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CRITICAL ELEMENTS OF INTERNATIONAL WORKFORCE TRAINING!

Sue E. Berryman’, Andrew Natsios, Jill Elkins and Jane Marquardt”

Billions of dollars are invested annually in training in the context of global development programs®. To
make this a wise investment, it is critical to put careful thought into how the training is designed. This
article identifies the fundamental principles for delivering effective training. It has six sections. The first
discusses the need for design principles that, if properly followed, dramatically increase the chances that
investments in training will result in improved job or group performance. The second, third, fourth, and
fifth sections specify those principles that MTC and others have found to be crucial to effective
workforce training in domestic and international contexts®. Section 6 concludes the article.

1. Well-intentioned training is not synonymous with effective training.

2. Effective training requires an understanding of the context that gives rise to the perceived need
for training and in which training will be deployed.

3. Good training doesn’t just happen—it has to be comprehensively designed.

4. Effective training requires a systematic measurement of results—the point of training is not
training, but improving an individual’s or a group’s performance.

5. If possible, training capacity should be sustainable.

6. Conclusion

The principles examined in sections 2-5 are formulated as standards that training providers should meet.
However, training providers are subject to what those funding and procuring training let them do. In
this sense, these standards are standards for training funders. Meeting the training standards
enunciated in this article, such as conducting a proper training needs assessment, entails costs for which
only training funders can budget. Similarly, those that fund and procure training control the “context”
for the training—specifically, whether the training is provided as stand-alone training or embedded in
and supportive of the larger goals of a project or program. The evidence is that stand-alone training is
more vulnerable to design and thus effectiveness problems than training embedded in and supportive of
the larger goals of a project’.
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L. Well-intentioned training is not synonymous with effective training

Historically, training activities, whether financed by corporations, governments, or donor nations,
have often not been held accountable for producing improved job or organizational performance.
Today, in the arena of international workforce training, it is becoming less and less acceptable to
justify expenditures for training simply by showing that training services were provided or that a
certain number of individuals were trained. Did the training really fix the problem that it was
designed to address? Is it even a problem that can be solved by training?

An improperly designed training process can nullify or significantly dilute the intended benefits of
the training activities. For example:

e Trying to improve the provision of public services by training civil servants is undermined in one
country by a Government policy that rotates civil servants among ministries every three years.
Thus, a civil servant in the Ministry of Education trained to manage the modernization of the
curricula for secondary education might be transferred to the Ministry of Commerce where his
or her training is completely irrelevant®.

e A country’s publicly provided vocational education system selected offerings without taking
account of employers’ skill demands. Thus, even when trainees mastered the content of a
program, their newly acquired skills and knowledge did not translate into better access to jobs
because employers did not need what they had learned.

e A training curriculum relied on written materials, but 20 percent of the training participants
were illiterate’. In a developing country MTC observed a vocational education center that had
been established with impressive donations of equipment and training manuals. However, the
manuals and the curriculum documents were in a language that neither the students nor the
teachers could read.

¢ In a national nutrition training program, community nutrition promoters obtained high end-of-
course test scores. However, on the job observations of those trained found that they could not
accurately apply what they had learned. In fact, only 36 percent of body mass indexes recorded
by the promoters were correct°.

e A government tried to get teachers to complete in-service training on their own time. This
policy triggered a strike and a four year fight between the teachers and the government,
seriously compromising the training program“.

These examples are only a few of the many that could have been given. They underscore the need to
adhere to those design principles that significantly increase the chances of achieving effective training in
global development programs. The next four sections identify these principles.

®World Bank, 2008b, op. cit., p.4.
° Ibid, pp.72 and 77.

\bid, p.21.

" bid, p.136
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1. Effective training requires an understanding of the context that gives rise to the perceived
need for training and in which training will be deployed

Training is almost always triggered by a performance problem of individuals or a group, but a
performance problem may not signal gaps in skills or knowledge. It may stem from perverse or
conflicting incentives, dysfunctional organizational structures, or insufficient or inappropriate
organizational resources and processes. Training is the appropriate response only to gaps in skills and
knowledge implicated in job or organizational performance. If the performance problem stems from
other causes, training will not touch the problem. For example, dramatically expanding
vocational/technical education to solve a youth unemployment problem will not work if the problem
stems from weak economic growth, not from job applicants’ weak skills and knowledge. If a public
organization is performing its functions poorly because top management is simply using the organization
as a channel for political patronage, gaps in skills and knowledge are probably not the issue, and training
will not be the right solution. As one manager put it, “When a good performer is put into a bad system,
the system will win every time (almost).”

Before training is supplied as a solution, an initial assessment of context—an “environmental scan” —
should be conducted to determine if gaps in particular skills and knowledge are in fact obstacles to
performance. Here training provided in the context of a project, as opposed to a stand-alone training
activity, has the edge. The resources to prepare a project are more likely to allow the creation of the
analytic sub-stratum on which the decision to train and the design of training should rest. These
analyses include labor market studies and assessments such as evaluations of the pertinent institutional
framework; analyses of the functional structure, human resources, and operating procedures of relevant
organizations; poverty and social assessments; expenditure reviews. Stand-alone training activities
rarely have the budget or the legitimacy to conduct these broader contextual analyses.

Even if gaps in skills and knowledge contribute to the performance problem, they are usually not its sole
source. Training that does not take into account incentives and organizational factors relevant to the
training is very vulnerable to failure. For example, the staff of a developing country’s Tariff Commission
needed better skills and knowledge if they were to perform adequately. However, the design of the
project within which the training was embedded failed to take account of the high staff turnover that
nullified payoffs from the training. Inadequate tax collection, with tax revenue amounting to less than
10 percent of GDP, was resulting in extremely low salaries for civil servants, leading to problems in
retaining capable individuals™. Those responsible for the project recognized the threat to the training
investment, but saw it — probably legitimately — as being outside the project’s scope. What they failed
to ask was the next obvious question. If those being trained are likely to leave the organization for
which their training is relevant and staff retention cannot be improved, should the training investment
be made atall?

In contrast, in the same country, the Central Bank used international financing and technical advice to
establish a badly needed policy analysis unit. The financiers made their support conditional on
increasing the retention of highly trained staff, including a guarantee that staff members would not be
rotated out of the policy analysis unit once they had been trained. They provided salary supplements
for the staff of the unit whose capacity was being built, on condition that the governor of the Bank
would work to secure higher pay for staff members on the basis of their expertise .

2 world Bank, 2008b, op. cit., pp. 6 and 22.
13 .
Ibid, pp.6 and 22.
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The Tunisian Government’s campaign to make trade-related transactions more efficient illustrates how
the effectiveness of training can depend on changing the “rules of the game”. The procedures for
external trade in Tunisia required the processing of documents by multiple agencies — the Ministry of
Commerce, banks, the port authority, and customs, as well as the usual professional organizations such
as customs brokers, shipping agents and freight forwarders. The 19 distinct steps involved in an import
transaction and 15 steps in an export transaction translated into an average of 8 days —ranging up to 18
days—to process trade documents. In addition, customs officers could and often did profit personally
from border transactions. Government recognized that payoffs from training officers in more efficient
systems would not materialize unless the accountability problem of the customs officers could be
addressed™.

The Tunisian Government changed and enforced its legal framework to attack corruption. Customs
officers were now fired if they were caught taking bribes or did not perform to the new efficiency
standards. Government complemented these sanctions with positive incentives for better performance
by significantly raising the pensions for customs officers—but this incentive cut both ways. Losing a job
now became very costly because the individual forfeited his or her pension. At the same time, customs
officers could only perform to new standards if they had the requisite training and organizational
resources. Training took several forms: (a) study tours abroad to “see” the efficient management of
border controls — e.g. to Singapore to observe procedures for clearing ship cargoes and the elapsed time
for a clearance™; (b) training of customs trainers in Europe in efficient border management; and (c)
establishment of a customs officer training center at which these trainers trained cadres of customs
officers. New organizational resources were put in place, such as computer systems — the Tunisie Trade
Net (TTN) — that expedited transactions and simplified and standardized documents such as customs
declarations.

Again, training within the context of a project has the edge over stand-alone training for dealing with
contextual factors that might affect the payoffs from a training investment. A project is better
positioned than a stand-alone training activity to tackle multiple factors. For example, a country’s social
security agency needs a computerized database and staff trained to use it to manage its social security
payments. A project can finance not only the necessary training, but also the purchase of any
computers and software that the agency lacks and that trainees will need in order to apply what they
have learned.

1. Good training must be comprehensively designed.

Good training is much more than putting together a curriculum and training materials. It requires
careful decisions about and implementation of several steps. In each step, it is important to include the
beneficiaries of the training and the local staff in the design and implementation process to ensure that
actual needs are met and that the training will be sustainable.

e Specify training objectives and arrangements to measure whether they are met

e Assess training needs

e Specify the criteria for selecting participants

e Develop the curriculum, pedagogy and training materials

e Select delivery mode, deliver training and measure outcomes

e Arrange follow up to the training

" bid, pp. 99 and 120-126.
» Singapore took 25 minutes to clear a container of cargo; Tunisia, an average of 8 days.
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Specify training objectives. Training is expected to improve the performances of individuals or groups.
In other words, it is conducted for instrumental purposes, not for broadly educational or mere
enlightenment purposes. Accountability for training starts with the clear specification of the training
objectives and decisions about how and when to measure the outcomes.

A surprising number of domestic and international training providers fail to specify in measurable ways
what they are trying to achieve. For example, an objective of “better child-rearing skills” is so vague that
it is not clear what changes in parental behaviors would meet the goal. Obviously, the chances of hitting
the target are small if the target is fuzzy or has not been defined.

In terms of measuring training results, it is important to recognize that these can be evaluated in two
ways: by measuring training results in the workplace or by evaluating the quality of the training process
itself. Most methodologies for evaluating training results are based on the Kirkpatrick model that
distinguishes four levels™:

e Level 1. Participant satisfaction. Did the participants like the training? Satisfaction is
usually measured through an end-of-course survey of participants.

¢ Level 2. Learning. Did participants learn what the training was supposed to teach
them? Learning is usually measured by a written test or by completing an exercise that
requires the participant or team of participants to properly apply the skills and
knowledge taught by the training program. For example, vocational training programs
often involve either real or simulated work environments, letting employers determine
if the participant is “ready for work.”

e Level 3. Workforce performance outcomes. Are training participants successfully
using acquired skills, knowledge and attitudes on the job?

e Level 4. Organizational impact. If training participants are successfully using what they
learned in training at their place of work, have they increased their organization’s ability
to achieve its objectives?

Research has indicated that participant satisfaction is not strongly correlated with other training results.
Participants may be satisfied with the course even where there are only small learning gains or training
does not lead to improved workforce performance. Levels 2, 3, and 4 are linked, but in reverse order. If
training is to impact the organization, it must affect the way in which those trained do their work. If
training to affect workplace performance, trainees must have acquired new knowledge, skills or
attitudes through training. On the other hand, achieving level 2 (participants learned what the training
intended to teach them) does not necessarily entail the proper application of learning in the workplace
(level 3). Similarly, training can help participants perform better (level 3), but without their impr oved
individual performance necessarily affecting the performance of their organization (level 4).

One of the most important (and reassuring) empirical results of the World Bank’s recent evaluation of
Bank-financed training is that the quality of the training process is highly correlated with training
results”’. “When training is done according to good training management practice, it generally succeeds
in achieving its objectives. Where training is designed, implemented and monitored poorly, it generally
will not have the desired results. Evaluating the quality of training management processes may be
simpler and cheaper than evaluating its results and can provide accurate information on whether

*p. Kirkpatrick, 1998. Evaluating Training Programs: The Four Levels. San Francisco: Berrett-Koehler.
Y World Bank, 20084, op. cit.
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training is likely to succeed. Evaluating the training process can also indicate which processes should be
improved in order to produce better results.”*®

Assess training needs. Training is only effective when it addresses the specific needs and circumstances
of target individuals or organizations. One of the primary reasons that training fails is that training
content does not properly address those gaps in skills and knowledge that compromise individual or
organizational performance. The skills needed to perform a job may be misidentified —for example,
when they reflect what vocational teachers know how to teach, not employers’ skill needs. Or the skills
and knowledge possessed by job candidates or staff may be inadequately assessed. Unfortunately, the
training arms of international donors do not systematically conduct training needs assessments, often
because those financing the training do not pay for assessments.

In one developing country low-skilled inspectors defined the training needs for an in-service teacher
training program without consulting with or systematically observing the teachers. Not surprisingly,
these courses missed their mark. A regional seminar on trade facilitation was “too general” and had “no
traction”. “The seminar was shooting in the dark because it was not based on a careful needs

19
assessment. It was a complete waste of resources” .

In 2004-2005, MTC was part of a joint-venture project in Iraqg whose objective was to help the Ministry
of Labor and Social Affairs (MOLSA) re-design the vocational and workforce programs operated by the
Ministry. The program included several levels of training for workers within the ministry. MOLSA
Outreach and Career Counselors received training on system design and specific job skills. Vocational
teachers were given “train the trainer” courses in curricula design and teaching of the trades. Job
seekers were given on-the-job training and workforce skill development. Many other types of training
and trainees were included. But before MTC could even begin to think about providing training, several
assessments occurred. Two different phases of a Labor Market Study were completed to identify the
top 10 viable occupations for the next five years. A thorough Gap Analysis was done on all of the
employment centers in the 18 governorates. Assessments were done of the skill and knowledge abilities
of the MOLSA staff and trainers. “Pre” and “post” assessments were included in all modules of the
training.

Select participants. For training to contribute to development objectives, it has to involve the right
people, and the right combination of people, in any given classroom. Training participants are more
likely to be selected in a highly targeted way when the training is embedded in a project or program.

Usually trainees should have similar levels of experience and expertise in order to facilitate learning. A
common error in participant selection is when a wide range of participants (e.g., from different
ministries) is invited to participate in the training, resulting in training that is not targeted to the specific
needs of the core staff. Lecturers tend to adapt the content of the course to the lower to middle range
of participant expertise even though persons whose work is most directly related to the course topic are
those with the greatest amount of experience and knowledge in the field. As a result, training is not
targeted to persons for whom it would be most relevant for organizational capacity building, but to
persons whose work is only marginally related to the course topics.

¥ see World Bank, 20083, op. cit., p. xiv, and the discussion of Monitoring and Evaluation in the website for this report:
www.worldbank.org/ieg/training.
* personal communication to one of the authors.
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There are two important exceptions to this general rule. One is when the training is designed as self-
paced and the teachers are trained to support the learning of individuals at different initial levels of
expertise. The other is when it makes sense to train an entire work unit together, placing managers,
technical staff, and support staff in the same classroom. Although members of the unit will differ in
their expertise, they will share a common understanding of the unit’s function. And, if well designed,
the training will help them understand how the new skills and knowledge that they are expected to
integrate into their specific job responsibilities meshes with similar changes in the job responsibilities of
other members of the unit.

Especially in developing countries, training that pays a good per diem or involves study tours or study
abroad is particularly vulnerable to distorted incentives or “elite capture”: managers may select
individuals for training as a "reward", not because they are the right people to receive training.
Alternately, when training is not valued by beneficiary organizations, trainees may be chosen because
they can most easily be spared from work.

Develop curriculum, pedagogy, and materials. There is not a single “best” way to design a training
course. The curriculum and learning methods have to be matched to the objectives of the training and
the characteristics of the participants, with instructional designers considering questions such as these:
What are participants’ literacy capacities? What languages are they comfortable using, and how should
linguistic variation among the participants be handled? Will participatory methods and practical
exercises help participants learn the training? If the training involves “hands on” activities, how should
these be designed? For example, curricula used to train rural tribe members in Southern Sudan on using
cement to build a hut would not be the same curricula a trainer would use in Indonesia to train workers
on building cement buildings. Should the training content be delivered all at once, or spread over several
weeks or months? How small should the class be? How should the content of the training be
sequenced to maximize understanding? How much time should be devoted to specific topics?

In the World Bank’s evaluation of Bank-financed training, interviews with training participants
pinpointed two recurrent problems with curriculum and pedagogy: course length and in-class
opportunities to practice applying theoretical learning®®. Participants stated that too much information
was condensed into courses that were too short for the material being covered or that courses had
covered too many topics on a general level when focused skill-building in one important area would
have been more useful. Course length should be determined by training objectives. If external
budgetary or scheduling constraints dictate the length of training, it may be necessary to either revise
training objectives to make sure that they are realistic, or stretch the training out over several years.

A common complaint was that the courses were too theoretical, and participants did not understand
how to apply their learning on the job. Research on adult learning indicates that tasks learned through
practice are more likely to be remembered, particularly where more complex skills are involved. Use of
practical learning techniques, such as exercises, action plans and in-class projects, is fundamental to the
sustainable acquisition of skills through training. Practical learning techniques also enhance participation
and trainee interest, and let the trainer monitor the progress of participants and give them feedback on
how to improve performance.

Delivery mode. Can the content be covered using e-learning or distance learning, or is face-to-face,
classroom-based learning necessary? Collecting participants in a central location for face-to-face

20
World Bank, 2008a, op. cit., Chapter 3.
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training is usually expensive. However, with e-learning or distance learning, participants are less likely
to stay involved in the training.

MTC Works, one of MTC’s innovative workforce training programs, was instrumental in assisting a paper
mill in making the transition to on-site training. Through a grant from the U.S. Department of Labor, the
mill was able to develop interactive software for their workers to learn the processes involved in
operating a new paper processing machine. Modules were developed with “click and drag” visuals and
schematic drawings that allowed the mill workers to experience the processes in the classroom that
they would have to apply in the workplace. The software also included an automated data recording
system where the workers could take an assessment that was scored through computer aided systems,
and then their score and completion certificate were automatically generated on their personal tracking
screen. At any given time workers and their supervisors could view how many modules they had
completed in the course and how they scored on each section of the curricula. This process saved the
mill thousands of dollars each year that had been spent on sending the mill workers to training in
another city with the associated costs of travel time, meals, and lodging. With their own on-site training
the mill controlled the content of the materials and workers could com plete modules at their own pace,
either at home or in allotted time at work. The result was more workers trained in more relevant skills
at a faster rate.

MTC Works also developed a Mobile Training Van to assist employers in providing training on-site at
their facilities. The van was equipped with 10 computers, internet access, handicap access and other
features for mobile training. This mode of delivering the training saved money without sacrificing
effectiveness.

Follow up to training. Training organizations usually fail to anticipate the need for, or to arrange for,
post-training support, often because those hiring them define a training organization’s responsibilities
as beginning and ending with the provision of training. However, the international literature confirms
that in most cases follow up is necessary to ensure appropriate application of the learning acquired
during training. Learning, particularly of skills, is far less likely to be retained and implemented if it is not
reinforced by follow-up support once trainees return to the workplace. Where follow-up support is not
given, short-term learning gains often do not translate into sustainable behavioral change —participants
may not be sure how to apply the learning or need encouragement to do so.

As one training expert, P. Taylor notes, “Training should not be seen as an end, but as a means to achieving
the organizational objective. The changing of behavioral patterns is a long-term undertaking which, to
be successful, needs to be continually monitored and reinforced . .. It is necessary to look beyond
training by establishing a coaching and mentoring period to follow the training.”

Source: P. Taylor, 2001. Ten Key Stages towards Effective Participatory Curriculum Development. Zurich:
Helvetas.

The mill project cited above provides a good example of follow-up to training. With the interactive
software the supervisors were able to view the screens of their workers and identify areas where the
workers scored less well on the assessments. Supervisors and workers could then meet and establish a
plan for further training or practice on the new mill machines to increase their skill levels. Intermittent
additional training and assessment was built into the program to review what the workers had learned
post training.
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V. Effective training requires a systematic measurement of results

The point of training is not training, but improving the performance of an individual or a group. As noted
earlier, training outcomes can be directly measured or inferred by analyzing the quality of the training
process.

Outcomes. Those funding or providing training:

e Usually know how funds were spent.

e Often know how many individuals received training.

e May know if the participants were satisfied with the training, although participant
satisfaction does not predict subsequent performance.

e Sometimes know if the intended learning occurred. Learning does not predict post-
training performance, although better performance presupposes that learning has
occurred.

e Usually do not know if the training had its intended effects.

The most valid and reliable way to evaluate performance outcomes is by directly measuring or observing
performance changes, a strategy that requires baseline data. Surveys of training participants may not
accurately measure performance outcomes since participants are not always able to judge the extent to
which training has affected their workplace performance. However, the accuracy of surveys can be
improved by asking highly specific questions on the performance changes that should have occurred and
surveying not only participants, but also their supervisors.

Tunisia’s effort to facilitate trade transactions reduced customs clearance times for declarations that did
not require technical control from three days to 10 minutes. Payment of customs and port duties and
storage charges now takes only a few hours, rather than a full day. Scanning a full container load now
takes an average of two minutes, in contrast to manual verification that used to require up to 12 hours
and three customs staff. The physical inspection of goods has reached the target level of 15 percent,
down from 50-80 percent in late 1998. Box 1 shows results for Tunisia’s export development initiative.

Box 1. Expanding Tunisia’'s export markets

An evaluation of the Tunisian Government’s initiatives to expand the country’s exports found stunning successes,
although since training was only one of an integrated set of initiatives, its contributions to these successes is
hard to gauge. Of 700 small and medium enterprises (SMEs) that received training, 595 enterprises became
new exporters or entered new markets. More than half of the firms assisted entered 57 new export markets
that extended far beyond Tunisia’s traditional four European markets; 40 percent became new exporters; and
six percent developed new export products. Impact surveys and beneficiary surveys showed that more than
half of the participants had adopted export strategies of good or better quality. The knowledge of
participating firms about export markets was found to have risen substantially, and the percent having a unit
responsible for export business rose from 10 percent to 37 percent. Export growth attributable to the export
development initiatives was estimated at $418 million, with a present value of net economic benefits of
USS286 million. Based on comparable past export and employment data for Tunisia, participants were
estimated to have created about 4,000 new jobs among micro enterprises and SMEs over a four year period.

Source: World Bank, 2008b, op. cit., pp. 120-121.
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Training process. Two training programs in the same project, the Bangladesh Export Diversification
Project, were reviewed as part of the World Bank’s evaluation of bank-financed training. As measured
by the quality of their respective training processes, the first program, training for the Bangladesh Tariff
Commission, received a poor rating on performance outcomes, and the other, computer training for the
National Board of Revenue, received a good rating. The differences in the ratings can be partly
attributed to the relatively simple nature of the training in the latter group. However, there were also
very significant differences in the quality of training design that affected the training results. (See table
1.) These differences related to training objectives, the training provider, diagnosis, training needs
assessment, participant selection, client commitment, pedagogical design, attention to capacity context
and follow-up support for the trainees.

Table 1. Same Project, Different Training Outcomes

Design element Bangladesh Tariff Commission National Board of Revenue
Training objectives To strengthen capacity in the Bangladesh Tariff | To train National Board of Revenue
for trade data and policy analysis and for personnel in the
international trade cooperation; to provide a | use of customs software, as part of the
technical basis to foster trade liberalization. larger project objective to computerize
No performance objectives or indicators of customs transactions. Simple but
training success specified. adequate performance objectives and
key indicators were specified.
Training provider International consulting firm United Nations Conference on Trade and
Development
Diagnosis Poor—Significant institutional weaknesses were | Good—Training was based on adequate
not diagnosed and inadequate assessment diagnosis of the need for
of capacity needs created a course program computerization and associated
that insufficiently targeted job needs. capacity gaps such as the need for
ongoing technical support for software
use.
Training needs | Poor—The training provider did not sufficiently | Good—The starting experience levels of
assessment consult the Bangladesh Tariff Commission. participants were known in advance.
Participant selection Medium—Training was open to persons outside | Good—Very wide cross-section of National
the Bangladesh Tariff Commission, and Board of Revenue personnel were
thus the training trained to build support for new
was less focused on the commission’s needs. systems.
Client commitment Poor—Bangladesh Tariff Commission leadership | Good—National Board of Revenue staff
changed frequently and was not committed coordinated the training.
to reform.
Pedagogical design Poor—Training was very theory- based. | Good—Strong use of practical exercises
Participants had difficulty relating theory to and participatory techniques.
their work.
Attention to capacity | Poor—Uncertainty of length of tenure of the | Good—United Nations consultants built up
context staff. in-house capacity to continue training
Necessary institutional reforms were not and support for the customs software
executed before implementation. after the project’s end.
Follow-up support for | Poor—Insufficient technical assistance to aid | Good—United Nations consultants
trainees implementation of learning. provided in-house technical support
for two years and are contracted to
give off-site support for software for as
long as it is used.

Source: World Bank, 2008a, op. cit., p.18. Based on interviews and World Bank documentation on the Bangladesh
Export Diversification Project
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V. If possible, training capacity should be sustainable

Sustainability of training is not a sine qua non for effective training, but it is desirable. Sustainable
training means that the trainers “leave behind” the capacity to handle inevitable future events that
require a training response:

A Past trainees need refresher training — we forget competencies that we use less frequently.

A Systems of processes are modified, and past trainees need training to update their
competencies.

A New hires join the work unit, either as part of a staffing expansion or replacing past trainees

that have changed jobs or retired.

Creating a sustainable training capacity in-country depends somewhat on the country’s general capacity.
MTC'’s work for the Iraqgi Ministry of Labor and Social Affairs described earlier occurred in a country with
some capacity. Local experts were hired to design and conduct the Labor Market Study and Gap
Analysis. MOLSA staff were included in the provision of training for other staff, and over 20 local experts
and local employers assisted in the research, design and writing of the curricula for all courses.
Including relatively capable local players in the design and development of the training program
increased the chances that these programs could be sustained. Although initially delivered in 2004, as
of early 2008, the training is still being used by MOLSA.

VI. Conclusion

As initially noted, principles of good training have been formulated as standards that training providers
should meet. However, these are also standards for training funders.

Delivering effective training has budget implications that only those that fund training can address.
Training often fails, not because the training organization does not know how to design effective
training, but because the budget allocated for the training is entirely inadequate to fund key aspects of
training design, such as contextual diagnoses, skill and knowledge needs assessments, follow up
support, and evaluation of training outcomes.

Funders also control whether the training is provided as stand-alone training or within the context of a
project or program. Training undertaken in the context of a project or program is more likely to be
well designed and effective than stand-alone training. Projects are better able to mobilize the level of
budget required to prepare an effective project, including training. They are better suited to pursuing
non-training issues that will affect the effectiveness of training, such as financing the purchase of
workplace resources that trainees need to apply their new skills and knowledge. Training activities in
projects with clearly specified objectives tend to have more clearly specified and well-targeted
objectives, with the training participants selected in a more targeted way. Projects are better positioned
to provide crucial follow-up support to classroom training—for example, in the form of on-the-job
technical assistance.
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