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Any rapid political and economic transformation in a given society requires a great deal of administrative competence to prevent intense social destabilization. This administrative capacity, however, is exactly what so many transition countries lack most of all. In the period of greatest change, a special dynamic involving human resources and changing core areas of activity takes place. This dynamic helps to shift professionals to areas where they would be very unlikely to have professional expertise, leading to a general decline in the effective professional potential of the society in question. 

The same process occurs within the public administration sector, largely in the form of politically motivated changes. Since the ultimate path of development depends on the balance between the ability to solve problems and the complexity of those problems, it is clear that societies under transition inevitably face very difficult challenges. But the scope of possible changes is strictly limited by the scope of available skilled professionals still needed within the redesigned public organizations. 

Hence, the all-too-common handicap experienced by public officials in post-communist states is the lack of the relevant education and managerial skills needed to function in a democratic and market-oriented society. Three strategies could be applicable to meet the challenge: 

· “learning before doing”,

· “learning while doing” and 

· “learning after doing.” 

The first strategy was hardly applicable during the initial phases of what were called the “new democracies.” The second strategy was not very effective because of what were generally very short terms in office for top local officials. The third strategy would require that an official recognize and acknowledge his or her own mistakes: still a too rare occurrence among those seeking re-election.

Since real and sustainable democracy cannot be separated from effectiveness, efficiency and the high quality of public services provided, two aspects of public administration reform are usually most important in transition countries. These are changing the attitudes of civil servants towards their duties, as well as changing performance procedures and standards. The only way to affect this is by changing training policies for public officials. The most positive consequence of in-service training may be a real improvement of the quality of public services due to more efficient use of available resources, and the smoother functioning of the public process within newly democratic regimes. To build up sufficient domestic potential for the satisfactory management of public affairs, any transition country should pay very close attention to the ultimate goal of such capacity building: to develop functional domestic systems. 

There are, however, some critical preconditions before in-service training can play such a positive role. This training must be of a correspondingly high quality itself, and be properly organized and flexible enough to build-up sufficient potential for any given local administration to countervail both old administrative mindsets and new administrative ignorance. Not any event labeled “training” should automatically be considered a fully useful instrument for implementing principal changes. 

In this paper, we would like to discuss some methodological aspects of training for local governments in transitional countries from various perspectives, namely:

•the impact of training on organizational changes and capacity building of local governments;

•what individual trainers and training organizations could do to improve training quality.

Training purposes

When talking about “training,” as with “education,” we obviously refer to an organized learning process. In contrast to education, which describes a formal teaching system through which groups of people transmit knowledge to other groups, training is used to describe processes conceived to endow people with abilities that help them perform certain activities. These activities are central to any process that furthers the capability to do a given job, to perform an activity, or to fulfill a work role. Compared to education, training is less formal; it does not presume any specific qualifications, and it does not normally include formal examinations or tests. Moreover, training is usually conducted in small groups, and can be provided by people who are not officially certified as teachers. 

· Training may be “remedial” in that it provides employees with needed knowledge or skills that were not included in their formal education. (i.e. computer skills)
· Training may be “relevant” in the sense that it meets those learning needs that were viewed as meaningful only after assuming a new set of duties. (i.e. negotiation)
· Training may be “renewing,” offering knowledge and skills that have been discovered or developed since the completion of an employee’s formal education. 
Knowing the results is a principle of learning and an important variable of learning. If the result of the actions is not known, there is frustration, dissatisfaction, mental discomfort, incertitude, and this can lead to errors, accidents or forming wrong skills. 
The activity of training local government staff has two major objectives, one connected to the aspects of qualification and training, the other of an ethical and cultural nature. 
The professional training of local government staff must be planned, organized and well founded, because the shaping of the human factor is a tricky question, for which there is a need to have trained staff with various specializations. 
The high ratio of professional training comes from two major factors: technical progress and the psychological idea on the shaping of the human factor by training. 
More and more emphasis is laid on the intellectual investment of the civil servant, while creativity, originality, decision-making abilities and organizational abilities have greater importance.
The current conditions in the local governments do not require a rigid and stereotyped working behavior, but one that is changeable and adjustable to new tasks and beliefs. Those who work in such positions must have multiple knowledge, flexibility and adjustment power to the new situations, which imply new skills and abilities. 
Training cycle

In training design and implementation, everything is tied to everything else –that means training is systematic. Just about every aspect of training is linked to every other aspect. 

The training cycle is shown below with four main parts detailed on six phases that correspond to the major events in planning and carrying out a training program.

.


There is no argument that training design is a complicated affair. The trainer, as chief designer, is much like the architect who is commissioned to build a proper living or working environment for a client. The architect must be intimately acquainted with the client’s requirements, be a master of various design options, and be possessed with the ability to meet the client’s needs without sacrificing essential design principles. 

Likewise, with one eye on results and the other on the numerous design options available, the trainer must set about to make a plan for involving a group of participants in a significant learning experience. Then, with the process underway, the trainer must be prepared to discard or revamp the design if and when things do not go as planned. 

Training design is a process that can be learned. Among the most essential skills are:

•
an appreciation of the special needs of adult learners;

•
knowledge of, and experience with, an assortment of activities for facilitating adult learning;

•
skill in sequencing learning activities to achieve maximum learning impact;

•
sensitivity to the effectiveness of a training model in meeting the learning needs of participants as the training progresses; and                                

•
self-confidence in crafting design changes during training as needed to enhance participant learning.

Training Needs Assessment

The needs assessment is the first and most important principle in the training process sequence. More than two decades ago, McGehee and Thayer observed: “An adequate training program depends upon securing reliable data as a basis for answering the following persistent questions:
•
Who is to be trained?;

•
In what areas are they to be trained?;

•
By whom are they to be trained?;

•
How are they to be trained?; and

•
How are the results of training to be evaluated?”

A “needs assessment” is the process used by an outside training institution to obtain information useful in planning training courses for the employees of various organizations. It is common practice for these institutions to send out periodic course announcements, requesting both an interest in specific courses and additional information on new training requirements. This approach places emphasis on courses to be delivered, rather than on the unique performance requirements of the organization. Data gathering is designed to assess the interest of employees in available topics, rather than to analyze what employees need to know to improve the quality of their performances. Assessment tends to be an irregular and infrequent activity, rather than an integral part of any ongoing process within the organization.

The obvious shortcoming of this approach is that outside institutions are in control of the training process. These institutions must serve the training needs of many organizations, both public and private. Only rarely do they have either the time or the capability to undertake a rigorous examination of training needs within a single organization. The programs they offer may be high quality, but of uncertain value to a local government unit that may be counting on training to help achieve organizational goals.

In this phase, persons and institutions that are directly involved should conduct a systematic evaluation of their competencies within the applicable local government framework, and of the problems they face. In order to conduct such a diagnosis professionally, such an approach should fortunately put on the table those problems to be solved through training. (Naturally, it is always preferable to work in partnership with a qualified training organization.) 

The activities during this phase mainly consist of analysis of data and any other information required to understand where an organization truly stands. Designing a training strategy is highly important for creating a fuller, clearer picture of what is going on within that organization. Training could be the key to eliminating the discrepancies between the actual level and required level of current performances.

An overall analysis should consist of:

•
context analysis for training needs, identifying the underlying motivation for training; 

•
target group analysis to identify potential trainees; 

•
working environment (e.g., job description, responsibilities, etc.) analysis, either current or future;

•
written materials analysis (e.g., laws, internal regulations, etc.);

•
working tools analysis;

•
training opportunity analysis, as a solution to the problems of the identified target group; and 

•
cost/quality/benefits analysis, to give a basis for assessing whether money invested in training is well spent.

More concretely, to assess training needs, you should find full and proper answers to a series of questions. Such as:

a)
Human Resource Development

•
Does the staff have the necessary knowledge to fulfill its responsibilities (legislation, foreign languages, computer usage, etc.) properly?

•
Does the staff have the necessary skills to fulfill its responsibilities (e.g., communication, teamwork, negotiation) properly?

•
Does the staff have the proper attitude to fulfill its responsibilities (e.g.; motivation, seriousness, proactive tendencies)?; and

•
Does the staff have sufficient overall experience to fulfill its responsibilities?
b)
Organizational Development

•
Does the organization have a development strategy?

•
Does the organization have good management?

•
Does the organization have viable action plans to achieve objectives?

•
Does the organization have quality standards and performance indicators?; and

•
Does the organization have an organization policy for changes and modernization?
c)
Community Development

•
Does the local government deliver quality public services which fulfill citizen’s needs?

•
Does the local government have fruitful partnership relations?

•
Is the local government development strategy included in the overall community development strategy?

•
Does the local government  undertake EU Integration activities?

•
Does the community believe that the local government budget policy is appropriate?

•
Does the community perceive that the local government is an efficient manager of its own interests?

•
Is the community experiencing an increased development trend?

•
Is the community involved in the decision making process?

This type of cause-effect analysis and problem–symptom–solution process could lead to training being undertaken immediately. 

Once the training is identified as a problem solving endeavor (and before dealing with any training organization), the local government should analyze as many offers from various training providers as possible. Ultimately, the local government should choose the program which best matches the requirement of gap filling, of objective accomplishment and/or of improving management efficiency. 

Training Preparation and Design

The optimal efficiency of any training program may be reached only when objectives comply with available resources. Since training is a process that should only be developed and completed with efficiency maximization as the top priority. The most critical resource is always time.

In countries without a well-developed understanding of the nature of training events, officials often try to include more topics than it is realistically possible to handle within the time allocated for training. This normally stems from decision-making officials deciding they are too intelligent, and/or too busy, to need overly long explanations.

The solution for this is to tell them—diplomatically, but briefly and firmly—what should be done. It may be difficult to resist their requests to expand the agenda within the same program. However, it is impossible to reach satisfactory results by simply telling participants how they should do their jobs or live their lives. They might give the impression of listening, understanding and even possibly agreeing, but real and positive long-term change is very unlikely. 

Such changes are far more likely to occur if trainees themselves appreciate the value of what they have learned. This inevitably takes time. Work experience and intellectual reflection are critical ingredients in transforming new understanding into new skills.

For example, almost any theoretical explanation of a major systemic problem takes about 20–30 minutes, including an evaluation of the most common mistakes. Normally, almost all participants seem happy, express interest and seem to understand the matters discussed well. However, when asked to formulate any given problem, they usually experience tremendous difficulties. It usually takes a considerable amount of time before the majority of participants in any group are able to identify a problem in a productive way. 

Goal setting typically takes another half day. Action planning takes one more day. At the end of this day, the vision of a given problem and its formulation may be drastically changed. If so, additional time is necessary to put things in order and complete the task. Before the task is completed and positive feedback can be received, trainees usually do not have a strong feeling that they really can accomplish the task at hand. Instead of rising self-esteem and readiness to change their practices, participants might instead remain disappointed, and be determined to keep away from the likelihood of re-experiencing such disappointment. Thus, training may hamper required changes, rather than facilitate them. As in surgery, if there is not enough time or expertise to undertake risky operations, it may be better not to attempt them at all.

On the other hand, any standard training event should never require longer than necessary to accommodate the task and meet the objectives of the client. Business people are often disappointed if they feel they spend more time than necessary for the same result. Lazy trainers, who tend to spend as little time as possible planning training sessions, tend to spread their apathy on to course participants. This typically involves lower levels of intellectual involvement and proactive efforts from trainees. The trainees will not change their work habits because positive changes, especially in respect to competence, may only come through sustained and diligent effort. 

Unchallenging training is wasted training in most cases. Moreover, the training process requires a certain amount of time to help assure quality. For in-house training that does not last all or most of a normal working day, it is worth considering that results tend to be very different when participants are invited for training in the morning, not at the end of the day. (Morning time is easier to plan, so there are fewer reasons for not attending. And most people are more alert in the morning. Afternoon sessions tend to be easier to arrange, but are more difficult to make equally productive.)
Public officials usually do not expect to get three-star service in a one-star restaurant. But they still often fail to consider there being any clear relation between the price and the quality of training courses when setting objectives. Training always should be high quality, naturally, but training materials, accommodation, meals, training rooms, equipment, refreshments, and recreation activities, all cost money. The paradox may be that certain types of training are most optimal when most of the above factors are on offer. And in terms of the most obvious cost-saving considerations, more experienced and skilled trainers invariably charge more.

Therefore, the primary objectives should comply with the available financial resources that may be allocated to reach them. At the same time, it is very important when working with public organizations that the actual costs of any training event can be demonstrably justified by the ultimate results. Officials may be (and often are) suspicious of fees before a course. Under socialism, they received training for free. Many still have important training sessions paid for in full, courtesy of international donors. Clearly, this adds to the pressure on training organizations to make “airtight cases” that the costs involved are really necessary. At the end of any training course, there should be very few doubts that all funds were spent wisely and well.

Choosing an appropriate training program demands careful consideration. Among the most important factors to be assessed before making a final decision include: 

•
Which staff should be in the main target group?

•
What should the training format be?

•
How long should the training period be?

•
Where should training be held?

•
What type of training materials should be used?

•
What should be the core evaluation methods?, etc.

After the above training needs are properly assessed, the local government should make a careful analysis of training offers and potential training providers. In order to make a final decision, the local government may want to see some performance indicators. These should chiefly be quantitative (i.e., number of training sessions, number of people to be trained, etc.) and qualitative (i.e., results achieved over a certain period that can be attributed to the training).

. 

Training Goals and Objectives

Evaluating the overall merit of a training program based on identified needs, goal and objectives can be one of the most difficult tasks for the client (the local government). 

Experience has shown that most difficulty arises either because general goals and objectives are confusing, or the training program does not ultimately do enough in helping to fulfill them.

Goals should describe the direction, on a long-term perspective. Training objectives, by contrast, should accurately reflect clearly expressed needs and desired results. 

Training objectives should focus on what participants should gain by the end of the training program (i.e., increasing knowledge; developing new skills and better attitudes; exchanging experience; elaborating long-term strategies or other development plans, etc.).
A professional trainer should consider the following questions: 

•
Is there a clear relationship between the expressed goals and objectives, and the already assessed needs?

•
Are they all correctly, clearly, concisely and completely defined?

•
Are they specific, measurable, achievable, rational, and achievable within the training period?

The quality of a training program is also determined by a certain flexibility in the definition of objectives. A professional trainer should appreciate that any training program can produce quite undesired results. The most common single cause for such negative results occurs when the needs assessment process was not handled well. 

Training Format

The training format refers to the structure and the sequence of the training activities offered. A professional trainer should make every effort to the answer the following question: What is the best training format to achieve the stated objectives? 

The most common training formats include the following:

•
Courses: The primary goal of any training course is to transfer knowledge about a specific field or topic within a five to ten-day period. Participants (typically five to 40 persons) gather together in a training room, listen to one or more lecturers and then participate in discussions. Interaction between participants is relatively low. Some courses include a final examination. 
•
Seminars focus on knowledge transfer through discussions among all participants of one or more topics. This is done under the guidance of a coordination facilitator.
•
Conferences usually last one to three days. They tend to center on information dissemination, discussion of relevant individual experiences, etc. The number of participants tends to be considerably higher – perhaps as many as 50.
•
Workshops consist of intensive working activities within small groups, usually of between four and 10 people, supervised by qualified trainers. Workshops focus on skills and abilities development as they relate to a specific topic. Training usually ends with a set of concrete proposals (i.e., strategy formulations, action plans, etc.). 

•
Forums usually focus on exchange of experience. Participants are divided into groups, and debates concentrate on information transfers and/or study visits. (In accordance with objectives and desired results, I recommend a training program that combines some of the formats mentioned above.)
Time Management and Agenda Setting

Timing and agenda are as important as the other aforementioned elements. A competent professional course designer should appreciate that achieving objectives is tightly linked with time and agenda considerations. 

Any agenda should be both realistic and logically structured. It is a common mistake to start with agenda concerns when designing training. An agenda is a training product  containing a lot of useful information. A professional trainer should know that an agenda is the result of careful and objective identification of real problems. The trainer should not start the training process based on any pre-established agenda. Instead, he should help to define intelligent objectives, then to start to translate these objectives, step by step, by identifying sessions and modules. These should be put into an easily understandable table format.

Below are some questions any course designer should ask him/herself when drafting a training agenda:

•
Is the established timeframe realistic in terms of achieving identified objectives?

•
Is the workload for each day planned in a logical manner in terms of achieving major long-term objectives, and taking participants’ learning capacity into account?

•
Is the agenda structured so that the knowledge already possessed by trainees can be enhanced, using interactive and participatory methods?

•
Does the agenda include those moments that allow trainees to practice what they have been taught?; and

•
Does the agenda include the time needed to reflect and work on specific cases? 

Training Methods and Techniques

“Based on what criteria should a trainer select the most appropriate methods and tools?” “Were these tools relevant for meeting training objectives?” “How did participants feel using one or another training instrument?”

These are only few questions a trainer should consider when preparing a high-quality training program intended to have maximum positive impact on participants. The trainer should pick up one or another method and tool depending on the module objectives, the target group (are they familiar with that method?), expected results, the time allocated within the (logical) structure of the agenda, his/her training team capacity, etc.

Below are brief descriptions of the most common training tools:

•
Lectures are mainly used to transfer knowledge and theoretical concepts. They should be dynamic, focused on selected main ideas, interactive, logical, visually interesting, not ponderously long, and should stimulate the creative mind.
•
Open discussions and question and answer sessions are used to share information, exchange experiences, stimulate discussion, ensure trainees’ participation, and strengthen teamwork.
•
Small group workshops are used to gain new knowledge and skills, to reflect on attitudes, and to exchange experiences. They consists of task development, action plan development, concrete plans, etc..
•
Case studies are used to develop new skills, to increase knowledge, to stimulate practical thinking, and to analyze behavior. They consist of small-group discussions of real situations and ways to solve problems.
•
Creative exercises are used to change attitudes and develop new skills. They demand both a high level of participation and particularly well-planned sessions.
•
Role playing is used to simulate real-life situations in which trainees can demonstrate recently learned skills and concepts.
•
Simulations are used to watch trainees’ skills and attitudes when acting in a hypothetical situation. The difference between role-playing and simulation is a question of real vs. hypothetical situations.

•
Brainstorming is used to help stimulate creative thinking. It is an important vehicle for expanding and clarifying ideas that have been discussed in the training sessions. It is useful to use such a technique if you want to collect a large volume of information. 

•
Nominal Group Techniques are used when trainers want to stimulate creative thinking, both in terms of quantity and quality. It is important that all ideas are finally discussed and clarified within the group.  It is more complicated than brainstorming, takes time, and needs a highly skilled trainer.
Training Evaluation

The final objective of any training process is to increase the efficiency and effectiveness of the client organization. Evaluation has to measure the way in which these objectives were accomplished. Generally, evaluation has two, tightly interconnected goals:

•
to ascertain if the training beneficiary improved his skills, knowledge and attitude; 

•
to ascertain if the training supplier performed adequately. 

In a work environment, the quality of most services can be determined to a great extent through measuring objectives against eventual results. In training, the problem is more complex and subjective because:

a)
It is difficult to measure the indicators of the planned training activity.

b)
Training results are not immediately observable and measurable. Success or failure can only be determined afterwards.

c)
It is difficult to discriminate between the influences of training on each individual trainee and other factors such as previous training, professional experience, formal education, attitude towards the instructor, etc.

In conclusion, proper evaluation must follow all training steps, from needs assessment to the completion of the training program. The essential elements of the training process that should be the focus of evaluation could be: objectives, content, methods, resources, facilities, organizational conditions, length, relevance to the participant’s job, trainer, program manager, costs etc. Using these principles as a starting point, the specialists (Kirkpatrick, 1976) established four levels of evaluation criteria:

i)
trainee feedback: the participants’ opinion on the mate-rials, facilities, methods, content, trainers’ competence, etc.;

ii)
value gained: skills, knowledge, positive perceptions, etc. gained during the program;

iii)
post-training behavior: useful changes in professional performance directly due to the program; and

iv)
concrete results: effects of behavioral changes on the organization, as well on economic costs, labor productivity, increases in quality, etc.

Other theorists suggested models quite similar to Kirkpatrick’s. Warr, Bird and Rackham (1970) outlined four evaluation phases:

1)
context evaluation: obtaining and using the operational information to decide on training needs and  objectives. Such objectives can be divided into three categories:


i)
immediate: skills, knowledge and attitudes that should be learned by the end of training;


ii)
intermediate: changes in professional performance;


iii)
final: long-term changes within the organization.

2)
initial evaluation: initial decisions on various alternatives in designing training (i.e., size, trainers, methods, means, organization, etc.);

3)
reaction evaluation: participants’ opinion about training;

4)
result evaluation: what obvious changes are made over time?

Without being exhaustive, the key questions that must be asked by those responsible for each level of evaluation are suggested below:

•
Context Evaluation
–
What must be changed?

–
Is training the best solution?

–
Are the objectives correctly established?

–
Are these related to training needs?

–
Is the analysis of training needs acceptable?

–
Are the objectives clear, possible, and measurable?

–
How can one best measure the immediate, intermediate and final objectives?

•
Initial Evaluation
–
What are the most useful procedures in order to effect wanted changes?

–
How much time should training require?

–
What are the relative strengths and weaknesses of different training methods?

–
What were the results from similar sessions?

–
Is it necessary to train externally?

–
What should be the content of the program, and why?

–
Does the content reflect the training objectives?

•
Reaction Evaluation
–
What are the participants’ opinions of the training?

–
Is it necessary to conduct a test at the end of the course, or take some other follow-up measures?

–
If yes, should these be given anonymously?

–
Is an evaluation necessary for each session, or only at the end of training?

–
Should evaluation be done via some form of scale, by questionnaire, etc.?

–
Should answers be converted to a numerical scale to make comparisons?

–
What should be the content of the evaluation analysis?

–
Should this analysis be conducted by neutral trainers, or by observers?

–
Should the results be communicated to the program manager in the interests of further improvements?

•
Results Evaluation
a)
Immediate

–
What has changed concerning abilities, knowledge and attitudes? (i.e., were the immediate objectives accomplished?) 

–
How can changes best be measured?

b)
Intermediate

–
What has changed regarding on-the-job performance? (i.e., were the intermediate objectives accomplished?) 

–
How can one prove positive changes were a result of the training?

c)
Final

–
How have improvements in job performance benefited the organization? (i.e., were the final objectives accomplished?)

–
What has been the impact on overall efficiency?

Generally, training program evaluation is overly formal and lacks objective criteria or specific procedures in almost all CEE countries. In the recent past, a great number of programs developed by foreign experts were not appropriated, since they required too much adaptation to the specific needs of different countries, organizations, etc. The situation is now much better. Far more people requiring training have several years of professional experience, therefore training programs can be more easily based on proven needs. However, improvement in post-course training evaluation methods is necessary, both to see how much obtained knowledge is applied, and to adapt some of the modules and themes of comparative continuous training. Training is an instrument for positive change only when evaluation is conducted and its results are appreciated by professional training organizations. 
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