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AN _APPROACH TO_TRAINING DESIGN IN THE CONTEXT OF THE
INSTITUTIONAIIZATION OF A DEVEILLOPMENT PROCESS

ATD projects. with fFew excepkions, emphasize khe
transfer of skills and attitudes to appropriate recipient:s in the
assistance-receiving country. Since the 19605 at least, the

Framework of a project has been an "institution" which
INTRODUCTION was c¢reated or reuvigorated with AID help. Cefinitions

of "institution" varied considerably, but in all cases
Ehe terms "instibtution-building" or "inskitution developwment" were
used to describe efforts to ensure that there would be an
identifiable and appropriate entity to act as the engine, the pump,
that would turn out a developmental service or play a developmental
role., which in turn would catalyze development elsewhere in the
country. This concept of "institution-building" generally focussed
on one key institution as principal role—-player in a given process.
The institution received external-assistance to make up for newness
or defFilciencies, [t was host tec Foreign experts (often hailing From
@ kindred institution abroad), its staflfs underwent training usually
abroad. and upon completing their training were slated to be
integrated into its workings. Other Forms of
assistance-~-commodities, construction, and operating funds-—-—oFten

wers part of the package.

From there the term "institution-building"” spread to acquire new and
more diffuse meanings. Projects were termed "institubtion-building"
which sought to strengthen an organizational capability of any kind
at any level. The term has been extended to cover just about any
develapmental project wnich does not primarily deal in the
development of physical infrastruckure: it thus has become broadly
synonymous wikth "technical assistance” in contrast to assistance For
physical intrasktruchture. Tt now i3 wsed to designate projects which
transfer technical or organizational skills, or in which

externally-provided experts work with a given organization to
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achieve a specitic output. Training is usually part ofF such

projects, but what is being institutionalized and how is not always
precisely defined., nor what the chances are of the key test of
institutionalization being met, namelv, that the "institution" suruvive
eftfectively and usefully the time-Frame of the externally-assisted
project, and continue to play an agressive role in the promotion of ‘the
objective For which it was created (mere suruvival not being enough). A
reconsideration ofF the concept of "institution-building" i3 long wverdue.
This 1is not the purpose of this paper, but such a reconsideration and a
possible restatement are anticipated by stressing not
"iastitution-building" but the "institutionalization ofF a process". This

paper deals in training in support of that institutionalization.

This paper 1s neither a handbook nor a detailed operational
guide It explains approaches to the desian and implementation of

in-counkry training in the conktext oF an external-assistance
APPROACH project. As such 1t may be useful to project planners,

projecht ofticers, and backstop officers as they address the
projeck element of a project which disseminales skills and atlitudes to
alter the behavior ofF stafts at wmany JdiFfForent levels and of mnany
dilfferent technical competences.  Training outside of the host-country
("participant training") 1is dealt with only tangentially in most of khe

discussion, and is treated in section ¢ Training in the United States.

The perspective here 15 that while training in the U.3. and
third-countries will continue and even increase. international assistance
programs in the lake 1980s and 1990s will be characterized by a much
greater emphasis on in-country training. The proner design of such
trainipq must Focus on a development process ko be institutionalized.
With more AID projects active in the "agriculture and rural development"
sector---a sector which has been enriched by including projects which
bear on regional planning and comprehensive regional development——-this

paper uses perspectives particularly suited to thabt sector.
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The approach used here handles training as a sub-3ystem

among others intended to promote the institutionalization of a

development process. "Procass" i3 conbter-stage,

DCVELOPMENT  "institutions" are supporting cast. The assumption 1is
PROCESS Lhat the developmental process is the real objective of the
project, the institution(s) merely instrumental. engines to
lend torust ko that process. A process. in this paper, i35 an on-going
(or to be made on-going) series of actions or transactions which in some

specific manner or sector help improve capacity of a modernizing 2conomy,

society, or body politic, in which numbers of institutions of many kinds

(modern, modernizing, traditional, eotc.) already eoxist (many have oxisted
since before colonial tiwmes [(if any)], others have been created or

re-created since independence) . An institution (as the tern 135 used

here) +is an organization or other identifiable and detinable group which
plays. or has a role to play, in the institu*ionalization of a process;
or may seek to counteract the process, or alter it Institutinns have
charters (somekimes unwritten)., staffs (sometimes unpaid), slructures
(somelimes informal), ddeologies, programs, traditions. linkages,
leverages-——so0ome of these may be gquite diffuse or hard to define—---that
allow them to participate in a process (or to oppose or brake it): they
might not have a site or campus or specific physical attributes. Even 1F
one or more institutions should fail, 1t is dmportant that the process
continue, moved along by orher institutions that play roles in that
process.  Thalt is why this paper unlinks training From "institution

building” ., links it instead to the shtrengthening of a process.

L. 0OF course, it is5 persons (Lrainees) who are being
. trained, not institutions. These persons are trained in
TRAINING FOR skills or groups of skills, that is, specific applied
WHOM? know-how 30 that they can accomplish tasks: the know-how may
range from narrcwly-focussed technical infaormation

(including hands-on technigues) to deep knowledge of a subjeclk matbter
and how to apply it to a professional situation. With few exceptions
attitudes are conveyed along with the skills. This combination wakes

possible changes in behauior of the trainees, hence of Lthe
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work-environment in agencies and inskitutions in which they will
axercise the newly-acquired skills. In this manner, the behavior of
such institutions and how and what they contribute to the

institulionalization of the process is improved

2. What wakes the subject of training so important is that

it is the fundamental effort that breaks institutional inertia and

brings moktive power ko kthe development process [t nakes the wheels
turn.  Training must act on several interactive gears of the
ENGINE cdevelopment engine. First, the training syskem must render
more _efficient the professional capacities of persons. Second,

1t must improve the readiness of institutions and organizations to

support the develzpment eftort. Third, it must insure the

instiktutionalization of a process by creating a <ritical mass of

development-skilled and motivated trained persons who can work in

various organizational wilieus, s0 khat even 1if one instikution
Fails, motivated professionals can function in an offFeclive

davelopnental milieu elsewhere.

A. IdentifFication ofFf the Process to be Enhanced

COMMENT : The process is defined as the appropriate mixing of
professional, scientific/technical/substantive, material,
administrative/managerial, physical, ideological and/or programmatic

inpuls which result in & continuous output of services or products or

results which accelerate the development process by addressing a specific
needs or purposes which enhance beneficially the economic, social,
cultural, technological, or political well-being of the country and a
signif icant majority of 1its people, directly or indirectly. Examples can
be more and better tood crops, a Fairer tax-system, reliable hoalkh
delivery facilities., a growing private sector that serves the economy and
the mmarketplace., improved education, better access ko all parts of the
country, a more etticient a=d dedicated public service, a cleaner and
more sanitary environment, less expensive staples, reduced norbidity and
mortality, a demographic balance between people and resources—-—-one can

go on and on.  Thal's what development is all about, but development
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comes about Ehrough a vast set of processes, interacting with each okher,

Lo bring about objectives in a planned and cost-effective manner. Many

organizations and institutions are inuolued, some broadly, some

narrowly-focussed. Training preparaes persons to contribute through their

work or as aware citizenry in one or many of these processes.

PROCESS 1. What 1s the over-all process to be fFurthered by this

training?

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

the curriculum?
3. What changes in process/sub-process is hoped For or expecled:
(a) between now and the start of training including but not

restricted to pre-conditions to the project, conditions

precedent, covenankts, new legislation, ekc.
(b) during the life-time of the training project

(c) During the 5 ywars fFollowing the end of the training

projecl?

4. Is tiie process new or a'ready being done in some Fashior?
If not new. defFine the changes in the process which this training 1is

intended to enhance or bring about.

B. Process Institutions

INSTITUTIONS 1. What "modern" institutions seruve as the stepping stone

S
For Lhe process? List up to ken of Lhese (and not less than

Five) and rank order them in terms of

T

(a) importance of role they play in the process;:
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(b) the resources of which they dispose, to support the

process including training for this process;

(¢) any other criterion/criteria deemed important in

relation to the kraining project.

(d) Now compare the several rank orders to better understand
what "modern" institutions are inuolved in the process, and

how .

TRADITIONAL 2. What "non-modern”, traditional, "societal", cultural, or
intormal inskitubions or groupings serve as part of the

process?  Where possible, rank order them under two or more criteria,
and reflect on these liskings to the process in relation to the

process and to B.1.

LINKAGES 3. Are there particular linkages between institutions listed
under B.1 and Lhose listed under B 2?2 TL[.2., do some of the

"modern" institutions bear a particular affinity or connection to one
or more ot the "pon-modern"., etc., institutions? (Note: The word
"modern" has many meanings and nuances Those using the approach
outlined here will have to deFine what the word should mean in the
context of this analyvsis: one meaning it should not have is mere
newness. A3 a starting point in making this definition in felation
to development, "modern" would mean "most-supportive" of specific
cleve lopment goals. The definition. however, cannot be global; it
must be linked to the particular country and society, and to the

particular process.)

OPPONENTS 4. Which institutions oppose all or part of the process
and do or may hinder its institutionalizaktion? How
effFective can they be in their opposition? What part of the process

is particularly vulnerable? How may this aftect the training etftfort?
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C. Training Institutions

TRAINING 1. Identify institutions which already train

IN THE people in support of the process. TInclude all types of

ENVIRONMENT dnstitutions, "modern" and others, fFormal (like

training centers or university departments), and infFormal

such as "apprenticeship system", training within the extended
kin-group, peer-training, on-the-job training. etc. Remember that
the diviuing line between education and training often is a thin,
hence arbitrary one; outsiders often disparage as "education” what in
reality is simply an ineffectual ("too academic and theoretical, not
sutticiently applied") effort at training. (The analysk using this
approach must make his/her own decisions based on the particular

process and the particular setting.)

SORT ING 2. To gain & betker overview of the total organizational

milieu, sort out and rank-order the institutions identitfied by

Lhe approach suggested in C.1. Sorting should be linked to the
process that 13 being addressed. As needed, break out elemenks of
Lhe process in at least 2 ways ("along 2?2 axes"). One would be

2., supporktive of an early

sequential in relakion the the process, 1.
stage of the process, one or another of the middle stages, a later
stage, etc. The other would be in terms of skills--that i35, simple

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

rice production or are kthey training extension agents, or are they
teaching grading and sorting ol seeds or are they training 1in

markating economics For rice?)

DUALTITY OFf 3. Now compare all the rank-ordered lists (they best be
ROLE tabulated at this stage). Are there process-institutions
Lhat are also in training, or vice-versa? Are there closea
relationships betwsen some of the process-inskitubtions and some
training institutions (consider all institutions, not only the

"modern" ones). The training institutions which pertform best 1in
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Lraining for o process--how do they, their staffs, and their
"graduales" accession the process ilself and the institutions that
serve the process? Do the institukions support the process as a
whole or specific segments only? Which institutions relate to what
segquential stage ofF the process? Do process-—-institutions reach oul
@eflfectively to affect how the training institutions train For the
process?  Are there "mediating" institutions which lead khe "oubputs”
of the training institutions (trained for the process) to
institutions which are operational in the process, 1i.e.. the
process~institutions? (Examples of "mediating" institutions might be
a civil-service commission, or the personnel office of a process
institution, which collects trained persons and finds placement for

them) .

D. User Institutions

USTNG THE 1. Is there a parkicular inskitution which will make
GORADS use of the "graduates" of this training? Or are there

several? To what extent is the training effort targetted
on ong or more institutions (presumably., all of them
process-inskitutions)? Has the training program as a whole been
worked out with their collaboration and does it have their approval?
Will the oukput of the training satisty the needs of the institukions
waiting For the training program's outputs? Up to now, or in the
absence of this training program, how do ﬁhese institutitions F1ill
their staffing needs in the s5kills For which training now 1is
proposed? Will the new kraining program displace other training
institutions who will sa2e the new program as their rival., or is
harmonization of interests--even cooption--possible? Will Faculty
members from existing training institutions be offered jobs in the
new program? Why yes? Why not? What, if anything (and there uswually
is something) is appropriately compatible between the (new) training
program and the existing institutions? IF nothing is, and if no
harmonization/cooption is possible, what vested interests can harm
the new Lraining program? What are the "weapons" they command and how

can these be blunted?
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CHANGES 2. What changes in the process being addressed are
IN subsumed by the training program now proposed? How do

PROCESS the user- or process-institutions perceive the proposead

FEEL
LEFT
ouT

50853

SKIL
ATTL

training program? Has it been attemptaed in some way by

any of the other training institutions (domestic of Foreign) in the

Past but rejected by process institutions?

ING 3. What process institukions wight feel left outbt as

users because the training program is not geared up to

produce sufficient graduates to Fulfill their needs? Do

any of Lhe institutions that are being left out wield
sutticient clout ko Force graduates co join them as skaff rather than
work fFor the intencded users? What assurance 1is there that the
intended user-institution(s) will in Fact obtain the graduates in the
marner the training program intends? What reasons are there to
believe that the graduates will in fFact seek/Find employment wikh the
user institution which the training program intends For them? What
happens it they don't-—--will they support the process in like manner

with other employing agencies?

E. Content nof Training Program (Substance)

TANCE 1. What part ot the process 1is the training program

designed to address —- what Fflaw in the process is it
designed te correct? Is this the mos: "sktrateygic” training objective
~=-13 this the part of the process which most needs redressing or
strengthening?  Arse there parts of the process which should be
corrected first because they are a "pre-requisite" to the part of the

process addressed by the proposed training program?

LS AND 2 All Forms of trainirg seek to modify behavior. All
TUDES training contains two disktinct bub interrelated elements:
learning new skills and learning new attitudes. Dowes the

curriculum give due recognition ko the needs of the process by

providing the right mix between s3kills training and attitude
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fraining? (Training in skills is wmuch easier than training in
atbtitudes!) Does this mix correspond to the realities of the process
as it exists now---will it ewphasize those those aspects of the
process Lhat need revitalizing most? Has there been agreement about

this by all leaderships that are concerned?

SKILLS 3. Would the training program be viable if it taught
ONIL.Y only skills and some theory that underlie these, bubt no
attitudes whabtsoever ?  IF the answer is yes, re-examine the
nature of the skills package that it 1is proposed be taught. True,

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

acqguisition of a s5kill. However, nearly always, there are atbkitudes
anc behavior patterns associated wikth these skills. More than
likely, the skill training as now defined will not achieve changes in

Lhe process ifF they can be taught without a modest “software" package

ol atkitucdes attached ko the implementation ofF khose skills. For
instance, learning to drive a large uvehicle is not enough to produce
good bus-drivers. Good drivers also are taught rules of road-safekby,
concern fFor the comfFort of passengers, awareness that their vehicles
nead on-going attention and maintenance, perhaps also rules about
collecting Fares. Without these attitudes to complement their
skills, drivers will not acquire the behavior appropriate to bthe

process of a sound mass transportation system.

ATFTLTUDES 4. Would khe Lraining program as now defined be viable
ONLY if only attitbudes were taught, and no s3kills, +dincluding no
managerial skills?  TF your answer is "yes", go directly ko
section X on page YY and reflect on what is stated there.
COMMENT 5. Comment: Skills and akktitudes bokth are held by individuals,
who exercise them individually or as part of organizations.
Individuals in organizations have skills which give the organization

its capabilities-—-amony which is the capability to institutionalize

Lhat part of the process Lthakt applies these skills or depends on
them. CGCrganizational policy and structure are determined by the

organization's leadership and other decision-inakers. Organizations
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Lhrough their structures serve and protect their staffs' skills and
behavior to maintain their own capacity to play a given role.
Organizations expect their staFtfs nok only ko have skills, but Eo
have attitudes about the exercise of these skills which will lead to
behavior that serves the inkerests of the organization. Attitudes
held by indivicduals, who display them within an organizational
context, give kthe institution is "character" and its
service-capacity. Organizations can encourage or discourage
attitudes, and will reward or penalize those that display the proper
bhehavior, this 1is especially true of organizations and institutions
built on a hierarchical, bureaucratic model. Training programs., in
Lhe usual sense of that term, are not Lhe appropriate device to
impart attitudes by themsalues. There are special types of Lraining

programs which focus on changing attitudes and behavior.

F. Format oF Training Program

Prasented here without fFull discussion are some 1i3sues and

alternatives atffeckting fFormat for a bkraining course. -
WHEN AND . Period and periodicity: There are advantages and
HOW OFTEN disadvantages to short courses and long courses, and to
Frequent repetition of the same course. Geographic and

Financial Factors play a role; so does the Fact that there may be
gqood seasons and bacd ones, {or nowhere is the year truly

“round" --~there are meteorological, cultural and religious, and
bureaucratic and other process seasons that affect the timing of

programs .

SIZE OF 2. The overall number of attendees of a given course is often
GROLP decided more For managerial and logistic than according to
training objeclives. Best it should depend, primarily. on the

nature oF the subject taught and Lhe amount of interaction hoped For
between trainee and trainer. For each training topic there 1is an

opktimum trainee/Lrainer ratio, but these are influenced by space of
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tLraining venue, the maturity of the trainees and of the trainers,
cultural conuventions, and other factors. 1In a culture in which
individuals hesitate to come Forward with comments or questions, a
small group often is advantageous especially for thnis very reason: it
allows a sensitive btrainer to coax Frainees into arkiuve
participation. IF a large overall group of trainees is mandated,
curricula can be planned so0 that the total group spliks into smaller

Leams ko create the needed rapport.

SANDWICH 3. For many courses, regardless of length, one Formatting-mndel
that has been found useful is the sandwiching of "classroom"
work and "field" work. The latter may mean simply that the trainees
return to their normal work setting and begin learning by doing,
praclticing what they have learnecd. They then come back For a second,
often a last., dose of classroom work where the applied experience can

be exanined as part of the learning process.

G. Curriculum Development

UTTILLLTY 1. Those who prepare the curriculum must understand how it 1is
to be used. N ocurriculum is a framework of what is to be
taught: serves as a checklist and a reminder of items to be coveraed;
indicates a logical didactic sequence; sets up sub-units of training
in the subject matter: reiates these sub-units to the time Frame of

each training day and week; sets training obisctives that are
veritiable in some manner (guizzes and tests are among these), and in
general informs trainees, trainers. and managers of what the course
is all about by content and purpose. The more detailed the
curriculum, the greater its utility, vet also the greater the .dangaer
that it will be misused and will become a conskraint For Ethe

easygoing imparting of knowledge (whether skills or attitudaes).
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LINKED TO 2. It cannot be stressed too strongly that that if the

PROCESS training program is to be effective in improving and

institutionalizing a process. the curriculum must be

Fashioned not just by competent training-specialists but by the
practitioners of the process it is intended to seruve. Even though
the course may be perceived as a device For altering the
process—-—~mnodernizing it, changing it, even challenging it in order
to allow the insitutionalization of something better—--those now
associated with the process and the main instituktion s) that handle
it must be made part of the construction of the curriculum as well as
other facets of the training program. They must be given the
opportunity to see themselves as the participants in this endeavor to
Lrain individuals in the (new, renewed. improvecd) process From within
Lhe training activity, not from the outside. At the beginning, this
mnay have the etftfect of & limitation, of a curb on innovation: the
practitioners may seek to preserve the status—-gquo. But such
involuement has Far more acdvantayges than disadvantages; it is a
small price to pay for what the cooption it -makes possible. And that
cooption ofF higher-ups 13 vital. Indeed, a problem Frequenkly
encountered is that graduates of a training course (in-country or
abroad) return to their jobs Filled with enthusiasm For new ski1ls
and ideas acquired in training, only to find that their supervisors
and work milieu are antagonistic to new-fangled ways of doing things,
leading aither to a confrontational situation or to the removal of
the "graduate" From his job. That is why a well-designed training
program of any magnitude makes it possible fFor superuvisors and

Lkheir superiors Lo obtain a distillake of the training course in a
briell seminar or workshop leid on aspecially for "“higher ups". or as
a second-best solution are given wriktten materials descriptive of the
course and the message that the trainees will bring back with them.
This also is whak makes it Limportant ko train a "critical mass'" of
sltaff in the same subjecl, so that ex-trainees find themselves
increasingly in a work environment in which their ideas are shared.

It is important for those that organize training to be awere that at
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First the message brought back by "graduates" may be challenged and
rejected, and that this may delay the beneficial application of what
is learned to the organizational milieu and to the

institutionalization of the process.

CONSTANT 3. The p-ocess kthat the kraining program serves itself
CHANGE must be capable of changing iF indeed it i3 to be
institutionalized. The training program that is to serve this

institutionalization serves both as a catalyst For changing the
process (by examining it in the classroom and in the "fField') as well
@s a ratification of the changes tnat are taking place. For this
reason, a curriculum is not a static plam but a dymanic restakement
of what the training program is to achieve. A curriculum requires
constant "massage", on-going revision, Frequent correckions, bokh in
overall scope and content and in classroom detail. Trainees,
Lrainers ., training-managers (organizers), as well as the

process-managers and specialists play a continuous role in this

unending evolukion. A kraining program which 1is put on three Eimes

in a row without any change will be obsolete the third time it is

run.

H. Methodology

ANDRAGOGY Andragyogy 1is the term used For the training of adults.

Like pedagogy (the training of young ones From infancy
through the "teens"), it has nok one style but many, depending on who
Lhese adults are, what their age and status grouping is, the amount
of prior education/training they have had, and other fackors thab
@affect how they view themselves as Lrainees, how they view themselves
in relation ko the trainers, the nature of the subject and of the
curriculum, etc. Obviously, mid-level officials in their fForties
should not be taught like teenagers: but also khey may reqguire a
metLhodology that differs From khat used with junior officials in
their lale Lwenties or senior officials in their Fifkies and

sixties. The concept of andragogy (in contrast to pedagogy) as a
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Formalized methodology Fur braining 1is Fairly new and is just
beginning to spawn the multiplicity of Formally-recognized
sub-methodologies that has become accepted in pedagogy For difFerent
age-groups, learning aptitudes, subjects, and backgrounds. This
places on all who have a role in shaping a training program, as well
as importantly the trainers, the added burden of Finding the right
"approach", Lhe righlL type of andragogy, ko suit parkicular groups

heing trained.

EXPERTENTAL  An important method in contemporary andragogy 1is
LEARNTING experiental learning, in which the participants are
the Lrainers of each other, and the trainer assumes the role

of facililalor. The course becomes the joint responsibility of stabft
and trainezes This classroom mode is one in which the experiances of
the Lrainees are described by them as cases and discussed: the
participants are active as educators as well as learners. The
discussion may include skills ("how [ Jdid this"). atbitucdes ("iny
reaction and that of my bosses, colleagues, and supervisees") as well
as oulput ("Lhis i3 what was achieved"), especially process-related
oulput. When tried fFor the first time, it may produce some shock
since the stress on participation often 1is unaxpected and excepkional
in a given cultural milieu. A by-product of experiental learning 1is
that is gives many individuals a chance to analyze a problem to a
group that includes peers and seniors. It can be an important
experience that helps change akkitudes of professionals about their
own competence, and gives them a taste of a leadership role: it thus

cdevelops lwportank job-rolated behavior.

CULTURAL  Moreocver, and this cannot be’ stressed too strongly, pQuery
ASPECTS cullure breeds iks own pedagogy and iks own andragogy, though
not all cultures do so with equal effectiveness. Most cultures
prouvide Lraining For adulkts, acculturabting bhen Ehroughout bheir
lives., maybe in a religious or other traditional milieu, maybe in a
civic or social or political organizakion, maybe in other modern
confexts such as civilian or military professional training

programs. A course may be rendered more effective by using an
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andragogy that draws some of its methodological elements From local
traditional andragony. Such training deserves ko be examined in
order to get hints on culturally-accepted elements usable as
ingredients when shaping a suitable wodern andragogy for the
particular culture. What works best For adults i3 an andragogy that
cdraws on prevailing local cultural patterns (new or old) on how
acdults are taught ---draws upon and then adapts, gquite often adapts
very radically.  Other olements may be identified from the
methodology used For younger ones in the best traditional or
old-established schools attended vears agon by many of the adults now
Lrainees ofF this training program. Traditional elements may be
uselul in reaching trainees in the host culture; a little bit of
old-tashionad "role training may be guite useful in some conkexts.
rraditions might have to be radically adapted to make a course both
athractive across cultural lines and suited ko the subject malker as
reflected in process neecds, hence in a process-oriented curriculum.
"Newness" of method itself may well be an aktbtrackive feature For the
brainees, because of its novelty. However, a modern developmental
subject conveyed. ko trainees through a brand-new curriculum need not
be like one that would be wused in Pittsburgh, Coventry, or Toulouse
just because the subjeck 15 so modern. In short, various approaches
deserve ko be considered and tried provided that the "training
culture” of the trainees is taken into account, and provided that the

methodolaogy suits the needs of process-oriented training.

OTHER Andragogy 1s a technigue For training acdults usually in a
USES classrcom-like setking. TIn fact, it has other uses as well
which will not be discussed here. [t can be adapted readily
for use in educational racdio and television, thus providing a
livelier Format to educational broadcasts and telecasts. Second and
very importantly., aspects of andragogy can be blended into managerial

style by & supervisor who wankts to guide the work of stafr.
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[. Trainers
DEFINIVION A trainer is a person who transfers or facilitates the
transter of knowledge, skills, and attitudes to trainees.
Trainer is a generic term. There are many types of trainers. and the
design of a training project must include decisions as to which. or
what mix, to use, and how and For what. Generically, trainers cannot
be effective without:
1. A full and complete understanding of the subject
matter Lhey are ko teach, including sowme of the theory
REQUIREMENTS or background that enables them to guide trainees into

Further understanding of a subject.

2. A thorough understanding of adult learning methodoloay; and
of how that which they are called upon to teath relates to the
process that is beinyg institutionalized, and what that process is and

is intenpded ko achieve, at least in general.

3. An informed understancding ofF the roles of the trainees. and

of the institutions in which they will work, as facilitators of the

process and as strengtheners of its institutionalization.

4. Skills as Lkrainers, s3kills in andragogy that they‘have
lzarned but especially the mind-set, personality, and expositional
ability which wakes an individual an effeckive conuveyor of
inFormation,

5. The status (ascriptive and descriptive) that will accredit
Lhem vis-a-vis the trainees. This status may come From .age, rank,
vears of experience, reputation in the Field, prior training of the
trainer him/herselt, social standing., as well as known prior

performance as & great hrainer.
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6. Some ktraining and orientation ko the role of trainer in the
particular program, the program's relationship to the process, the
process itseltr, and retresher-training in wmelhodology (1ncluding
andragogy). Trainers also must be informed what materials are or
will be available. and Lthat their on-going collaboration i3 needed to
develop these and Lhe curriculum, and in general to improve the
program. Their roles in needs-assessments, evaluations, Follow-ups
oF graduates, revision of course or curriculum, etc.., must be made

clear Lo them I"rom the beginning.

COMMENT: From the above it is svident that to be an effective trainer,
PART - a person naed not be a trainer formally krained as such; and in
I'IME adragngy, there are those who stress full-time trainers as well
TRALNER as otkthers who advocate part-Eimers. The latter proponents,

however, generally tend to view as best a small group of
senior, exrerienced (in training and in subject) Full-timers who
guide and maintain standards for the park-timers. First of all,
certain skills are kransmithked "on-the-job”, and the krainer is a
supervisoror sanior colleague designated to initiate the nawcomer.
Professional training programs For adulbts oFten use part-kime
Lirainers borrowed (rom institutions that are pivotal to the process
being institutiomnalized. and who cowe kLo the training site Filled
with information and enthusiasm aboul the process a segment of which
Lhey are being asked to explain and teach., and khe crganizations that
play a role in thal process. Il these professirnals lack knowledge
of andragogy and experiental learning methodlogy. bthey can be given a
special course For trainers. One aduvantage of such trainers 1is that
Lhey tend to Focus on application rather than theory., bubt kthrougn
Lheir own studies and experience usually pack sufticient "theory" to
bhe able Lo add important background dekail Lo Phe curriculum.  Such
trainers, 1in additbtion to their other gqualities, also serve as
role -models For bthe brainees They also may be able ko ratalyze Lhe

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

FULL
TIME
TRAL

- themselues to training with little encumberment with

other duties. They have the time to devote themselues to
NER @ deeper understanding of the subject matter. and to

prepare themselves tc diversify the subjects that they are
able to train others in. Training such trainers in preparation of
Lheir work obuviously i3 more cost-effective and more feasible than
giving such training to part-time trainers who have and retain other
responsibilities. Full-time trainers also become available as
euvaluators of training, as preparers of training materials, as
revisers of curriculum, as assessors of training needs, and as
planners of other or complementary training programs. Though their
work may not directly inuolue them with the process to be
insitutionalized, they are part of the overall institutitionalization
effort, and can look in on this process with an observer's

perspective.

COMMENT : Baing an effective trainer 1is based on & balance of relevant
EXPERIENCED experience and skills which reinforce ecach other, and on an
TRAINERS : intellectuml ability. Good trainers continuously learn new

Facets of subject makter., new aspects of the "process", and
translate and impart this knowledge logically, comprehensively, and
in a way that can be absorbed and internalizoed by trainees. [t 13
valid to refer ko "experienced" and "inexperienced" trainers, but
underlying both is the Fact that training., like writing, ackting,
composing music, or using a computer is to a large extent a "knack',
a talent., an aptitude khat some have, others don't. Freguency of
being in & training situation. the subject matter, audience, elc.,
have a bearing on trainer performance, but there still remains the
matter of that "knack". An inexperienced tratner needs practice. and
may become a great Lrainer if he/she has that talent. Froguent
actual performance also will serve to svaluate effectiveness and test
the trainers! mettle. [F a training system, especially one linked ko

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, toach only intermittently; he/she
WORK3HOPS will not loose efFectiveness by being "dormant" for a

while. Needless to say, all trainers who have proven
ellfeckive yek will benefit From periodic "trainer'sworkshops" at
which changes in the process being institutinnalized. in the training
activity, in the "milieu" of the activity, in adragogy, are examined
and discussed. Representatives of organizations inuvolved in the

process should be involved in these.

INCENTIVES The designers of a training program must ensure that

Lhere exist in the wmilieu incentives For trainers, that
is, for a person to take on the responsibilities (on the job and off
tLhe job) of serving as a Full-time or occasional krainer. This is
particularly true for full-tine trainers If they are
to stick to kraining, and 1F training is ko attract the best or at
least really good people, career incentives must be made suident and
secure.  There are career services in which a skint of a Few years as
@ trainer, as a faculty-member at a pre-service or in-service
training center, marks khe person as one who, thereafter, will be
ready for higher responsibilities. Other systems recognize that
kraining itselt can be a career, one in which one can advance From
junior to senior: and that a senior trainer neced not abandon the
"class—-room" experience and become a manager/supervisor, but can
continue to teach with excellence while administrators take care of
Lhe management side. Unfortunately, there also are systems in which
those who cannot do, teach; in other words, in which being assigned
as a trainer means being shunted aside From the mainstream of the
career. Those who design training p}ograms usually do not have full
control over which of these perspectives predominates in the selting
in which and fFor which the training program is being designed; but
they do wield influence. That is why it is important kthat they

understand fFully what is implied 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 sy bem
itself but which can be built into the training system under design.
Their concern, of course, must be For this project. However, by
dealing creatively with the design of the "trainer sub-system" of
Ehis Eraining project., its planners and managers may well aFfect how
the host milieu comes to perceive as well the trainer sub-system of

other training tFor other processes.
J. Trainees

DEFINLTION A trainee is a person selected to participate in a

learning situation in skills and attitudes. The trainee
13 slated to have his/her behavior modified to serve the reguirements
of a position, role, or assignment in the process which i3 to be
institutionalized, and in the institutionalization process iLkself,
This requires a readiness (intellectual and rinotional) to absorb neow
skills and new attitudes. Subsumed in the selection of trainees and
in their training is a long-term comnitment to the process and 1its
insitutionalizaing. The history of development efforts ouer the last
three or Four decades abounds in training offered successtully and
completed with distinction which did not achieve its intended
objectives becausa, to put it succinctly, the "graduates" lost
interest in what they were trained For. (For a different type of
training which is replete with exceptions, see section Q., Saturation

Training., on page 22Z.

INCENTIVES The successful completion of training must bring
rewards which serve as incenktives now just to ko
undergo the traininé but to stay around and give of oneself 1in
support of the objective 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 ikself but
the key to a rewarding and satisfying professional assignment. 1In

most culbtures of Africa and Asia. one may express this Fhought also
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Lo iimply khat khere will exist a continuing relationship of mutual
obligation between those who arranged and provided the training, and
those who detached themselues From their existing condition to
undergo it and be "transformed" into better qualified staffs who can

work in support of the process ko be institutionalized.

1. Just what incentives are needéd cannot be expressed
globally. This 13 related Lo exisking patterns
LONG-TERM of employmenlt in the civil service, or in academe, or in
REWARDS the grouping to which the trainees or graduates will
belong. There may be in-service programs which are a
prie-condition to advancement, and in other systems automatically
vield a promotion. It also relates to the extent of the training,
the discomfort or comnitment it inuvolves, its duration. and its
explicit purpose. What is important is that graduates feel, and are
known by others ko feel, khat kthe training was worthwhile
’and gave them rewards not just because they were give this training,
but because, by being bekter trained, they benefit From working as
part of the process to the needs of which they have been Fitted.
Generally speaking. there are both material and psychological rewards
tLhat reasonably should be expected. Those that plan the training
should consider and make clear which of these rewards relake ko the
training project proper, and which come with being part of the
process Lhat is being inskitutionalized. The important rewards nust

come from the process as a continuing erdeavor that will far outlive

the projeckt. The trainees must come to see the on-going
post-training opportunities, not the training itself, as being the
source obf the important rewards. Some rewards For kraining (olkher
than the enjoyment of the course itself and special "perks" that may
come wikh it) 1is so important an issue that it ought to be part of
project design, that is, built into the policy-dialogue with the

Government about the training progranm.
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2. All too many in-service training programs throughout
the world's civil services are perceived as being
FUTURE- short-time experiences that reward past performance ak
ORIENTED least as much as they are threshholds For future

professional betterment. Both perceptions have validity, but
good training is future-oriented. not past-oriented. 1In
some systems, the krainees receive a chance ko travel within the
country (or abroad), to benefit From days, weeks, or months of relief
Frem routine work in pleasant if not luxurious surroundings as
comparted with their normal haunts, of per diems and other payments
associated with being in training status. Fhese benefits may all be
short-term, and there is little expectation that the training will
lead, permanently, to something better which could not have boen
possible without this training. (There are gouvernmental personnel
systems of which ik can be said justifiably that kraining is a means
of keeping a certain percentage of staff from offices away from their
work but happy with their "bennies" in order ko rationalize Uhe
over-stalfFing of their units.) A good training program provides
explicit recognition khat having been selected For Eraining is a
compliment; that what lies ahead is professional betterment: that the
trainee is provided wikth gqualitative improvements in work-related
skills and attitudes and the prestige of hauing new knowledge and
capabilities ko work with others in the institutionalization ofF the
process. All of these must be stressed to the trainees in a
credible, realistic. and idenktifiable manner. For this reason. those
who design training programs in the context of the
institutionalizakion of a process must work closely with the
civil-service agency, or the personnel office, or whatever it is that
shapes the basic legal or regulatory pattern of careers, Lo ansure
that the.basic system can provide, credibly and in fact, the real,

the long-term rewards.

3. It is evident from the foregoing that the selection of
SELECTION participants is a complex undertaking which holds the

seads of success or failure of the training effort,
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hence of the attempt to help the institutionalization

of the process. The selection process 1is closely linked to the
particular milieu as well as ko the nature of the process to be
institutionalized: only some glittering generalization can be
ofFterad in this paper. The selection process should be manirFest:
that is. those selected and those not selected should understand
why. The selection process should be linked Fo the process of
institutionalization. It should be a credible process which takes
existing traditions and patterns, suen some of its biasses, into
account; or at least, it should not do violence to existing local
patterns anid traditions. For this reason, it will likely ineclude
subjective Factors stemming From local realities as well as objective
criteria which are measurable and guantifiable. [k might likely
include interviews or other tests to which Foreigners will not be
privy.  The Forwign'aduiser or consultant should keep in mind the
realization that this is not a selection process for a similar
training program in his/her own counktry but in the particular milieu

in which it is taking place.

Inherent in what was stated abouve at INCENTIVES (page XX) 1is that
Lhose who select the krainees also are selecting Future colleagues
with which is a long-term mutual relationship is wanted in the
context of the objective of institutionalizing the process. This
dspect brings with it selection criteria that reach beyond the

selection wmerely of trainees for a course.

K. Training Materials

COMMENT: Just about anry course benefits From training materials,
provided the course and its process objectives, not just the

materials, are the Focal point of the training effort.
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Materials wmay include:

(a) instructional matter which in printed text
replicates major portions ofF the presentations to be made

in classrooms by trainers:;

(b) printed sources ot detailed data, discussion,
éxplanations, background, technical subjects, all of which
are considered as best left oub of the class-room work and
assigned as additional reading before or fFollowing a

lecture;

(c) "case-sltudies" containing actual events which point
ko problems addressed by "the process”" and how, in these
instances., the process (successfully or unsuccessfully)

dealt with the problem;

(d) specific examples of how "the process" works
and how it is being institutionalized---these can be basoed

on actual experiences of course participants themsolues:

(2) materials directed primarily at krainers as
sources of information or guides on presentation of

materials (sometimes called "teachers' workbooks"):

(f) instructions and scripts for simulations and

"gamnes";

(9) graphic materials such as maps. charts,

staktistical or other tables, process-Flow diagrams, ete.

(h) reference materials to be consulted between
insktruction, during simulations and games, and upon

return to the usual worksite after the course has ended.
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(1) aural or audio-uisual materials For use
during periods of instruction, after class. or as
materials that can be used as external extension of
@lements of the course within contexts related to "the
process", where they can be presented either by

course--graduates or by trainers.

1. There is no formula by which to determine how much
material is needed For one "unit" of course, be the unit the
course or any part or one-hour session thereof.
NO FCRMULA Nor are there formulae to determine how much materials
should be created especially For or around the training

program, and how much and what material already is available in

Lhe milieu. This 1is For management ko decide in close
consultation with trainers and praclititioners--.-who will
intluence how much and what type of materials can best serve. A

sufficiency of materials (especially [c] through [1]) 135 useful
to bokh krainers and Ltrainees, as well as ko others concerned
with the process. Too many materials rot only may drain tha
training effort of resources and deprive trainers of
spontaneity, but may be perceived as a burden by both trainers
and Ltrainees, who may fFeel they must use all that material
somehow, no matter whether it interferes with the pace of the

course.

2. Materials preparation can easily become the single
moskt coskly element of a training program. Materials
CAUTIONARY prepared especially for this training project may have
NOTE the advantage of great Focus and appropriateness Lo an
adragogic efFfort, but carefully selected "real-life"
materials have the advantage of being lass costly and more
realistic. The most realistic materials may well be obtainable
From Lhe organizations that directly are involved in the

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

Another type of materials derives From governmental, academic
. >,
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or scienkific orgranizations who already produced these items as
part of their own normal processes. Still another source of
materials may be Found in newspapers, in articles or reports
dealing with the process and the problems it addresses. or the
results (posicive or negative) it has obtained. By using such
materials from the "real world"., the trainees are shown how such
sources can inforim thom in the Future, as they become engaged
with the process and wish to keep up with the "state of the art"
and the "state of the play". One purpose of any profassional

course is to prepare trainees for continuing saltf-training.

3. A programmatic question thnat uwusually is Faced when
designing and managing any training program is whether to devote

resources ko the assembling of a research and reference

LIBRARY library for the program. The answer depends heauily on

the nature of the kraining program, whether it will
continue bto be associated with a particular training site
(school, training center, ekc.). and on the process it is
designed to institutionalize: and these questions must be
weighed in relation to existing professional libraries in khe
milieu, their holdings, and their "user—-FfFriendliness". There
may be other factors ko consider. But as a rule (which may need
to be ignored) it 1s best where feasible to enrich the holdings
of the library of one or more process-linked institutions, on
condition that trainers and trainees have access: or to issue
Lo each trainer and trainee a professional library ot limiked
§ize but containing materials fundamental to the process, which
they will take with them as they work within Lhe process. 1In
addition, trainers will need a Few good books on training

inethods and andragoyy .

L. Evaluations

COMMENT There are many types of svaluation ackivities which Form

part of a well-designed trainina progranm. They range in
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content From khose that relake ko the very design and incepkion
of the program in relation to the process to be inslitutional-
ized, ko those that focus on the mmanagement of the kraining and
on the effective and constructive utilization of its sub-
components and resources. Evaluations start in the class- opr
workshop room. Participants should daily be tasked with handing
in anonymmously a prepared Form to rate the Erainer, and train;rs
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 observer", an 2xperienced professional
(perhaps al.o a part-time trainer) who can take in whatk 1is
happening and objectively evaluate its utility; however, this
can only be done successtully if the cultural wilieu is such
that the visitor will not be perceived as an "inspector" but
rather as a friendly observer and critic. Also. evaluations may
Focus on the end-products——-the efficient and appropriate
application of graduates in institutions and agencies that
implement the process to be institutionalized: and on the
gnd-results-~-how much the process and the institutions serving
t

il have improved because more trained personnel are available
Evaluations are not judgements but Fact-finding efforks to
create improvement in training or in the process and the
inskitutions linked to it. Rather than describe evaluations by

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

NEEDS 1. Needs Assessments: These are studies or ecvaluat-
ions which identify what needs for training activities
emerge out of the process: the needs may be those of individ-
uals working in particular organizational settings, or globally
of certain organizacions and its leaderships. What specifically
are the substantive "holes" that training is to fFill (or the
reverse: are the subsktankive holes and cracks in the process
.susceptible to be filled by training, or are other types of
interventions needad or needed First?)? What types of

Lraining---by Frequency., duration, level, wmethodology (e.g.,


http:Lraining---.by

DRAFT FOR REVIEW ~—Page 31 --

class-room work as against field-work--—-seem most appropriate:
what benefits can be expected from such training, or
respactively From various types of training? 15 such training
fFeasibla~-is it recognized that certain personnel of several
process—-institutions need training, and will they be available
For it? What type of trainers are needed, and are they
auailable, without or with additional training as trainers?
What are the recurrent needs fFor training that the trainers may
Feel they will need? What are the training needs of those Ffor
whose training this program is intended: what do they need to
learn--in their own views., those of supervisory staffFs, of the
process-institutions. and in th? viecws of substantive experts in
the process and in andragoygy. What are Lhe recurrent or Future
training needs of other staffs of the process-institutions,
graduates or not of what is being designed or implemented? What
kind of professional assistance i3 required for training which
i3 nok already available within the country, For how long and/or
at what intervals? What resources---3ites, materials,
Financial, managerial ---will the training program require during
the initial period it is to be operated? Later? Recurrently?
[s there need for subsidiary training or orientation courses
("promotional training") to accredit the principal training
program wikth the institutions and their l2adership, or with
other decision-makers? To what extent has the first, the

second, etc., course been accepted by all those concerned?

2. Performance and Implementation: This type of
evaluation is essentially similar ko most evaluations performed

on AID and other assistance-—-receiving projects. How

QUTPUTS well is the projectized etfort doing in teris of

meeting 1ts anticipated objectives and goals. how
efFtective and timely are ibts oubtputs, and how satistfied its
clienteles? What are the objectively measurable results of the
traihing nok just in terms of persons trained and performming

belter, but in terms, importantly, of the insitutionalization of
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a process, or at least discernable improvements in iks
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 many hectares can be atbtributed. at least in
major part, to the new traininc program to help institutionalize
the Directorate of Cadastral Surveys: is the directorate now
adequate to the task of institutionalizing the cadastral-suruvey

process?).

3. Managerial evaluations: This type overlaps with the
preceding but exammines not the process being addressed but khe

sub-systams of training for the institutionalization of

EFFLICTENCY A& process.  How well is the kraining programn run?

What 15 the level of discipline of the trainers. the
Lrainees, management itself? How well are Finances handled?
Regardless of how good or how bad the output of the training
sub-systems, how do thay compare with similar training
opeﬁations? What deficiencies are bthere and how can these be

remedied?

4. Relevance: A training program linked to the
institutionalization oF a process should be evaluated
periodically as to relevance to that pro:ess, even
RELEVANCE iF other ocvaluations give it high marks. This type of
evaluation looks at the training program from the
perspecktive of those engaged in and with the process, and draws
out their views. How relevant is the program in terms of
zeroing in on the most crucial skills and attitudes needed For
the institutionalization of the process? Does the training
program deals in these, or in more ditfuse, kangenktial,
supportive but less strategic ones. This type of evaluation
requires a profound understanding of the process, the problems

of its insitutionalization in the host milieu. and requires
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sensitivities about what a training program can be expected to
accomplish: Training is not a cure-all For all institutional 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 institutionalization also taking
place: it 1s the institutionalization of a training mechanism
(maybe a Formal training program to be conducted by a Formal
Lraining agency) which will manage this course, maybe also

others in the Future (on this, sce section N. I[nstitutional-

ization of the Training Program). For this rcason, the entire

set ot procedures, approaches, mechanisms, considerations, ete.,
used For what at fFirst appears to be a purpose of limited scope
takes on dimensions that are much larger and more lasting. The
chart on the next page presents an overview of the managerial

scope,

Here are some points to be stressed:

1. Managing a training program is a complex managerial
undertaking which, like the production of a great
COMPILLEXLTY brings together the script, the actors, the
supporting cast, the locale, the objectives. 1In
addition (unlike a Hollywood production) there are legal and
regulatory considerations, academic and professional
constkraints, budgetary Factors, and all the minutiae of
restrictions and caveats that any bureaucracy, certainly two
bursaucracies seeking to collaborate, can 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 respective

expectations ot all who play a role in the design,
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S1IX STEPS IN MANAGEMENT OF A TRAINING PROGRAM

A. Identification of individual or organizational training

needs, directly related to .satisfactory performance now or in

the Future. Tt Focusses on knowledge and skills

in which the trainees are not already proficient prior

to training;

which, if strenghtened or acquired, increase

productivity of the trainee's work group;:

that can fFeasibly be improved through training or group

consultation:

(B) Design of interventions: over-all strataegies For
client inskitutions, individual training units or modules, all

grounclec on previously identified needs:

(C) Development of training materials, such as case
studies, small group exercies, indicidual assessments and work

plans, lectures, etc.
(D) Instruction or Facilitation of training events:

(E) Evaluation of kraining results, and Follow-up meetings

Lo improve application of learning to work situat-ons:

(F) The acdministration of a training program, including
attention to essential details such as the schedule, bucget,
notiFications of trainers and trainees, preparation of materials

prior Lo and during the sessions, training Facilities, ete.

(Baszd on an informal memorandum by Robert E. Zimmerman, USDA)
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adminisktration, conduct, evaluation, and Follow-on of the
training. Importantly among those "who play a role" are the
end-use customers, i.e., those who will employ the graduates of

the program.

2. Traiﬁers are the most value human resource
input, and musk be the Focus of much managerial
SCHEDUILES attention. Trainers, including the part-timers, need

to teach regularly according ko a schedule drawn up
well ahead. New trainers especially need to have their early
experiences reintorced with a rigorous and virtually continuous
series of training experiences. Part-time trainers need to be
reassured khat they have not been fForgotten and are Fully
appreciated by being called upon to lecture fFrequently, 1if they
are not to get the impression that they are being droppaed

tacitly (sometimes that impression wants to be conveyad!).

3. Management fraeguently Focusses koo much atkention on
the physical aspects of training programs, the places

LOGISTICS where it takes place, living gquarters, Food service,

etc. Normally these logistics, important though they

are, can be delegated to public or private nrganizatinns that
will handle them though they require direction and control.
Linked to logistics are other special requirements of Etrainees,
such as per diem, "pocket money", "book allowances" . “"Food
money", ko permit them nok ko be out-of-pocket while they tratin
away from home, Sometimes these minor items become nettles due
to mismanagament or poor budgetary planning. Best is a standard
policy, with published rates, applicable bto as many courses as
possible in as many training programs as possible. Morale of
Lrainees and the impact of a training program is readily

endangered by particpants' perceptions of havuing been neglected.
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4. It is management's role to see ko it that coursaes are

properly prepared in all respects, and that pruvaluations,

S3SAGE re-—-assessinents, and revision of courses and materials
take place. While there must be continuity, every course
and program must be ™mnassaged" continuously. The scope of

revisions should be Focussed, not global. and low-key, not
loudly proclaimed. Revisions maintain the courses's
credibility; overly touted, they undermine confidence in the
Lraining apparatus in iks entirety. OFficially. it should in
most cases remain the same course (unless there has been a
caktastrophic tailure), even if significant changes are made in

Lhe course's conkent or struclbure

5 A Eraining program must become sutficiently well-known
so that its can play a role in the institutionalization
NETWORKING of @ process. Informakion-sharing or networking

should give sufficient publicity so that all potential
users of the program (trainees. trainers, end-users, and
managers of any part of the "process" to which the program is
linked) take a conkinuous interest in the kraining program and
begin to Factor its efforts into their own and into the
Process. Publicity includes Lhe publication at least of
catalogues of courses, perhaps also of a newsletter or journal.
Somekimes, an association of yraduates of a training program
provides a useful network tor t'e dissemination of kneowledqge of
what the course can do, and a helpful support For the training
program as well as for the institutionalization of the process

that is being addressed.

6. Management should be ready to experiment with

modalities used in the conduct of all or of selectad

MODALITIES courses, keeping in mind the relationship between the

training program, the instiktutionalizaktion of the
process, and the respective organizations and institutions which
play a role in the process and its institutionalization. These

mocdalities include:
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&. Courses for which individuals are selected to be

trained as individuals within & training group;

b. Courses the trainees of which are selected purposefully
From certain agencies and institutions among whom greater
collaboration i3 being sought, or because all of them make
the same kind of professional contribution to the process
(e.g.. they are all cowmptrollers, or First-line managers,

or supply specialists in respective agencies).

c. Courses laid on For a specific institution, and
drawing trainees from different sub-units or Fiold ofFirces
of that institution. The course can be given at a regular
training site or on the premises of the instiltution—--so0
Lhat parts of the process can be observed during the

coursea.

cd. Courses laid on For a specific institution or sub-unit
Ehereof, and including as trainees just about the entipe
staff, From director or deputy director down to the lowes
professional level. This modality usually sites the
course at the dinstitution. This modality, much like the
praceding one, may be parkticularly useful (how useful
depencs on cultural attitudes) if in addition to skills
the course deals heavily in organizational or
interpersonal behavior patterns. IF the institution is
large or ditfuse, the course can be repeated in different
sub-units so that Lhe "uvertical attendance pattern" is
duplicated For different sub-units throughout the

organization.
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7. [t can be very useful to have the training program
contract out elements of training---courses, seminars,
preparation of materials., euvaluations and assessments
HOST-COUNTRY —--to other (often private or voluntary) organizations
CONTRACTORS in the country, such .as universikies, institutes,
professional associations, et¢. This is not a sign of
weakness in the management of the kraining unit, for it has inany
cdesirable 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 assessments) skills:; reducing the load on the
core group of trainers and training specialists:; augmenting the
diversity and qualiky of courses by Lapping resources not
available except under contract; and sometimes, benetfitting the
instituktionalization of the process by encouraging the
participation of the contractor(s) not only in training but in
other aspects of the process as well. There also are
cdisadvantagas: the contractor(s) must be supervised closely for
compliance with the objeckives ofF the program and ability to
produce process—oriented training; the contractor must be held
to deadlines. performance, and in some cases the assigninent of
specific personnel whose talents and skills the contract sought
to tap: and the relationship between the management of the
training programm and the contractor(s) must serve the needs of

the training program First, of the contractor last.

N. Institubtionalization of the Training Program

COMMENT: Tt 1s a question of semantics as well as of strategy to
what extent & training program in support of the
institukionalizakion of a process should itself be
institutionalized. . The type of training program discussed in
this paper is not a goal in itself but serves another
goal---institutionalization of some governmental or fFunctional

process, carried on by one or more agencies and institutions.
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The training program has no reason

serves that purpose.
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for existence except if it

The purpose of this activity is not to

necessarily to create a new training organization or any other

institution which,

by definition, will compete will all others,

including the ones khis kraining is ko strengthen, for trained
stalffs, Funds. managerial attention at a still higher level, and
perhaps aven ¢lienkeles. Tis paper 30 Far has not deszcribed by

what device such a kraining program should be managed .

be an existing "staff college", or

@existing ministry, or a university,

possible that no other solution was

Lhis training program than to creat
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whatever the clientele thinks is the wminimum period needed to
@chieve the completion of the major training efFort. At the end
of that period, another option might be selected. It likely
would be detrimental to the training program if a Firm

instituktionalization does not occur by then.

2.  Seek an arrangement whereby the training program,

Ehough maintaining its organiczational integrity. becomes

AUTONOMY  linked to thal institution which carries major

MERG

LE3S
BETT

responsibility For the process buk is supervised by a
committee of representatives of other agencies involued.
Crucial is a judgement that the training program will maintain
its autonomy and be able to serve the entire process, not just
the host institution, and that the existing links between the
other institutions and the training program be preserved 1f not
strengthened. Very often, governmental agencies realize (albeit
@t times belatedly) the strategic importance of training; and
that the agency that controls process-oriented training likely

will gain control of the process.

3. Merge this training program with similar training

programs, 1if such exist in the country, to form a larger

imn

training agency wikth autonomous status and impact not on
one bulbt on several eflorts to institutionale processaes .,

By pooling managerial, substantive, and Financial resources. Ethe
enlarged agency imay well become a pivotal catalyst For
developmental institutionalization, maintaining a neukrality
vis-a-vis any inter-institutional rivalry For control of this or

other processes.,

0. Financing the Training Program

It has been assumed that this training program was paid
for by the Gouernment because of the importance the
I3 Government attaches ko the process and 1its propar

ER institutionalization, and that the agencies whose
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personnel are being trained are public ewmployees, or
otherwise sponsored by tne Government: and that the training
program i35 tunded by allocations from the national budget paid
@ither directly or through an intermediary agency to the
management of the training program. This ucually is the
pattern, at least For a time. But it is important to remember
that the best Financing For a kraining program or instkitution
comes from its users, with the national budget pitching in just
enough to keep the training going. In other words, atfter the
training program has demonstrated its value and gained a
steadfast clientele, the agencies that participate among
themselves should fund the bulk os the training (directly or
through the Treasury, depending on Fiscal management
proceduras), and the Government's subsidy should become smaller
and smaller. Once this begins ko happen, it will be an
indication that the training itselfl 1is becoming institution--
alized in the several organizations, and that it has become
acceptac that without the training program, institutionalization

of the process would not have occurred and might not survive.

P. Organization Development

COMMENT: Organization development is a kechnigque of intervention by
specialists in organizational behavior, interpersonal relations
and technigues, bureaucratic behavior and communications,
industrial and organizational psychology (different termé For
@ssentially the same tield ofF competence; 1in plainer kerms,
such specialists are the socio-psychological counselors not of
individuals bukt of organizational units. On page AAA it was ]
stated that if "the training program as now defined [is3] viable
iF only attitudes'mere taught, and no skills., including no
managerial or supervisory skills, go directly to section P on
pas2 ZZ and reflect on what is stated there." That's where you

are now.
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U3ES 1. Organization Development (0OD) 1is succesfully
applied where there is evidence that an organization or

one of its units isn't performing the right way even though its
staffing levels and stalff quality meet usually-oxpected minimum
criteria.  The unit inight be the leadership cell of the
organization, or it might be a line or staff unit. There is
something wrong there, and it affeckts the entire organization.
Ikt isn't lack of skills; it's lack ofF something else: the
"savuy" of how to conduct business within the unit with other

units, and with clienteles:; it is a problem of attitudes and

bhehavior. This type of situation requires urgent attention. No
matter how many skills are pumped into the organization
(iocluding this unit) by training programs, things still will
nobt work because of an attitudinal handicap and a behavioral
cdeficiency. rhe diagnostic analysis (including confirmation
tLhat skill-training in the usual sense is not the answer), the
design of appropriate interventions, and the implementation of
interventions are the uses to which organization-development
specialists and their expertize are properly applied. 0D
assumes that open and free inéeraction, facilitated by a
specialist in organizational behavior, in which stabfs
participate can beneficially affect attitudes and individual and
group behavior Lo make an organizatuon more effective. One
Final word of caution i3 in order: especially in hierarchical
bureaucralic organizakions, the senior managers are the prime
role-models For all whom they oversee. 1F the signals From the
Lop are the wrong ones, OD can improve things somewhakt, but 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 delicate, and frought

with political significance. Right From the start it
SENSITIVE must be assumed that the application of OD to a unit

cannot remain contfidential 1iF it involues more than two

or three officials (and iF then!). Just as no individual wants
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Lo become known as somewhat off his/her rocker, neither do
organizations. That is why the application of 0OD must be
preceded by a lot of consultations wikh those aboue and those
who lead Lhe organization, as well as. as a second step, those
who will be involued. The politics comes in because a unilt
identified For OD may be perceived by others to have lost its
mandate, bto have been deadlined at least until rhe OD process 1is
completed: this gives competing unils or organizations an
advantage with respect ko comnon responsibilities For the
process. All these sensitivities exist in all cultures,
including American and west European (Atlantic) cultures. The
same sensitivities exist, perhaps even more so, in traditional
cultures in which Formality and rigidity of behavior are the
norms, and any modification or relaxatiorn of behavior is seen as
a threat to the individual, to kin and asscciates, ifF not to the
culture. Often these difficulties revolue around questions of

delegating authority and sharing information.

3. Organization-development, whether sean as part of
managerial sciences or as part of the behavioral sciences, 1is
known in many of Afr+dca's and Asia's countries. There also
are American and other specialists who have been suceessful

in OD work in other cultures. The practitioner

SEELCIALISTS  should be selected wikth care both as to capability and

as to acceptability by the hqst country and especially
the host agency. This is how should be decided a strategic
question: whether the QD spacialist(s) should be oF Lhae country,
Foreign, or a mixed team of both: each of thess has its
advantages. The presence of a foreign expert can come to
depersonalize the process by inuoluing an alien who has no
inherent personal links to the host society, and will leauve
when this work ends. In some cases, the Foreign specialist wnay
be able to bring experiénces gained in his/her own country as
well as in other countries, thus enriching the professional

competence of host-country colleagues. Whether foreign or
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domestic, OD specialists should be assigned to do a specific
Lask with one or more specific units, and then sever
relationship wilh the wunit(s) they "treated". Such specialists
might be called back from time to time., but it is best that they
have no permanent relationship wikth the units where they do 0D.
IfF a fForeign specialist is provided by AID or another

external -assistance agency, it is best he/she have no
organizational Lies to a team of foreign experts also working in
that organization or otherwise involued with the institution-

alization of the process through training or other means.

4. 1In particularly sensitive situations (often
involuing a conflict of authority, or built-in rivalries among
leaderships), it might be aduvisable that the main part
WHERE of the 0D process take place away From the site of the
unit, perhaps even abroad, ko maintain conficdentiality
and respect sensitivities to the extent required and possible.
IF AID sponsors the effort, they could become "shork-term
participants in a special program" in the U.S. . possibly

combining OD wilth other worthwhile training or observation.

5. Given many actual experiences with Foreign-assisted
projects, where interpersonal and inter-cultural complications
arose on top of the more usual inter-organizational
PRE-PROJECT rivalries aboukt a process being installed or enhanced,
USE OF OD there is @ lot to recommend the use of OD in the
preparation or earliest stages of a project. Such
interventions would be formatted as seminars or worlshops or
pPlanning sessions. They would address a number of technical and
implementation issues, but also contain a carefully worked-out
element of OD, Facilitated by the presence of one or more 0D
specialists, From the host-country or From abroad. This has
been tried in all too few projecks, but ik is an
@cceptable practice in American industrial organizations

and nearly always pays off. Such pre-project 0D should
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become a requirement fFor all new AID projects. Tt can
save a lot of headaches later; the headaches savad might

be your own!

6. With so many constraints inherent in OD, it is
obuious that as a training program addressed only to attitudes
and persaonal and unit behavioral change, OD has its
CHALLENGE programmatic liwmitations: it's Lough to projectize. For
that reason, it nearly always is better design to 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 USAIDs willing to
pioneer, there is a convenient device fFor funding and
structuring an OD project: a host-country Indefinite Quantity
Contract (IQC) with one or more national and U.S. firms, working
Logether to provide specialists on short noktice For brief

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

Q. Saturation Training

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

as lifeguards in coyrses sponsored (if not taught) by the
American Red Cross. Though qualified, not all of them became or
wanted to be lifeguards where persons with this certification
Find employment. Some just benefit Lhemselues and okhers by
having mastered the three components of this skill
training--~life-saving, cardio-pulmonary resusciktation, and
fFirst aid, Enrollment was not necessarily based on expectad
employment; incentives included the satisfackion of being
competent to save lives. Such training increases
(institutionalizes if you will) one Facet of the health-delivery

system in their communities. This illustrates saturation
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training---the provision of skills (usually Fairly simple ones
that any normal person of a certain age can learn) For which

there is known demand. even ifF exact numbers of jobs cannot be

cited with precision, and which can be applied in community
situations. The assumption is that the cost of khese course
(covered in the lifeguard course by individuals. organizations,
and communities) 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 1if not welcome in "saturation training".
Saturation training differs from mass training . There is an

emphasis on guality and proven competence in saturation-training

Lhat may be absent from mass training; and mass-education in
Lheory tries to reach an entire population., while saturation
Lraining aims to at smaller numbers, based on projections of

nead.

USES 1. Saturation training can be used (like the lifeguard
courses of the American Red Cross) Lo satisfy a market

For thousands of skilled p2rsons the exact numbers of which can
be determined only imprecisely, where there is assurance thakt
many, or most, of those trained will find public, private, or
self-employed jobs based on that training. Dewmand For many
skills increases 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 time. A
pre-condition is sufficient Flexibility in the socio-economic
system to allow these trained persons to apply their knowledge.
Another important prerequisite is the availibilikty of trainers

(certified or of the same level as those that are) willing Ffor



DRAFT FOR REVIEW —Page 47 —-

wages or on as volunteers to instruck others. No doubt many of
Lhe gracduates may not apply these skills For some time 1if auer,
and some of them, over kime, may lose the skills acquired if
Lhey do not have opportunities to practice them: but this
Lraining, because of the numbers involued, will benefik

agencies, private--sector employers, and clientalos.

2. 3aturation training has an important place in
development, and perhaps in the institutionalization of a
process, even irF it teaches skills only, virtually no attitudes
(see page XXX, paragraph 3): literacy, numeracy, and tvping to

driver-education, the use of tools and machines,

COMMUNTITY automotive mechanics in a country in which vehicles

MANAGEMENT are prevalent, repair of water-related equipment

OF PROJECTS such as pumps where municipal water and sewayge services

PROJ

still are inadequate, infank rehydration techniques,

elc. Saturation-training provides a set of stepping stones

Lowards community management of development projects, For it
sebks up a pool of skilled persons which comnunal and voluntary
groups can tap with ease. The comnunity, or private enterprises
or voluntary organizations indeed can be co-opted to give
training for which kthey are end-users: they would receive
technical guidance, standards. and support From a
process-connected training agency., but implement ik

themselues .

3. Relatively few projects that receive external
ECTS Assiskance provide saturation training. However,

it is a uzeful variant especially when connected to
projects that offFer more applied and focussed training, or as a
special project in a portfolio of sectorally inter-related
projects. Graduates of the Formal project kraining may be more
effective if saturation-training provides them with support

statts, or with c¢lienteles that know quite a bit themselves.
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4. Saturation training may be the new frontier as a
development technigue, because of its flexibility and
NEW broad effects fFar beyond any narrowly-def ined process
FRONTIER or set of institutions. Implementation of saturation
training now 1is fFacilitated by the new "hardware" of

Lelevision, radio, computers, and satellites.

R. The Role of External Assistance 1in Training

COMMENT: Much has changed in the decades since "Foreign aid" in the
moclern sense started. In the mid-1980's, the role of
external funding remains important, bqt/that of foreign advisers
is more circumscribed everywhere. "Middle-rung" countries now

Lry to do without foreigners to the greatest axtent possible,
using insltead their own specialists; when building new (or
reshaping old) institutions, they call on aliens only fFor 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
Lraining program indrectly rather than directly. This has
organizational, cultural, and linguistic advantages. A sound
approach to training now 1is Eo have local specialists as
First-line trainers and training managers; aliens already
working within the process might be called upon to aduise on
special training problems, while short-term consultants can
provide guidance in andragogy or other specialized Lopics.
Exceptions include cases in which quality saturation-training,
or other training involuing thousands at one time, is a
substantive and managerial challenge as yet beyond the capacity

oF national institukions.
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In other countries, where the absence of institutional capacity
is & recognized limitation, there still may be need for the
"old-style" instituktion-building project, including training
programs in which Foreigners are directly inuvolued because of a

dearth of local specialists.

S. Training in the United States

COMMENT: Training is the quintessence of technical assistance, and
tbis paper has addressed in-country training because it is bound to
become wmuch more important as an AID mode of assiskance. However,
no mabttar if the bulk of AID--trained persons are trained in their
own countries, kraining in the U.S. remains a particularly useful,
@ven sbtrategic, device 1if properly applied in the light of 1its
advantages and disadvantages. By its nature it has complimentarity
Lo in-country training, but likely between now and the end of the
century only a small minority of those trained by AID will be

Lrainecd in the U.S.

ADVANTAGES AND 1. Here briefly are the advantages and
ODISADVANTAGES: disadvantages of kraining in the U.S.:
PRO (a) It is widely sought after by potential participants

because it 1is viewed as high-quality training, can lead to
& degree given international recognition, enhances the
status of the trainee in the home-inskitution milieu,
provides English-language Fluency, which For some
individuals the greatest professional incentive,  topping
@even subject-matter knowledge. Such professionals become
qualified 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) Tt prouvides USAID projeclts with individuals trained
to American standards in subject wmatter, facilitating
protessional exchanges with American and other
professionals. Along with subject matter, participants
also gain American perspectives on how the technical
matter can be applied. American technicalland higher
education rightly prides ikself on its emphasis on the
application of knowledge, and this i3 of value to the

development-process in the home-country.

(¢) It provides individuals who likely will become
leaders in their Fields and more generally in their
country with First-hand experience and understanding of
che United Stakes. They also pick up---especially the
longer-term Lrainees-—-—some of the cultural traits that
characterize Americans, such as greater opeanass,
tolerance to change, knowledge that things are different
in olther parts of the world and how and why, etc,
Moreover, at courses or on campus, they also can share
matters of development-sktrategy in relation to kheir
training course with citizens Ffrom other countries, whom
they meet otten fFor the First time. lLast but not least
while in the U.S., they have opporbtunities to attend brief
seminars or workshops in addition to their kraining in
related subject matter, in management sciences, etc., and
make observation trips within the U.S. that enhance their

understanding of their subject matter.

(d) Individuals returning From traiﬁing in the U.S. may
have difficulty readjusting to the professional and
organizational milieu to which they are assigned: this 1is
@specially Lrue if the returnee is one of a very Few in
the unit who obtained Foreign kraining. Sometimes the
returnee 1is assigned to an important managerial position

with high visibility where his/her degree, English
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language. ease with aliens and their ways. serve the
ministry or government well, but do little for the
development of the Field in which she/he was trained. For
these and Financial reasons., such persons may
"brain-drain" to other countries or international

aorganizations, and are well-qualified to do so.

(¢) Their sponsoring organizations, too, may have
difficulties re-absorbing them. During their absence,
things at home continued to develop and change;
organizational restructuring may have taken place. At
times the returned participant i3 isolated From the
main-stream of the organization by having acquired
different perspeckives, alien attitudes. and a behavioral
style ill-suited to supervisors and colleagues (some of
whdm have been trained in-country under the same or
another project). Sometimes American advisors contribute
Lo this unwittingly by tFocussing their atkention on the
returnad participant in part for the wrong
reasons---ability to communicate in English and a sense of

ease with someone who understands Americans.

(F) Training in the U.S. is expensive and certain to
become more expensive. Many can be trained in-country for
the price of one individual program in Lthe U.S.

Short-term courses, while more affordable thann degree
Lraining, are euen higher in person/day cost. At times,
participants are sent to short term-courses which though
helpful and closely related to the trainee's professional
field., lack exact Fit professionally or by reason of
absence of country-specifity. Hosk governments and USAIDs
sometimes program such training becauss it is available
and Ehere is a candidate. not because it is whak i35 really

needed .
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SELECTIVE

U3ES

(g9) Juskt as is the case of Americans going to AFrica or
Asia who may have difficulty making adjustments., the
reverse is true of participants in some cases. In such
cases, the effectiveness of the initial period of study
may be reduced by such problems. Tt's a gamble with a lot

of money at stake.

2. There are selective uses of training in the U.S.

that complement in-country training programs.

(a) To obtain advanced, state-of-the-art, subject
makter and andragogy skills which will serve the
institutionalization of the process and in-country
Lraining Lo that end. This 1is espoecially appropriate if
Lhe trainee(s) completed in-country training programs
sucecessfully and as Far as these can bring a person to-a

high professional level.

(b) To be groomed to become, alone or with a few
carefully chosen colleagues, the country's links to the
American and international milieu which are the tunctional
counterparts Lo home-country insitutions that in the U.S.
serve a similar process (this implies links nokt to one

American institutions but to an entire Field).

(c) To attend a short-term course which ideally caps
and supplements in-country training, and is of a character
that lends itself ko' replicakion in the home country. In
such case, the returnee(s) play a major role in organizing
this new in-country training as part of the

institutionalization of the process.

(d)y To attend, along with a selected group of
colleagues all carefully chosen, a tailor-made course at a

carefully chosen U.S. dinstitution with high competence 1in
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the subject-matter Field and in adragogy. Such a course
would be country-specific and may be taught in part in the
national language by specialists Familiar wilth the
country, so that prior attainments in English do not limit
candidacy. The course would be offered, with minor
adjustments, to several groups from organizations linked
Lo Lhe process to be insktitutionalized. 30 as to create a
critical mass of specialists and officials who have shared
an important Lraining experience, and who will
collectively and individually be applied to the process

and training for 1its institutionalization.

T. Conclusions

This paper, it is hoped, will be seen as a First step to
Focussing grealer AID attention on in-country training in support of
Lhe institutionalization of a process; it is not the Final, stato-
of-the-art word either on training or on how to institutionalize

development-linked processaes.

The key points made above explicitly or implicitly (some

may be addressed by other staff papers) area:

l. Training is the quintessence of technical assistance. In

project desiyn, ktraining, both in-country and abroad, too often is
imperfectly blueprinted and hence left to the vicissitudes of the
projeckt, the two seks of implementers-counterparis, and somebtimes ko
chance offerings by American or other institutions. OFten a proiect

paper contains more about environmental impact than about training.

2. Processes, not organizations, need to be institutionalized
in_order to meet development needs. There rarely 1is one institution
which @lone serves a particular process. Besides, institutions anc

organizations are the engines of development processes, nobt the real
carriers, and it is the process as a whole, not just its engines,

that must be the principal focus of any technical assistance project.
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3. In-country training is the wave of the future., and modern

andraqoqy is its methocdology. As more and more countries reach a

level of development where local professional resources. Lhough
still dinadequate, are present and wish to do more For the
development of their country, financial considerations on the JSATD
side, and economnic, nationalistic, and developmental considerations
on Lhe host—éountry 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
private) in respective skills and endow and endow them with the
behavior patterns Lthat support these skills. The national language
is the language of inslruction in in-counlry courses. In-country
Lraining programs also bring knowledge of modern andragoygy to a
country, so that it ceases to be dependent an imported training
5kills exceplt for unusually "high-tech" subject matker, Last but
not least, certain types of in-country training can provide the
skills needed as underpinning For more delegation of authority to

sub-national levels and Ffor greater comnunity salf-~development.

4. Training in the United States has an important role to play

in the institutionalizaltion of any process. However, it must be

used as an expensive and delicate tool. after careful planning so
Lhat it complements and augments (rather than compete with)
in-country training, and so that its costs (Financial and other) are
minimized. The English-language issue complicates programming of
training in the U.S. One technique thak mnight be explored more
oflen dis short-term travining fFor a group in an American institution
that can offer a tailor-made course, subject-matter specitfic and
country-specific, as well as "rich" in andragogy.

5. AID has not yet resolved the basic issue of English-lanquage

training. Until AID together with other U.S. Governmenl agencies or
okher donors can offFer easy access to proper English-language
training in AID-assisted countries, the language issus will

complicate the selection of the most appropriate candidates For U.S.
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training, discourage individuals From accepting in-country kraining
@s desirable, and cast in-country training as "the lesser choice" 1in
the wminds of host-country colleagues as well as American
implementers . The question oF how to resolue the language issue is
one Lthat AID should put on its agenda; the problem may hurtk

agricul ture and rural development projects euen more than those 1in

other sectors.
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