proje..ct . The trainees Inlnst come to see the on -going 

post-training opportuniLies, noL the training i Le IF, as being the 
source oF the imllportant- rewards . Soine rewards For t~raining (ot-her 

than the enjoyment oF- the course itselF and special "perks" that may 

come with it) is so iinportant anr issue that it ought to be part oF 
project de-sign, that is. built into the policy-dialogue with the 

Government about the train ing prograin. 
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2. A.1 too many in-seruice training prograijis throughout 

the world's civil servics are perceived as being 
FUITURE- shor-time experiences that reward past performance at 

ORIENTIED least as much as they are threshholds For Future 
proFess ional be Ltermen t. Both perceptions have validity, but 

good training is Future-oriented, not past-oriented. In 
some sys terns , the Lrainees receive a chance Lo travel within the
 

country (or abroad) , to benefiL From days, weeks, or months of relief 
From routine Work in pleasant if not luxurious surroundings as 
comparted with their normal haunts, of per dieNms and other payments 
as.'1ocia Led with being in training status. rhese benefits may all be 
short-term, and there is little expectation that th,-e training will. 
lead, permanenLly, to someLlhing be L er which could not have been 

possible:, withOut this training. (There are governmenLal personnel 
sVsterns oF which it c:an be said jusLiFiab ly that training is a ,neans 
oF keeping a cer tair, percenLage oF staFF From oFFices away From their 
work but happy wiLh their "bennies" in order t.o rationalize the 
ouver-s1 aFFing oF their units.) A good training program providc,s 
explicit recognition that having been s e,lected For training is a 
compliment; Lhat what lies ahead is professional bet terrrnent that the 
trainee is provided with qualitat ive improvements in work-rela.ted 

skills and attiLud,-s and the prestig, oF having new knowlledge and 
capabilities to work with others in the nstiiLutionalization oF the 
process. A]ll of these must be stressed to the trainees in a 
credible, relistic, and identiFiable manner. For this reason, thos e 
who de;ign training prograns in the context of the 
ins Litutionalizal-ion of a proce.ss nusL work cl[osely with the 
civil-service 	 theagency, or personnel oFfice, whateveror it is that 
shapes the basic legal or regulatory pattern of careers, to ensur 

that the basic system can provide, credibly and in Fact, the real, 

the long-term reiwards. 

3. It is vident From the Foregoing that the selec Lion of 
SELE-C.ION 	 participants is a complex undertaking which h, lds the 

seeds oF s cIc ce ss or Failure of the tra :i.ning ef-ForL, 

http:proce.ss
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hence oF the aLLelnpL to help the insLitutLionalization 

oF the process. The selection process is closely linked to the
 

particular milieu as wel1 as to Lhe nature oF Lhe process to be
 
.nstituLionalized; only 
some glittering generalization can be 
olhered in this paper; The selecLion process should be maniFest; 

Lhat is, those selecLed and those not selected should undersLand 

why. The selec Lion process should be linked to the process oF 

instituti.onalization, It should be a credible process which Lakes 

existing LradiLions and paLterns, even some oF its biasses0 into 

account: or at least, it should not do violence to existing local 
patterns anJ traditions. For this reason, it will Likely include
 

subjecti 
e FactLors stemming From local realiLi',s as well as objeLctive 
criteria which are measurable and quanLiFiable. it might likly 

include interviews or other tests to which Foreigners will not be 

priv 'q . The Foreign acuiser or consultant should keep in mind the 

realizaLion that thi.s is not a selection For similarprocess a 
Lraining progran 
in his/her own counLry buL in the particular milieu 
in which iL is Laking place. 

InherenL in what was stated above at INCENTIVES (page XX) is that 

Lhose who select Lhe trainees also are selecLing Future colleagues 
with which is a long-term mutual relationship is wanted in the 

contexL oF Lhe objective oF insLiLutiLona lizing the process. This 

aspect brings with it selection criLeria that reach beyond the 

selection merely oF trainees aFor course.
 

K. Traininq Materials
 

COMMENT: Just about any course beneFits 
From training materials,
 
provided the course and its process objectives, not jusL the
 

materials. 
are the Focal poin t oF the Lra ining e'Fort. 
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Materials ina include : 

(a) instructional matter which in printed text 

replicates major portions o- the presentaLions to be made 

in class rooms by/ trainers; 

(b) printed sources; oF detailed data, discussion, 
explanations , background, technical subjects, all oF which 
are considered as best leFt out oF the r lass-room work and 
assigned as additional reading beFore or Following a 

lecture ;
 

(r) "case-.-s Ludies " containing actual euents which point 
to problems acdlressed by "tlhe process" and how, in these 

instances , the process (successFul.ly or unsuccess Fully ) 

dealt wiLh the problem; 

(d) s peci lJ. c exaMples oF how "1he pro, ess" Works 

and how it is boing ins Li Lu tiona lized - . t.th1-se c-an be based 

on a':tulaI experiences oF course participants thernselues 

(e) materials directed primarily at trainers as 

sources oF infn orma Lion or guides on presentation oF 

ma teria1's (sometimes cal led " Lac hers ' workbooks") ; 

(F) inLstructions and scripts For siml].atJion s and 

gaines" ; 

(g) graphic materials such as maps, charts, 

s atis tical or other table, , proces's-IFlow diagrams , etc 

(h) reFerence mate;ials to be consulte d be weon 

insLruction, during simulaLions and games, and upon 

return to the usual worksiLe after the course has ended. 

http:successFul.ly
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( i) aural or audio-visual materials For use 
during periods of instruc Lion, af'ter class, or as 

materials .hat can be used as external extension oF 
elemenLs oF the Course within contexts related to "the 
process", where they can be presented either by 

course-gradua tes or by tra.ne, rs. 

1. There is no Formula by which to determine how much 
miaterial is needed For one "unit" oF course, be the unit the 

course or any part or one-hour session thereoF. 
NO FORMULA Nor are there Formulae to deterinine howk much materials 

should be ,:reated espe:iallv For or around the training 

program, and how much and what material alreadly is available: in 
Lhe milieu . This is For inanageient to decide in ,lose 

cornsul.ia Lion wiLh trainers and pracLiLiLioners- -.who will 
inFlilen,,e how much and what type oF mater'ial' can best serue. A 
s uFif'i: i,,n c oy matn-,rials [c] through [i]) is use FuloF (especial.ly 

to both trainers and trainees, as w~ell as to oLhers con' erned 

uJi.Lh the process. -[oo many materials noL oniy may drain the 

Lraining eFFort oF resources and deprive trainers oF 
spontaneity, but may be perceiued as a burden bk/ both trainers 

and trainees, who nay Feel they mus.; t use all that inatertal 
somehow, no matter whether it interFeres with the pace rF the 

C 0 l r s e. 

2. Materials preparation can easily become the single 

most cos LIv eleinen t oF a training program. Materials 
CAIJTIONARY prepared especially For this training project may have 
NOTE the advantage oF great Fo':us and appropriateness to an 

adragogic eFFort, but careFully selecLed "real-liFe" 

materials have Lhe advantage oF being ],'?s ,costly and inuore 

realistic . The most realistic materials may well be obLainable 

F rom t-he organizations thaL direc.tly are invo ued in Lhe 

F)process, either as doers or as supporters or as clienteles. 

Ano ther type oF iIia terials de rives Fron 'joverninental , a ,adtemiLc 

http:especial.ly
http:cornsul.ia
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or ScientiFic orLt-nizaLions who already produced these1 iLeins as 
parL oF their own normal proces se. Still. another source oF 

ma erials may be Found in newspapers, in articles or reporLs 

dealjng with Lho process and the problems it addresses, :r the 
resulLs (posicive or negaLive) it has obtained. By using such 
mi ter ia s From the "real world" the trainei:s are shown how such 

sources can inForin hem in Lhe Future, as Lhey become engaged 

with the process and wish to keep LIp with Lhe "staLe oF the art" 
and the "s Late oF the play". One purpose oF any proFessional 

course is to prepare trainees ror continuing selF-training. 

3. A programimaLic quoesLion tia L usually is Faced w;en 

designing and managing any tra-ining program is wheLher to devote 

re sour:es o the a S einb ling oF researc h anda reFerence 

LIBRARY library For the program. The answer depends heauily on 

the naLure oF the training prograin, whoLher it will 

continLIe to be associated with a parLicular training site 

(school, Lri.tin in centr. aId on theg e.c.). process it is 

cesignecl to ins LiLu Lionalize; and these queLions must be 

weighed in rela t ion to exist ing professional libraries in the 

milieu, their holdings, and their "u.;er-Frie. ndliness". There 

ma y be o Lher Fac tors Lo consider. But as a rule (which mnal need 
to be ignored) it is best where Feasible Lo enrich the holdings 

oF the library oF one or more process-iinked insLiLu.Lions, on 

condition that trainers and trainees have access:; or to issue 

Lo each trainer and Lrainee a professional library oF 1iii.,d 
size but containing matrials Fundamenal o the proce;s, which 

they will take with them as they work within the process. In 

addition, trainers will need a Few good books on training 

methods and andragogyv. 

L. Evaluations 

COMMENT There are many types o1F evaluation a': Livi ties Ihic h Form 

part oF a we1..-designed Lrainina program. They range: in 
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content From 
those that relate to the very design and inception 

oF the program in relation to the process to be insLitutional­

ized, to those that Focus on the management oF the training and 
on the eFf-ective and constructive utilization oF its sub­
components and resources. Evaluations start in the c lass- ur 

iworkshop room. Participants should daily be Lasked with handing 

in anonymously a prepared Form to rate the trainer, and trainers 
should have the responsibility to rate the achievements oF the 
trainees. 
 in many cases, it is useful to have parts oF courses
 

audited by, a "process obseruer", an ?xperiencecl professional 

(perhaps al o a part-time trainer) who can take in what is 

happening and objectively evaluate its utility; however, Lhis 

can only be done successfully iF the cultural milieu is such
 

that the 
visitor will not be perceived as an "inspector" but
 

rather as a Friendly observer and critic. Also. evaluaLions may 
Focus on the end-products---.the efficient and appropriate 

application oF graduaLe's in institutions and agencies that 

i.mplement the process to be institutionalized ; and on the 

end-results- --- how mluch the process and the ins titLu tions serving 
i.t have improved because more trainecd personnel are available
 

Evaluations are not judgements but Fact--Finding eFForts to 
create improvement in training or in the process and the
 

institutions linked to 
it. Rather than describe eualuations by
 

sequence, they are presented here in relation to the process.
 

NEEDS 1. Needs Asses'sments: These are studies or eualuat­

ions which identify what needs For training activities
 

emerge out of the process; the needs may be those oF indiuid­

uals workirg in particular organizational settings, or globally 

of certain oganizacions and it's leaclerships. What specifically 

are the substantive "holes" that training is to Fill. (or the 

reverse: are the substantive holes and cra:ks in the process 
susceptible to be Filled by training, 
or are other types oF 

intervent ions needed or needed First'?)? What types oF
 

Lraining---.by Frequency, cluration, 
level, cethocology (e.g.,
 

http:Lraining---.by
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class-room work as against Field-work--- seem most appropriate;
 

what beneFits can be expected From such training, or
 

respect.ively From various types oF training? Is such training
 

Feasible --..is it recognized that certain personnel oF several
 

process-insLituLions need training, and will they be available
 

For it? What type oF trainers are needed, and are they
 

available, without or with additional training as trainers'? 

What are the recurrent needs For training that the trainers may 

Feel they will need? What are the training needs oF those For 

whose training this program is intended; what do they need to 

learn--in their own views, those oF supervisory staFFs, oF the 

process-instituLions, and in tLh views oF substantive experts in 
the process and in andragog.. What are the recurrent or FutLure
 

training needs oF oLher staFFs oF the process--instiLutions, 

gracluates or not oF what is being designed or implemented? What 

<ind oF proFessional assistance is required For training which 

is not already available within the country, For how long and/or 

at what interuals? What resources-.sites, materials, 

Financial., managerial --- will the training program require during 

the initial period it is to be operated? Later? Recurrently? 

Is there need For subsidiary training or orientation courses 

("promotional training") to accredit the principal training 

program with the institutions and their lacership, or with 

other decision-makers? To what extent has the First, the 

second, etc. , course been accepted by all those con: erned'? 

2. PerFormance and ImplementaLion: This type oF 

evaluaion is essentially siilar to nost evaluations perFormed 

on AID and other assistance--receiuing projects, How 

OUTPUTS well is the projecized eFFort doing in terms oF 

meeting it:.s anticipaLed objectives and goals, how
 

eKFFecLie and timely are its outputsL's, and how satisFied iAs 

clienteles? What are the objectively measurable results oF the 

training not just in terms oF persons trained and per Forming 

better, but in terms, importantly,, oF the insitutionalization oF 
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a process, or at least discernable imnprovements in its 

operation? (Don't measure only how many/ new land registrars 

have been trained and how many new land offices can now be 

staFFed, Ask how many titles to how many plots oF land oF an 

aggregate oF how nany he:ctares can be aLtribubed, at least in 

ma jcor part, to the new traininc programl to help insLitut-ionalize 

the Dire:torate oF Caclastral Surveys; is the (Jir'ec torate now 

adequate to the task oF insLi tuLionalizing the cadasltral-survey 

process?) . 

3. Managerial evaluations: This type overlaps with the 

.)receding but examines not the proces.s being addressed but the 

sub-systems oF training For the ins titutionalization of 

EFFICEENCY a process. I-low wetl is the training pr-ogram run? 

What is the level oF discipline oF the trainers, the 

Irainees, managemenlt itselF'? How well are Finances handled? 

Regardless oF how good or how bad the output oF the training 

sub-sys tems , how clo they 'oinpare with s imilar training 

oF)erations? What cleFiciencies are ther'e and hoIAJ Can these be 

rem e d i ecI '? 

4. Relevance: A training program linked to the 

ins titut iona liza Lion oF a pro:ess should be e'jaluated 

periodically as to relevance to that pro:ess, even 

RELEVANCE iF other evaluations give it high marks. Fhis type oF 

evaluation looks at the training program From the 

perspe:tive oF those engaged in and wiFh the process, and ,ldaws 

out their uiews, How relevant is the program in terms oF 

zeroing in on the most crucial skills and attitudes needed For 

the ins Litutionalizaltion oF the process? Does the training 

program deals in Lhese, or in more diFFuse, tangenl, jal, 

support-ive but less strategic ones This type oF evaluation 

requires a pro Fou nid un(:iers tanding oF the process, the problems 

oF its insitutionalization in the host milieu, and re=quires 
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sensitiviti about what a tr'aining program can be expecLedies 
 to
 

accomplish: Training is not a cure-all 
For all insLitutional or 

processual ills. 

M. The Management oF A Training Program 

While the training program addressed in this paper is
 

preparatory to or in support oF the institutionalization oF a 
process, there is another institutLionalization also taking 

place: it is the institutionalization oF a training mechanism 
(maybe a Formal training program Lo be conducLed by a For'mnal 

training agency) which will manage this course, maybe also 

others in the Future (on this, se section N. Ens itutional­

i.zation of the Tininq Prorm). For this reason, Lhe entire
 

set oF procedures, approaches, mechanisms, considerations, 
etc. , 

used For what at First appears to be a purpose of limited scope 

talkes on dimensions Lhat are Inuc h larger and more las ting. The 

chart on the next page presents an overview oF the managerial 

s cope . 

Here are some points to be stressed:
 

I. Managing a training program is a complex managerial
 

undertaIking which, like the production of a great 

COMPLEXITY brings togeLher Lhe script, the actors, Lhe 

supporting cast, the locale, the objecives. In 

addition (unlike a Hollywood production) there are legal and 

regulatory consideraLions , academic and professional 

constraints, budgetary Fa:Lors, and all Lhe minutiae oF
 

restrictions and caveats that any bureaucracy, certainly two
 

bureaucracies seekl ng to collaboraLe. 
:an bring into play. The 

management oF a training project requires skilled and dedicated 

professionals who understand Fully the purposes they are 

addressing, the reasons For the eFFort, the respectiue 

expe:tations oF all who p lay a role in the desi gn, 
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SIX STEPS IN MANAGEMENT OF A TRAINING PROGRAM
 

A. IdentificaLion oF individual or organizat.ional Lraining 

needs, directly related to saLisFacLorv perFormance now or in 

Lhe FLIure. IL Foc.usses on knowledge and skill; 

in which the trainees are not already proFicient prior
 

Lo training;
 

which, iF strenghtened or acquired, increase 

productivitv oF the trainee's work group; 

thaL can feasibly be improved through training or group
 

consul ta Lion 

(B) Design oF intervenions: over-all straLegies For 

c:lienL insLiLutions, individual raining uniLs or modules, all 

grounded on previously identiFied needs;
 

(C) Development oF training materials, such 
as case
 

studies, 
small group exercies, indicidual assessments and work
 

plans, lectures, eLc,
 

(D) InstructLion or Facilitation oF training events;
 

(E) EvaluatLion oF Lraining results, and Follow-up meet.ings 

Lo improve application oF learning to work situat.ons; 

(F) The acminisration oF a training program, including
 

at ent-ion Lo essential details such as the schedul.',, budget, 

notiFications oF Lrainers and trainees, preparation oF materials 

prior to and cluring Lhe sessions, train.ng Facili ies,e tc. 

(Based en an informal memorandum b Robert E. Zimmerman, USDA)._ 

http:train.ng
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adninistbration, conduct, evaluation, and Follow-on oF the 
training. Imporbantly among those "who play a role" are the 
end-use customers, i.e., bhose who will employ the graduates oF 

the program. 

2. Trainers are the most value human resource 

input, and must be the Focus oF much managerial 
SCHEDULES attention. Trainers, including the part-timers, need 

to teach regularly according to a schedule clrawn up 
well ahead. New trainers especially need to have their early 
experiences reinForced with a rigorous and virtually continuous 
s eries oF training experiences . Partb-time trainers need to be 
reas.sured that they have not been ForgotLen and are Fully 
apprecia Led by being called upon to lecture Frequently. iF they 
are nob to geL Lhe impression that they are being dropped 

Lacitly (sometimes Lhat impression wants to be conveyed!). 

3. Managemenb Frequen liV Focusses boo much aLtention on 
the physical, aspects oF training programs, Lhe places 

LOGISTICS where it akes place, living quarters, Food service, 

etc . Normnal..l these logistics, important though they 
are, can be delegaLed Lo public or privatbe organizations that 
will handle them though they require direction and control. 
Linked to logisti:s are other spec ial requirenenLs oF trainees, 

such as per' diem, "pockeL money", "book allowAJances" "Food 
money." o permit them not Lo be o,.it-oF-po,:l(et Lwhile they brain 
aLAJay From home, SomeLtimes these minor iLems become nettles clue 
Lo mismanagement or poor budgebary planning. Bes L is a s andard 
policy, with published rates, applicable to as many courses as 
possible in as many raining programs as po.ssible. Mor'aLe oF 
Lrainees and the impact oF a braining program is readily 
endangered by par Li'cpants ' per:ept.ions oF haying been neg lec ted. 



DRAFT FOR REUIEN 	 -- Page 36 -­

1. IE is management' s role to see to i. that ,courses are 

properly prepared in all. respects, and that evaluations,
 

MASSAGE re-assessmenLs . and revision oF courses and mater'ials
 

take place. While there must be continui,ty, every course 

and program mutl be "m'assaged" colntiuflLOly. The scope oF 
revisions should be Focussed, not global, and low-key, not 

loudly proclaimed. Rev is ions maintLain the courses 's 

credibilit;v ovorly toutedl, they undermine conFidence in the 

Lraining apparatus in its entirety. OFFicially. it should in 

mos t cases remain the same course (unless there has been a 

catasLrophic Failulre), even iF signiFicanL :hanges are made in 

dhe course's conLenL or struLcture. 

5. 	 A training program must become suLicien ly wel-known 

so that iLs can play a role in the institutionalization 

NEITNORI(ENG oF a process. InFormaLion-sharing or neLworking 

should give suFFicienL publicity so that all potential. 

users oF Lhe program ( trainees, t.rainers, end-users, and 

managers oF any parL oF the "process" to which the program is 

linked) Lake a contL inuous inLeres L in the training program and 

begin to Fa:tor its eFForLs intLo their own and into the 

process. Publicity includs Lhe publication at least oF
 

catalogues oF courses, perhaps also oF a newsletter or journal. 

Somne Limes , an a's soc ia tion o F jraduI a L 's oF a Lr'a in ig program 

provides a useFul neLwork tor L'.e dissemination oF knewledge ol-

Jhat the course can do. and a helpul supporL For the Lraining 

program as well as For the ins Li.A u tionaliza Lion oF Lhe process 

Lhat is being addressed. 

6. 	 Managemren L' should be ready to experime nL with 

modalities used in the conclu:t oF all or oF selected 

MODALITIES courses, <eeping in mind Lh, relaLonship between the 

Lraining program, the instLLutiona.ization oF the 

process. and the respec Live organizations and instiLutions which 

play a role in Lhe process and its institutLonalization. These 

modali ties include: 
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a. Courses For which individuals are sele:ted to be 

trained as individuals wit.Lhin a training group; 

b. Courses the Lrainees oF which are selected purposeFuIly 

From certain agencies and institutLions among whom greater 

collabor'aLion is being sought, or because a.1l oF Lhem make 

the same kind oF professional contributiLon to the process 
(e.g., they are all comptro.llers, or First-l ne managers, 

or supply specialists in respective agencies). 

,. Courses laid on For a speciFic institution, and 

drawing rainees From diFFerent sub--units or Field oFFices 

oF Lhat ins Lt:uion. The course can be given at a regular 

training siLe or on the premises oF the instiLuLion--so 

LhaL parts oF the process can be observed during Lhe 

course. 

d. Courses laid on For a spec iFic instil iton or sub-uniL 

LhereoF, and including as trainees justL about the entire 

s LaFF, From director or cleputy director clown to thQ ljist 

proFessiona.l level. This nodal.i ty usual.ly siLes Lhe 

course at the ins-itution. This modality, much like the 

preceding one, mnay be par'ticLlarlv useF.ml.1 (how useFul 

depends on cul. tural attitudes) iF in addition to s<ills 

Lhe course deals heavily in organizational or 

i nterpersonal :)ehauior patterns. IF the instiLLution is 

large or i:FFus- e t course can be in diFFeren LLhe repeated 

sub-unit s so Lhat Lhe "verlical atLendance pattern" is 

cluplicaLed For diFFerent sub-units throughout he 

organiza ion. 

http:usual.ly
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7. It can be very us eFl to have the training program 

contract out elemenLs oF training---.courses, seminars, 

preparation oF materials, evaluations and assessments
 

HOST-COUNTRY 
--- to other" (oFten private or uoluntary) organizations 

CONTRACTORS in Lhe country, such as universi Lies, ins LiLutes, 

proFessional associations, etc. This is not a sign oF 

Leakness in Lhe management oF the lraining unit, For iL has many 

desirable consequences: broadening the circle oF supporters oF 

the institutionalization oF the process; bringing in diFFerent 

views and styles oF training (including materials preparation, 

needs and other assessmenLs) skills; reducing the load on thc' 

core group oF Lrainers and training specialists; augmenting the 

(:liversiLy and qualitv oF courses by Lapping resources not 

available except under contract; and sometimes, beneFit-Ling the 

instiLuLionalizaLion oF the process by encouraging Lhe 

participation oF the conLractor(s) not only in training but in 

other aspec ts of1 the process as wLell. There also are 

clisaduanLage;: the conLracLor(s) must be supervised closely For 
compliance it h the objecLues oF the program and ab iiLy to 

produce proces s-oriented training; the contracLor must be held 
Lo deadlines,. perForrnance, and in some cases the assignlntL oF 

speciFic personnel whose talents and skills Lhe contract sought 

Lo Lap; and the relationship between the management oF he 

Lraining program and the contractor(s) mustL serve the needs oF 

the Lraining program FirsL, oF the contractor last.
 

N. Ins Litutionalization oF the Trainin_ Program 

COMMENT: IL is a question oF semantics as well as oF strategy to 

what extent a training program in support of the 

instituLionalization oF a process should itselF be 

institutionalized . Th,- L.Ipe of training program discussed in 

this paper is noL a goal in itselF but serves another 

goal---institutionalization oF some governmenLal or Functional
 

process, carried on by one or more agencies and insttuLions. 
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The training program has no reason For existence except iF it 

serves that purpose. The purpose oF this activity is not to 

necessarily to create a new training organization or any other 

-institution which, by deFinition, will compeLe will all others, 

including the ones this training is o strengthen, For trained 

sLaFFs. Funds, managerial attention at a still higher level, and 

perhaps even clienteles. Fhis paper so Far has not deocr ibed by 

what device such a training program should be managed. It might 

be an existing ";FtaFF college", or a3 training directorate in an 

existing minisLry, or a university, or elsewhere. It also is 

possible that no other solution was Found by the designers oF
 

Lhis training program than to create an entity which, by virtue 

oF being new and inclependent, could adcdress the 

i nstitutionalization oF the process From neutral groLincs---not 

being itselF a contestant For power oF control over any part oF 

the process to be institutionalizecd, except, For the present, 

conduct ing this training program. Whatever is the sLraLegic 

choi:e. a soundly-clesigned program is based on six steps, shown 

in the chart on page ZZZ.
 

For the sake oF argument, let's assume that the training program 

is truly a success i.n relation to the process, and that there is 

wide perception by those who are the organizational embodiements 

oF that process that Further training is required For Lhe next 

Fe:lw years at least; and that the momentum achieved by the 

training program and its management and staFFs should not be 

broken. Such a view is tantamount to a demand to 

insLit.Lionalize the program. The steps that are needed to 

establish a sound training program are listed in the chart on 

page ZZZ . In such an event, there are several options that come 

to mind 

1. Continue the program under its present organiza.Lional 

charter. Pre.sumably the nanagemnent oF I:he training 

CONTINUE 	 program ha's a mandate From somewhere; let this mandate
 

be extended For a Fixed period oF time, say six years or
 



DRAFT FOR REVIEW -- Page 40 -­

whatever the clientele thinks is the minimun period needed to 

a chieve the completion oF the maj or training eFlort. At the end 
oF that period, another option night be s ele,: Led. It likely 
would be detrimental to the training program iF a Firm 

ins LiLuionalizaLion does not occur by then. 

2. Seek an arrangement whereby the training program, 

though maintaining its organizational integritV becomes
 
AUTONOMY linked to that institution which carries major
 

responsibilit.y For the process 
 but is supervised by a 
committee OF representatives oF other agencies involved, 

Crucial is a judgement thaL the training program will maintain 
iLs autonomy and be able to serve the entire process, not just 
the host insLit.Lion, and that the existing links between the 
ot her institutions and the training program be preserved iF not 
strengthened. Uery oFten, governmental agencies realize (albeit 
aL Limes belatedly) the strategic irmportance oF training; and 
thaL the agency that controls proces's-orienLed training likely 

wi.ll gain control oF the process. 

3. Merge this training program with similar training 

programs, iF such exist in the country, to Form a larger 
MERGE training agency with auLonomous sLaLus and impact not on 

one but on several eForts to inKitutionale proces.ses. 
By pooling managerial, substantive, and Financial resources, the 
elnlargecd agency may 
well become a pivotal catalyst For 
clevelopnental ins LiLutiona lizaLion, maintaining a neutrality 
vis-a-vis any inter--insLiLuLional rivalry For control oF this or 

other processes.
 

0. Financing he Training Prram 

IL has been assumed that this training program was paid
 

For by the Government because oF the importance the 
LESS IS Government attaches to the process and its proper 
BETTER institutionalization, and that the agencies whose
 



DRAFT FOR REUIEW. --.. Page 41 --­

personnel are being trained are public e!nployees, or 

otherwise sponsored by tLe Gouernment; and that the training 

program is Funded by at lo':at tons From the naLional budget paic 
either dire,: l' or through an intermediary agency to the 

management oF the training program. This uisuallv is the 

pa.ttern, at least For a time. 3ut it is important to remember 
Lhat the best Financing For a training program or instiLution 
C Ilies [-rom its users;, with the national budget pitching in just 
enough to keep the training going. In other words, aFLer the 

Lraining program has demonstrated its ualue and gained a 
steacdFaslt clientele, the agencies that participate among 
themselves should Fund the bulk os the training (directly or 

through the Treasury., depending on Fiscal management 

procedures), and the Gouernment's subsidy should become smaller 

and sinaller. Oncr:e this begins to happen, it will be an 
incication that the training itselF is becoming institution-­

alized in the several organizaLions, and that it has becomne 

accepted that without the training program, ins titutionalization 

oF the proc:es s Would not have oC':curred and night not survive. 

P. Organization Development 

COMMENT: Organization development is a technique oF in terven tion by 
specialists in organizational behavior, interpesonal relations 

and techniqules, bureaclra tic behauior and colmnlnications, 

industrial and organizational psychology (diFFerent terms For 

.ssentially the saine Field oF coIllpetence in plainer terms, 
such specialists are the socio-..P1ycholog ical counselors not oF 
individuals but oF organizational units On page AAA it was 
stated that iF "the training prograr a;3 now deFined [is] viable 

iF only atLituides were taught, and no skills, in:luding no 
managerial or supervisory skills, go directly to sec tion P on 
pa ZZ and reFlec t on what i3 s .Lated there." Tha L's where .ou 

are now. 
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USES 	 1. Organization Development (OD) is succesFully 

applied where there is evidence that an organization or 
one oF its uniLs isn't perForming the right way even though its 

s LaFFing levels and staFF quali Lv meet usual ly--expec ted minimum 

criteria. The unit might be the leadership cell oF the 

organization, or it might be a line or sLaFF unit. There is 

something wrong there, and it aFFects the entire organization. 

It isn't lack oF skills; it's lack of something else: the 
"savvy" oF how to conduct business within the unit with other 
units, and with clienteles; it is a proble oF attitudes and 

behavior. This Lype oF situation requires urgent attention. No 

matter how many skills are pumped into the organization 

(iocluding Lhis unit) by training programs, things shill will 

not: work because oF an attitudinal handicap and a behavioral 

deFiciency. rhe diagnostic analysis (including conFirmation 

that skill-traininq in the usual sense is not the answer), the 

design oF appropriate interventions, and the implementation oF 

intervenLions are the uses to which organization-development 

specialists and their expertize are properly applied. O0 

assumes Lhat open and Free interacLion, FaciliLaLed by a 

specialist in organizational behavior, in which sKaFs 

participate can beneficially aFFect attitudes and individual and 

group behavior o make an organizaLuon more e -7FcLive. One 

Final wo'rd oF caution is in order: especially in hierarchical 

bureaucraLic organizations , the senior managers are the prime 

role-models for all whom they oversee. I1f the signals From the 

Lop are the wrong ones. OD can improve Lhings somewhat, b.it its 

achievements will be limited, That is why any OD-type 

intervention needs explicit and audible approval From on high. 

2. Interventions oF this kind are celicate, and Frough 

with political signiFicance. Right From the start it 
SENSITIUE 	 must be assumecI that the application oF O to a unit 

cannot remain confidential iF it involves more than tLwo 

or three oFFicials (and iF then!). Just as no individual wants 
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Lo become known as somewhaL oFF his/her rocker, neither do 
organizaL-ions. Thai is why the applicaLion oF OD must be 
preceded by a loL oF consI.itati)ns witlh thos e above and those 
who lead Lhe organization, as well as. as a second sLep, those 
who will be involved. The politics comes in because a unit 
:i.clentiFiecd For OD may be perceived bi/ others to have lost its 
mandate, Lo have been deadlined (3AL leasL until The OD process is 
compleLecl; this gives competing unit1s or organizations an 
acvantage with respect Lo common responsibiliies For the 

process. All these sensitivities exist in all culLures, 

inc luding qAmerican and west European ( Alantic) cul Lures The 
s ine sensi tivi ties exi3 t , perhaps even more so, in tradi Lional 
cultures in which Formality and rig4.dity oF behavior are the 
norms, and any macl-iFicaLion or relaxation oF behavior is seen as 
a LhreaL to the individual, to kin and assccia tes, iF notL ,L the 
cuI Lure. OFten these diFFicul.ties revolve around questLions oF 
celegabing au thori y and sharing inForination. 

3. Organizea i.on-cli.veloprrent, whether seen as part oF 
rrmanagerial scielnces or as par t oF the behav'iora.I s ': iences , is 

known in many oF AFrica's and sia's countries. There al.so 
are American and other specialists Jho have been SLICcess FUI 

in OD work in oLher cultures. The practitioner 
3P.LCIALISTS should selectedbe with care both as La capability and 

as to acc(-ptability by the host country and especially 
the host agency . This is how should be decided a strategic 
question: whether the OD specialist(s) should be of the countrv, 
Foreign, or a mixed Lean oF both; each oF these has its 
advantages. The pr(-sence oF a Foreign expert can come Lo 
depersonalize the process by involying an alien who has no 
inherent personal links to the host society, and will leave 
when this wark ends , :In 'somne 'ases, the Foreign specialis nmay 
be able to bring experiences gained in his/her own country as 
well as in other countries, thus enriching the proes sional 
competence oF host-country colleagues. Whether Foreign or 
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domestic, OD specaialsts should be assigned to do a specific 
Lask with one or more specific unitLs, and then sever 

relationship wiLIi the uniL(s) they "treated". Such specialists 
might be called back From time Lo time. but it i'; best that they 
have no permanent relationship wiih the units where they do OD' 

IF a Foreign specialist is provided by AID or anoLher 
exLernal-assistLance agency, iL is best he/she have no 
organizational Lies a oF Foreign expertsto Leam also working in 

that organization or otherwise involved with the institution­

alization oF the process through training or oLher means.
 

4. In particularly sensitive situations (oFten
 

involving a conFlict oF authority, or built-in rivalries among
 

leaderships), iL might be advisable Lhat the main part 
WHERE oF the OD process Lake place away From the site oF the 

unit, perhaps even abroad, Ko maintain conFidentiality 
and respecL sensiLiuities Lo the exLenL required and possible. 
IF AID sponsors the eFFort, they could becone "short-term 

parLicipants in a special program" in the IJS., possibly 
combining OD wiLh other worLhwhile raining or observation. 

5. Given many acLual experiences wiLh Foreign-assisted 

projects, where interpersonal and inter-culural comnplicaions 

Arose on Lop oF the more usual inter-organizational
 

PRE-PROJECT rivalries about a poocess installed or
being enhanced, 
LISE OF OD there is a lot to recommend the use oF OD in the 

preparation or earliest stages oF a project. Such 
inLterventions would be FormaLLed as seminars or workshops or 

planning sessions. They would address a number oF Lechnical and 
implementation issues, but also contain a carefully worked-out 
elernent oF OD, Facilitated by the presence o1- one or more OD 
specialists, From the hosL-counLry or From abroad. This has 

been tried in all Loo Few projecks, but it is an
 

acceptable practice in American industrial organizations
 

and nearly always pays oFF. Such pre-projec OD should 
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become a requirement For all new AID projects. It can 
save a lot oF headaches later; the headaches saved might 

be your own! 

6. With so manyv constraints inherent in OD, it is 
obvious that as a training program addressed only to attitudes
 

and personal and unit bchavioral change, OD has its
 
CHA.LLENGE progranmatic limitations: it's tough to projectize. 
 For 

that reason, it nearly always is better todesign link an 
OD intervention with a larger project, be it a training program 
or another developmental eFfort directed to improve and 
institutionalize or process. However, For USA [Ds wil ling to 
pioneer, there is a convenient device For Funding and 
structuring an 01) project: a host-country IndeFinite Quantity 
Contract (IQC) with one or more andnational U.S. Firms, working 
Logether to provide specialists on short notice For brieF 

in terveni-ions . 

[So much l7or OD . The reader is invited now to turn back to page X.] 

Q. Saturation Training 

COMMENT: In the twelve 
months ending 30 June 1985, 1,448,726 
persons in the United States were trained or recertiFied
 

as liFeguards in coyjrs es sponsored (iF not taught) by the 
American Red Cross. Though qualiFied, not all oF them became or 
wmanted to be liFeguards where persons with this certiFication 
Finc employment. Some j Us t benel-i theinselves and o thers by 
having mas terec the thre-e components oF this skill. 
training.-.--liFe-saving, cardio-pulinonary resuscitation, and 
First aid, Enrollment was not necessarily b,,,s'd on expected 
employment; incentives included the satisfFac Lion oF being 
competent to save lives. Such training increases
 
(ins tiLutionalizes iF you will) one 
 Facet oF the healLth-delivery 
system in their comMunities. This illustrates saturation 
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Arainin .---the provision oF skills (usually Fairly simple ones 

tLhat any normal person oF a certain age can learn) For which 

there is known dernancl, even iF exact numbers oF jobs canno t be 

cited with precision, and which can be applied in community 

siLuations. The assumption is that the cost oF these course
 

(covered in the lifeguard course by individuals, organizations, 

and commIun ities) will be recovered at least in social terms, and 

For many lifeguards in economic terms. Social benefits would be 

increased greatly, economic benefits somewhat less, iF twice 

that number oF persons had been trained. There may be no 

"target positions" but usually there will be some expectation 

that many oF those have taken this training will Fill certain 

types oF positions. "Leakage" oF graduates to non-target 

positions, which is to be avoided in process-connected training, 

is taken For granted iF notLwelcome in "saturation training" 

Saturation training diFFers From mass training There is an 

emphasis on gualiLt and proven cornpeence in saturation-training 

that may be absent From mass training; and mass-education in 

Lheory Lries Lo reach an enLire population, while saturation 

Lraining aims to at smaller numbers, based on projections oF 

Ie e d 

USES 1. Saturation training can be used (like the lifeguard 

courses oF the American Red Cross) to satisfy a market 

For thousands oF skilled persons the exact numbers oF which can 

be determined only imprecisely, where there is assurance that
 

many, or most, oF those trained will Find public, private, or 

selF--employed jobs based on that training. Demand For many
 

skills increasem in many sectors oF the economy as the number oF
 

skill-holders increases; gross calculations can predict how many
 

villages will need how many skill-holders over Lime. A 

pre-condiLion is suFf-icient Flexibility in the socio..-economic 

system to allow these trained persons to apply their knowledge.
 

Another important prerequisite is the availibility oF trainers
 

(certiFied or or the same level as those that are),,willing For
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wages or on as volunteers to instru: others. No doubL many oF 
Lhe gracluates may, not apply these skills For some Lime iF ever, 
and some oF them, over time, nay lose the skilUs acquired iF 
Llhey do not have opportunities to practice them; but this 
training, because oF the numnbers involvec, will beneFit 
agencies, priuate--sector employers, and clienL: s. 

2. Saturation training has an important place in 
developmenL, and perhaps in the ins Litutionalization oF a 
process, even iF it Leaches skills onlyl, virtually no attitudes 
(see page XXX, paragraph 3): literacy, numeracy, and typing to 

driver--educaLion, the use oF tools and machines,
 
COMMIJNTFY autorotive mechanics 
 in a country in which vehicles 
MANAG(;EMENT are prevalent, repair oF water-relaLed equipment 
01- PROJECTS such as pumps where municipal water and sewage services 

still are inadequate, infant rehydraLion techniques, 
eLc. Saturation-trhining provides a set oF stepping stones 
Lowarcis community, manaqement oF development projects, For it 
sets up a pool oF skilled persons which communal and voluntary 
groups can tap wAJith ease. The coinmunitL. or private enterprises 
or voluntary or ganizations indeed can be co-opted to give 
training For which they are end-users: theyv would receive 
technical guidance, standards, and support From a 
process--connected training agency, but implement it 

themselves. 

3. Relatively Few projects that receive external 
PROJECTS assist:.nco provide saturation training. However, 

it is a useFul variant especially when connected to 
projects that oFFer more applied and Focussed training, or as a 
special project in a portFolio oF sectorallyv inter-related 
projects. Gracduates oF the Formal project training may, be more 
eFFective iF saturaLion--training provides them Uith support 
stafFs , or with clienteles that know qi..iite a bit Lhemselves. 
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4. Saturation training may be Lhe new Frontier as 
a
 

development technique, because oF its Flexibility and
 

NEW broad efFects Far beyond any narrowly-deFined process 

FRONTIER or set oF insti tutions. Implementation oF saturation 

training now is Facilitated by the new "hardware" oF 

Lelevision, radio, coinputers, and satellites. 

R. The Role oF External Assistance in Training
 

COMMENT: 
 Much has changed in the decades since "Foreign aid" in the
 

modern sense started. In the mid-g1980's, the role oF
 

external Funding remains important, but that oF Foreign advisers
 

is more circumscribed everywhere. "Middle-rung" countries 
now 

Lry to do without Foreigners to the greatest extent possible, 
us ing ins Lead their own specialists;when building new (or 

reshaping old) insLitutions, they call on aliens only For as 

short a time as possible For very specialized roles. In general 

in such countries. Foreign expertize is more appropriately 

applied to the institutionalization oF a process, and to 

speciFic support to one or more institutions and agencies that 
"do" this process, than to a training program in the service oF
 

that eFFort. In this manner, the Foreigners deal with the
 

training program indrectly rather than directly. This has
 

organizational, cultural, and 
linguistic advantages. A sound
 

approach to training now is 
to have local specialists as
 

First-line trainers and training managers; 
 aliens already
 

working within Lhe process might be called upon to advise 
on
 

special training problems, while s.hort-Lerm consultants can
 

provide guidance in andragogy or other specialized topics.
 

Exceptions include cases 
in which quality saturation-training, 

or other training involying thousands at one time, is a 

substantive and managerial challenge as yet beyond the capacity
 

oF national institutLions.
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In o Lher counLries, where tlhe absence oF ins Li Lu Lional capaci Ly 
is a recognized lImi.tLation, there still may be need For the 
"old-style" ins liLuLion-building project, inc luding training 
programs in which Foreigners art? directly involved because oF a 

dearth oF local speciali3Ls. 

S. Training in the United States 

COMMIENT: Training is the quintessence oF Lechnical assistance, and 
Lbis paper has addressed in-country training because it is bound Lo 
become much more important as an AID mode oF ass is Lance. However, 
no maL-tr iF the bulk o'F AID--trained persons art? trainecd in their 
awn countries, training in the J.S. remains a particularly useFul, 
euen s traegic , device iF properlyj applied in the light oF its 
aduanaLates and disaclvantages. By its nature iL has coimp.imenLarity 
t:o. in-.countryl Lraining, but likely between now and the end oF the 
,en-Lur'i only a snall ininority oF those trained by A[D wjil be 
Lraineci in the U.S. 

ADUANI"AGES AND 1. Here brieFly are the advantages and 
DISADVANTAGES: disadvantages oF training in the U.S. : 

PRO (a) IL is widely sought aFLer by potential participants 
because it is.viewed as high-qualiLy training, lead Locan 
a degree given international recogniLion, enhances the 
s LaLs oF the trainee in the hone-insLiLu Lion nilieu, 
provides Eng]..sh-languag: Fluency, which For some 
individuals the gre-atesL proFessional incenLive,, Lopping 
even subject-rnatter knowledge, Such proFessionals become 

qIaliFied Lo participate in American and international 
scientific and proFessional networking to a degree greater 
than what they can obtain in their own countries in many 

CaSeS . 
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(b) It provides IJSA[D projecLs wiLh individuals trained
 

to 
American sLandards in subject matter, Facilitating
 

professional exchanges with American and other
 

professionals. Along with subject matter, participants
 

also gain Armerican perspectives on how the technical
 

matter can be applied. American technical and higher
 

educaLion rightly prices ifselF on its emphasis on Lhe
 

application oF knowledge, and this is oF value to the
 

clevelopment-process in the home-country.
 

(c) It provides individuals who likely will become
 

leaders in their Fields and more generally in their
 

country with First-hand experience and LndersLanding oF
 

The IJnited States. They also pick up---especially the
 

longer-term Lrainees .-.some oF the cultural traits that 

characterize Americans , such as greater openness, 

tolerance to change, knowledge that things are diFFerent 

in other parLs oF the world and how and why, etc. 

Moreover, at courses or on campus. Lhey also can share 

matters oF development-strategy in relation to their 

training course with citizens From other countries, whom 

they meet oFten For the First time. L..ast but not least 

while in the U.S., they have opportunities to attend brief
 

semninars or workshops in addition to their training in 

related subject matter, in management sciences, etc., and 

make observation trips within the U.S. that enhance their 

understanding oF their subject matter. 

CON (d) Individuals returninq From training in the U.S. may 

have diFFiculty readjusting to the professional and 

organizational milieu to which they are assigned; this is 

especia.ly true iF the returnee is one of a very Few in 

the unit Lwho obtained Foreign training. 3ometimes the 

reLurnee is assigned to an important managerial position 

with high uisibility where his/her degree, Eiglish 

http:especia.ly
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language, ease with aliens and their ways, serve the 

ministry or governtrenL wmell, but do litLe For the 

development oF the Field in which she/he was trained. For 

Lhese and Financial reasons, such persons may 
"brain-drain" La other countries or internatiLonal 

organizations , and are well-quali-Fied Lo do so. 

(e) Their sponsor.ing organizatjons, too, may have 

diFFiculLies re-absorbing them. During their absence, 

things at home continued to develop and change; 

organizational restructuring may have Laken place. At 

Lime.s the returned participan L is isolaLed From the 

main-sbLream oF the organization by having acquired 

dil-Ferent perspectives, alien aLtitudces, and a behavioral 

sLyle ill-sui ted to supervisors and colleagues (sone oF 

whom have been Lrained in-co.mnLry under the saine or 

tno ther proj CL). Some times AImeri can advisors conLribute 

to thiS unwitLingly Focussing their a LenLion on the1 by 

returned participant in part For the wrong 

reasons --- abiliLy to conmunicaLe in Eng lish and a sense oF 

ease with sorretone who uncers Lands Americans. 

(F) rraining in the U.S. is expensive and certain to 

become more expensive. Many can be trained in-country For 

the price oF one indivicual program in the IJ.S. 

Short-Lerr CIoLurses, while more aFFordable thann degree 

training, are even higher in person/day cost. L imes,It 

participants are senL to shorL term-course which though 

helpFul and closely related to the trainee' s proFessional 

Field, lack exact Fit proFessilonally or by reason oF 

absence oF cOLuntry-speciFiLy. Host gnuernrmtnLs and IJ.SA[Ds 

sometimes program such training be cause it is available 

and there is a candidate, noL becaus e it is what is really 

neededl. 
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(g) Just as is the case oF Americans going to AFrica or 

Asia who may have difFiculLy making acljusLments, the 

reverse is true oF participants in some cases. In such 

cases, the eFFectiveness oF the initial period oF study 

may be recuced by such problems. It's a gamble with a lot 

oF money at sLake. 

SELECTIVE 2. There are selectivye uses oF training in the U.S. 
IJSES that complement in-country training programs. 

(a) To obtain advanced, state-oF-the-art, subject 

maLter and andragogy skills which will serve the 

inst tutionalization oF the process and in-country 

training to that end. This is espoecially appropriate iF 

the trainee(s) completed in-country training programs 
success [u1 and as Far as these can bring a person to. a 
hi:.gh professional level. 

(b) To be groomed to become, a lone or with a Few 

careFully chosen colleagues, the country's links to the 

American and interna tional milieu which are the Fun:tional 

counterparts Lo home-countrry insituLions that in the U.S. 

serve a similar process (this implies links not to one 

American insti.tutions but to an entire Field). 

(,c) To atLtend a shor t--term course Ahich ideally caps 

and supplements in-country training, and is oF a character 

that lends itsolF to replicaLion in the home country. In 

such case, the returnee(s) play a major role in organizing 

this new in-coun try training as part oF the 

institu tionalization oF the process. 

(d) To attend, along with a selected group oF 

colleagues all careFully chosen, a tailor-made course at a 

careFully chosen U.S. instLitution with high competence in 
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the subjec L-inaLLer Field and in adragogy. Such a course 

wmould be country-speciFic and may be taught in part in tLhe 

national language by specialis Ls Familiar wilth the 

country, so that prior attainments in English do not limit 

candidacy. The :ourse would be oFFered. wi Lh minor 

adjustments to) several groups From organizations linked 

Lo the proc as s to be in-t i [.u iona l ized , so as to c rea Le a 

critical mass oF specialists and oFFicials who have shared 

an important Lraining experience, and who will 

collec tively and indiuidually be applied Lo the process 

and training For its institutional ization. 

T. Conclusions
 

This paper, it is hoped, will be sen as a First sLep to 

forlSSing greater" ID at on training supporta LenLion in-country in oF 
the ins iliuLionalizaliion oF a process; it is noL Lhe F'inal. state­

oF-Lhe-.-art word either on training or on how to insitutionalize 

detv Lopmen L--linked processes. 

The key points made above explicitlv or implicitly (some 

nay be addres sed by other staFf papers) are: 

1. Training is the quintessence oF technical assistance. In 

project dlesign, training, both in-coun try and abroad, too oFten is 
i-mperFectly blueprinLe!d and hence leFt to the vicissitudes oF the 

project, the LLo s;ets oF iiplemt nttrs-counLerpar :s. and some tines to 
chance o-Ferings by Ameri,:an or other institutions OFten a project 

paper contains more a'bout environmental impac t than about training 

2, Processes, not c)rganizations, need to be institutionalized 

in order to meet development needs . Fhere rarely is one ins tiLution 

wAjhi,:h alone serves a par tid1l.ar procass. Bcsides, ins Li Lu Lions and 
organizations are the engines oF developmennt processes , not Che real 

carriers, and it is ther- pr)cess as a whole, not just its engin-s, 
thaL must be the principal FOCUS oF any techni:al assistance project. 

http:tid1l.ar


DRAFT FOR REVIEW 
 ---Page 54 -­

3. In-counLrv traininq is the wave oF the Future, and modern
 
andragoqy is its methodology. As more and more countries reach a
 

level of deve lopment where local professional resources, though
 

still inadequate, are present and twish to do more For the 

development oF 
their country, Financial considerations on the USA[D 
side, and economic, national-istic, and cevelopmental considerations 
on Lhe host-country side, make more and better in-country training 

not only a requirement, but a very constructive approach 
to train
 

more people at many levels and many organizations (public and
 

privaLe) in respective s kills and endow and endow Lhem wi. th the 
behavior patterns that support these skills. The national language
 

is the language oF insLruction in in-counLry courses. In-country 

Lraining programs also bring knowledge of modern andragogv to a
 

c ounLti"ry, so thaL it ceases to be depenclent on imporLed raining 
skills excepL For unusually "high-Lech" subject matLer. Last but 

not leasL, certain types oF in-country trainig can provide the 

'skills needed as uncerpinning For iore delegation oF au LhoritLv to
 
sub-na Lional levels and For greater community selF-development. 

4. Training in the United States has _animporLant role Lo pl.y 
in the instituLionalizaLion oF any process. However, it must be 

used as an expensive and celicate tool, after careful planning so 

Lhat it complements and augments (rather than compete with) 
in-counLry training, and so that its costs (Financial and other) are 
minimized. The English-language issue complicaLes programming oF 

training in the IJ.S. One te:hnique that night be explored more
 

oFLen is short-terrn training For a group in an American institution 

LhaL can oFFer a tailor-made course, subjecL-maLLer specific and 

country-speciFic, as well as "rich" in andragogy. 

5. AID has not eL resolved 0hebasic issue oF E__qlish-lanc9L .
 

trainQin. UnLil AID together with other 
IJ.S. GouernraenL agencies or 

other donors can oFFer easy access oL proper English--language 

traini ng in AID--assisLed countries, the language issue will 

,:omplicatLe the selection oF the mos t appr)priate candidates For U.S. 
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tr..ining , discourage individuals From accepting in-country trainiing 
as desirable, and cast in-country Lraining as "the lesser choice" in 

the minds oF host-c ounLtry col leagues as well as American 

implem-enters. 
 The ques Lion oF how to resolve the language issue is 

one Lhat AID should p t.on its agenda; the problem may hurt 

acricul. Lure and rural clevelopment proj ect even monre than those in 

SLher sectors.
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