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any of the problems
of training. arise
because the typical
training unit has a distinct lack
of knowledge of the training
process. In planning a training
programme the training process
specialist is an indispensable
person. This however, is fre-
qguently ignored. :
Very often courses are
planned and conducted by subject
matter specialists (e.g. in Agricul-
ture, Health etc.) with the help
of the training unit manager (if
any), whose primary concern is
with the managerial and adminis-
trative aspects of training.

, - THE

SOME PROBLEMS

RELATED TO

TRAINING
PROCESS

*Dr.Lertlak S.Burusphat

“*Training’’ is a discripline
in itself. Looking at the training
process, one can see it as a set
of interrelated and integrated
components forming a system.
To coordinate all these com-
ponents requires first focussing
on the trainees and the perfor-
mance required of them and then
making decisions about the
course content and choice of
media and methods in order to
reach a specific measureable
goal.

Training cannot be effective
even when the physical facilities,
equipment, materials, syllabus
and subject matter experts are

*Training Specialist : UNDP/DTCP

ready, if the total course develop-
ment is not carried out in a
systematic fashion and the
trainers properly trained in the
methodology of training.

To begin a training pro-
gramme, most planners first
determine by themselves the
subject matter to be taught,
arrange it to fit a timetable, and
then announce the schedule to
the trainees. Instead the process
should start with a careful
analysis of the trainees them-
selves.

Since the goal of training
is to change behaviour or job
performance of the trainees,
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one must first determine their
training needs. A job/task analysis
can help reveal the discrepancies
between what trainees can do
and what they should be able
to do. The decision as to whether
to conduct training should then
be based on these discrepancies
rather than on an impulse from
management or top level adminis-
tration.

The second step in the
training process, derived from
the first, is the formulation of
the training objectives. This is
essentially the expected measu-
reable change in the performance
of the trainees as a result of
training. The training objectives
must be job orientated and reflect
the broader goals and policies
of the organisation from which
the trainees come. In instances
where a clear job description of
the trainees does not exist, it is
often impossible to form clear
objectives and as a result the
training syllabus can be unreliable
and irrelevant to the needs of the
trainees. The entire programme
may then be a wasteful exercise.

The third step is the selec-
tion and organisation of the
learning experience. The learning
experience refers to the interac-
tion between the trainees and
the external environment. It
includes the proper selection
and organisation of the subject
matter and selection and use of
appropriate instructional methods
and media.

The general principle to
be followed is that learning can
only take place through the active
participation of the trainees. It
is what the trainees do that is

learned, not what the trainer does.

This principle is often forgotten

as skilled trainers are difficult to
find. In most training programmes
the traditional trainer-centred
approach is followed whereby
all subject matter is prepared in
advance with little room left for
adjustment to the individual needs
of trainees.

The most often used
teaching method is the one
way lecture where abstract
concepts are just presented to
the trainees to memorise. It is
suggested here that one should
consider a trainee orientated
approach where trainees are
treated as contributors and
resource persons to the training
course.

The trainees should be
involved in planning every step
of their own training programme.
Classroom arrangements for
example, should reduce the
promenance of the trainer and
encourage trainees to freely
exchange ideas. (e.g. use of a
circle rather than straight rows
of seats).

Trainees should be guided
first by concrete experience, then
through reflection, obsevation
and interaction in the group
dynamics, they will then begin
to draw conclusions and arrive
at the generalisations and abs-
tract concepts themselves.

The trainers role therefore
is not to teach but to facilitate
learning by providing a suitable
environment.

Trainers must possess some

specific skills such as the ability -

to ask gquestions that build up a
trainees confidence, to sum-
marise what trainees have said
and to move a discussion on to
the next step in a logical sequence
for problem solving. The trainer

must also provide regular rein-
forcement to the trainees and
obtain constant feedback from
them. In this experiential training
model a variety of participatory
instructional methods should
be explored. Instructional media,
if carefully selected to be appro-
priate to the level and background
of the trainees, can also enrich
the learning experience.

The fourth and last step in
the development of the training
process is planning for evaluation,
both at the training site and follow
up evaluation of the trainees at
their duty stations. Evaluation
is the process of continuously
determining to what extent the
training objectives are actually
being realised. The performance
objectives of the second step
(above), should serve as criteria
for evaluation. This most impor-
tant step is rarely adequately
carried out. In most cases only
trainees are evaluated and not
the trainers. Sometimes the
wrong aspect of the training is
evaluated. E.G. having an
excellent trainer with all trainees
passing the examination does
not necessarily mean the pro-
gramme was successful. Perhaps
the subject matter taught did
not properly deal with the trainees
deficiencies on the job, or perhaps
the wrong trainees were selected
for training? In these cases
training will not help the organi-
sations from which the trainees
come.

Part of this exercise then,
is concerned with the organisa-
tion’s skill in selecting the right
employee to be trained, in setting
specific objectives and in correct
selection of the subject matter.

If the expected plerforrnarlt:s:'ll



change, as specified by the
training objectives does not take
place, all the steps in the training
process must be revised and

reevaluated. The training process
therefore is not a simple one
way process, but a continuous
cycle involving constant replan-

ning, redevelopment and reap-
praisal.d
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