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The Training Division has sponsored
three annual conferences since 1968, An important
‘recommendation in all these deliberations has been
the need to develop trainers. This need becomés
all the wmore impoftan? becauseras it is, there is
today a serious shartage of trained trainers. We
“have been.issuiné some training literature on the
subject'from time to time. However, there has been
stress for éome discussion of the subject of
development of trainers. Shri A.P. Saxena, Deputy
Director in the Training Division has prepared -
this monggraph on the subject with referehce to a
number of impoétant felated issues. It is hoped-
that 1t will serve as a useful éource for better

informed discussion on this important area.

gl AAO/{W/
(B'.C. Mathur)
Director of Training &
10th March, 1971. Joint Secretary
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BACKGROUND

A rathér striking impression one gains from
a study of contemporary effort for devel opment of
training,more espe01a1ly in the Government, is in
respect of an almost uniform concern with developing‘
trainers, In fact, the whole ‘emphasis on trainmers as
a valuable resource for improvement of training

indicates a major shift,

' Some time;back,-a‘mention of training usually
..-meant an emphasis on the training_programmes‘tnemselves.
~_These programmes; edther as-individwel courses or
seminars or conferences, had an undue emphasis on
new~and better training methods with comparatively
little attention to the end—product of the training
programme and the implied contribution of the trainer.
Man; of these approaches are since chanoing with an '

' increasing realization that the development of trainer
may well hold the key to the development of training
as a discipline° i

Today there 1s evidence'of greater interest'~
in tra ner development and the need for programmes in
the oirection. Initially the - concept of trainer .
development was limited to the training of qualified
individuals in the techniqucs and skills of training.

LY
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As the complexlties of organisatdons incrsasz, the
training of trainers shculd be expanded to include__
- the "why" of training, as weli as the "how". even
though the emphasis yet remains on the trainingxof e:.
trainer without concern for environmental factcrs |
affecting. the individuals ability to perform as a. i
trainer, A fresh look on the sub;ect of developmenth
of trainers suggests that the end goal ShOle not be
only the accumulation of training skills and knowledge
exclusively. An additional and perhabs more significdnt
goal from the view point:o? prganisation is teffective!
traihing. ’ This would inslude & 1ivelyiebnéérn. for:
traine?rs'motivation,'organieation,ﬁéliocations?of' )
authérity, &nd-the’develdpment of bolidies” sondncive
to-effective’ traihing," There*areﬁnuﬁeroﬁsieohooié s
bf‘thought*regardfng‘What training is‘and how the
trainihg should bé implémented, *Effestivé training
13-an‘attainable goal regardless -éf:the appoach” tat
training and the means' of impleméntation’ whidh' may' "
have to-be?adoptedg ;

_ The concept of an effective trainer as the_i1f‘
goal ‘of training development broadens the fr;ne of
reference to 1nclude all functions which may impinge
on the performance ability of a trainerq Adoption f:
of a more realist:l.c end goal may not change the ba*-‘ic

fact that in development of trainers,-we are dealing
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with individvals, even though 1t docs invol. -
locking past the individusl to the fuliilment
of his training responsibilities at an ever
increasing level of responsibility.

If tralning is to be recognised as a viabls
organisational deyiceﬁ as a strategy for achieve
.Ang organisational goels and as a means of affect-
ing change, suitable programmes to train trainers
snould be rigorously andlconscientiously pursueds
Selected individuals with appropriate skills,
education and experience should be identified for
such £rein£pg effort which can be wutually coop=
erative as far es the‘Government training institu-
tionsg are concerned; A cad;e of competent‘trainers
_can be developed and they in their turn, can be
utilized to train others in an effective, approe
“priate and plamned gamner, Of course,_such-aﬁ |
effertawill depend for ite success onethe degree
of advéhqe plaming and consultation among the -

-various institut;onso

Hew should be the trainéers ldentified for’
‘auch cooperative training as part of building a
_cadre for the training inetitutions? Obviously
they should have a degree of pro;essional, techni—

cal.or educational experience or background, kgain,

- % o
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since the trainer is e?pected to act as a change
agent in the organisation, he will have more need

for inter-personal skills than for functional
- - . !.

expertise, more nced‘fer an undersﬁandiﬁg and
accepting outlook., The trainer would need to have
Some maturitj and also reaeonabie status'in the
‘orgahisation so that he can effectively functiom.
Again, he should have the confidence of top.adinin—
i&trators'in his own set-up and should feel'a sence
‘of involvement. - If training is to be envisaged as
"a-strategy, the training of trainers. has to ve: _
developed optimally to help the development of

- trainers. As a broad yard-stick of qualifying
background, identified individuvals marked for

~ training of trainer programmés should have some’
knowledge erd expertise in the iraining field.
They should have background in training and conduct'
of training programmes, both-in respect of plannlng
and adminiétratian;'and—be able to demonstrate con-
vineing cvidence of their experience and intérest.’
Thils may anpea.r as a ta.ll order and may limit the

. number of people who can qualify, This is no doubt
true, but it should be appreciated that we can
‘develop only such individuals and train then, who

) have 1n1tially Sone content and quality which can

enable them to function as trainers later,
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ROIE OF THE TRAINER

A trainee has to be wmade to understand
about tie subject cr task he is learning, with.
the implied responsivility of the trainer to
answer such questicns as i Vhy is ihe sub ject
necessary? Whj must it be learned at all? Ths
trainee must also appreciate how the subject
fits into the overall picture. Once he.(the
trainee) thoroughly understands the purpose and
objectives of the programme, thé learning ]
process 1s reinforced and he is apt to show
betier understaniing. Thé importapcé of under-~
standing the reasoné ‘why' a §ubject is necessary
(a8 part of the training programme) may te the

more importart clue.

Needless to reiterate, the role of a
trainer becomes very importanﬁ in the context
of some of the above guestions., Additionally,
newer regpdhsibilities imposed on organisations
‘have also an ;mpact on the role of a trainer.
According to one authority, the pattern of
situational background implies that the trainer
should have some altogether new roles. He should
act és a Consultant to top organisationmal levels,

he should be a source of Organisational information
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and finally as a’ synthesis, he should operate as
a Systems Analyst within the organisatlon.

The role of a trainer as a Consultant to
top organisational Jleveis has an assumption about
participation by the top levels in training. It
18 common experience how top levelsrafe unatle to
particlpate directly in the training, due to various,
reascns. The trainer in the role of a Consultant
has to break this by attempting to gain the confl-
dence of top levels., If a suitable rapport on the
basis of such confidence can devel&p_into consulta-
‘tion, the trainer will have an opportunity to
“influence the top levels in favour of training.
O0f course, there is the underiying need to provide
a trainer the skills necessary to act as an
ef'fective consultant. As Beckhard puts it : "The
consultant (or person:. in a helping roie) always
* enterg such a relationship as'a perscn with'authbrity;
achieled either throwugh position or role in the
organlsation or through the possession of specialised
‘knowlgdge. To achieve an effective consultative
relationship, 1t is essential that he understand
the nature of this powzsr and develop skills to use

{
it 1n a way which will be viewed as helpful by the

pgrsop receiving the help.
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A person entering a consulting or helping
relationship must have the abllity to diagnose the
problem and goals of the person being helped, and
be able to assess realistically his own wotlvations
for givirg the help. He must also recognize the
limits of his own resources to help in the
particular situation". (1)

The role of a trainer as a source of-
Organisational information has many important
'implicatipns than can be envisaged. The whole
area of providing adequate infofmation for
various organisétional levels is becomfhg
inereasingly important. (2) Current develop-
ments in the field of informationrtechnology
and the increasing stress for-development of

managemént information systems are well known.
.‘It is stated by exﬁerts in the fiéld'that a
gogﬁ trainer can play an'imporﬁant role in the
' developmenf of an information process in the
_6rganisétion through a variety of ways. For
example, Training Repdrt-émanating froﬁ the .
organisation's Training Division can be meéning-
ful 1f it is well planned in terms of its
contents. Thé comments of Phillips et al are -

worth citing-here: "The reporting relationship
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of the person responsible'for the formulation of
training plans and programmes is particularly -
imﬁortant, for 1f the job is to be done wich
' cptimum efficicncy,‘hc must be able to present
his ideas and plams to'peoplo in the'mamaéement
who recognise the value of such plans and who are’
able to act on them with a minimum of discussion
cand other time - consuming maneouvers". (3)
Current thinking'within an organisation reflecting
'the attitude, points of view and utterances of
senior pcrsonnel may be included in such a report..
It will be far morc effective than ﬁhe formal
chainels of'communicstion mithin the orgcnisatiom
in this arca. We very well know how the routipe
of.ccmmunicatiom in large organisations is'so .
unmecessami;y cver-loadcd with hedges and checks

as to make out: any mcaningfui'analysis‘difficult.

The trainers job as a Systems Analyst is a
more'difficult'one‘even thougp one’ can consider it
as an extension of Fhe role of trainer as an agent
of change. The traimer with a good use of his:
skiils, &s an onserver of human behaviour, can
develop a comprehension close to a 'systems{

e

approach, If tfaining is believed to bring changc



in methods and proceuures also, the trainer as
a sys£ems énalyst can best bring them abouf by
hils alertness té vhat is going on in the

. orgenisation and what is the behavidur of the

organisation towards the problems‘of tfaining.

As a foot-note to the subject of the
role of a trainer one can cite the comments
of well known authorities like Dr. John Marsh

© of the British Institute of Management. Dr.
Marsh feels that today most of us are facing
more than one revolution in our lives including
& revolution which he calls the-'Education
and Training Revolution'. The economle revo;
‘lution, the scilentific and technolegical
revolution, the organisational reéolution,

- social revolution and the-managefial revolu~
-tion indicate some of the dimensions of the

. "problem of training in a cﬁanging world. The

-.education and t}aining revolution, according
to Dr. Marsh, is significant in more than one
way. Today technology is moving forward with
breath taking speed and irresistible fqrce.
Man has split the-atom, econqguered space,

developed fantastic capability in terms of
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machines and computer technolngy: The bench mar-s
used to indicate the_generallgrowth of tééhnology
are bewlldering, Training andrdeveiopment in such’
an environment has mcre than one relationéﬁip to
the work situation. To quote Marsh, Wéperts

iIn veeenns Trainiﬁg .svesee Must reach out across
frontiers, exchange §now~how and confer together
beéause'they too are not exempt fromithe changes
which they so ardently expect from others",(hﬁ“*?
And" thls process one way add, can only be |,
sustained by process of planned training accomp-

11shed and hased on a programme of development

of trainers.

TRAINER CHARACTERISTICS

The flrst characteristic of a good trainer
1s that he shculd be “trainee~oriented".‘ A
trainee-oriented trainer is one who is aware
of the behaviour of trainees around him,' not
as one who only responds to that behaviour but: .
&5 one who observes and analyseglit. The -
analysis may centre round a number of q_ulestions.
What is the efféct on the trainees of the- ‘

behaviour within and outside the class-room?

What are the training goals a trainee
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hopes to achleve by the +training 2

The trainee-oriented trainer is capable of
placing himself above the behaviour in the
‘class-room. He responds appropriately and is
aware of the behavirur of the trainecs .in order
‘to achieve the goals of the programme. In this
context, the tralner has also the need to

adjust his behaviour to the needs of the trainees,

Secondly, a good trainer-is committed to
perform the t;éining‘jﬁb in a'conscigntiqugc _
manner in order to achieve construcéi;é f;aghiﬁg
géals.l Such an approach has an underlying
involvement based on lack of intensely rewarding
) peréondl’gbéis.‘ In this process, a good trainer
will hold a strong basic respeet for all
trainers regardless of their status. <This weans
an understanding of the attitudes and opinions
‘of otters regardless of how 111-informed a
‘trainee might be. Commuication in such an
environment ié'md%e.effectiée as trainees will-
not fear in eipressing_théir thoughts and ~
feelings. Positive inter-Personél interactions
will ?evelop and promote mutual respect and
loyalties. On theé contrary, any lack of basic

respect for trainees on the part of a trainer

will be reflected adversely in the entire
Process of training,
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Finslly,.a good,tr;inen must recognise the
fact that the environment in which he is to live
‘and work in a training institutiom or outside it;
is ssnstantly changing and is dynamic. This
dyn;mic environment inclndeSVthe”training iristi-
tution and 1t has to be realised that new methods,
procedures, attitudes and skills cn the paft of
a trainer are nedessary ingredients for the
success of the enviromment.of the institution.

The trainer is also to be clear about the )

' attitudes and opinions of the trainees, the
tralning institution and the 1arger environ-
ment about himself for a realistic recognition
of his changing role in the onganisqtionﬁ‘ .
LISTENING

The average trainer may spend up to approx-
imately half hisftraining time tn listening, In
‘a_training session, the trainer must not only |
listen with ears open, he must listen in an alert,
© free and senstive manner in order to make s
continuousfapprais?l,of his-own training. A
-Howevsr, as. it 1s§ many trainers are. unprepared
to listen canefully and successfully. Résearch

‘indicates that of all the time devoted to
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Communications, we spend about k5% of that
on listening. It becomes apparent then that
training in the techniques of listening is
important (5).

‘Emotional barriers including the

_ Patterns of.autnority, various feelings about
particular traing situations, different ways

. of Seeing the same .thing, clasthr~perédhéiities
and rarying degrees of impatienoe often prevent
- good listening. The trainer'sfdesire,tq succeed
as a trainer, to get a favourable response from
nis group may cause him to make errors in his
listening and translating what a trainee says,
;Similarly,’the,trainee's desire to impress or
leap frog the }eorning Dprocess might impel'him

- to. 1isten only superficially so that he can
quickly get over the effort of improving his
training impression. To make matters worse,
sometimes there is dis-agreement among
participants.‘ Each man may'run down the othér
.and thus up—set_ the listening process.

Some pesple in authority tend to listen
solely for ;ggté at the expense of idess. Instead
of getting the'totallnicture or concept, they
select the details that intcrest them. They miss
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what 1s benind an ideal, what the trainee s
really saying and feeling, they wiss why a
trainee says and why hﬁ chooses an occasion. to
say so. How tne comments or conversation of a
trainee fit into the general pattern of his
behaviour and perférmance is also lost ‘to the
trainer who istens for facts rather than idea.
Some trainers may elso tend to miss the ideas of
trainées who express ihem by interruptions. A
trainer is likeiy to feel that othersrwili under=-
stand him as long as ﬂﬁe'unﬁerstand them. _
Questions of expression and differgnces,in levels
may‘fﬁfther‘complicate'phis brgcess of lisfeﬁing
. and take awayjéhe attehtion‘neceSSary.. At the
same time, the trainer who succumbs to all t&pe
of distractions. during tréining rannot be liétened
to properly. Distractions have to be controlled,
if not eliminated, in the interest of learning.
Trainers who ma} strongly dis-agyee with trainees,
may more often than not miss the trainee!s cdmments
as part of his listening effort. Further if he
“reacts in anger, or prejudlce, a trainér may never
_hear the messages and never be able to help the
trainees, Conéequently, the trainees might even

feel humiliated and this may cause a rupture in
. !
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the training effort- The trainer, therefcre,
has to indicate continuously that he is receiv-
ing appropriate messages by his listening
effort._ The attention a trainer gives to his
trainees while they are expressing, promotes
confidence and better expression apart from
contributing to the growth of the tfaining_

process,

A mention may be wade here of the
training programmes being develofed\to improve
listening habits and listening comprehension,
The Brown-Carlsen Listening Comprehension test
is.reported to be used with great guceess in
such an effort. With the use of a text book
fdé the listerning improvement course: "Are '
jou'Listening" by Nicheols and Stevens (6),

a 10-week instruction period has.been
developed with provisions for 1istening
exercises eaéh'week lasting 15 %o'zo minutes.
The participants are asked to respond to the
questions cpecking their cowmprehension on
the listening exercise., They are also asked
'to tgke'é listening note-taking exercise A

several timés during the 10-week prcgraumme.
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Bubstantial improvements for bulk of participant
in such a 1istening course have been refuted.(?)
(8). This only indicates that today there is
great awareness of training conrsee in listen-
ing, more especially for treiners. As rightly
pointed out by the American Menagemenf Assocla-
tion, sometime back, on a different context we
have telked too much and ‘1listened too little

8o far. .

A mention may be made here of the efforts
by the Training Division in presenting treining
programmes on Effeceive Listening. A one-dey
Effective Listening programme wasg organised to
' help participants in proving their understanding

of spoken messages, reports and oral information.
It was expected that most participants would be
better able tojproduce a complete and accurate
summary of (written or orsl) spoken information,
Specielly prepared exercises and tape-recordings
were used to assist in the 1earn1ng of improved
'iistening Skc11ls and abilities. The help of
audio-visuval equipment and other teaching aids
were supplemented by pertinent and‘eurrent |
literature on adult listening training. The one-

day programwme eonducted by Dr. Paul C. Berg,
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Director, Reading Centre of the University
of South Carclina,

As a follow-up, 2 programme. has also
been developed to toacﬁ trainers to conduct
Effective Iistening courses. The 5-week
programme (approximately 33 hours) conducted
by Dr. Bérg, is expected to enable trainers
know how to use the special trairing alds
tape~recorders and other traihing material
fof Effective Llstening training., It is
hoped that upon completion of this training
prbgramme, tﬁe participant trainers would be
.able to plan and conduct efficieﬁﬁ listening

'programmES for others. The Tfaining’Division
'woulﬁ be'carefully evaluating:the results
of these programmes so that further, listening

programmes can be developed and planned.

NEED FOR DEVELOPMENT
The development of trainers as a field
of study 1is .not yet organised as a distinct
splanned effort, While there is a plethora of
~literature in the area of trainling techniques,

development of trainers by itself is yet not
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being pursued as a medor training effort. However,
the current situaticn indicates that a body of '
common principles can be identified on thie*important
subject of treiners. Even though these are at best
guidelines, a broad degree of their aceentance is

wide enough to add weight to the_sdbject.

Development of trainers in the test of
circumstances is a process of growth and change.
It cannot be assumed that trainpre can dévelop
instaneously as ageinst deyelognent'SPreaq over e.
periocd of time. The dimensior of time as a '
factor in trainer improvement alone, wakes it an
important point for discussion. There are increas—
ing expectations of possible changes in behaviour and
“attltude of trainees through the medium of tralners.
Whether or not, even through the best of training
techniques 8 trainer can . accompliSh these changes,
cannot be stated straightaway. Even if changes
are bmught_.c;ut, whether they are short lived or
_of some deen import can also not be gemeralised. -
The key in either of these situations 1§ a trained.
trainer; A view is even put-forward that the
development of a trainer in the field of training
is’organic_and evolutionary. It is rather slow,

net discernible and even intangible. Depending
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on the avallability of suitable training
opportunities, the trainer may exhibit improved
proficiency %n his trade but more than that;
a part of nis cevelcpment may still remain
submerged under the surface. _And this leads
to the next related aspect, e.g., the rcle of

the organisation in the development effort.

It is often stated by knowledgeable
experts that development 'of trainuing °
in an organisation 1s a line resvonsibility,
A number of industrial companlies in the West
are planning training efforts on these con-
siderations. For example, a view is taken
that training ;esponsibility cannot be dele-
gated to any other functiorzary regardlesé of
background or speciality. Sometimes, if a
traiher 1s not avallable and a Superviéor
suggests to a Training Depaitment that a
course 1s necessary for his subordinates, he may
find himself plamning and conducting the same,
The responsibility is in fact beyond the mere
conduct of the course. It will be expected
- that the Course Director (whether Trainer or
Superviser) will be alert to the training needs
of the personnel and provide opportunitieé for

meeting these needs,

-
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The role of the Line Manager in'reSPect to
training, both in respect of 'of-the-job' and f‘on-~
the-job' training is thus a dual role. While he
should make the final decision in the matter, he
should not be forced to accept 2’ programme that
has been developed by the Training Department or
the trainer. The trainer on the -other Lend has a
responsibility to see that training is availsble e
to all debartments and that 1t is effective. Some~
times;‘these dpproaches‘may‘ereate‘a“situetion -

:ef dis-agreement between the trainer and the‘Line
Manager, but. the trainer has in all cases the
responsibility.to make available training help,
determine training needs and develop and provide
effective training programme. Accord:ng tq
Karpatrick, the role ofpa trainer is somewhat .
like a medical doctor, who have responsibility for
the health of their patients wilthout the authority
to force a member of the family to take a medical
examination or to take the prescribed treatment (9)

In this respect the oréenisational head has

‘@& very crucial ‘role., Hi& attitudes and styies wmight
directly or indirectiy affect the develop-
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ment process of the ‘trainer, in case training
is an accepted funcilon in the organisation,
It can even he perceived that the top man because -
of his interest in training, may develop close |
contact with the trainers and add and assist
them in their development throuéh his office.

' He may provide them responsibility, assigrment,
'opportunities and finally motivation to'achieve
ail-round developrent a3 coumpetent trainers.

. Conversely, should the top man be not appreciable
of training, at least during his tenure of
organisation leadership, the development of the

~trainer would suffer a major set-back.

Related to the contribution or faith

‘of the top men in'trAinihg, is the questionnéf
“training climate in the organisation. IrréSpeé-
tive of the support or the lack of it from *he

" side of ‘the top r;an, ‘the climate in an organisa-
tion mey or may not be condycive to the growth
‘of training as a comuon e?foft; In case such

a climate is not there, undoubtedly the develop-
ment of trainers would be a major casuality and
this is not infrequéht. Sometimes the support
of ofganisations/departments'begins and ends.-

with lip sympathy to tralning even though only
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‘a great degree of courage may 5e needed to provoke:
anyone to concede the failureshin training -develop-
ment. Very obviously, in additlon.to a set-back’ y
to training per se, the trainers would also suffer
a degree 6f deﬁaluation. The organisatioh gay
not openly come out about 1ts lack of supporf to
trqining, but yet act in practice_to ensure that
the development of trainers recedes into the
 backgroind. This pattern of discrepancy is some-
times in ev;dence and has a great impact on
hampering the acceptance and development of train-

ing in the érganisation.

In some of the situations mentioned above,
how should a trainer react? Should he throw=-up
his hands in the air and cohcede thq battle:

_ honours to the organisation, and to the organisa-
tional leaders since they do not support or
believe in. training. Or should he react to the
situvation by ggsuming & posture based on the
premise that afterall the development of a trainer
1s his own individual responsibility and as such,
should be considered as part of a process of

‘self-development.

hY
There is strong evidence in published litera- =

ture to support this approach. It is argued that
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a traine; has his own unique rersonality,
his own unigue role in the organisation and
his own job objectives. These characteris-
tics to a certain extent distinguish him
from other functionarics in the orgenisation.
Further by and large, he has to operate in a
field which is yet not fully explored. Tne
challenges implied in an all-round acceptance
and development of training have to be square-
ly faced and not ignored. These mey even
involve a c¢lash here or a clash there, & lack
of support now and then and a degree of dis-
appointment at some stages. But on the
criteria of self-developuent, no challenges
are too small and no goals are too high for .
an enthusiastiz trainer. The involveaent 1n

training itself would be a raison deftre for

pushing the frontiers of development and lead
to growth of competence and skills of the
trainser. But this self development can only
sustain if the trainer ié clear about hls back-
ground, his own needs in trzining and his
objectives in terms of the organisational

limitations.
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FACTORS IN TRAINER EFFECTIVENESS

ihe increesing_complexity of‘goternment-
operations and the anxiety for expeditious accom-~
plishment of training objectives reguire that
the. orientation of a trainer shoulc be changed
from routine training exercises tQ something
di}ferent in order to mwake him more effective.
The%e are a few factors which can pley an

importent role in the effectiyeness.of a trainer.

H

L : <
(1) Knowldgdge and experience as a trainer -
(2) Motivation .
(3) Organisational ffame-work.

() Training policies.
} .

'Thus,’trainer effectiveness requires skill
in training, the %ctivation to utilize these
skills fully, capability to apply these skills
and finally policies which_pernit a.range‘ofa
éecisionémaking, broad enough tc accomplish

training objectives,

wraining in training s'ellls may require |
a continued Class-room tyne of setting effort
which may be costly but the absence of training
Skllls can be even costlier and may be reflected



in many inti gitle ways within the organisation.
In case a tralner has not been taught training
skills appropriately, he must b; given an
opportunity to praciice them. The difficulty
is not iﬁ acquiring knowledge of given train-
" ing techniques, but rather to develop skills
throigh experience in using the‘techniques.

A wide variety of training techniques and
methods are ih evidence today and many of them
'are.difectly relevant for promdting better V
gkills in £raining. Obviously, therefore,

it is neéessgr§ to famil}arise the trainer
with the different techniques of training, so
that he;is éble to make his own technique
appraisal wherever necessary for this job.
There can be two possible approagheg: eithef
'demoﬁstrativé! or'oﬁly ’appreci;tive'. A
tdemonstrative approach! will necessarily be
of a longer duration since it will involve a
prolonged exposure of the trainer with the
various techniques separately. Fu£ther, the
trainer will be pro¥ided an opportunity to
individually take part in the practieal

aspeets of the techniques wherever considered
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necessary. The 'appreciative approach' for
training in these technigues can conveniently
be of a shorter duration, since the objective
here will he only to very broadly familiar;ge
the trainer about the techniques. 7waéver,3the
degree of 'appreciation! desired will depend on
the group of trainers selected for sugh a céurse

and their individuwal backgrounds.

The different methods of training are not
appliceble and cannot be applicable td'@}l levels
and variety of participants and to 21l branches of
knowledgé., In other words, no technique is good
“for all'oécasions and e#erywhere. 'Thefe aré a-few
techniques which may créate or éveh“aégra#éﬁe-
diétértions in the feceptivity of the participants.
A fey techniqués even pre-suppose‘a bérticular
background of skills and experience in the
participants.

In view of some 11mita£ions: it.may be
necessary for a trainer to select his own 5leﬁd—
ing of techniques which may be of optimum use to
. his specific background and to‘possikle participants
of his future training ﬁrogrammes. This effert to
.aﬁtempt training in training technidueé has a fewﬁ
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choices, The course might start with a 'survey!
of these technigues whereas another cour;e ray
attempﬁ a 'discussion' of each technique. The
duration and objcctive of ths course would,
Cictate whether it would be useful to take up
the ‘survey! approach.or the tdiscussiont
approach. While the 'survey' approach may be
easier to accomplish, the tdiscussion! approach
haé to face a number of in-built defilciences.
First of all there is the problem of lack of
indigenous training material in these techniques.
There is also the question of lack of trained
people to apply these techniques effectively
and beneficially. Finally, in some institutions
there is also the lac™ of opportunity to apply
these training techniques in appropriate
situations. (10) Much creative work has been
done in the development of tralning of trainers
programmes but a great deal remains to be done
especially in Government‘training-institutions.
Nevertheless, there are many excellent training

rogrammes, training aids and printed materials

which can he used for this purpose.

- Successful training methods Include active

trainee participation. The extent of gnuecessful
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traince participation is the degree to which
tgﬁinihg can be presented with a degree of practi-
cal bias. Since a trainee may tend to fqrgét most
of the subjects soon after instruction, learning

can be most effective when it is immédiately follow-
ed by an appreciation of 1ts application., Appiicaf
tion and practical comments reinforce memory and the
trainer must create occasilons for such t;éinee
involvement. Eventually the deﬁelopmenf of the

trainee may also require repetition or practice.

The extention of trainer development activitles
to include the additional factor of motivat1on, organi-
_sation and policy wiil make new clalms on the trainer
development function as far as the trainer is

concerned,

Generally motivated hehaviour is understeod
to mean consciously directed behaviour as opposed
to that which is performed as an unattractive res-
-ponse. In general, motivated-behav;our 1s that
behaviour which one percelves to be the-means of
attaining and satisfying that means which at that
time aFe pPreponderant in one's conscious state. |
An individual's behaviour then is dependent upo£'
his negds. A.F. Maslow has suggested that\there

exists a certain hierarchy ofjtheée needé. (f1)

L]
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Within this framework Maslow categorises all
humsn means intd five classes. The pny=iologi-
cal needs, the safety needs, the love needs,
the estecem nceds and the need for actualisa-
tion., The important contributién of Maslow's
approach is in his c$ntention that man's needs
are arranged in hierarcﬂy, 6T in other words,
man's means are directed te fulfilment of his
mdét conscious needs. A later emplifilcation
of the Maslowl/s theory is discernible in the
work of Fredrick Herzberg. Herzberg conitends
that there exist. two factors. 0On the one hand
are the 'hygdenic factorst - those if properly
maintained act against the individual. At best
that operate to maintain those what Herzberg
refers to a '‘neutral zone'. The motivated
elements are, according to Herzberg, the
intrinsic factors. These factors when proper-
ly applied and administered have the effect of
motivating the individual from the needful zone
Eo satisfied state, A few of the recognised
motivated or intrinsic factors are : growth,
achievcment, responsibility and recognition.
The numerous hygienic factors are : wages,

salary, supervision, work rules, etc. (12).
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Motivating factors specialiy those which
rclate to job-content are perpetuating. {13) A
trainer who performs in. an cnvircnment whether he
1s allowed access to, say, information, freedom
to affect a decision, training responsibility that
enables him to use aptitudes and a gengral atmos-
pﬁere of approval will undouhtedly be highly satis-
fied and this cycle is continuous. The specified
trainer will usually ceek out more responsibility
and training authority as hié previous achlievements
are recognlscd and rewarded. ‘Not ou.ly 1s the train-
ing benefitted by the increased quality and quantity
of the traincr's contribution, but wore significant-
ly, the trainer in his own eyes as well as those wf

the traineeg becomes a development trainer.

A few activities appropriate to motivating
trainer can te suggested. These are : incentive
compensation, the stature within the oréanisation,
participotion in meetings involving higher or
equivalent levels and invitation to participate
in other management and administrative programmes
in the organisation. It is aprarent that even
in this limited 1list, some activities are required

for trainer develooment which are not normally
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associated wlth the trainer's function such as,
sala;y,.administration, pPublic relations,

employee relations and public administration.

A trainer who kncws how to motivate has
distinct advantage over others who do not. Moti-
_ vation will determine whether a trainer can put
~ his best in'the training effort or whether he
will only perform half-heartedly: There can be
mahy ways to motivate a trainer during the pro-
cess of tralning or development. One can start
by encouraging and eniisfing his attitudes and
' needé._ Another way could be to inform him of
,hisyprdgress and having him set his own lea;ning
éoals;' A successful trainer must be able to
capture c¢omplete attention of his.grbup and get
its cobperation and confidencé. By putting the
| trainers at ease; an attempt should be-made to
discover precisely about thelir background and
. encourage them élbng'the objectives of the
training prograume., The trainer also should
be told what he has.to learn for his develop-

. ment and what is the over-view of hls Job. It
is necessary to be patient during this phase of
development-and any nervousness apprehension or

1ack of confidence has to be overcome by careful
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motivation. Over supervision or criticism nay
. work agalnst the effort of motivation and serious-

lf hamper training.

A word about the related area. of _communica-
tion. Communication is a highly complex and in-
: wvolved process in the context of training.‘ Generally,
management text books define communication process
as consisting of two people with a message passing
between them on the analogy of a tran°mitter and
a recelver. The transmitter has a purpose of indi-
) cating. Ideas are converted into language symbols
and thus form the message which is transmitted. The
. recelver receives the message, views ﬁhe,isnguage'
symbols, abstracts.from_them‘oheir idea—content
and re-acts to the message. Feed back, of course,
*is required to souni the tnansmitter as to evaluate

the effectiveness of the communication.

While this over-simplified picture of communica-
tion may not be valid in the larger context of
industry or business it has a relevance to the
training situation. The trairer has a unique
role here. To be effee;ive, he must know how
his communication is golng to be used, who'1is

. going to use it and ¥hy It is needed. The purpose

used and the traineo's-training needs are the
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design factors and unless the trainer knews
‘these he will be in no positﬁon to design
an effective communicstion as part of hils role

as a_tralner.
\

It is a dffficult exercise to ldentify
“the wore important communications skills and
jméx'bé needed in the context of trainer develop-
ment; They could range from effective listening, .
| effective reading to effective conference leading..
-~ Paul-0! Rourke has identified 12 skills which may

be relevant in-this'exercise.‘(1h),'

According to DePhilips, an effective
instruction is a function.of job knowledge,
feaching skills, experience, personality, train-

‘erst! attitudes, communication and management.

‘The ‘importance of -these factors is indicated by
* ‘the five I's of intelligence, information,
'-initiatlve, integrity and ingenuity. (15) Planty
also statest a qualified instractor must (1) be
familidr with the subject or skill or attitude |
~ to be taught (QQIKHOW'hOW to teach it effectively,
" and (3) vant to teach 1t. (16).

The discussion of motivation will not -

"be' compiete without a reference to the need for
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continuing good morale.' It may be'necesearj to
pay attention to the difference variables which
comprise the personality of the trainera The
need for good morale is well realised today in
all respects of training development. Identifica-
tion of values and needs, the need to .develop job
security, initiative and appreciative review of
performancde may hold the key to better moraled.
- Recognition, appreciation and education can. always
motlivate a trainer and maintain high morale during

the development of a trainer programme.

"‘Organisations can encourage or inhibit
creative training. They can aid or frustrate the
implementation of-training-decisions,-'While it is
- largely accepted that:organisations‘must be, bullt
around the capabilities of its;constituents, they
should be flexible enough to take-note ef the
contributions of others also. The authorities
..responsible for development ofetrainers_shouid“?;

" have a reasonable voice within the-organiaation.

Training policies wherever'existing pave
to be considered as guidelines for the development
work. These policies should be used to facilitate

procedures in.respect of implementation of trainer's'
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- training plans. Wwhen policies are net clearly
available, this may inhibit the training
process. Normally these policies should cover
the full range of training responsivility.
The important fact is that effective develop-
ment of trainers will be achieved if limison
be eétablished between the nature of the
performance desired and the training pvocess
1tself, |

‘ Anieffectiveness approach to traingr
deveiopment would tehd to change the emphaéis
-(during‘train;ng of trainerg) from the agc?mula-
tion of knowledge to the'abiiity-b get training
- results. It way e&en require assistance from

' ﬁ—' Wt 'q-" LI -;he wIg P LG Wleras cny ) uth&&

than the trainers themselves. Motivation of
_ trainers involves intangihle as well as material
- Tfactors. As the dimensions of trainer deveiop-
ment efforts 1ncrease, the trainer development
programmes will have to rely more and more on

upper level support in an‘organisation.

-

" COMPETENCIES NSEDED

_Any discussion of the developmeg§

of trainers would be incomplete without a
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| reference to the ‘profile of a 'developed' trainer
or the proficilency supposed to be a part of such
s trainer. Some time back, the Amerilcan Society
\for praining and Development published -a research
report (17) outlining some of the 'competencies'
needed by senior training\personnelklncluding
Trainers. The report was based”op an extensive
survey addressed to a wide field of seniof
training'personnel both in the Government and
:industry. The 1ist of 'competencies' which the
survey respondents were asked to evaluate were'
.in’ three major areas: knowledge, training
techniques and abilities.* A detalled analysis
‘}evealed tﬁét a few abilities were reted consist-

‘éhtly,véry lmportant by over 80% ef the respon-

' dents. These abilities related to : (1) Deter-
‘mination of training needs within the organisa—~
tion (2) Obtaining organisation support for a
training function, (3) Defining the ob;ectives of
the trainiqg programme. It is significant how
these thrée areas appear So meéhiﬁgful when we talk
about development of trainers in our own environmént.
It is undenied that a trained trainer should be

, able to appreeiate and deternine effectively the-

* For the Research Survey, KNOWledge and APilit
were de_fine?d thus Knowlédge - The understandi?xg
‘or perception of information needed for employée
training work. Ability - The capability of carrying

out a specific activit in conne
__of_training. ¥ ction with the work
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training needs qf tthqrganisation and the
objectives of the training prngrammes. It is
interesting to mention that the suryey also
_indiéated that training personnel in the
Govermment needed basically the same 'compe-
tenc}gS' as those in industry. Ifrésﬁective
of the debate as to whether a trainer can be
part of a 'defined' profession, the need to
- 1list at least a few common areas of develop=-
ment for-him‘remains valid, and studies iike
-the one cited ghove can be very helpful te
-assist further work in this direction in our
training instithtions.intepested‘in the develop-
ment of traigefg, The comments of McGéhee and
Thayer are worth notinga_"Anrindividqallmust
have a reasonable degree of'gégg;ggggg in
knowledge and skills if he is to instruct
another person in tasks requiring theseskills
and knowledge. He does not have tole a star,
but He must at least be capable ef piaying'on

o ‘ : _ N
the team if he is going to act as a coach..."(18)

As a related thought to the subject
of competencies is the whole questionrof‘train-

ing of trainers in management. (19) That we
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1

should train trainers in managemeﬁt.fbr at

fi;asf two distinct reasons : to help'perform .
better their t:aihing work and to prepare some
of then forrmore sbecialised'training aséign—
ments, ‘1S largely accept¢d. This also includes
the need to develop wholesome attitudes and thus
improve the trainers operating effectiveness.

The underlying objeétive'of sﬁch'manégemenﬁ
“training is ot tb'imfart extra kn6w1edge but

‘to develop the'tréiner's‘ab?litiéglénd out-look
and ‘to give an appreciation of the other areas of
managemeht outside the traiﬁer's.own speqiality.-
In other ﬁofds, such training ﬁouiﬁ help the
trainer to think through the problems that
confront him in his job, leading him to develop

eventually as a more effective trainer.

As a broadest common approach, the concept
of such management training would include.the well-"
known functions of planning, orgénisiﬁg, coordinat-
iﬁg,-motivating and controlling.- -Some of these
have been discussed in the eérlier sections in‘fhis
monbgrapn. Since the purpose of effective mahageq
ment 1s also construed as an ability to achieve
results through the effort of others, management
training must involve full recognition of human

.values and individual personalities. Training in
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the Subject of management would enable the
trainer to think abeut his job in terms bf

‘ specific concepts, anq will improve_his mental
fléxibility. By freeing the trainer from any
pqssiblé narrow view of his work it will alse

.enablg_@im to See,the need f&r change, to grasp
_new devélopments quickly; éo retrain himself

_wh?n necessary @ng'to-develop creativity,

- Judgement and planniﬁg.
Formal/Infarmal Training

In setting out to ensuré the flow of
.ﬁga;néd trainers, it seems important to devise
a trainer devéiopmenﬁ programme which 1s a
blendidf'both formal and informal‘metﬁods.
Neitler mﬁy be'completely’Sufficient by itself
‘to"produce the kimd. of trainers, institutions
must ha¥ve -a year ahead. Even the most perdeptive
of Training institutions.directors or others would
be“hard-put to forecast wlth reasonable accuracy
%he'ifaining requlrements over the next few years
or ‘4 dédade.  The interests and the spheres of -
aét;vities in the Government are changing too
" rapidly. What we do know is that-the responsibi-
“3ity in producing theSé trainers when they are

~neéded rests to a large weasure on all-of us
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engaged iﬁ'the.trainipg f+eld today., Some of the
future training needs may be fil;gdrfrom the open
market by attracting qualified persons f:oﬁ other
organisat;oné. But 1t may be unwise to count
on this method alone. There are not enﬁﬁgh trained
trainers to go around and the cémpetiéion‘fof'their
sarvices ma& become keen."Improved sélary scales,
perquisites and other working emenities which are
being of%ered‘may make it more difficﬁit-to_persuade
brilliant trainers to leave their existing surround-
-ings for individual poslitions which néy'at best
entall some risk. ‘There are alsb instances where
the advantages in using trainers already familiar
with a institutibn, precludes seeking the services

of someone outside the organisation.

It scems that'the informal means of develop-

 mént'of a trainers! potential operates on a more -
personal and individual basis than does a formal
- training programme. Formal training can be well
planned in advance. It has carefully pre-determined
'obJectives and definite approébheslfbr'accomplighment.
‘It 1s prepared to impart knowledge of specific

subject matter iﬁ a pianned sequence and order.

But 1t differs most from an informal progfamme.in
that 1t is drawn-up without any specific 1n§1v1dua1(s)

in mind. Any number of trainers may run through a i
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formal course of training and by and large "they
will receive seme information and Will bé exposed

~to identical m2terial,

o ~ An infbrmal training programme is ideally
a supplement to a proscribed formal programme.
Formal instructions are 1mportant and necessary
and should function as a basis of trainer
development programmes. Some authorities feel
that after a number of trainers ‘have been exposed
 as a group to formal training, they should next

| move into informal programmes which will seek

to aoquaint ther more specifically wvith their
ufuture Job requirements and undertake ‘their
development as an individual. It is argued
'that 51nce no two trainers are exactly alike,
the methods used to develop their potential

Jas trainers must be tailored to their individuval
Lpersonalities. As a follow up to a formal
Jprogrsmme, anAinformalfcontinuinglinstruction*

assumesrgreet importance for trainer development,

* For a detalled discussion on the theme of

' Continuing Fducstion and its need for develop-
ment of' trainirng, see, T.N. Chaturvedl, 'Public
Bervice and Modern Challenges - Need for
Continuing Eduecation! 1 based on a papers
presented &t the first course on Training of
Tralners, Inéian Tnstituue of Publie
Administration 1970, and issued ae Tralning
Abstract No. 10, Training Division, Deptt, of
Personnel, Cﬂbinet Secretariat, Sept. 1970,
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;The above approaci.°whether as part of
'formal"or tinformal' training has to be related
to the need for preparation of realistic and
meaningful training plans. These plans will depend
for thelr success on a matching of resources and
_facllities vis~-a-vis the training needs of the
trainers. The best of the plans cannot neet all
training needs as the requirements of a trainer
should be visualised as a contlnuing process. At
best one can lay-down priorities. This effort
to balance needs and resources is also related to
the question whether institutional resources and
faoilities are adequate to nmeet the demands or the
' resources’have to be supplemented by assistanoe of
other sources{ Even though an-absolute balancing
' ean neither be attempted nor achieved reasonable
efforts for the exercise should be made otherwise
the formulatlon of trainlng plans wlll be devold
of wellndeflned targets and thus get lost in the

total plcture of tralner development.

CONCLUSION

In the development of trainers it is difficult

‘ %o, determine which of the various factors mske the
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margin of_difference-inva successful training
progremme. The question is difficult to answer
because of the inter-relationshiﬁs of various
factors which impinge upon the success of any
. glven tréiniﬁg} Clearly it is difficult to have
ré good irpgramme if an understanding of the
‘Trequirements of,the trainers is not consldered.
To make a successful programme which enthuses
traihers, maintains their interest and causes
them to talk about it, is largely dependent -
,?gpon the value of thé‘prggramme. The literature
on the subject indicates a few psychologlcal
approaches’ to this dlfficult subject on the .
bdsis that a trainer has to be developed to be
icéncerned with organisational goals and personal
goals also, because if it does not satisfy both
hig development will fail. The. psychological
approaches have also as a support, the concept
of 'behaviour-directed %raining'; -8imply stated
the*pSYChblogical-concept étipulates that an
individual dis-engages ffom the learnipgjéituation
when‘his_personal goal has been achleved. .It is
.,argued'thaﬁ a-majbr roié“of such training will be
_to_safisff Peréonal gcals which are complimenﬁary

-to the goals of the organisation. Behaviour-
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directed training implies that the antivities, ldeas
and subject matter of a training programme should be
oriented, directed and struc+ured to have direct
application in behaviour on the job of the tneiner.‘
The participants are expected to face and solve
problems and solve'then petter with the information
and guldance of such a training programme. The
‘ behaviour-directed tralning will requires
‘a) applying organisational goals as a standard
b) what behaviours are relevant in terms of that stendard
c) designing the training to cover the problem areas, and
d) training for better behaviour in the performance of
a trainers job. These concepts could be ennisaged
as reasonable goals for a developed trainer, Practical
results in.the.form‘of published studles are few,
and as Such many feel that while the-concepts can
" provide the direction, it yet-remaine_te be seer
how far on a practical basis, significant behaviour

dhanges can be expected on the basis of such an

approach.

| Today the trainer, faced with increesingly
complex preasures in rapidiy changing environments;
must have guidance for planned development. He
cannot be expected to improve without being adequately
developed to take_part in the proeess. Since the role
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of trainer will be tough and demanding, it is

_ only necessary that we should train trainers as
_'weli, for at least two distinct reasons : to
help them perform better their training work,

: and to prepare some of them for more specialised
“training assignments.' These of“course, include
_the need to develop attitudes and thus improve

vthe.operative effectiveness of a treiner;

-

Since adequate numbers .of treiners are
not available the above comments become more
pertinent. As a possible approach, the gap may
be filled by 1ndividual trainers who ‘hdve other
-specified aob but can arrenge to spend on a
part—time basis some time on training ectivity.
These 1ndividuals could provide training help
during the peried while full-time trainers are
being developed through experience and training.
:How far this approach may work is uncertain
’because such experienced individuals may be
difficult to locate, and persuadedte 5pere time
err traininglactivity;

. “:It wonld.be'relevant to mention'here
none important contributing cause to the need for
;development_of trainers., Todey not only gualified .

trainers are far too short of the needed strength,



~: 46 1~
2Mere 1s also a degree of pronounced difficulty
'in their recruitment. As far as the Government
institutions are concerned, developed trainers are
often lost due to administrative trans'fe‘rs and
postings, thus depriving zn institution of: trained
hands. 0pen market ‘recruitment by government insti—
- tutlions. is not very helpful because of their inability e
to offer competing and attractive remunerations.' The
non-gOvernment institutions have also their own problems .
in this areas of recruitment.A Firstly, the pool of
eligible candidates is much too small while the
claiments are many. Secondly, the relative reputation
,and tradition of training inst itutions acts as a
limiting fadtor. These. cumulatively result in a degree
of mobilitf with personal shifting from one institution
" to another, thus keeping alive the issues of recruit—
ment. . Purthermore, the problem become genuinely
difficult for specified training programmes/subjects
where the avallable expertise is, to start with,
limited. This appreciation only highlights a common
conclusion that since experienced'and'qualified trainers
are currentl&'in short supply, the development of '
trainers as tart of training effort cannot be delayed,
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