
USAIDIEL SALVADOR'S TRAINING STRATEGY 
lo 2 ~'ls 

The followlng Mlssion Tralnmg Strategy was produced by the Off~ce of Education and 
Tralnrng of USAIDIEI Salvador, drawing on the results of previous activltles carr~ed out 
under the HERNS research 

MISSION TRAINING STRATEGY 

I THE PROBLEM 

I I THE CHANGE AGENT CONCEPT Tralnmg Focuses on People 

Ill PARTICIPATION The Rlght Way to Do Training 

IV IMPLEMENTATION Coordrnating Wlth Contractors for Trainlng 
Trlumphs 

I The Problem 

Even though change is the focus of almosf all development efforts, and train~ng 
is the major means of effecfing change, traditional USAID-sponsored training has 
failed to reach its potentla1 Th~s  conclusion IS based on substantral evidence 
from USAlD studies over the past 40 years and from the recent USAID El 
Salvador analysts of its tralnlng programs 

The followlng strategy represents a practical means of mproving the 
effectiveness of tra~nlng actrv~t~es The strategy borrows heavily from the CLASP 
model, but IS also unique to the spec~al requirements that tradltlonal tra~nlng was 
orrglnally intended to fill Recommendatrons from the "El Salvador Partrc~pant 
Trainlng Study" (constrtutlng Parts One and Two of the present report) call for a 
new M~ssion tra~nlng strategy focuslng on the creat~on of change agents, a much 
more participatory approach whlch mcorporates all stakeholders, and on 
extenswe contractor implementation respons/b~lities The strategy will be tested 
and revrsed in El Salvador durrng FY95 

II The Change Agent Concept Training Focuses on People 

Development IS a people process People play the key role in fostermg 
lnstrtutional and project success Flnanclal and material contributrons, though 
often essentral, seldom tip the scales toward success Sustainable development 
IS derived from fundamental changes rn the attrtudes of all ind~v~duals 
part~clpatlng In an actrvlty - the rmplementors, the benefrciarres, and all other 
mterested parties 

Characterlst~cs of Salvadorans who can most successfully lead modern 
development lnltlatives have been identifled The term "change agent" IS used 
to describe mdlv~duals with these characterlst~cs 



DEFINITION - Change Agents have the techn~cal skllls and motrvatlon 
to lnlt~ate change themselves, or effect~vely support change 
lnltlated by the~r colleagues, agencres, or government 
Whenever practical, the tra~n~ng experience should not just 
create better technlc~ans, but well-rounded leaders of change 
who have a w~de var~ety of new sk~lls, attitudes, and 
comm~tments, and who are w~llmg to take risks Traln~ng should 
develop senslt~vlty to areas of USAID mterest such as democrat~c 
processes, health, educat~on, sustamable economlc 
development, part~clpatron, equallty of opportun~tles for men and 
women, and env~ronmental Issues 

A proven model for the formation and support of change agents ~ncludes two key 
elements 

(1) relevant academicltechn~cal tra~nmg that sults the ab~ l~ t~es  of the tra~nee 
and the needs of the project, and 

(2)  change agent empowerment, a powerful and flexrble tralnrng concept, 
des~gned to enhance an ~nd~vldual's self-conf~dence In effecting change, and 
awareness of rmportant USAID development Issues 

In the major~ty of cases, "formal" change agent empowerment IS composed of tralnlng 
In the followmg areas, among others 

leadership 
cornmun~cat~ons 
group dynam~cs 
creat~v~ty 
the tralnmg of tramers 
strateg~c plannlng . rnanagemenUsupervrs~on 

For very senior level offlc~als unable to attend formal trarn~ng sessions, or as an lnrtlal 
approach to very res~stant ~ndrv~duals, "informal" change agent empowerment may be 
more appropr~ate The "~nformal" approach may cons~st of specla1 attention such as 
managed exposure to posltlve M w o n  or project actlv~tres, meetlngs wlth key project- 
related mdlv~duals or h~gh USAlDlUS Government off~crals, or hmrted partrc~patlon In 
project tra~nlng 

DEFINITION - Change Agent Empowerment IS the process of 
rnst~ll~ng In lndlv~duals the importance of change, and 
prov~drng them with the tools to brmg ~t about 

lmagme what IS hkely to happen when a large number of change agents, each one 
ready to tackle a d~ffrcult socletal or rnst~tut~onal problem, are brought together7 
Workmg collaborat~vely, they can constitute a crltlcal mass of dynam~c doers that can 
ln~tlate qu~ck, appropr~ate, and sustamable change 



Ill Part~cipat~on The Rrght Way to Do Training 

Strong emphasrs on the participatory process IS key fo the new strafegy 
It rs mandafory that all sfakeholders actrvely parficrpate ln all phases of the 
process 

Tranng weaknesses have been ~dentrfled and rerterated for years Nonetheless, 
USAID-sponsored tralnmg has contmually repeated errors In desrgn and 
lmplementatron The CLASP program IS one the few except~ons, successfully avo~dmg 
many of the old prtfalls by mcorporatrng sound development prlnc~ples The present 
tranng strategy, wh~le mcorporatrng much of the CLASP model, adds other concepts 
that Increase its flex~brlrty and part~c~patory nature 

The flex~bll~ty of the strategy hes In ~ t s  concentratron on trarnmg on an ind~vrdual or 
small group basrs, on its lnclus~on of th~rd country and in-country tra~nrng resources, 
and on the broad range and mdependence from techn~cal trarnmg of rts change agent 
or~entat~on 

Strong emphasls on the parficrpatory process IS key to the new strategy It IS 
mandatory that rndrviduals and mstitutrons act~vely part~c~pate In all phases of the 
process, from conceptual~zat~on of the problem through needs assessment, project 
deslgn, management, monrtormg, evaluat~on and "follow-through " An ~mportant ln~tlal 
step In a partlclpatory process IS the ~dentlfrcat~on of appropriate stakeholders 

DEFINITION - Stakeholders are people and groups who will, at any 
t~me, In any way, be rnvolved In or affected in a s~gnrf~cant way by 
the project They are the people who have somethmg to win or 
lose 

Wrth stakeholder part~crpatron as a fundamental concept In th~s tra~nmg strategy, 
project desrgners and managers can be ensured, by consult~ng w~th the organ~zat~ons 
whlch wrll be ~nvolved In acceptmg the project's goals, that the~r efforts reflect the 
"prrorlt~es and values of those who w~l l  have to sustam the effort after the donor has 
left " 

Max~mum results can be obtarned when part~crpatron forms the bas~s of the followrng 
four stage process 

1 ) Training Needs Assessment 
2) Design 
3) Monitormg and Evaluation 
4) Adjustment 

A comprehensrve Trarnmg Needs Assessment IS the cornerstone of a results- 
or~ented trarnmg program The trarnrng needs assessment IS preferably conducted as 
part of the larger project needs assessment, but may be conductea at a later date for 
projects In progress 



DEFlNlTiON - A Training Needs Assessment is, by defrnrtron, a 
particrpatory process It rdentifres the stakeholders, then 
determines wlth them the development needs, prlorrtrzes 
them, clarrfles project outputs, specrfres approprrate 
training, and estimates partrcipant levels and group make- 
up It also assesses the level of organizatronal 

i development of the primary instrtutron(s) and recommends 
organizatronal rnterventrons that may be needed In order for 

I 

I tralnrng to be effectrve 

Although a trarning needs assessment is a requirement, rt can be managed in a number 
of ways It can be carrred out by an outside contractor, by natronal resources, or by a 
combrnatron of the two In the case of multrple projects supportrng a central objective 
and involvrng srmilar stakeholders, it could be possrble to support one overall 
assessment As stated prevrously, rt can also be accomplrshed during the lrfe of the 
project 

The design phase IS the most complex stage of the process During thrs phase four 
key concepts should be kept in mind 1) outputs as the gurdrng prrncrple, 2 )  
institutional strengthenmg as a supporting structure, 3) the creatron of a cntrcal 
mass or core group of change agents as the drivrng force, and 4 )  a modular design 
as the framework that hnks the varrous tralnrng components 

I) The incorporatron of well defrned project outputs rnto trarnrng design is 
basrc Every trarnrng event should stem from a specific project output that is 
In turn based on the solutron of a development problem Once rt is known 
what is to be accomplished, rt must be asked what type of trarnrng is 
necessary and who should be trained If these Issues are not adequately 
addressed, there IS no justifrcation for trainrng 

2 )  lnstrtut~onai strengthening is a common theme running through most 
USAID projects, but one which IS not usually given the attention it deserves 
For its success, a well executed rnstrtutional analysrs, as part of the trarning 
needs assessment, IS crucral Agarn, the rnstrtutional analysrs should adopt a 
partrcipatory methodology for maxrrnum effectrveness 

If rnstltutronal strengthenrng is not grven prrorrty early rn project, then change 
agents wrll be hard pressed to reach their potentral Problems related to the 
larger career environment, such as low salarres, rnequltable 
selectron/prornotron/reward systems, poor facrlrtres, and lack of equipment or 
supplies, cannot normally be drrectly and immedrately resolved by trarning 
In the long term however, with the combined power of change agents and the 
process of rnstrtutronal strengthenrng, an organrzatron can be primed to 
recognize and resolve these types of problems in the future 

3) The concept of a project's change agent cr~tical mass IS an important one 
to consrder in desrgn It IS the straightest and shortest road to sustamable 
rnstrtutional change 



DEFINITION - Change agent critical mass IS a group of indrvidual 
change agents, representrng various administratrve and 
technical levels withrn an institution, which IS sufficiently 
large and united in purpose to enjoy the phenomenon of 
synergism The power of many individuals working In 
coordinatron and harmony IS greater than that of those same 
rndividuals working independently 

4) H ~ g h  ~mpact training des~gn should be modular, ~nclud~ng the f~ve  
essentral components listed below No one component 1s less important 
or less crucial to effective training than another - the modular des~gn is 
a seamless process that begins well before, and ends a long time after, 
the actual training portion Optimally, trarning IS designed as an integral 
part of overall project design, however, if this IS not possible, the same steps 
can be followed at a later date Modular training design, also referred to as 
the comprehensive learnmg experience, should be consrdered a simple 
but efficrent machine which runs best when its component parts function as 
desrgned 

I A selection process In which indivrduals are chosen for the 
rrght reasons Training IS not a gift or a reward 

2 A commitment stage, during a pre-trainrng orientatron In 
thrs stage, 

OET brrngs participants, their instltut~ons, and other stakeholders 
into the process of defrnrng what to expect from trainmg, and 
OET, the ~nstitution, and the partrcipants desrgn a trammg compact 
by whrch the partrclpants and ~nstitutions make a commitment to 
achieve specrflc project outputs upon completion of the study 
phase 

It IS durrng this stage that the concept and baslc components of an action 
plan are descrrbed to the particrpants The actron plan becomes the vehicle 
by whrch the participants, their supervisors or inst~tutional sponsors, and the 
M~ssron consider concrete application Before training, participants outlme 
their own actron plan for later refrnement 

DEFINITION - An Action Plan represents the application of the skrlls 
and knowledge learned durmg traln~ng to the problems andlor 
objectrves rdentifred during the needs assessment or over the 
life of the project 

3 Training, which is composed of Techn~calIAcadem~c trainmg - 
what we've tradrtronally referred to as "trarning" - andlor Change Agent 
Empowerment These may be comblned or grven separately to 



mdiv~duals or groups, ~n-country or out For some trainmg, ~t will be 
poss~ble to give the partlc~pants the opportunity to further elaborate their 
actlon plans as part of the course of study 

4 Follow-fhrough, durmg whlch the trainees and lnstitut~ons 
carry out the comm~tment made to use the trainlng During this 
phase there IS contmued contractor contact wlth tralnees to 
support lmplementatlon Some contlnumg educat~on to re~nforce 
newly learned skllls may be included As one of the flrst follow- 
through act~v~t~es, partlc~pants w~l l  develop a final act~on plan 

Thls tralnmg model IS a flexlble one It can be adapted for new projects or for those In 
process, for mln~strles or for NGOs, for small or large groups There IS really only one 
rule - the more conscientrously the above concepts of the comprehens~ve learnmg 
experience are apphed, the more powerful the tralnlng results w~l l  be 

The thlrd phase In results or~ented tranng is monitoring and evaluation Regular 
monitoring and periodlc evaluat~on enable the project manager to know, and know In a 
t~mely fashion, whether or not tralnrng IS achlevmg the results or project outputs ~t was 
designed to accomplish 

To ensure the partlapatory approach is fully achieved, a stakeholder committee 
should work closely w~th the contractor In both monitormg and evaluat~on, and as much 
as poss~ble assume dlrect responsibility for the process Stakeholder presence In th~s 
phase IS key for two bas~c reasons - (I) stakeholders will brlng a var~ety of v~ewpoints 
to the process, and (2) they will Insure that misd~rections wrll be quickly d~scovered and 
corrected 

An ~mportant short-ferm evaluat~on method of trainrng effectiveness wrll be the 
measurement of partlclpants' immed~ate post-train~ng react~on For example, such 
Issues should be assessed as 

the relevancy of the tralnrng to work respons~bilities, 
the appllcab~l~ty of the tralnlng to the nat~onal technological and cultural 
real~t~es, and 
tralnrng quality and design 

S~m~lar evaluation efforts can be made mid-term, attempting to determ~ne 

the level of lnstltut~onal support provlded to graduates, and 
the ab~l~ty to use the tralning In the work place 

On a long-term basls, at least SIX months after tralning, participants can be questioned 
about 

the availab~l~ty, qual~ty, and apphcabil~ty of continued follow-on act~v~ties, 
mult~plrer efforts by the partlclpant, 
specla1 ln~trat~ves by the partrclpant related to the tralnmg, and 
any changes In the level of instltut~onal acceptance and support 

The fourth and last phase, a@usfment, follows naturally from excellent, part~c~patory 
mon~torrng and evaluat~on Slgn~frcant stakeholder partmpation In train~ng redeslgn is 
key to the effectiveness of this phase Thls IS the phase In wh~ch not only bad and 



medrocre elements of a project can be corrected, but good and even outstandrng 
aspects can become even better 

IV Coordmating with Contractors for Tralning Trlumphs 

One major outcome of the Mrssron revrew of the "El Salvador Partrcrpant Trarnrng 
Study" was the concern of Mrssron staff that their responsibllrtres would Increase 
dramatrcally under a new strategy Project managers emphasrzed present work loads 
and the recent world-wide USAlD personnel reductrons as srgnrflcant barrrers to 
rnvolving themselves wrth a new trarnrng approach 

Thrs strategy ensures that project managers wrll not be requrred to rmplement this 
model, nor be crushed under more bureaucracy The project managers role wrll be to 
communlcate the model to contractors at the needs assessment stage, at the design 
stage, and durmg monitorrng and evaluation, as well as ultrmately ensure compliance 
with trainlng regulatrons In essence, project managers wrll be in the control tower, but 
the contractor wrll be flyrng the plane 

Generally, the contractor's responslbrlrties are as follows 

Desrgnlng, In consu~tatron wrth USAlD and other stakeholders, specrflc 
trarning programs, 
Admrnistratrve and technical support In selection and evaluatron of 
candidates, 
Organrzatron and rmplementatlon of orrentation and travel arrangements 
when needed, 
Coordlnatron wrth and monltorlng of sub-contracted trarnrng ~nstrtut~ons, 
Development and operatron of all trarnlng modules, rncludlng follow-through, 
Monrtor~ng and evaluatron, wrth stakeholder partrcrpatron, of trarnrng and 
tramee accompl~shments, 
Adjustment, as necessary, w ~ t h  stakeholder partrcrpation, of or~ginal training 
plan, 
Reportrng of trainee accomplishments to USAID, and 
Advrce and assrstance as needed to enhance rmplementatlon of the project 

Wrthln the Missron, the Offrce of Education and Trarnrng will support rmplementatlon of 
the new strategy rn the followrng areas 

Provldlng rnput on tralnrng elements of scopes of work, 
Provrdlng assrstance to project managers in the desrgn and process of the 
trarnrng needs assessment, 
Support of follow-through actlvitres, and 
Organlzrng general quarterly meetings between technrcal offrces and 
contractors to guide and rernforce the rmplementation of the new strategy 


