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PREFACE

The |1 LO MATCOM Proj ect has desi gned a nunber of "training
packages” for the training of co-operative managers in de-
vel opi ng countries. This package has a different target
group: the trainers who are working in co-operative col -
| eges and ot her training centres.

Many co-operative trainers are recruited "fromthe field"
wi t h consi derabl e experi ence and a solid know edge of co-
operati on and busi ness nmanagenent. But for co-operative
trainers this is not enough. To work effectively in a
training centre they nmust al so know t he proper techni ques
of course design, they nust have know edge of | earni ng
princi pl es and they nmust know t he nost effective nethods

of nmanagenent trai ni ng.

Thi s manual provides an outline for a short course on
"trai ni ng net hodol ogy”". The course is designed especially
for new trainers in the co-operative sector as an intro-
duction to their inportant work and to hel p them di scover

sone of the keys to successful training.

MATCOM col | aborates with co-operati ve organi sati ons and

training institutes in developing countries for the im
provenent of managenent trai ning. For nore infornmation on

joint training activities, please wite to:

The | LO- MATCOM Pr oj ect

c/ o CO OP Branch

I nternati onal Labour Ofice
CH 1211 Geneva 22

Switzerl and.
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The target group.

The course described in this nmanual is intended for per-
sons who need basic training for their work as train-
ers/teachers in co-operative coll eges and other train-
ing centres; they nmay already be working in such posi -

tions, or intend to do so in the future.

To benefit fromthe course, participants should have a
t hor ough know edge of co-operation and of the subjects
in which they are specialised (e.g. general nanagenent,

co-operative | aw, conmuni cati ons, accounting, etc.) but
t hey need not have previous training in "education" or

sim |l ar subjects.

Al m

The aimof the course is to give participants a basic
know edge of the principles and net hods used i n design-
ing and i npl enenting traini ng programes for co-oper-

ati ve | eaders and namnagers.

In particular, the course should i nprove partici pants’

abilities:

to organi se and contri bute effectively in curricu-
| um devel opnent wor k, including traini ng needs ana-
lysis, speci ficati on of training objectives and

desi gn of training schenes;

to design effective trai ning sessions based on the
nost appropriate traini ng nethods, aids and nate-

rials;
t o conduct such training sessions;

to evaluate the results of training.

Ihe course | eader .

The person in charge of the course should be a trained
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and qualified teacher with experience from a Co-opera-

tive college or simlar institution.

Ihe course manual .

This manual is intended for use by the course | eader
only (the participants in the course should not have

t he nmanual ).

The manual descri bes how t he course may be conduct ed,

sessi on by session. (See para.8.) Each 'session guide
begi ns with i nfornmati on about objectives, duration and
mat eri al needed. Handouts for the participants are in-

cluded (white sheets) and can be reproduced as needed.

Structure and contents of the course

The course is divided into six TOPICS, and each topic
is covered by a nunber of SESSI ONS (al together 31 see
the outline on page Xl). This should be seen as a
'nodel outline' or suggestion, which has to be adjusted
to fit the actual needs of the participants. Topics and
sessi ons may be added or del eted as required and nore
or less tine can be all ocated for any part of the
programe, tine for practical exercises can be in-

creased, etc.

The following matters should be given particular atten-

tion:

- Topic 2 deals with curriculum devel opnent. It pro-
vi des necessary background and i ntroduction to the
topics that foll ow but can, nonet hel ess, be 'conden

sed into two or three sessions if nore tine is

needed for traini ng nethods.

- On the other hand, Topic 2 can al so be ext ended
with an additional case study (see Session 2.4
Itens 11-18), or even used as a basis for a special
"Curricul um Devel opnent Wbrkshop', if the purpose

is to actually prepare a curriculumrather than



study the work procedures.

The time for 'l ecture assignnents' can be increased
as desired, ((see Session 3.9). Suggestions for
suppl enent ary exerci ses (additional practice) are

i ncluded i n several other sessions.

Duration.

To conduct the programe as suggested in this nanual
and utilising all material provided, would take approxi-
mately 70 hours (12-15 days). Wen adjustnents to the
outline and to individual sessions have been consi der -
ed, the actual tinme required can be cal cul ated. The

forms provided (pages | X-X) may be useful.

Bl . I ) . I h.
The course | eader has to do the foll ow ng:

a) study the contents of this nmanual;

b) identify the qualifications of the partici pants and

nake a tentative training needs anal ysis;

c) prepare a tentative course outline on the basis of
t his manual but adjusted to the needs of the parti-
ci pants;

d) get participants' views on the proposed course out-

i ne and make adj ustnments as appropri ate;

e) prepare the final programe.

It is, of course, necessary to do nbpst of these prepara-
ti ons before the course starts. Wil e m nor adjustnent
may be nmade 'at the last nminute' Steps d and e may be
carried out in Session 1.2 (see the Sessi on Cui de,

Poi nt 16).

. I I hods .

Thr oughout the course a variety of training nethods are

used. The intention is, of course, to take every oppor-
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tunity to familiarise participants with different
net hods. Thus, they will | earn about a particular train-
ing nethod not only through a special 'denonstration',

but al so experience it as trainees in real training

situations during the course.

Most sessions are based on contri butions frompartici-
pants. The course leader's nain role is to elicit these
contributions through tactical questioning and by | ead-

i ng di scussi ons.

Naturally, an experienced course | eader will not agree
with the approach suggested in all the sessi ons; nmany
possibilities are open to a creative teacher and it is

i portant that the course | eader chooses the nethods he
prefers and believes to be the best. Furthernore, nany
i ssues and probl ens which are not nentioned in the man-
ual will probably need attention during the course; it
will therefore not be possible to strictly foll ow t he
session guides. This is not the intention, anyway. The
manual shoul d be | ooked upon as a source of i deas

rather than a definite | esson pl an.

Eacilities mat eri al equi pnent

The cl assroom shoul d be arranged for discussi ons, not
for lecturing. I n other words, participants should sit
in such a way that they can see each other's faces wth-

out restricting their view to the board and screen.

A chal kboard and a flip chart are needed for nost
sessi ons. An overhead projector (ohp) with accessori es
i s necessary for Session 3.8 and would al so be usef ul
i n many ot her sessions. Video equipnent is useful in

the |l ecture assignnents (see Session 3.9).

A copier is needed to reproduce the 'handouts' i ntended
for the participants; the originals are supplied in

this manual (the white sheets).

The course |l eader will find additional exanpl es of
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training nethods in the material published by MATCOM
whi ch has been provided to all co-operative training
organi sations in the devel opi ng countries. It may be

useful to have a conplete set at hand.

10. After the course.

In connection with an appraisal interview sone nont hs
after the course the training managers (or the course
| eader) should (in addition to any other topics) dis-

cuss the followi ng points with partici pants:

a) How did the course affect your attitudes to your
work as a trainer? Do you appreciate your responsi -
bilities and do you enj oy your work now nore (or

|l ess) than before the course?

b) What further training would you need to devel op
your talents and your skills as a trainer?

Acknowl edgenent s :

Exanpl es of exercises, cases and rol e plays are, as in-
di cated, taken fromother |ILO MATCOM nmateri al desi gned by
M Har per, L. Strand, A. Howe, L. Skaaret and R Gust af sson.
Sone charts are taken fromthe | LO nanual 'An |Introductory
Course in Teachi ng and Trai ni ng Met hods for Managenent De-
vel opnent’' (TTMVM .

The first draft of this manual was validated at the Federal
Co- operati ve Coll ege, |badan, N geria during a course organ-
ised in collaboration with the EEC - Ni geria Co-operative

Educati on Proj ect.
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The tine indicated below is the nunber of hours required if the
course follows the outline in this manual. Fill in the tine

requi red for your adjusted progranmme.

JTopic/session: Proposed Adj usted

1 INTRODUCTION
Opening 1

1.2 To be a Trainer 1.5-2

2 CURRICULUM DEVELOPMENT

2.1 The Job 1.5-2
The Trainee 1
The Training Needs 2-2.5

2.4 The Training Scheme 1
The Objectives 1-1.5
In-Service Programmes 2-2.5

2.7 Presenting the Courses 0.5-1

3 METHODOLOGY - THE BASICS
The Methods 1
Lecturing 2
Basic Learning Principles 1.5-2
Motivation and Sequencing 0.5-1
Using Questions and Discussions 1
Creating Variation 1

3.7 Visual Support 1
The Overhead Projector 1.5
-Supplementary exercise (2)

3.9 Lecture Assignments 8



IX

PARTICIPATORY METHODS

The Short Exercise
-Supplementary exercise
The Group Discussion
The Micro-Case

The Case Study
-Supplementary exercise
The Role-Play
-Supplementary exercise
The In-Basket Exercise
-Supplementary exercise
The Application Project

SESSION DESIGN

Review of Methods

Session Design in Practice
Session Planning Exercises

-Supplementary exercise

EVALUATION OF TRAINING
Basic Evaluation Techniques
-Supplementary excercise
Tests

Evaluation and Closing

1-1.5
(0.5)
1.5-2

1.5-2
(4-5)

1.5-2

(1)

(3)
1.5

2.5-3
2-2.5
(3)

(0.5)
2.5-3
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Openi ng
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The Job

The Trai nee

The Trai ni ng Needs
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SESSI ON DFSI GN

Revi ew of Met hods
Session Design in Practice

Sessi on Pl anni ng Exerci ses

EVAL UATI ON

Basi ¢ Eval uati on Techni ques

Test s

Eval uati on and d osi ng
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Session 1.1

Sheet 1
SESSION 1.1
OPENI NG

Chiective: To denonstrate the i nportance of effective
staff and nmanagenent training in the co-opera-
tive novenent; to ensure that all participants
are aware of the purpose of this course; to in-
troduce participants to one another; to identi-
fy sources of expertise within the group and
to ensure that all administrative details are
i n order.

Tine: 1 hour.

Material @ Pre-course questionnaires to be conpl et ed by
the participants at the start of the session
Li st of partici pants.

- . ~i d

1) The formal openi ng should be brief. The following is

a possible outline for an openi ng speech.

A co-operative enterprise nmust be efficient and
conpetitive if it is going to have any influence

on econoni ¢ and soci al devel opnent .

But an enterprise is only as good as the peopl e
working in it.

Ther ef or e, a co-operative enterprise must have

prof essi onal staff and nanagenent.

To achi eve that, a co-operative nust pay atten-
tion to several matters: recruitnent, staff poli-

cy, remuneration, and devel opnent of hunan resour-

ces (education and training).

An organi sati on and a system for educati on and

training i s necessary, but that is not enough.

A training centre, like an enterprise, is only as
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4)

5)

good as the people working there. |If the training

is ineffective, the only result is a waste of
noney.
- Therefore, a co-operative training centre nust

have professional staff and | eaders, conpetent in

the fields of both co-operative nanagenent and

trai ni ng.

To illustrate the objectives and the contents of the
course, confront participants with a nunber of ques-
tions like the follow ng, and explain that the course

will deal with problens of this type.

- Do we teach the right things to our trai nees -

things they really need to know?

- WIll they be able to apply in their jobs what

they learn in our training centre?

Do we use the right nethods - so that they under-

stand, | earn and renenber?

Are we using the tinme economcally so that trai-
nees learn effectively what they need to learn in

t he shortest possible tine?

- Do we create the best possible "l earning clinmte'

in our training centres?

Tell participants that the contents of the course
(and the tinetable) will be discussed in detail dur-

ing the foll owi ng sessi on.

Ask each participant to i ntroduce hinself or herself
and to sunmmari se his or her previous training and ex-
peri ence. Refer to the pre-course questionnaire, if
necessary. ldentify the special expertise each parti-

ci pant brings to the course, enphasising the point
that the group as a whole is a very val uabl e resour -

ce.

Expl ain that the experiences of the participants wll
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Sheet 2

be utilised during the course through their contri -
butions to it and that a great deal of the tinme wll

be used for discussions and practical exercises.

Ensure that any adm nistrati ve problens are dealt
Wit h: matters of accommodati on, transport, and any
ot her points of information should be settled now.
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BASIC TRAINING METHODOLOGY - Pre-course Questionnaire

Name:

Job Title:

Employed by:

Working place:

Brief description of your responsibilities:

Which subjects are you competent to teach?

Education/training - ,
- in co-operation, management, economics, etc. (state name

of courses, organiser, duration, exams, when):

(Please turn over)



- in education and training methodology (state name of cour-

ses, organiser, duration, when):

What practical experience have you had in co-operative mana-

gement?

For how long have you been teaching co-operative manage-

ment?

years.

What do you enjoy most in your work?

What do you find most difficult in your work?

What is the reason for you to attend this course?




Session 1.2

Sheet 1

JO BE A TRAI NER

Chjective: To enable participants to identify all the

tasks involved in the whol e process of pl an-
ni ng and desi gning a traini ng programe, and
to present the programme and ti netabl e for

thi s course.

Tine: 11/2 - 2 hours.
Material Handout s:
'The systens approach to curricul um devel op-
nment and course design' (also as a poster).
Ti met abl e.
Sessi on eval uation sheet (fromILO TTMV).
- . ~i d
1) Refer to the openi ng sessi on when participants intro-

duced t hensel ves. Point out that they have different
backgr ounds and experiences in the training profes

sion as well as different ideas about their jobs. Sug-
gest a brief discussion to get participants' views on
what they like and dislike in their jobs, how they
spend their tinme, and so on. (The di scussion wl|l
al so function as an 'icebreaker' and warm ng-up exer-
cise.) Encour age everyone's participation by asking
questi ons such as:

- VWhat do you find interesting in your work?

- What is the npbst ti me-consum ng task of a train-

er?
What is the nost difficult job?

How has your attitude to the job changed si nce

you started as a trainer?

What woul d you like to change in the training
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centre to make your job easier?

Whenever a partici pant nentions a particular 'job' or
a 'task' carried out by a trainer (during this dis-
cussion) wite it on the chal kboard w t hout conmrent
or explanation. After a while, point out that the dis-
cussion has clearly shown that a trainer's job is com
pl ex and di verse. Suggest that the |list on the chal k-
board should be nade conplete to show all the jobs

t hat have to be done in a training centre.

Ask participants to nention every possi ble task that
cones to their mnd, and add all their suggestions to
the list. To ensure that no i nportant tasks are for

gotten, ask participants to assune that they will be
responsi bl e for the planni ng and i npl enentati on of a
managenent trai ni ng programe; they should, for in-
stance, think about a new course for shop nanagers
whi ch has never before been conducted in their col -
lege so they will have to start preparations for the

course from "' scratch'.

A completed |ist should include nost of the itens |is-
ted in the left side colum of the foll ow ng table.

If not, elicit them through hints and questi ons. For
easy reference the itens here are arranged in a | ogi-
cal order, but they should be listed in Landom order
on the chal kboard duri ng the exerci se. Do not take
time to discuss the suggestions, but ask participants
for clarificati on when necessary so that all under-

stand the neani ng of the suggested tasks - as briefly

explained in the right hand col um.

TASKS WHAT I T NMEANS
- JOB ANALYSI S To exam ne the job of a nma-
nager, in order to identify

all the tasks or duti es.



TRAI NEE ANALYSI S

TRAI NI NG NEEDS
ANALYSI S

SETTI NG TRAI NI NG
OCBJECTI VES

DESI GN OF TRAI NI NG
SESSI ONS

Anal ysi s of session
cont ents.
Sequenci ng.
Choi ce of training
met hods.

Preparati on of
sessi on pl ans.
Preparati on of train-

ing materi al .

| MPLEMENTATI ON

EVALUATI ON

ADM NI STRATI VE TASKS

bt ai ni ng funds.

Sessiaon 1.2

Sheet 2

To exam ne the educati onal

backgr ound and qual i fica-

tions of the trainees.

To determ ne the training
subj ects and topics and to
contents of

identify t he

t he required subjects.

To specify the results to
be achi eved i n each course,

and in each subj ect and

each topic.

To plan the |l earning activ
ities to take place in the

cl assroom

To conduct the course.

To exam ne the results of

t he training.

Information/invitation to applicants.

Sel ection of participants.
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Arrangi ng acconmpbdati on, etc.

Al |l ocating trainers.

Refer to the list on the chal kboard and to the intro-
ductory di scussi on about the role of a trainer; enpha-
sise that a trainer's tasks and responsibilities are
nor e extensive than nost people, including sone trai-

ners, usually believe.

Poi nt out that there are two types of tasks listed on

t he chal kboard; ask participants to identify them

a) Sone tasks are purely 'administrative', they can
be carried out in collaboration with the adm ni -

strative staff of the training centre.

b) Ot her tasks are 'training tasks' which nust be

carried out by the academ c staff.

Explain that we will, in this course, deal only with
the tasks directly related to the desi gn and conduct

of the training progranmes.

Ask participants to identify all the adnministrative

tasks and del ete them from the chal kboar d.

Go through the tasks now renai ni ng on the chal kboar d;
ensure that all partici pants understand their nean-
ing. It is likely that many itens are overl appi ng or
listed under different terns; ask participants to sug-

gest how the list could be "edited'.

Use the table under point 4 as a guide, and elicit
suggestions fromparticipants in order to del ete, add
or group itens so that only the following itens re-
mai n on the chal kboard at the end, but still in rand-

om or der:

- Desi gn of training sessions
- Trai nee anal ysi s

- Job anal ysi s
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11)

Session 1.2

Sheet 3

- | npl enrent ati on
- Trai ni ng needs anal ysi s
- Eval uati on

Setting training objectives

Ask participants whether it is necessary to carry out
the preparations for a training progranme in any par-

ticular order; which task nust be done first, second,

etc.?

Ask participants to discuss this question for a few
m nutes with the coll eagues sitting next to them |n-

struct themnot to nove fromtheir places but just to
turn their chairs and in this way form small groups

of two, three or four persons, and to discuss in a

| ow voi ce

Interrupt the discussion after about five m nutes.

Tell the participants that the cl assroom sounded |i ke
a beehi ve when they were discussing, and that this
form of group work is therefore called 'beehive dis-

cussion' by trainers. (This discussion nethod will be
denonstrated further later on in the course.) Ask one
group to tell in what order they would performthe
di fferent tasks and note it on the chal kboard. Ask
t he other groups for different suggesti ons, and note

al so these, if any. A possible suggestion:

Job anal ysi s

Trai nee anal ysi s

Tr ai ni ng needs anal ysi s
Setti ng objectives

Desi gn of training sessions

| npl emrent ati on

~N oo g W N e

Eval uati on

Show t his systemati c approach (the seven poi nts sug-
gestion you just put forward) in the formof a flight

of steps. This should be drawn i n advance on a | arge
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sheet of paper. Display it as a poster in the cl ass-
roomfor the entire duration of the course, and ask

participants to copy it or distribute it as a hand-

out .
. 7
THE SYSTEMS APPROACH EVALUATION
TO CURRICULUM DEVELOPMENT
AND COURSE DESIGN . 5

IMPLEMENTATION

5

SESSION
DESIGN

4

SETTING
OBJECTIVES

3

. TRAINING NEEDS
ANALYSIS

2

TRAINEE
ANALYSIS

1
Joa
ANALYSIS

Di scuss partici pants' questi ons and comments regard-

ing their suggestions for the various tasks and when
t hey should be perforned. Stress that we shoul d not
| ook upon the different steps as isolated activities
to be perforned individually. In our practical work
we will' find that they are all npbre or |less inter-
rel ated. Denponstrate this with the help of the foll ow
ing nodel (here the first three steps in the nodel

have been conbi ned into one 'traini ng needs anal y-

sis');:

The Training Model
as an integrated process.

(Use the originals provided in Session 3.8/Tl4a,b
to make ohp transparencies of these charts.)
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14)

15)

16)

Session 1.2

Sheet 4

Al t hough the aspects of integration are i nportant,
t he obvious logic in the step-by-step approach shoul d
nonet hel ess be enphasised. Elicit in the di scussion

the foll owi ng basic argunents.

- W cannot design the training sessions until we

know what we want to achi eve (the objectives).

- W cannot set the objectives until we know t he

trai ni ng needs.

- We cannot identify the training needs until we
know t he actual job requirenents and trai nees'

present qualifications.

Partici pants may appreci ate the need for such a 'sys-
temati c approach' in their work. Point out that they
t hensel ves probably practise it already, although
they nmay not be aware of the 'system in the approach
and not used to the term nol ogy. Prove this by trans-

| ati ng your 7-step suggestion into sinple |anguage:

- first we have to find out what we should teach

(Steps 1 to 4);
- then we decide haow to teach it (Step 5);
- then we teach it (Step 6), and finally

- we check if they learned it (Step 7).

[ The transparency T.14c in Session 3.8 may be used to
gi ve anot her exanple of the termni nology used in the
training world. Ask participants to transl ate the
terns i nto comobn | anguage.)
Tell participants that the 'systens' approach which
t hey have now di scussed will also formthe outline
for the programe of this course. Al the steps w |
be di scussed, nobre or | ess, dependi ng on partici-

pants' needs and w shes.

Di scuss and agree on a programe and ti netable for
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t he course. Depending on the circunstances vari ous

approaches can be used:

Alternative A:

The course | eader has prepared in advance a detail ed
tinetabl e and presents this as a proposal. After dis-
cussi ons and possi bl e adj ustnents the programe w ||
then be fixed. (This approach is suitable for a for-

mal , full-tinme course.)

Alternative B:

The course | eader presents a |list of possible sub-
jects to study during the course, plus his assessnent
of the time needed. The proposal is discussed, sub-
jects are selected for inclusion on the progranme and
a tinmetable worked out by the whole group. (This
approach may be suitable for a less formal part-tine
course or simlar arrangenent which gives sufficient
tine for the course | eader to finalise preparations

for the foll owi ng sessions.)

The course | eader should, in any case, prepare him
self by studying the tine all ocati ons suggested in
this manual, and by taking a survey anobng the par-
ticipants prior to the first session (see the Intro-

ducti on, para.?7).

Ask sone of the participants, with reference to the
di scussi ons about the course progranme, how they
would like to fornmul ate the ai mof the course. Com
pare and di scuss their suggesti ons, and agree on the

wor di ng, e.g.

- the aimof the course is to enabl e participants
to prepare relevant curricula for the training of

co-operative staff and managers, and to use effec

tive trai ni ng nethods when conducti ng such pro-

grammes.
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I nform partici pants about the wor ki ng net hods of the
cour se: di scussi ons, denonstrations and practical
exercises will be the nain activities, lecturing will
be reduced to a m nimum Refer to the introductory
sessi on which reveal ed that the group as a whol e has
a consi derabl e experience in various fields of work
and traini ng subjects. Everyone will therefore be
urged to contri bute, and everyone will have a chance

of sharing experiences and of | earning from ot hers.

Ask one participant to sum up what has been done dur-

ing this first working session of the course:

- we have been introduced to the 'systens approach’

for curriculum devel opnent and course desi gn;

- we have | earned sone basic term nology in the

field of training;

- we have agreed on the objective and progranme for

t he course.

Di stri bute copies of the session eval uati on sheet.
Ask participants to fill in one for this session. Ex-

pl ai n t horoughly how they should i ndicate with an X

on each scale where their opinions lie.
Note:
Use the sane formfor all foll ow ng sessions for

whi ch you want an eval uati on
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SESSION 2 1

IHE JOB

Ohiective: To enabl e participants to explain the inportan-

ce of a job analysis as a basis for a job-
oriented curriculum and to identify comon
probl ens i n organi sing curriculum devel opnment

wor K.

12 - 2 hours.

Materijal Handout s:

"Trai ni ng needs?'
Job description - an exanple.'

Extract froma job specification'.

: . i de

2)

Refer to the nodel for the 'systens approach to cour-
se design' prepared in the previous session and now
posted in the classroom Ask one participant to re

vi ew t he npdel and briefly describe the work i nvol ved
in each '"step'. Point out, again, that we cannot con-
duct a course without a curriculum (i.e. a 'plan',

stating the contents and obj ectives of the course),
and that the first four steps in the npbdel are concer-
ned with curriculumwork. Explain that we will use
this session to identify sone of the main difficul-

ties in developing a curriculum

Stress the i nportance of having the 'right' curricu-
lum Obviously, if we teach the '"wong' subjects and
m ss the needed ones the course will not help train-

ees to performbetter on their | obs.

Rem nd partici pants about the exanple used in the
first session, the design of a training programe for

shop managers. Ask themto think about the curricul um
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show how nmany 'votes' each topic received.

Ask participants to interpret and explain the com
piled results. It should be evident fromthe results

t hat :

- if the task had been an easy one, nobst partici-

pants woul d have sel ected the sane topics;

- if the participants have spread their votes over
many nore than eight topics it indicates that they
do not agree and that it is not so easy to deter-

m ne what shop nanagers need to | earn.

Try to identify two lists which are very different
and have only a few topics in commobn. Show themto
the participants and explain: 'This illustrates the
probl ens and the i nportance of curriculumwork. |f |
amadnmitted to this course | will study these topics
(read fromone list), and if | amadmtted to this
course | will study other topics (read fromthe other
list), - two courses with the sane objective but with
very different contents. How can | know whi ch course

is best' for me ?° (The 'correct' selection will be

di scussed | ater.)

Partici pants may rightly suggest that their sel ec-
ti ons woul d have been in concordance if it had been a
realistic situation, and if they had nore tine. Point
out that a training needs anal ysis nevertheless is a
very difficult task and that m stakes are common. Ask
partici pants to suggest possible reasons for this;
the foll owi ng should be nenti oned and di scussed, the

underli ned words witten on the chal kboard for added

enphasi s:

We sinmply do not know enough about the job and res-
ponsibilities of our trainees. (e.g. we do not rea-
lise the i nportance of having a suitable sel ection

of goods in a shop, and so we fail to include the
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for such a course; would they have any problens in
sel ecting the training topics to be included on the

curri cul unf

Soneone may suggest that all subjects related to re-
tail nmanagenent shoul d be included, therefore this is
not a problem Ask if they would be sure to nmake the
best sel ection if resources allowed for a short
course only. Warn themthat the task may be nore
difficult than they envi sage, and repeat again that
the curriculumis crucial for the effectivity of the

trai nig course.

Suggest an experinent: tell the participants that
they will be given a list of topics all which may be
useful in the training of shop managers. They shoul d

sel ect only eight of these topics to be included in a
course, (the eight topics they consider to be nobst
cruci al for successful operations). To nake the exer-
cise as realistic as possi ble, give sone further back-

ground details, e.g.

- the trai nees all have secondary education (Form 2)
but no formal training for work in the distribu-

ti ve sector;

before this course they all have about two years

experi ence as shop supervi sors;
the course will be of two weeks durati on;

there will be a 'continuation course' after about

one year.

Distribute the |ist 'Training needs?' and all ow about
ten mnutes for the participants, individually, to se-

Il ect the eight topics.

Conpile the results of the exercise; the easi est
net hod may be to wite the nunbers 1 to 38 on the
chal kboard and |l et the participants tick off their

sel ecti ons agai nst the nunbers. This will quickly
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topic 'stock policy' in the courses.)

- W are not sure whether a task should be trained in
the classroomor on-the-jobh. (e.g. the topic 'hy-
giene' is of extrene inportance in the food distr
buti on trades, but is it necessary to train it in

t he cl assroonf?)

We include theaoretical topics instead of job-orien-

ted, useful topics. (e.g. we teach 'notives of buy-

i ng' bef ore we teach the basics of sal esperson' s

behavi our® .)

We enphasise cantrol rather than service. (e.g. we
spend many hours on 'stock control systens' but too
little on how to avoi d out-of-stock situations.)

We include irrelevant topics. (e.g. we train every-
body in '"marketing', even if all marketing is done

by a Marketing Board.)

- W include sone topics for ' Lraditional ' reasons.
(e.g. ' Co-operative Law is included as a separate
topic although it could be taught as i ntegrated

parts of other topics. "But we have al ways had ' Co-
operative Law on the tinetable...".)
- W nmix up ' needs and ' wants' (e. g. 'sales prono-

tion' nmay be given to nuch tinme because the trainer

is particularly interested in that topic.)

- W select training topics on the basis of our intui-
tion, not on the basis of an objective training
needs anal ysi s. (e.q. "they are al ways poor at
arithmetic", and so we i nclude the topic w thout

really knowing if it is needed.)

Tell trainees that we will conti nue to di scuss these
problens from a practical point of view How can we
make sure that our curriculumw ||l be based on real

trai ni ng needs?

The first 'practical' question to discuss is who is

conpetent to work out a curriculum Ask participants
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for suggestions and di scuss the conpetence of the

foll owi ng persons:

- The ' training manager'. (A college principal, for

i nstance, nmay have good know edge and contacts with
al | parts of the co-operative novenent, and he
knows what his teachers can achi eve. Does he al so

know enough about co-operative managenent ?)

A teacher/trainer in the co-operative coll ege. (He
may know t he subject-matters very well, but may
| ack practical experience of co-operative nanage

nent. Hi s suggesti ons nmay be very 'acadenic', based

on university text-books only.)

A co-operative officer fromthe Apex organi sati on

or the Mnistry of Co-operatives. (He may have seen
a lot of the problens 'in the field but have

little experience of training problens.)

An experjienced co-operative manager . (He may know
his job very well, but nay have fornmed a poor opi-

ni on about institutional training.)

A' new co-operative manager. (He is still | earning
and may be able to tell what he m ssed during his

trai ni ng courses.)

A subject-matter expert (W nmay find a teacher, an

audi tor or a manager who i s an expert on a particu-

| ar subj ect.

Elicit the conclusion that none of the suggested per-
sons, alone, will be able to design a reliable curricu-
lum but they will forma highly qualified group for
this task if they work as a team For this reason it
pays a traini ng manager anxi ous to have the best possi -
ble curriculumto organi se an ' advi sory group' for

curricul um devel opnent.

Ref er again to the handout ' Trai ni ng needs?' , the par-

ticipants may want to have the 'correct' answer - the
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opti mal sel ection of training topics for a basic
course. Tell themthat the |ist has been scrutinised
by experi enced shop nanagers and advi sory groups, and
nost of them consider the follow ng topics to be nost

cruci al :

Topics No: 13, 14, 11, 24, 28, 20, 1, 7, 9, 15.

Stress that this is in any case just a 'typical’

and ' average' selection; a realistic 'training

needs analysis' in a particular situation (and for
a particular course) nmight result in a different

list of topics.

Havi ng di scussed t he question of wha should be enga-

ged in the preparation of the curriculum the next

question is how it should be done

Refer participants to the first step in the systens
approach, the 'job analysis', and ensure that every-
one appreciates what it neans in practice: to exani ne
the job of a manager and to identify all his tasks.

(The term'job' is used here to nean an occupation
which takes in all the different duties or 'tasks'

such as planning, budgeti ng, staf fing, or gani si ng

transport, marketing, etc.)

Tell participants that the result of a job anal ysis
is usually a docunent which, nore or | ess, provides
detai |l ed descriptions of the manager's tasks. Distrib
ute the sanple job description. Di scuss what a job

description is used for and elicit the foll ow ng:

it guides the job-holder in carrying out his du-
ties;

it gives infornati on about the job to prospective
applicants and, at the sane tine clarifies the
di vision of responsibilities, and the organi sati on

of the enterprise;

it facilitates our analysis of training needs.
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Di scuss the useful ness of the job description for sone-
one in charge of curriculum devel opnent. Elicit that
it can be used only as a very 'broad' guideline, it
does not gi ve enough details about the vari ous tasks
of a manager. As an exanple, refer to ltem5: 'To or-
gani se and i npl enent procedures for collecting and buy-
i ng produce from nenbers’'. This statenent does not
tell us anythi ng about the nany different tasks invol -
ved. Point out that a deeper analysis is needed to es-

tablish the traini ng needs.

Di stri bute the handout 'job specification' and explain
that this sort of docunent, which can be produced
after a nore thorough job analysis, is of nobre val ue
to trainers. Explain that the paper just provides an
extract covering only sone of the tasks involved in
the duty '"to plan and i npl enent coll ecti on and buyi ng

of agricul tural produce'.

Discuss the 'job specification'. Tell participants
that various formats are used, sone conprise only the
t asks, others al so i nclude an anal ysis of the know
| edge, skills and attitudes required of the job-hol-
der. The latter is, of course, required for a conplete
trai ni ng needs analysis, although it nay not be neces-
sary to anal yse every single task in detail, as in the

exampl e provi ded.

Poi nt out that a good job analysis will tell us what
the 'job requirenents' are, i.e. what know edge and
skill is needed to cope with the job. Conpare this

with the experinent at the begi nning of this session
when partici pants were asked to sel ect training topics
wi thout really knowi ng the job requirenents. W are
now in a better position, and should be able to sel ect
the topics or subjects that should be included in a

trai ni ng progranme.
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Rem nd partici pants that 'job requirenents' are not
the sane as 'training needs'. As already nentioned, we
cannot, and need not, take up all the job requirenents
in our institutional training programme because the
trai nees al ready have sone of the required know edge
or skill (through previous education), and they w I

easily learn others on-the-job.

Poi nt out that the selection of subjects or topics to
be i ncluded in the training programme nust therefore
be done on the basis of:

t he job requirenents;

- t he di vi si on between cl assroom traini ng and on-t he-

j ob training,

- the trai nees' present skills and know edge.

The next step, therefore, is to make a 'trai nee anal y-

sis'.
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Irai ni ng needs?

Possi bl e topics in a training programe for nanagers

of consuner co-operatives:

CO- OPERATI ON

Co- operati ve know edge
Co- operati ve | aw
How to work with the comittee

Meeti ng techni ques
How to recruit nenbers

o O 2 w N -

How t o educat e nenbers

ECONOM CS

7 Basic economnmics of a consuner co-opera-
tive

8 Fi nanci al planning and control of the bu-
si ness (Fi nanci al nmanagenent)

9 Pricing

SHOP LAY- QUT AND DI SPLAY:

10 Shop | ayout and equi pnent
11 Di splay of goods
12 Maki ng signs and posters

THE STOCK OF GOODS

13 The assortnent or sel ection of goods

14 Ordering systens

HANDLI NG OF GOODS

15 Recei pt of goods, delivery control
16 Wei ghi ng and pre-packi ng techni ques
17 Price-nmar ki ng techni ques

18 Shop hygi ene and cl eani ng

19 Preservation of perishabl e goods
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SALES:

20 Sal esnmanshi p
21 Sal es pl anni ng and pronotion
22  Product know edge

23 Custoners' conplaints

CONTRCOL:

24 Stock control systens

25 Stock-taking techni ques
26 Leakage control

27 Preventi on of shoplifting
28 Cash control systens

29 Basi c book- keepi ng

30 Accounting

M SCELLANEQUS:

31 staff managenent

32 O fice managenent

33 Communi cati ons

34 Cal cul ati ons

35 Statistics

36 Use of conputers

37 Ri sk managenent, i nsurance

38 Proj ect preparati on and apprai sal
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Extract from | LO MATCOM
"Curriculum Cui de’
J0B DESCRI PTI ON (a sanpl e)
TI TLE: Manager
FUNCTI ON: To manage the operations of the Society.
RESPONSI BLE TGO The Committee of the Society.

RESPONS| BLE FOR/
AUTHORI TY OVER: Al staff nenbers.

DUTI ES/ RESPONSI BI LI Tl ES:

- To be perforned in accordance with the by-laws of the
society, all regulations and |l aws related to the ope-
rati ons of a Co-operative Society and the policies

laid down by the Conmittee of the Society.

1 To keep the Society prem ses well maintai ned and in

good order.

2 To open and cl ose the Society office and war ehouse at

t he desi gnated ti nes.

3 To prepare annual and nonthly sal es and expenditure
budgets, follow up the budgets and take renedi al ac-

ti on when necessary.
4 To plan and i nplenment a farm supply servi ce.

5 To organi se and i npl enent procedures for coll ecting

and buyi ng produce from nenbers.

6 To organi se and nmai ntain systens for the control of

goods and cash and ni ni m se | eakage.
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10

11

12

13

14

15

To mai ntain docunents and records as required, to
keep the books of the Soci ety up-to-date and ready

for auditing.

To prepare nonthly reports for the Conmi ttee about
the trading results and attend the Conmi ttee neet-

i ngs.

To assist the Commttee in nenber educati on acti vi -

ties.

To assist the Conmmittee in the preparation of devel op-

nent plans for the Society and their inplenentation.
To assist the Comrmittee in the recruitnment of staff.

To prepare work plans and distribute the tasks anong

the staff.

To supervise the staff and provi de | eadershi p and gui -

dance for all staff menbers.

To conduct on-the-job training for the staff and sug-

gest other suitable activities for the devel opnent

and training of staff.

To keep all staff nenmbers well inforned about the af-

fairs of the Society and i nvolve themin devel opnent

wor k.
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Extract froma Job Specification
: -- ; oG
Duties/responsibilities Knowledge Skills

and tasks

5 TO ORGANISE AND IMPLEMENT
PROCEDURES FOR COLLECTING
AND BUYING PRODUCE (COF-
FEE) FROM MEMBERS.

Physical and

5.1 Select the most suit-| Alternative system

able system for
collecting and
buying produce.

Establish "Collec-
tion Centres".

5.2.1 Select locat-
ions for
Collection
Centres.

5.2.2 Organise
Collection
Centres.

Instruct the
Collection
Centre staff.

5.3 Collect qnd buy

produce.

5.3.1 Inform members
about
collection.

Receive and
grade coffee.

5.3.3 Weigh.

Record and pay.

5.3.5 Organise dis-
patch to depot
etc.

The members 'need
for a collection
system.

The area - geogra-

phy and population.

Buying procedures.
Produce knowledge.

Buying-procedures.

Communication
methods.

Grading classes
for coffee.

Weights and meas-
ures regulations.

The buying price.
The recording
system.

The cash control
system.

Produce handling.
Transport regula-
tions.

financial
planning

Work planning.

Analysing maps
and statistical
information.

Instructional
techniques.

Work planning.

Assessment of
coffee quality.

Use of scale.

Issuing purchase
dockets.

Keeping purchase
journal.

Cash handling.

Supervising.
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SESSION 2 2
THE TRAI NFFE
hjective: To enable participants to describe suitable
ways of identifying the qualifications of trai-
nees and to explain why this is inmportant.
Tioe: 1 hour.
Material Exanpl es of 'Entry conditions'.
. i de -
1) Rem nd partici pants about the purpose of this sem -
nar. Point out that you are responsi ble for organis-
i ng and conducting the course. If you fail to inprove
their skills, you are prepared to take the res-

ponsibility.

Ask participants if they have the sane attitude when

t hey conduct courses for co-operative staff and

mana-

gers. They nay argue that the trai nees are also to

blane if the result of a course is disappointing.

2) Poi nt out that the actual and specific reason

failure are nore interesting than the questi on of

s for

res-

ponsi bility. Ask participants to suggest possible rea

sons why they would fail to achi eve the objecti
a course:

- the tine may be too short;

- the objective may be too optimstic;

- the content may not be right, too sinple o

conmpl i cat ed,
- the trai ning nethods may be unsui t abl g;

- trainees' capabilities have been m sjudged.

Wite their suggestions in one columm on the c

ve of

r too

hal k-



4)

board, but the | ast statenent on the side.

In a di scussi on, show that there is a |link between
each one of the first statenents and the | ast one

and elicit the foll ow ng:

- If a trainer makes a correct estimation of his

trai nees' capabilities, the tine will probably be
adequate, the contents will be right, the nethods
will be effective, etc. Thus, one single m stake

in the beginning (the faulty assessnent of the

trai nees' capabilities) is the root of all the
ot her m stakes. In other words, if | fail to do a
proper 'trainee analysis', | will risk naking nore

m stakes in the foll ow ng.

Poi nt out that this shows the inportance of Step 2 in
our nodel. It is obvious that the design of a program
ne nust be done on the basis of trainees' qualifica
tions. If we have the opportunity to find out about
trai nees' qual i fi cati ons and educati onal backgrounds
we cannot blane them if they have difficulties in
benefitting fromthe programe. It is we who have
made sone ni stakes in the design of the progranmme,

and have failed to adjust it to their |evel.

Partici pants nmay correctly remark that we often have
to teach in classes without any advance i nformati on
about the qualifications of the trainees. Stress that
even in these cases we cannot blane the trainees. It
is always the responsibility of the traini ng manager
and the trainers to design an effective progranme for
the trai nees they have sel ected and accepted and this

cannot be done wi thout a proper trainee anal ysis.

D scuss how we can avoid problens of the type descri -

bed above. Elicit the foll owi ng

- cl asses nmust be as honngeneous as possible, i.e.
include trainees of sinmlar age, with sinmlar back-
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ground, etc.;

- for every course there nust be fixed ' entry condi -
tions ' ;
- entrance exaninations can be arranged for certain

cour ses;

- preparatory courses can be arranged to bring sel ec-

ted trainees up to the required | evel of educa-
tion;

- diagnostic tests can be used in the begi nning of a

cour se.

Show on the chal kboard (or by referring to the coll e-
ge prospectus or other docunent) the entry conditions
at present applied for adnission to a particul ar cour -

se at the coll ege. Di scuss:

Are the requirenments adequate?
I s the wordi ng unanbi guous?

How strictly should these requirenments be applied?

Ask participants what should be done if one or nore
trainees in a class are found to have | ess capabili -
ties for studies than the rest of the class. There
is, of course, no single 'best solution" to the pro-
blem but el aborate on the practical, human and eco-

nom ¢ aspects of the foll ow ng suggesti ons:

let the trainees follow the programme as well as
t hey can, but the trainer should not spend extra

tine on the 'slow | earners';

the trai ner must give them extra support and gui d-

ance, even if the others will suffer;

t hey should be sent hone with sone advice about

other nore suitable training possibilities.

Stress that this undesired situati on can and shoul d be

avoi ded by proper planning, i.e. carrying out a proper
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8)

9)

10)

trai nee anal ysis before the course starts.

Rem nd partici pants about a commobn probl em regardi ng

the recruitnent and trai ni ng of co-operati ve nanagers

- the fact that the target is not honbgeneous:

One type of potential managers cone directly from
secondary school to t he managenment trai ni ng
courses. They are used to studyi ng, but have no

wor kK experi ence.

Anot her type is the person who has worked al ready
for sone tine in a co-operative and is now an aspi -
rant for a nmanagenent post. He usually has | ess
educati on, but has on the other hand already
| ear ned sonet hi ng on-t he-j ob about co-operative

managenent .

Poi nt out the differences in education, e.g. in m-

t hemati cs and book- keepi ng and the consequences this

wi ||

have for the course design. Ask how t he problem

can be sol ved.

The best solution is to have separate courses for
t hese two groups, although the courses will have
t he sane objectives and will prepare the trai nees
for the sane job. However, the course contents
will be different with enphasis on different sub-

jects according to the needs of the trainees.

If the above arrangenent is not possible for econ-
om c or practical reasons it may be possible to
arrange 'preparatory courses'. The group with | ess
f or mal education may be offered a preparatory

course on mat hemati cs, for instance.

As a concl usion, ask participants to assess whet her

you

nmade a proper 'trainee analysis' before this

course started. If they do not know, tell them what

you did in this respect.



Session 2.3

Sheet 1

SESSION 2. 3

hjective: To enabl e participants to explain the pro-

cedures for a training need anal ysis.

Time: 2 - 21/2 hours.
Material : MATCOM s ' Curricul um Gui de'.
Handout s:
'Extract froma job specification' . (Session
2.1 Sheet 8).
'"Extract from MATCOM s Curri cul um Gui de'.
. . i de

Competence required
to perform the job.

Refer to the nobodel of the systens approach, and point
out that we have now gone t hrough the first two

steps, but we still do not know the 'training needs'.

Show with a sinple graph that in the first step (the

job analysis) we identified the know edge and skills
required to performthe job and, in the second step
([the trainee analysis), the know edge and skills the

trai nees have at present.

<= The training needs.

A trainee’s present
competence,

AN
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bviously there is a gap between these two | evel s.
Di scuss whether this gap is the sane as the 'training
needs', and elicit the suggestion that trai nees nust,
in sone way or other, acquire the mnmi ssing know edge
and skills in order to becone conpetent nanagers.
Not e however, that we nay not be able to satisfy all

the needs in our college or training centre.

Rem nd partici pants about the experinent in Session
2.1 on selection of training topics for shop nmana-
gers. Ask them how a serious traini ng needs anal ysi s
shoul d be done in order to identify the npbst urgent
topics for the course. D scuss and agree on a practi -
cal approach, including the foll owi ng mai n consi der a-

tions:

- A 'curriculum advi sory group' (such as descri bed
in Session 2.1) should be involved in this work.
It is an advantage if the group has a nenber who
has authority to make decisions in curriculum mat-

ters.

- The job analysis (listing the '"job requirenents'),
arid the trai nee anal ysis should be the basis for

t he training needs anal ysi s.

- The group will identify those job requirenents
whi ch shoul d be subject to training in the coll e-
ge. The requirenents should be clearly specified
to facilitate the preparation, |later on, of exact
trai ni ng objectives. (It is not enough to state
'marketing' as a requirenent, it is necessary to
specify, for instance, 'sale of crops through al

avai |l abl e channel s on the donestic market' .)

- At this stage there is no need to plan the struc-
ture of the whole training programme, i.e. to de-
ci de whet her there should be one | onger course or
several shorter ones, and whi ch subjects shoul d be
i ncluded in which course. Wiat is needed now i s
sinmply a definition of the topics which should be

taught in the coll ege.
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Expl ain that the task of setting exact training objecti-
ves for each subject/topic can be done in this sane
work step but we will deal with it as a separate task

in a foll owi ng sessi on

Tell participants that we will now di scuss sone exam
ples which illustrate the i nportance of a careful and
t hor ough anal ysis of the traini ng needs, and sone prob-

| ens.

Show a copy of MATCOM s 'Curriculum Guide' to partici-
pants, and explain how it can be used as a resource do-
cunent in curriculumdevel opnent work. Explain that the
common job requirenents have been translated into train-
ing subjects and topics, and a training objective has
been suggested for each topic. Point out that a docu-
nment |like the 'Curriculum Guide' may be very useful,
but it does not relieve us of the basic work of decid-
i ng which training needs our target group have and
which training topics we should have on our tinetable.
To prove this point, display the follow ng topics on

t he chal kboard/flip chart:

Imp. Prior.
Cash Budgeting 1 1
Livestock insurance
Shipping
Member education

Percentage calculations

= = N W N
w W N W W

Shop hygiene

Di scuss which of the above topics are inportant or
necessary for a manager of a typical multi purpose
co-operative in their regi on. Read the objectives
stated in the '"Curriculum@Giide', (if required). Mark

the topics according to partici pants' suggesti ons as:
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1) Very i nportant
2) Rat her i nportant
3) No i nportance

Then ask participants to suggest which priority should
be given to the topics; which must be included and

whi ch need not be included at all on our first, basic
trai ni ng programme. Mark these priorities in the sane

way :

1) High priority
2) Lower priority
3) Not i ncluded

The result nmay not be as indicated in the table above,
but tell participants that the purpose of this short
di scussi on was not to reach a decision, it was just to
denonstrate the difficulties facing us in a 'training

needs anal ysis'. Sum up the di scussi on:

Topi cs which are i nportant for the operations of a
co-operati ve nmust, of course, be included if the
trai nees have no previous training. (Cash budget -
i ng.)

O her topics might be equally inportant, but there

is no real need for further training. (Calculat-

i ons.)

Sone topics are obviously not related to the job of

the trai nees (Shipping).

Ot her topics are useful, but not crucial for im
nmedi ate operati ons. They shoul d be included on the

pr ograme, however. (Menber educati on techni ques.)

- Sone topics may be needed, but training will be or-
gani sed by ot her specialist agencies (livestock in-

surance) or on-the-job (Hygi ene).

- Training may be needed in topics which are not in-

cluded in the '"Curriculum Guide'. (Calcul ations.)
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Poi nt out that the choice between on-the-job training

and institutional training is often difficult.

Ask participants to think about the training of cash-
iers in a supermarket, and assune that the foll owi ng

alternati ves are possi bl e:

a) The cashiers are trained on-the-job, i.e. initially
they are instructed and supervi sed by a conpetent

cashier, and they |l earn while serving the custoners.

b) The cashiers are sent to an off-the-job training
centre for a two-day course before they take up

their jobs.

Ask participants to vote for the alternative they pre-
fer. Ask those who voted for on-the-job training to

gi ve their argunents, which nmay include the foll ow ng:

trainees will not be away fromtheir jobs, training
cost will be very | ow
trainees will be trained on the type of equi pnent

(cash registers) actually used in their shops;

it is too costly to equip a training centre with

cash regi sters.

Ask those who voted for classroomtraining to give

their argunents:

trai nees can nake costly m stakes while | earni ng on-
t he-j ob;
- custonmers will conpl ai n about i nadequate job perfor-

nmance whil e cashi ers are | earning;

it is possible to sinmulate realistic situations in

t he cl assroom

it is easier to 'condense' the training in a cl ass-
room and practise all possible problemsituations in

a short tine.
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Sum up by pointing out that the choice in this case

seenms to be a cost-benefit problem and that the sane

applies to training of other skills, such as display of
goods in a shop, using conmputers in accounting, prepar-

i ng records, maintaining systens for cash control, etc.

Rem nd participants that the matters sel ected for the
institutional training progranmes should be specified
in detail even at this stage so that the trainers can
prepare nore precise training objectives |ater. The

topic 'nmarketi ng' was nentioned earlier as an exanpl e

of a statenment that was too vague. Another exanpl e:

Tell participants to think about the topic 'pricing'.

Ask themto nention everythi ng possi ble that could be

considered in a training course on 'pricing', e.g.:
Cost s - Suppl y- demand
Gross nmargi n needed - Price control
Conpetition - Sal es vol une
Price policy - ot her topics.

Point out that it would take considerable tine to cover

all these matters, but the trainees would then learn to
take the full responsibility for fixing the selling
prices.

Tell participants that sone shop managers need not wor-
ry about all these aspects, they nay be told by an apex

or gani sati on what mar k-up percentages to apply on the
di fferent types of goods, and all they have to do is
t he cal cul ati on. Suggest that it should be sufficient
to teach only the followi ng subjects in this case (in-

stead of all those nentioned above):

- per cent age cal cul ati ons,

- how to use a cal cul ator.

In other cases the nmanagers may be given a price |list
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where they can |l ook up all the selling prices. In this

case they may not need training in this area.

Ask participants if they want to i nclude sone of the
topics first nentioned - even if the managers do not
need the training to be able to performtheir jobs.

What is the value of this '"extra study' conpared to the
tine and noney saved if we only concentrate on the job

requi renent s?

Expl ain to partici pants that considerations of this
type are common in curriculum devel opnent work. It is
necessary to specify the nmain subject-matter contents
al ready now during the 'training needs analysis'. If we
leave it for the trainers to decide | ater we may have
different solutions in different courses, and a vague

curriculumas a result.

Enmphasi se t he dual purpose of a 'contents analysis': to
specify the 'learning points' and to facilitate an as-
sessment of the +time needed for the training. Go

t hrough the foll owi ng exanpl e:

Ask participants to assune that one training topic
will be "How to select a supplier'; the objective is
to enable trainees to select a suitable supplier of
farminputs. Ask participants to suggest the possi-
ble '"content' of the training. They may suggest that

trai nees should |l earn the foll ow ng:

VWhat i nformati on i s needed before a choice can be
made? (Which suppliers are avail able, their | oca-
tions, what are their assortnents, prices, delivery
ti nes and conditi ons, paynent terns, reputation for

service, reliability, etc.)
- How to obtain the information.

- How to assess the i nformati on.

Poi nt out that all these suggested itens will certainly
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be needed in a pre-service course offered at a | ocat -
i on wher e co-operati ve nanagers have the possibility
of choosi ng anpbng several suppliers. It is inportant
that they learn to select the best one. Renmark that it

nmay take six to eight hours to teach them how to do it.

Ask participants if they would need to i ncl ude all
these topics in a training programme if they knew t hat
t he managers in reality had no choice; in other words,
they were obliged to buy from one certain supplier,
li ke a co-operative whol esal e society, or a state-owned
nonopoly. If so, the training tine could probably be
reduced to one hour, or the topic elimnated altoge-

t her.

Participants may i n a di scussi on suggest that the topic
shoul d neverthel ess be included, for reasons of 'gen-

eral education', usef ul know edge for nmanagers' or the
like. Point out that this is a matter for the persons
responsi ble for the curriculumto decide, and that they
will also have to consider the difference in tine all o-

cation for the topic.

The chart bel ow shows the suggested tine all ocation for

the topic when only the actual job requirenents are con-

si der ed:
Pre-service In-service
basic course refresher
course
For managers with
a choice 6h lh
For managers in a
monopoly situation 1h --

Refer participants to the handout 'Extract froma job
specification' used in Session 2.1 Sheet 8. Ask themto
study the job requirenents and to specify and wite
down individually a list of topics which they believe

should be included in college training for young i nex-
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peri enced trai nees which would cover the listed job re-

qui renment s.

After about ten mnutes, distribute the 'Extract from

MATCOM s Curri culum Gui de' and any | ocal curricul um

covering the topic 'Coll ection of produce', if avail
abl e. Ask participants to conpare their own lists with
these lists. Allow about ten mnutes for this, then ask

partici pants to comment. Pay particular attention to

the following natters:

- What, if anything, is mssing in the MATCOM | i st and

the local curriculun? Wiat is superfl uous?

- Which of the 'job requirenents' should be subject to
training 'on-the-job' or in other places, but not in

col | ege?

Sum up the discussion. Stress again that it is necess-
ary to nmake a thorough anal usis of the job require-
nments and all possible training subjects and topics,

and not to rely fully on any old | ocal docunment, or any

ext ernal handbooks, as denpbnstrated in this exercise.

Ask one participant to sumup the i nportant points to
remenber when maki ng a 'traini ng needs anal ysis' and
deci di ng which job requirenents should be covered by
trai ni ng subjects/topics in a coll ege training program

ne:

- An advi sory group of experts to be invol ved.

- The 'job analysis' and the 'trainee analysis' should

be used as a basi s.

- MATCOM s 'Curricul um Gui de' can be used as a resour -

ce docunent.

- Every job requirenent should be scrutinised - it

should be turned into a well defined training topic.

- Training topics should be job-oriented.
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In addition to directly job-oriented topics, other
rel ated topics nay be added if they are consi dered

to be useful for the trainees.
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from | LO MATCOM

"Curricul um Gui de

SUBJECT:

TOPI CS:

The coll ecting and recei ving system

- To enable trainees to describe a collecting
and receiving systemas a whole and to iden-
tify the critical stages and operations wth-
init.

Managenent alternatives.

To identify the alternati ve ways of organis-
i ng each stage of a collecting and receiving
system to determi ne the factors affecting
this choice and to sel ect the nost appropri -
ate net hods for a given set of circunstan-
ces.

The cost of coll ection.

To calculate the total cost of alternative
coll ecti on systens.

The nunber and | ocati on of coll ection points.
To determ ne the nost econoni cal nunber and
|l ocati on of collection points for a given
crop.

Opti m si ng nanagenent deci si ons.
To neasure trade-offs involved in crop col -
l ecti on problens and to design opti mrum sol u-
tions.

Transport schedul i ng.

To schedul e the coll ection of crops in the
nmost efficient way.

I nform ng nenbers about coll ection systens.

To sel ect appropriate nethods for inforning
menmbers about coll ection arrangenents.

Desi gni ng t he communi cati on.
To effectively convey infornmati on about col -

|l ecti on arrangenents through the witten and
t he spoken word.
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Bag systens.

To design and operate effective systens for
the delivery, recovery and paynent of tenpor-
ary packing materi al s.

Desi gni ng the recepti on system

- To design, to staff and to physically | ay
out an effective crop reception system

Queui ng.

- To mnimse nenbers’' waiting tine at recep-
tion centres.

Sanpl i ng.

- To select sanmples of an appropriate size and
kind in order to achieve a desired | evel of
confidence in the results they indicate for
t he whol e crop.

Gr adi ng.

- To explain the necessity for crop gradi ng
and to sel ect appropriate nethods for grad-
ing their nmenbers' produce.

Decepti on and preventi on.

- To anticipate attenpts to defraud nenbers of
the society, and to close the | oophol es that
nake such attenpts possible.

Cal cul ati ons and paynents.

- To design and operate sinple, rapid and se-
cure systens for cal cul ati ng anobunts due and
maki ng appropriate entries or paynents for
nenbers' credit.

Recor di ng procedures.

- To design, install and nanage effective sys-
tens for recording the results of the receiv-
i ng and gradi ng operations.

D sput es and deci si ons.

To apply what they have |l earned to sol ve any
problens, and to identify and forestall par-
ticular di sputes or di sagreenent s bet ween
nmanagenent, the society and its nenbers.
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SESSION 2.4

hjective: To enabl e participants to design a suitable

progranme of courses to nmake up a job-oriented

trai ni ng schene for co-operative staff and

nmanagers.
Tine . 1 hour.
Material . Handout s:

"When to study what ?'

A training progranmme for shop nmanagers.'

The trai ning conplex for staff of
co-operatives.'

Case study with appendi ces.

. i de -

1) Refer to the poster showi ng the 'systens'

consuner

appr oach

(See Session 1.2 Sheet 6). Review where we currently

stand after having conpleted the first three steps:

- we have identified the know edge and skills re-

quired to performthe job (Step 1);

- we al so have an i dea about the qualifications of

our trainees (Step 2);

we have identified the training needs, and |i sted

t he topics which should be included in the train-

ing programme (Step 3).

2) Ask participants i f we now have suffici ent

i nf or ma-

tion to start designing the training sessions. They

shoul d identify the foll owi ng remai ni ng preparati ons:

we have to determ ne the 'format' of our

trai ni ng

programe - should we have one | ong course, or

split it up into two or nobre shorter courses?;



- if we choose to have several courses, we need to
pl an t he programe of courses and determ ne the

ai mand contents of each course;

- the exact objective of each subject and topic

shoul d be specifi ed.

Define and clarify the term nology for different

training activities (as used here):

- A course is one training period, its duration may
be from one day to several nonths. For shorter
courses we also use the terns 'seninar' or 'worKk-

shop' .

- A training programme or a Ltraining scheme consists

of all the interrel ated courses offered to a par-

ticular group of trainees. For instance, the train
i ng programme for co-operative nmanagers nmay con-
si st of one basic, one internedi ate and one advan-
ced course. Sone programes, do i ndeed, consi st of

only one course.

- A course is nade up of training sessions short pe-

riods of training activities dealing with specific

subj ect matters.

([Expl ain that the above definitions are not in any

way st andardi sed; usage differs very nuch.)

Ask for a volunteer who is wlling to prepare a pre-

sentation of the training schene for co-operative
managers offered by his coll ege. Explain that the
presentation (a short | ecture) should descri be how

the systemis built up, the purpose of the vari ous

cour ses, etec.

To facilitate the volunteers' preparation, ask the
ot her participants to nenti on what they want to know
about the training system Ensure that the foll ow ng
poi nts are nentioned; the underlined words shoul d be

noted on a flip chart and by all participants:
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- For whomis the training available? |Is the system

open to all potential managers? Wat are the

entry conditions? WwWat has been done to make

cl asses as honbgeneous as possi bl e?

What is the duration of the progranmme? |Is this

nore or less than in other simlar coll eges?

Is the programe based on one | ong course or sone
shorter courses; what are the reasons for the sys-

tem chosen?
VWhat is the aim of each course?

- Whi ch subjects are included in the different cour-
ses; how much tinme is allocated to each subject?

- Is the institutional training co-ordinated wth

training activities in the co-operatives?

- Is the programme |inked to a career system does
conpletion of a course |lead to pronotion and hi gh-

er wages?

- Who is responsible for the curriculum of the nan-

agenent training progranme?

- Has the system been evaluated recently? How was

it done? Wat were the results?

After listing the questions, explain that the list il-
lustrates topics that nust be consi dered when design-

ing a training schene.

Tell the volunteer that | ater he will be i nforned
about the exact day for his presentation. (This wll
be part of the assignnents outlined in Session 3.09.

Keep the flip chart with the questions until then).

Return to the question of deciding the contents of
each course in a training schene. Ask participants to
assune that they will have three courses in a pro
gramme on retail managenent. The first course is

given to newly enmpl oyed shop assi stants, the second
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course is intended as training for shop supervi sors,
and the |l ast course is for shop nanagers. Show the
di agram ' When to study what?' on the chal kboard or
ohp, but without the titles of the training topics

(see the handout).

Ask participants to suggest which topics should be in-
cluded in the three courses and wite their proposals
in the diagram Di scuss briefly the useful ness and
general rel evance of the topics on each | evel, and
agree on a sensible syllabus |i ke the one suggested
in the handout. The foll ow ng aspects nmay be nen-

tioned in the di scussi on.

-  Trainees nust be able to apply what they learn im
nedi ately after the course. Therefore, topics like

accounti ng and personnel nmanagenent shoul d not be

i ncl uded on the | owest | evel.

- Newly enpl oyed assi stants nust quickly be trained
for their key tasks of serving the custoners other-
wi se they may do nore harm than good for the co-op
erative. (Sone of the inportant tasks will also be

trai ned on-the-job, of course.)

- Sonme topics are so i nportant that training wll
conti nue t hr oughout t he car eer (co- operation,

sal esnmanshi p) .

- If a topic is included on all three levels, it is
necessary to define the contents and set objec-

tives for each | evel to avoid confusion.

To conclude this exercise, enphasi se the i nportance
of anal ysing the sequencing in this way, to naeke the
trai ning as job-oriented, neani ngful and effective as
possi bl e. Al so stress the i nportance of descri bing
the courses (title and ain) in terns that their func-
tions and place in the total system can easily be

identified.

Refer to the question nentioned under Point 4 about
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linking the institutional training to 'practice per-
i ods' or on-the-job training in a co-operative so-
ciety. Point out that this is one way of nmaking train-
ing nore job-oriented, and bridgi ng the gap bet ween

the coll ege and the co-operatives it serves.

Di stri bute the handout 'A training progranmme for shop
managers'. Explain that this 'sandw ch-type' program
nme consi sts of short courses in a college with inter-
nmedi ate work peri ods, when the trainees al so study on
their own a series of booklets related to their work
(the MATCOM ' El enents' for shop personnel; show sone
exanpl es). Ask participants to study the outline for

a few mnutes, then discuss and clarify any ques-

tions.

Refer to the question of 'careers' in the co-opera-
tive novenent. Stress the need for an enpl oyee to see
the possibility of making a career in his work by suc
cessfully conpleting the required trai ni ng courses
and obt ai ni ng nore and nore responsi bl e positions.
Mention the three courses discussed in Point 6 as an

exanple of a training schene with such features.

Di stri bute the handout: ' The traini ng conplex for
staff of consuner co-operatives'. Explain the system

illustrated by the chart:

- Enmpl oyees enter into the systemw th varyi ng educa-

ti onal background.

- Trainees will go through certain training program

mes, dependi ng on their backgrounds.

- Al trai nees have the possibility of advanci ng
t hrough the system and even to conti nue to other
studi es and other jobs in the co-operative sector,
(such as co-operative i nspectors, auditors, train-

ers, uni on namnagers, etc.).
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If required, continue with the case study descri bed
bel ow (Points 11 - 18), otherw se concl ude the
sessi on by asking one participant to sumup the main
poi nts of this session; allow himto use the key
words |listed on the flip chart under Point 4 of this

session as a reference.

Suppl enentary exercise:

The foll owi ng exerci se should be included if particip-
ants will be involved in curriculum work and need
nore exanples and practice of the procedures. It is,

however, based on a case study and a | engt hy group
work, and it may therefore be wi se to postpone it
until participants have been i ntroduced to these tech-
ni ques in Topic 4 (See Session 4.4 Point 12). It may
t hen serve a dual purpose; as an exercise in curricu-
|l um pl anni ng as well as being a practical exanple of

t he case study net hod.

Di stribute the case study and all ow participants 10 -
15 mnutes to read it through (or have it distributed

and read prior to this session).

Expl ain orally the assi gnnent. Point out that the
mai N pur pose of the exercise is to review the proce-
dures in curriculumdevel opnent work, and that it is
not possible to create a 100% realistic background in
this exercise. Therefore, participants are free to
nake assunpti ons when the background infornmation is
not sufficient. This may apply especially to the
'trai ni ng needs anal ysis'. They may al so use the sam

pl e Job description from Session 2.1 as a reference.

Di scuss possi bl e approaches to the work. Then distri b-

ute Appendi x 1, which outlines a possible 'work
pl an'. Conpare this one with the proposals fromthe
partici pants. Tell participants that the groups wll

t hensel ves, determ ne their approaches.
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I nform the groups on how t he presentati on should be

done. Distribute copi es of Appendices 2 - 4.

Di vi de participants into groups of five or six nem
bers. Instruct themto begin with planning of their
own wor k: they should agree on an approach (as in
Appendi x 1 or nodified), and they should nake up a

tinetable so that the work will be finished on tine.

Allow up to 3 hours for the group work.

The groups present their conplete proposals in a ple-
nary session. After each presentation, the foll ow ng
matters shoul d be di scussed and assessed by the whol e

cl ass:

a) The divi si on between on-the-job training and for-
mal trai ni ng; how nmuch tine will the trai nees
spend in the classroomduring the four-year per-
i od?

b) The di vi si on between on-the-job training and for -
mal training; which subjects have been included in

formal training programes?

c) Have all training needs been catered for? Have all
necessary training topics been included on the pro-

grammes and all ocated sufficient tine?

d) Are there any unnecessary training topics on the
pr ogr amme?

e) The sequencing of the training activities; is the
training in line with the career schene and the in-

creasing responsibilities of the trai nees?

f) Have the formal training activities been cl osely
linked with work and practical assignnents in the

soci eti es?

g) Does the programme | ook realistic froma practical
poi nt of view, - not too | ong and not too nmany

short forrmal training events? |Is the trainees'
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wor kl oad evenly distributed over the period?

Are the ains for each training event included rele-

vant and realistic?

Is the proposed training content relevant and is

the tine estimate realistic?

The groups' conplete reports are copied and distri b-

uted to all participants.



Session 2.4

Sheet

P

‘uotiexrado-o0)

*adpatmouy 3onpoiyg

diysuemsayes

—— ——p3uo0d *p3uocy —
~— ——+p3uod *p3uo?
~—— ~—p3juod *pauod
«<— —— +p3uo0d
€— —— ~——p3juo0d — *10a3uod nmmo
<€— —— —*pIluod *1033U0D 203§
€ e ——eD3U0D ‘uorjowoxd puw Zuruueid sajeg
€~ ——— ——'D3juo0d ‘Ao110d 3a3uwx 30038

‘uorjestuedir) [duUOSIVJ

*8urjunodoy *Butdaay-oog

*ssautsng
ay3 3uryroijuo) pue Jutuueyq

‘Juswadvuegl [3uu0sIayg

*s'@anpadoad ssaursng
pue 391330 ‘8Butdo9ay paooday

*3uripuey spooy
‘3urpuey yse)

SLNVISISSV dOHS

SHOSIAYHELNS dOHS

SHHDVNVIN dOHS

STIAN ONINIVIL
3urpuodsaxzod ay3 pue

400 ~-dHI-NO
SINTHTIINOTY

¢ 1VHM AQGN1S 01 N3IHM



Session 2.4

Sheet

*S82TPNIS [ENPTATPUT pue sjusmudisse [erdads ‘jiom jo sporiad ajerpamiajul
Y3TM SIBUTWAS }29M-2UO0 INOJ OJUT PIPTATP ST asumeaBoxrg Jururerl [euorINITISUT AYL -

‘uetd

so1®s B JO UOIIRI
-edaad ‘uorjowoayg

* Juswod
~BUB pPuUB UOT3IEBSTU
-e310 Touuosiag uo

sjuswaTy WOOILVH Jo
Apn3s [enprATpU]

*1013u0) 203§ pue

safeg U0 sjuamRly
WOOLVK jJo Apnis
TenpraTpu]
-ug8tsse 1etoadg

:jusm

aordad ddILovVid

*jaom dn-moi103
393png :juam
-u3isse eioadg

2

‘uotjomoxd pue
Butruuerd sayeg
uoT38ONpa pue juam
~3TNI231 13quWayK

*juawadrueu
sAtjeviado-0d joO
s30adse [eroeds

Ad9A | YVNIWES 43Iy

aoIyddd IDILOVId

yse) uo sjusamwRgF
WOOLVH Jo Apnis
1enpTATpUT
-ugtsse (eroadg

sJjuam

D &

*s3utiaaum
¢ SUOTIED TUNUMIO)

Juswedeuew pueR UOT3
LesTueBlio [auuosiIag

*(dn-mo110]
398pnq) ssauisng

a2yl 3urrioiy
~uo) pue Jutuueid

ao1didd dDILOVId

*ssauisng

a3yl Suriroajuo)d
pue Butuueiqd uo

JUAWA 1T WODLVH 3O
Apnis TenprATpUI

*j1om 398

-pnq Kixojeaedaxyg

O o

AP9A [ YVNIKAS PiE

*1013u00 001§
‘1o13u0d yse)
*8utdaay-yjooq
aAaraerado-0)

*$9aNpadoxd ssau
-Tsng pue 321330

aorddd *"d3d

) O

q2am [ YVNIWIS Pug

*(398

-pnq ® Buraxedaad
‘Burotad) ssauysng
aya 3uryroxa

-uo) pue Juruuerd

*Spo0o9
3o 3utxapig “‘4Ad
-110g4 98uey N003§

Ad9Aa [ WVNIWIS I8!

TIdWVXE NV -

SYTOVNVH dOHS YOd FWWVIOO¥d ONINIVYL




Session 2.4

Sheet

1ayjang

L1epuodag Liewrayg
siostaxadng
s1a3euey § 8JUBISISSY §3UB3STSSY
sieuTWag saadeuey doys doys doysg
jusmadeuey A“”u 39jaewxadng 103 A“Hu 103 A“Hu 103
1et1oadg 103 oumead aume 13014 aumre 18014 3uy aumre 18014 3urt
~01q 3uiutex] Sututeay Hutex] [etoadg

O

-utel] oIseg

O

O

<

&

*8ututeay Liejuswaidwo)

‘Burureay asylang

wl1sLs
uoTIBONPI
Teuorieu aAyj,

xa1dwod Fuiureiy
aat3easado-o 3yl 4q
paiajjo Suiurea]

*$93INJ3TISUT
Bututeay a’yip
*Apnas TenpraTpul

JT1dHVXE NV -

SIATIVYIA0~0D YIWNSNOD 40 AJVIS ¥0d ,XIATIWOD ONINIVHL, HHL



Sheet 8
Case study.
MEMO THE FEDERATI ON OF AGRI CULTURAL CO- OPERATI VES
TO The Principal, Co-operative Coll ege
FROMZ The Board of Directors
SUBJECT: A new schene for training of futrture Managers of
Agricultural Co-operatives.

Qur | atest manpower survey shows that there is an annual
aver age turnover of 30 primary soci ety nmanagers through
retirenents, transfers, etc. Replacenents are taking pl ace
t hrough advertisenents, and candidates apply for t hese
posts both from outside and i nside the novenent. It is a
fact that few of the applicants who are appoi nted nowadays
have under gone appropriate trai ning on how to manage agri -
cul tural narketing and supply co-operatives. This is the
reason why we need to strengthen our training efforts and
we request you to take action for the i nplenentation of a

new managenent training schene with effect fromthe begi n-

ni ng of next year.

As a first step we request that you submt your proposal
for a training systemthat neets the requirenents listed in

t he foll ow ng.

The new schene

On-the-job training and formal institutional training wll

take place on a rotation basis during a period of four

years.
The training will be connected to a career schene, and a
fixed salary scale will be applied during the career. Dur-
ing the first year a trainee will have the designati on of

Managenent Trainee, during the second year he will be Assis-
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tant to the Manager, during the third year Assistant Mna-

ger. After four years of successful on-the-job training and
in the college, the trainees will be qualified to apply for

nmanagenent posts in primary societies.

Duri ng the four year period the trainees will be enpl oyed
by sel ected societies and report directly to the nmnanagers.
The training activities will have to be interrelated so
that the formal training activities conpl enent, support and
strengthen the training on-the-job. You will be responsible
for the formal training, and the nmanagers of the sel ected
societies will be responsible for the on-the-job training.
It is, of course, necessary to plan and inplenent the train-
ing progranmme in close coll aboration with the managers of
the sel ected societies. Before we approach the nmanagers,
however, we would like you to work out and submt profile

of a training system based on the facts given in this

meno.

The trai ni ng system nmust, of course, be fully co-ordi nat ed
with the career schene, which inmplies that a trainee should
be able to take on the responsibility of nore and nore qua-
lified tasks in the course of his career. The training sys-
tem shoul d make this possible, and consequently the tim ng
of the various training inputs during the five year period

is of utnost inportance.

Naturally your proposals for a new training system have to
be based on the commpn tasks of a society manager. |In addi -
tion, however, there are certain aspects and functions of a
manager to which you shoul d gi ve speci al consi derati ons be-
cause of current problens in the societies. W have in-
cl uded t hose aspects in the following |list which we have
conpiled in order to facilitate the preparati on of your

pr oposal s.

The 'routine tasks' of a society nanager are well refl ected

in the nodel Job Specification, issued by the Federation.



Session 2.4

Sheet 9

W now have to ensure that the college training will be
nore job-oriented than before. W suggest that you careful -
ly reconsider which training topics you should include in
the college curriculum which you should | eave for on-the-
job training, and when the vari ous topics should appear

t hr oughout the training period.

Vet I : I Lati

We consider a nanager's relationship with the nenbers as
one of the crucial factors for success of a society. This
i nplies that a nmanager shoul d have a t horough know edge of
t he actual conditions of the nenbers, especially the pro-
blens related to their farm ng and their econony. W want
you to plan how this crucial relationship could be covered

in the training.

Collecting produce

It is a fact that at present namny societies are not organis-
ing the collecting and receiving of farners' produce in an
effective way. This has caused severe problens and di sl oyal -
ty to the Co-operatives in sone places. W want you to
suggest how to overcone this problem A related problemis
‘'quality control', and we appreci ate your suggesti ons for

i mproved training in this field

Iransport

Experi ence shows that this is a major problemin nost so-
cieties. In spite of high costs, the transport is often
poorly organi sed. W suggest that the new trai nees should
becone i nvolved (on a practical basis) in these nmatters as
soon as possi ble. They coul d, perhaps, be instrunental in
surveys of the societies' transport situations, and | ater

in re-organi sation of the transport, when needed.

. : .

Your present curriculumincludes a rather conprehensive but
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general course of study on financial managenent. W beli eve
that the formal training tinme could be shortened if the pro-
granmme were nore job-oriented and geared towards the actual
procedures now used in the co-operatives. W need a well -
pl anned approach whi ch ensures that trainees quickly becone

'productive' in their manageri al duties.

In this connecti on we have di scussed whet her training could
hel p to overcone sone of the present difficulties regarding
with i nvestnents and pl ans for devel opnent of the so-
cieties. There is, generally, a lack of initiative fromthe
co-operatives and we believe that the nmain reason is that
nmanagers and comrittees (at present) |lack the capability of
assessi ng possi ble ideas froma financial point of view
Any training input to i nprove this situation would greatly

benefit co-operative devel opnent.

Supply services, Credit services

We know t hrough research that services to nenbers can be
further inproved, and this applies both to the practical
managenent of supply of farminput and to credit services.
The trai nees should probably have nobre specialised training
in these fields than hitherto, and if possible their stu-
di es should be linked to field assignnents in their so-
cieties, so that their training will give quick returns in

the form of inproved services in their respective so-

cieties.

Marketi ng

In addition to the traditional crops now grown there exist,
in many societies, a potential for further production, e.g.
of eggs and vegetables to be marketed in neighbouring
towns. The trainees should be given skills and know edge to

undertake feasibility studies in this field.
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Concl uding remarks

Sone of the studi es whi ch we suggest above are connected
with practical assignnents (surveys, research) in the socie-
ties where the trai nees work. These studi es should result
in reports, prepared by the trai nees and endorsed by their
managers, who should al so submt these reports to the com
mttees. W envi sage that this approach will have several
positive effects: the training will be directly connect ed
with the work and the problens in the societies, the trai-
nees will have the support of the experienced managers, and
the i mpl enentati on of the recomendations may lead to im
proved perfornmances already within the four-year peri od.
All these facts will further create notivation for the

trai nees.

You are al so asked to consider the fact that the trainees
must not be taken away fromtheir jobs for any | onger per-
i ods. The Federation wants to reni nd you that resources for
training are limted; every cent spent on training nust be

returned in the formof increased efficiency of the co-oper-

ati ves.

We | ook forward to your suggestions for a new training sys-

temin accordance with the franework presented in this

meno.

John Cooper, Chairman

- A [ —

for the Board of Directors
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Case study - Appendi x 1

Assune that you have received the neno fromthe Board of

Directors. Do the following in order to prepare a reply.

Anal yse the Jaob requirements. ©Make a |list of all

skills and know edge (trai ning subjects) to be cove-
red during the four-year period considering all the

informati on given in the neno.

Determine mininmum' entry qualifications' for appli-

cants to the training and career schene.

Deci de whi ch trai ni ng subjects should be covered by
formal training and which should be covered by an-the-
i ol - |

Determ ne a proper sequence for the training sub-
jects. MWien should the various subjects be dealt with

duri ng the period?

Indicate on a 4-year line how the whole period is

divided into training activities: Formal Training
Events (F) and On-the-Job Training Periods (O. Use
t he special form attached (Appendi x 2). G ve each ac-
tivity a nane (and a nunber) to facilitate reference

to your plan.

Describe briefly each training activity  using the

forns provided (Appendi x 3).
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Case study - Appendi x 3

On-t he-Job Trai ni ng Peri od No.

Fornmal Trai ni ng Event

Nanme of Activity:

Dur ati on, dat es:

Aim brief description of activities:

Case study - Appendix 3

On-t he-Job Traini ng Period No. :

Formal Traini ng Event

Nane of Activity:

Dur ati on, dates:

Aim brief description of activities:
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SESSION 2. 5
THE COBIECTI VES

(hjective: To enabl e participants to explain the advan-
t ages of having cl ear-cut objectives for train-
i Nng programes, courses and sessions, and to
fornmul ate such obj ecti ves.

Tine: 1 -11/2 hour.

Material Text for ohp transparencies or flip chart:
"Preparation of Oojectives | and I1"'.
"MATCOM s Curri cul um Gui de’

. i d
1) Rem nd partici pants about the need to state the aim

(or objective) of each training event, as nentioned
in the previous session (Session 2.4 Point 2). Point
out that even such a seem ngly sinple task requires
careful consideration and that | ack of accuracy may

weaken t he whol e trai ni ng progranme.

Ask partici pants how they react to the foll owi ng ob-
jective: 'Trainees should |learn to appreciate the im

portance of an effective stock control .’

The answers will certainly illustrate the anbiguity
of such a statenent. Sone nay suggest that this is
very inportant, and that it would take a day or two
to teach how to set up and use a stock control sys-
tem Ot hers may say that the statenent refers to
‘under st andi ng' the need for a stock control only,

not to be able to do it.

Expl ain that we have to take sone tine in this course

to l earn how to avoid problens of this type.

Expl ain that the two terns 'ains' and 'objectives'

have slightly different nmeanings in this context:
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- the aimis a statenent of the general purpose of a
trai ni ng progranmme or a course (e.g. 'to introduce

trainees to the stock control system);

- the abjective describes in nore exact terns the ex-
pected result of a training activity (e.g. to en-

abl e trai nees to keep a stock control record).

Poi nt out that teachers have surely al ways had sone
noti ons of the ains and objectives of their courses
and sessions. It was not however until the appearance
of the 'instructional technol ogy' (the systens ap-
proach) in the sixties that a techni que of preparing
very precise objectives was devel oped. It then quick-

ly becane 'a nmust' to wite such objectives in al

trai ni ng design. This however resulted in a m suse of
t he techni que, and nowadays we have a nore rational
vi ew on the use of training objectives. Point out
t hat the exact objectives have neverthel ess proved to
be very useful in certain co-operative training, and
we wll therefore denonstrate the techni que through

an exanpl e.

Expl ai n that what you will do is, step-by-step, for-
mul at e a succi nct and conpl ete objective. This step-
by-step process will teach how such objectives can be

best fornmul at ed.

Use the series of objectives listed in the paper 'Pre-
parati on of objectives |I' as a basis for the denon-
strati on. Copy each statenent on a transparency for
ohp or wite it on a flip chart. Show one statenent
at a tine, and di scuss (and comment) as outli ned

bel ow.

a) The objective of the course is to teach trainees

about percentage cal cul ati ons.

Comments: The objective should not be for sone-
one to teach, but for soneone to |learn. Alter

the text in point a) to read 'is for the train-
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ees to learn...'. But how much shoul d t hey
| earn about percentage cal cul ati ons? Let us as-
sune that trai nees are shop assistants. W have

to be nore specific.

b) The obj ective of the course is for trainees to
learn the percentage <calculations they use in

t heir work.

Comments: The only percentage cal cul ati ons they
use are for deduction of cash di scounts, so why

not say so?

c) The objective is for trai nees to understand how

cash di scount cal cul ati ons are done.

Comments: |Is this really what we want to achi e-
ve - an understanding only - not the ability to
do it? What do we actually want the trainees to
be able to do after the traini ng? Every obj ec-
tive nust state the desired result - an observ-

abl e acti on.

d) The' objective is to enable trainees to cal cul ate

cash di scounts on sal es.

Comments: That is an observabl e action. W can
easily see if trainees can do this after the
t rai ni ng. But is it OKif they use a cal cu-

| at or ?

e) The objective is to enable trainees to cal cul ate
cash di scounts on sales, wi thout the use of a cal -

cul ati ng machi ne.

Comments: This is better, because we have now
stated an observable action and we have stated
the condition for its performance. But we have
sai d not hi ng about the standard of the perfor-
mance. Suppose that trai nees use five m nutes
for a sinple calculation and still make sone

m st akes.
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f) The objective is to enable trainees to cal cul ate
cash di scounts on sal es, quickly, accurately and

wi t hout the use of a cal cul ati ng machi ne.

Comments: The words 'quickly' and 'accurately'
can nean anything, and it will be hard to nea-
sure if we actually achieve the objective. Let
us nmake a final adjustnent to the statenent.

a) The objective is to enable trainees to cal cul ate
cash di scounts on sales without the use of any cal -
cul ati ng nachi ne. The trainee will be consi dered
successful if he conpletes the final test in 15

m nutes with fewer than three errors.

Comments: This nmeans that we have to construct
the final test now - at the sane tine as we

deci de the objective.

Poi nt out that this exanple, for denonstration pur-
poses, was a bit exaggerated, but it illustrates
three inportant principles if we want to set up exact

obj ecti ves:

An obj ective should state
the final hehaviour (an observabl e action),
- the conditions for the perfornmance,

- the standards to be reached (neasurable criteria).

In the foll owi ng exercise use the ohp (or flip chart)
to show the objectives listed in the paper ' Prepara-

tion of objectives Il

Show the first exanple and ask participants to i npro-
ve it. |If possible, apply the three criteria nen-
ti oned under Point 6. After a short discussion in
bee- hi ve groups, ask for suggestions and wite the
best one on the chal kboard, or show t he one suggest ed

in the paper.
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Continue in the sane way with the other objectives.

Stress again that words such as ' know , 'understand'

or 'appreciate' are usually too vague to descri be the
obj ect i ves, and that the use of hehavioural terns
will make them cl earer. Ask one participant to sug-
gest a suitable word, wite it on the chal kboard, ask
t he next partici pant for another word, etc. and go
round the whole class until no nore suitable 'action

wor ds' can be found. The foll owi nhg ought to be in-

cluded in the final list on the chal kboar d:
expl ai n, describe, define, list, nanme, recognise,
sel ect, denonstrate, discuss, organise, plan, im

pl enent, determ ne, decide, assess, choose, analy-

Se.

Expl ai n and di scuss the use of MATCOM s ' Curri cul um
@Quide' in this context. Show that the objectives pro-
posed in the Guide cannot al ways be used as they are
by di scussing the exanples related in the chapter

Trai ni ng OGbj ectives' in the Cuide.

Sum up t he advant ages of preparing objectives and di s-
cuss sone of the problens. Cover t he foll owi ng

poi nt s:

- When planni ng traini ng programes, we nmust deter-
m ne the objective of each course and each train-

i ng subj ect and topic included.

- Waen planning a single training session, it is
al so necessary to defi ne what we want to achi eve
in that particul ar session by witing an objec-

tive.

- Oten it i s advant ageous to express the objective

i n behavi oural terns.

- If trai nees know precisely what is expected from

them they nake greater effort.
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12)

- On the other hand, | earners are better notivated
if they thensel ves are involved in setting the ob-

jectives (particularly adult | earners).

- Objectives limt the tasks of the teachers to
clearly prescribed areas, possible msinterpreta-
ti ons are avoided and various training i nputs can

nore easily be co-ordi nat ed.

- bj ectives nmake it easier to neasure the results

and effecti veness of training progranmmes.

- Cour se obj ectives, published in the prospectus of
a training institution, help establish respect and

confidence in the institution.

INn the literature both the terns 'traini ng objec-
tives' and '| earni ng obj ectives' are used, the
forner are usually related to the responsibilities
of the trainer, i.e. what will happen in the cl ass-
room whereas the latter refer to the | earner's ex-

pect ed behavi our after the training.

Refer to the chart with the 'systens approach'. Point
out that with the preparati on of objectives for all
t opi cs and courses, the 'planning phase' is conpl eted
and that it is now possible to present the curriculum
for the training programe. The teachers now have a
firmbasis for their work in the cl assroons. Di scuss
briefly whether it had been possible to start the de-
sign of training sessions without the preparatory

steps we have di scussed so far.

To concl ude, ask sone participants to guess what ob-

jective you had set up for this session.
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THE OBJECTI VE OF THE COURSE | S TO TEACH TRAI NEES
ABOUT PERCENTAGE CALCULATI ONS.

THE OBJECTI VE OF THE COURSE | S FOR TRAI NEES TO
LEARN ABOUT THE PERCENTAGE CALCULATI ONS THEY USE
I N THEI R WORK.

THE OBJECTI VE | S FOR TRAI NEES TO UNDERSTAND HOW
CASH DI SCOUNT CALCULATI ONS ARE DONE.

THE OBJECTI VE | S TO ENABLE TRAI NEES TO CALCULATE
CASH DI SCOUNTS ON SALES.

THE OBJECTI VE | S TO ENABLE TRAI NEES TO CALCULATE
CASH DI SCOUNTS ON SALES W THOUT THE USE OF A CAL-
CULATI NG MACHI NE.

THE OBJECTI VE | S TO ENABLE TRAI NEES TO CALCULATE
CASH DI SCOUNTS ON SALES, QUI CKLY AND ACCURATELY,
W THOUT THE USE OF A CALCULATI NG MACHI NE.

THE OBJECTIVE | S TO ENABLE TRAI NEES TO CALCULATE
CASH DI SCOUNTS ON SALES W THOUT THE USE OF ANY CAL-
CULATI NG MACHI NE. A TRAI NEE W LL BE CONSI DERED SUC
CESSFUL | F HE COMPLETES THE FINAL TEST IN 15 M N-
UTES W TH FEWER THAN THREE ERRORS.
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THE OBJECTIVE OF THE TRAINING IS ...

Bl

B2

C1

D1

TO ENABLE TRAI NEES TO UNDERSTAND AND APPRECI ATE
THE CO OPERATI VE PRI NCI PLES.

TO ENABLE TRAI NEES TO G VE A SHORT SPEECH EX-
PLAI NI NG THE CO OPERATI VE PRI NCI PLES TO THE SATI S-
FACTI ON OF THE MEMBERS OF THEI R SCCI ETI ES.

TO ENABLE TRAI NEES TO APPRECI ATE THE ROLE OF
THE CO- OPERATI VE UNI ON.

TO ENABLE TRAI NEES TO EXPLAI N THE ORGANI SATI O\-
AL STRUCTURE OF THE CO- OPERATI VE UNI ON TO DESCRI BE
I TS THREE MAI N FUNCTI ONS AND TO LI ST THE SERVI CES
VH CH THEY, AS MANAGERS OF PRI MARY SOCI ETI ES, CAN
DEMAND FROM THE UNI ON.

TO ENABLE TRAI NEES TO UNDERSTAND THE | MPORTANCE
OF QUALI TY CONTROL.

TO ENABLE TRAI NEES TO CONTROL THE QUALI TY OF
THE PRODUCE AND GRADE THE PRODUCE ACCORDI NG TO THE
REGULATI ONS COF THE MARKETI NG BOARD.

TO ENABLE TRAI NEES TO UNDERSTAND THE | MPORTANCE
OF MOTI VATI ON OF STAFF FOR OPTI VAL JOB SATI SFAC-
TI ON AND PRODUCTI VI TY.

TO ENABLE TRAI NEES TO | DENTI FY POOR PERFORMANCE
AS A RESULT OF LACKI NG MOTI VATI ON AND TO SUGGEST
VWHAT ACTI ON THEY W LL TAKE TO | NCREASE MOTI VATI ON
AMONG THEI R OM\N STAFF.


katherine


Session 2. 6

Sheet 1

SESSION 2. 6

LN SFRVI CF PROGRAMMVES

hiective: To enabl e partici pants to apply adequate tech-

ni ques when preparing curricula for in-service

trai ni ng programes.

Tine: 2 - 21/2 hours.

Session Quide:

1) Renmi nd participants that up to now we have mainly dis-
cussed pre-service training, i.e. the training given
befaore the trai nees take up their jobs.

2) Refer to earlier discussions about 'career schenes'

and 'training systens', which should be designed to
take care of all the training needs in a co-oper

ati ve. Point out the obvious need for other courses
in addition to the pre-service courses. Ask partici -
pants to suggest which type of courses nmight be re-
qui red, for which target groups and for what reasons.

The foll owi ng may be nenti oned:

- Refresher courses nmmy be arranged for managers who
have al ready been trai ned. The reason nay be to
correct certain managenent deficiencies sonetines
noti ced by co-operative i nspectors and auditors

(such as problens with accounti ng or control sys-

tens).

Special courses may be needed to i ntroduce new re-

gul ations (e.g. new credit procedures), or to
train specific tasks whi ch have not been given
enough tine in the pre-service courses (e.g. staff

managenent and project preparation).

Continuation courses may be arranged for those who

have proved their conpetence for nmanagenent to

gi ve them a chance to qualify for higher posts.
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4)

Point out that it is the responsibility of the train-

i ng manager to continuously identify the need for 'in-

service courses' of this type, and to plan and arran

ge them when required - and before it is too | ate.
The planning will follow the pattern of the systens
approach we al ready have di scussed, but we wll now

bri ng up one particular problem that of nmaking a
trai ni ng needs analysis' and preparing curricula for

refresher courses.

Rermi nd participants that the sel ecti on of training
subj ects and topics in a pre-service course i s based
on the job requirenents. As the trai nees have little
or no experience their training starts from scratch.
This inplies that the curriculumis rather conprehen-

sive in a pre-service course.

Poi nt out that the situation is different when design-
iNng an i n-service course; the trainees have normally
gone through a basic trai ni ng programe, and have
wor k experience. The goal is to inprove their perform
ance and this can only be done by identifying the
areas 'in which they need further training. It would
be nmeani ngless to offer training on nmatters they know
already. Obviously, the 'training needs analysis' is

nore crucial, and nore difficult, in this situation.

Rel ate the following 'case' to participants:

- There are about 20 snuall er co-operatives in a par-
ticular region and they all seemto have sim|l ar
pr obl ens. Many suffer from |l osses and they can
hardly survive. The nenbers are not very | oyal.
Most of the soci ety nmanagers have consi derabl e ex-
peri ence, but their fornmal training was done | ong
ago. They often fail to keep the books up-todate

and take no action to i nprove the situation.

The co-operative training director is aware of the
situation. He has decided to take sone acti on.
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Anal yse the situation in a general discussion. Ask
partici pants to suggest possible reasons and possi bl e

actions at this stage; elicit the foll ow ng:

There could be several reasons for a situation
like this, such as | ack of funds, insufficient
busi ness vol une, nenber i gnorance, poor nmanhagenent
in general, | ack of notivati on anong nanagers,

etc.

- The probl ens cannot be sol ved unl ess the causes

are identified.

- To identify the problens (and their causes), a
j oi nt effort by the peopl e supporting the so-
cieties is needed. Co-operative inspectors, consul
tants and trainers should study the problens and

suggest renedi es.

- Trai ni ng, i f required, shoul d be gi ven on the

basis of a proper training needs anal ysis.

Tell participants that soneti nes we hear statenents

li ke the foll ow ng:

- " No, this is a question of credit and funding,
training won't hel p."

- "What can the nmanager do, | ook at the resources he

has. ..

- "Don't blane the nmanager, the nenbers there are

sinply not interested.”

Ask partici pants what such statenents seemto indi-

cat e:

- that the nanager is conpetent, but these probl ens
are outside his control, training will not change

anyt hi ng.

Ask participants who, if not the nanager, should dea

with these probl ens of maki ng funds and resources
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avai | abl e and manage the operations so that all nmem
bers becone happy and i nterested. Point out that we
soneti nes hear another statenent which seens to indi-

cate that all problens can be sol ved through train-

i ng:

- "In a co-operative there is a job to be done, and

soneone has to be trained to do it."

The '"job' referred to here is the all-enbraci ng one
of 'running the society'; that job (of course) al so
i ncl udes nmaki ng funds and resources avail abl e, etc.
and it is through training that a manager can | earn

how to do just that.

As a conclusion to be drawn fromthese exanpl es, cau-
tion participants to use the expression 'training

won't help' with discretion.

Return to the case rel ated under Point 5 and the rol e

of the training director in this particul ar situa-

tion.

Rem nd partici pants about the previous di scussions on
t echni ques for anal yses of jobs, trainees and train-
i ng needs. Tell themto assune that in this case we
al ready have job specifications and complete |lists of
job requirenents for the nmanagers. Wat remains to be
done is to identify the problem areas and possi bl e

trai ning needs in the target group.

Ask participants what the training director should do
to deternmine the training needs for this particul ar

group of trainees.

Di vi de participants into groups of four to six mem
bers. Instruct the groups to elect a chairman and to
di scuss the question for 15 m nutes, then report ver-
bally which four or five nethods they will recomend

for analysis of the training needs. Tell participants
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t hat they should all take notes, as anyone nay be

asked to do the 'reporting'.

Use the foll owi ng nethod for the reporting, when the

groups have been reconvened:

A nenber from one group descri bes one nethod, how it
is inplenented, its pros and cons, etc. Ot her parti -
ci pants may comment and conpl enent the descri ption.
Key words should be noted on the chal kboard. Then a
nmenber fromthe next group descri bes anot her nethod,
and so on until all suggested net hods have been des-

cri bed.

The foll owi ng points should be nenti oned during the

present ati on/ di scussi on:
ILntervi ews

- Managers, committee-nenbers, and other people with
insight into the affairs of the societies should
be asked to identify the problens and suggest rene-

di es.

- Interviews are tine-consum ng. Skilled and tactful

interviewers are required.
. .

- Use the sane respondents as for interviews.

- Questionnaires are a quick and cheap way of col -

lecting infornmati on from many peopl e.

- It is, however, difficult to prepare good questi on-

naires.

Menber surveys

- Menbers can tell what is and what is not func-
tioning in the society, through interviews and

questi onnai res.
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13)

14)

hservations

- Co-operative officers, consultants and auditors
may identify the weak poi nts of managenent when

they follow the work in the societies.
Study of society books

- The accounts, reports and m nutes from neeti ngs

may reveal problem areas.

Di scuss whi ch one of the presented net hods woul d be
nost suitable in this case. Elicit the suggesti on
that it is not enough to use one single nethod, it is

safer to conbi ne several of them

Point out that it is not always possi ble to contact
every person in the target group; ask partici pants
how t hey woul d conduct a nati on-wi de survey taking in

hundr eds of trai nees.

Questi onnaires could be used for the entire target
group while interviews could be conducted with se-
|l ected persons in the group. It is inportant to
use reliable questionnaires which are pre-tested
before they are distri buted, and appropriate sta-
tistical nethods for the analysis of results. It
is also necessary to apply appropriate sanpling
techni ques for the selection of interviewees. It
may be wi se to use the services of specialists
[such as statisticians and sociol ogists) in con-

ducti ng such a survey.

Tell participants that studi es have shown t hat pro-
bl em anal yses of this type are often negl ected or per-
forned in a casual way, the reasons probably being
all the work involved and the tinme factor. It happens
that curricula are being based on the opi ni ons of one
si ngl e person, and no surveys are done. Point out

that this is a risky nmethod whi ch should be avoi ded.
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Tell participants that the 'nom nal group techni que
wi Il produce a npbre reliable result than any one- nan

effort. This is a technique which is used to ' nom -
nat e’ t he probl ens that should be solved and it is
based on nmany peopl e's judgenent, conbi ned i nto one
col |l ecti ve deci sion. Expl ai n how t he techni que coul d
be used to anal yse the trai ni ng needs of co-operative

manager s:

a A group of people with very good know edge about
t he managers' work are invited to a neeting.

- The co-operative officers working in the actual
area will form a useful group. The co-operative
managers t hensel ves coul d be invited to ano-

t her nmeeting, etc.

b) A well defined guestion is presented to the group.

Exanpl es of questions: 'What prevents a posi -
ti ve devel opnent of the co-operatives in your
regi on?' 'Which are the main probl ens facing

t he co-operati ve managers at present?

c) Goup nenbers Llist their answers in witing.

They are not allowed to talk to one another dur-
ing this stage. Thus, they are free from group
i nfl uence that could prevent them from present-

ing their ideas.

d) Al the itens listed by the group nenbers are
presented to the entire group.

- The lists should be collected and all suggested
itens recorded on the chal kboard or flip chart
Alternatively, group nenbers will nention one
itemat a tine, which is noted on the board, un-
til all itens have been recorded. Still, no dis-

cussion is all owed.



e) The list is edited.

- This involves a discussion in order to clarify

the itens, del ete duplicated or overl apping
itens and to arrange the list in a | ogical way.
At this stage there should still be no coments

on the inportance of the various itens.

fy The itens are ranked in order of priority.

The group nenbers are asked to sel ect and rank,
i ndi vidually, the nost critical problens from
the edited list. They could, for instance, se
lect 5 itens and give 5 points to the nobost cri -
tical problem 4 to the next one, and so on.
Their rankings are then transferred to the main
list and a final rank-ordered |list can thus be

cal cul at ed.

) Finally, group menbers el aborate on the identified

probl ems and give exanples fromtheir experiences.

These comments and exanpl es may be useful in
the forthcom ng work (to design the training
sessi ons) and should therefore be recorded or

docunent ed.

15) Arrange an exercise to give participants the opportu-
nity to becone famliar with the 'nom nal group tech-

ni que' .

Use the exercise to identify training needs for a co-
operative target group which is well known to the par-
ticipants. If this is not possible, apply the exerci-
se on participants' own situation, and ask the ques-
tion 'what prevents you from achi evi ng maxi mum r e-
sults in your training activities? Follow the outli -
ne above when conducting the exercise. (The 'nom nal
group techni que' can be used in other data coll ection

situations, not only for training needs assessnent.)
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16) Bef ore concl udi ng the session, ensure that all parti-
ci pants have witten down the steps in the 'nom nal
group techni que', as presented under Point 14 and in

t he exerci se.
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SESSION 2 7

PRESENTI NG THFE COURSES

Ohjiective: To enabl e participants to choose the npbst suit-
able forns for presentation of the curricul um
to all parties concerned.

Tine: 1/2 - 1 hour.

Material Exanpl es of curricul a, coll ege prospectus and
sim | ar docunents fromdifferent training in-
stitutions.

Session @Qiide:

1) Refer to the chart of the 'systens approach'; rem nd

partici pants that the tangible result after conpl e-
tion of the first four steps usually is a draft cur-
ri cul um document .
Poi nt out that the curriculum provides the corner-
stone in the trai ning system The traini ng nanager
will plan all activities on the basis of this docu-
nent, the teachers will use it as a nmanual, and the
reputation of the training institute can depend great-
ly on the content of the curricul um

2) Let participants gl ance through a sel ecti on of docu-

nents contai ni ng descri ptions of vari ous courses of -
fered at various training institutions. Ask themto
note the difference in formats. Sone have very brief-
|y worded descriptions of the courses - or just plain
listing of the subjects and topics included on the
timnetables. O hers nmay have detailed i nfornmati on con-
sisting of topics, hours of instruction, objectives,

description of contents, training nethods, etc.

Poi nt out that training nmanagers apparently have dif -



4)

5)

6)

ferent ideas about the presentati on of curricul a.
Tell participants t hat the pur pose of this session
is to discuss how a curriculum (and ot her infornation

about the training) should be presented to best serve
the informati on needs of trainees, teachers and all

ot her persons i nvol ved.

Ask partici pants how they would |li ke to structure
this session. Elicit the suggestion that the fol-
|l ow ng matters shoul d be di scussed, and in this or-

der:

a) \Who needs i nformati on?
b) Wiy do these groups of people need i nfornati on?
c) Wiat information do these groups need?

d) How should the information be presented?

Lead a di scussion in order to reach an agreenent on
t he above questions. Wite key words on the chal k-
board as the di scussi on proceeds, and build up a

t abl e as suggested on the next page.

Di scuss the di fferences between the documents used in-
ternally in a coll ege (such as specifications of ob-
jectives), and the "out bound” information (such as a

col |l ege prospectus) with regard to presentati on:

The fornmer information is 'technical' 1ike a bl ue-
print, whereas the latter is pronotional material and
intended to 'sell' the coll ege courses. Obvi ously,
the dry and techni cal specifications of objectives
are not suitable in a coll ege prospectus, the courses

shoul d be described in a much shorter and si npl er

way.
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WHO WHY WHAT HOW
needs infor-| is it needed?| information? to present
mation?
Applicants, |-To plan a -Entry con- -In a compre-
trainees career ditions hensive pros-
-To apply -Aims/con- pectus
for courses tents of
courses
-As reference -Duration,
during dates,
studies venue
-Costs
Co-oper- -To plan
ative HRD* in their -"- ="-
managers societies
Teachers -To implement -Syllabi with|-In a de-
training objectives/ tailed
according to contents for| curriculum
plans each topic document
Author- -To supervise -All -Prospectus,
ities con- and assess curricula
cerned activities -Periodical
reports
-Plans
The gen- -For various -As required |[-Pamphlet
eral public reasons with general
. info on the
college, etc.
-Otherwise as
required
*HRD = Human Resources Development.
7 Distribute to the participants a |list of objectives

and ot her

grame. Choose,

col | ege,

i ncl uded

i ng of agricultural

| nstruct

becones suitable for
prepare a conpl ete presentati on of

i ncl udi ng all

for

pot enti al

basi ¢ dat a about

i f

ot herwi se copy the syll abus for
"Curriculum Gui de',

in MATCOM s

participants to rewite the text

trai nees.

possi bl e,

pr oduce' .

a col | ege prospect us.

the informati on they consi der

a particul ar

a programre

t he act ual

in their

e.dg.

so t hat

training pro-
own
any subj ect
" Mar ket -

it
They shoul d
cour se,

necessary
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Ask participants to do this as honmewor k, and set a

deadl i ne for handing in the manuscri pts.

When recei ved, read through all the manuscripts, and

give witten coments.

Have sone of the best manuscri pts typed out. Use
wel | -arranged (but different) | ayouts for the sel ec-

ted manuscri pts.

Take tine out during a |l ater course day to conpl ete

this session - as outlined below in Point 9.

Return the manuscripts to participants and distri bute

copi es of the typed ones.

Rem nd partici pants about the table produced in Point
5 above, and review the |list of information required

by applicants/trai nees.

Ask participants to read through the sel ected exam
pl es, then ask themto assess themwi th regard to con-
t ent, | anguage and | ayout, taking the follow ng
poi nts i nto account:

- Is all the required information included?

- Is there any excessive i nformati on?

- Is the aimof the course clearly explai ned?

- Is the course described in a positive, attractive

and yet factual way?

- Is the | anguage adjusted to the |l evel of the tar-

get group?

- Is the | ayout well -arranged?

Let participants vote to sel ect the best manuscri pt

with regard to:
- a) contents,
- b) | anguage,

- c) layout.
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Concl ude by aski ng one participant to sumup the rea-
sons why we should pay attention to the '"snmall' de-
tails we have di scussed in this session, |ike wording

and |l ayout of information to trainees.

A good answer should refer to confidence and quality.
It depends on the quality of our work whet her we can
create confidence in our training institution or not;

we cannot deliver a quality output without quality in
detail s.
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SESSION 3.1
THE METHODS

hjective: To enabl e partici pants to descri be the nost

commopn net hods used i n nanagenent training.
Time: 1 hour.
Material Handout ' A brief guide to teaching and train-

ing nethods' (Extract fromILO TTMM revised).
Sessi on Qui de:
1) Wth reference to the 'systens approach' chart, point

3)

out that we have now reached the stage where there is

a transfer of responsibility fromthe curricul um de
vel opnent teamto the individual trainer. If the pre-
paratory stages have been properly conpleted, it wll

now depend on work in the classroom as to whet her the
objectives will be achieved or not, and usually it is
left to the trainer alone to design the training

sessi ons.

Tell participants that many trainers find this task
t he nost chall enging part of their work. They | ook
upon every training session as a product of their own
creativity and skills and they al ways i nvest much
nore tine in the design process and pl anni ng of a
session than the actual "delivery'. As in other cre-
ative work it is not possible to |l earn from a manua
how t o shape a good product, but there is abundant
literature on the techni ques and net hods which consti -
tute the instrunents in session design. The nore we
know about these matters, the better our chances of

desi gni ng good traini ng sessi ons.

Poi nt out that the nbpst conmmpn trai ning nethod is

l ecturing; for sone teachers it is the only nethod,



wher eas ot her teachers "m x' | ectures with ot her

net hods, |i ke exerci ses.

Ask participants to esti nate what percentage of the
time in the classroom is wused for Ilectures by
teachers in various subjects. Note their suggesti ons

on the chal kboard, the follow ng figures nay be typi-

cal :

Subject Lectures Other methods
Accounting 30% 70%
Management 70% 30%
Co-operative law 90% 10%

Let partici pants describe their own habits in the

cl assroom each one should tell

how nuch of the total tine they use ot her nethods

than | ecturing;

whi ch ot her nethods they have tried, apart from

| ecturing, and gi ve sone exanpl es.

Wite all nethods they nention on the chal kboar d.
Al so ask for training nmethods which participants have

not tried personally, but have sone know edge of. The

di scussi on should result in the following list on the
chal kboar d:
- Lecture - Rol e pl ay
- Talk ('l esson') - Case study
Gr oup di scussi on - Busi ness gane
Denonstrati on - Study visit
Readi ng assi gnment - | n- basket
Application project - Exerci se

On-t he-job training
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G ve short exanples, if necessary, and ensure that
all participants know t he general features of these

nmet hods. Do not go into details at this stage.

Ask participants to study the list on the chal kboard
and suggest how t he net hods could be cl assified and
di vided i nto groups. There are several possibilities,

elicit the foll ow ng:

Where trai nees are passive |listeners /spectators

as in | ectures, denonstrations.

. Where trainees contribute and partici pate acti v-
ely as in tal ks, di scussi ons, exercises, case
st udi es, rol e pl ayi ng, i n- basket, busi ness
games.

I, Where trai nees | earn by doing as in on-the-job

trai ni ng and applicati on projects.

Audi o-vi sual naterials or nedia are soneti nes added

to the list of nethods. Explain the difference: a set
of slides, for instance, is just a training aid used
to conpl enent sone of the nethods |listed and not a

training nethod in itself; the nedium of television
(video) is used to convey | ectures, denonstrations,

etc.

Poi nt out that the nethods are often fused together,
whi ch makes it difficult to find proper terns for al

possi bl e activities. A case study, for instance, is
often dealt with in a group di scussion, and the in-

basket net hod can be call ed an exerci se. Poi nt out

that termnm nology is of secondary inportance, it is
nor e i nport ant to know how to use the wvarious
met hods.

Therefore, considerable tine will now be devoted to

denpnstrati ons and exercises on selected training

met hods. Revi ew the tinetable, and inform parti -



9)

ci pants about the contents of the coni ng sessi ons.

Di stri bute the handout 'A brief guide to teachi ng and
trai ning nethods'. Ask participants to study the
first columm as honme work - in order to reviewthe
contents of this session. Check, the foll ow ng day,

if anyone wants further expl anati ons.
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SESSION 3. 2

LECTURI NG

(hjiective: To enabl e participants to list the features of
an effective | ecture.

Tinme: 2 hours.

Material Eval uati on sheets: Lecturing and D scussi on
|l eading (From | LO- MATCOM manual ' Staff Manage-
nment' ).

Session Quide:

1) Refer to the talk in the previous session about parti -

ci pants' habits in the classroom it probably re-
vealed that they are quite used to the | ecture
nmet hod. Now ask them to descri be how t hey work:

Do you wite a conmpl ete manuscri pt for the | ec-

ture, or just an outline or sone key words?
Do you rehearse the | ecture?

How do you ot herw se prepare?

How do you control the tim ng?

How do you deliver the |l ecture (with or w t hout

t he manuscri pt, standing up or sitting down)?

How do you speak, formally or informally?

How do you begin the | ecture, how do you concl ude?
How do you present conplicated matters?

How do you notice if the audi ence can foll ow you?

Descri be any special tricks or practices of yours

when | ecturi ng?
How | ong are your | ectures? Any breaks?
Wiat do you find npbst difficult when | ecturing?

What are your students' opinions about your | ec-

tures?



4)

5)

6)

7)

Refer to the | ast questi on above. Ask participants if
t hey ever have had any detail ed assessnent of their
| ectures, apart from standard course eval uati ons and
polite comments frominterested students. Do they
know i f as |l ecturers they speak | oud enough and not
too quickly, for instance. Point out that the only
way to inprove is to find out such things, and to
practi se, and that we wll strai ght away have sone

exerci ses for that purpose.

Ask for six volunteers who are willing to deliver
two-m nute talks to the rest of the group, each one

wi | | speak about one of the co-operative principles.

Di stribute |l ecture eval uati on sheets to the other par-
ticipants and ask themto fill in one after each spea-
ker's performance. Do not show t he eval uati on sheets

to the speakers.

Ask each volunteer in turn to give his talk, do not
allow themto exceed the two-mnute limt. Coll ect

the evaluation forns after each talk

When all the volunteers have delivered their talks,
gi ve them bl ank eval uati on sheets. Di scuss the inport-
ance of each of the criteria listed in the sheet and
ask the speakers to comment on how they m ght have im
proved their tal k. Ask participants for exanpl es of
good and bad performance by the speakers in order to
denponstrate the significance of each criterion. Point
out that a speaker nmy certainly be able to i nprove

his lecturing if he is aware of these criteria.

Ask for one nobre volunteer to give a two-m nute talk
about all the co-operative principles. Point out the
advant age of havi ng the previ ous speakers' informm
tions as a source, but the di sadvantage of know ng
the evaluation criteria; if the speaker thinks too
much about these, the spontaneity of the tal k may be

| ost.



8)

10)

11)

12)

13)

Session 3. 2

Sheet 2

After this final two-m nute tal k, ask the speaker to
conpl ete a self-evaluation and collect the filled-in

eval uati on sheets.

Hand over all the filled in evaluation forns to the

speakers. Gve thema few m nutes to read them

Explain that we will continue to use this formduring
t he course when we practice | ecturing, and that we
may al so give further comments verbally to those par-

tici pants who w sh so.

Return to the questions in Point 1. on page 1. The
short i ntroduction nmay have shown that partici pants

have nmany useful i deas about | ecturing. Suggest a
group work in order to produce a list of '"points to
renenber for |lecturers', so that all can share the

i deas and experi ences.

Di vide the class into two groups. |Instruct one group
to work out a list of points to renenber when plan-
ning a lecture, the other group should do the sane
for delivering a | ecture. Enphasise that they should
deal with the lecture-nmethod only, not a 'talk' or a
di scussi on. The |lists should be witten on | arge
paper sheets to be displayed in the classroom after-

war ds.

Appoi nt a chai rman of each group. Warn the group nem
bers that they should all take notes during the group
di scussi on, and be prepared to present and expl ain

t he group's suggesti ons.

Reconvene the groups after about 30 m nutes. Select a
spokesperson for each group, or ask the group nenbers

to sel ect the spokesperson.

Invite the spokesperson for the group which prepared
a checklist on lecture planning to make the first pre-

sent ati on.


katherine


14)

15)

Invite the spokesperson for the other group and fol -

| ow t he sane procedure.

Invite all participants to a di scussion, giving their
comments about the lists. Elaborate on unclear itens,
gi ve further exanples and nake sure that everybody
'gets the points'. At the sane tine, do the necessary
'editing' of the list to have the itens in a | ogical

order, and conbined into one joint |ist.

Use the following list only for conparison to ensure
t hat no i nportant points have been forgotten. |If sone

poi nts have been nissed, elicit themthrough questi on-
i ng.

Lecture checkli st

Preparati ons

- Know your audi ence.

- Know your subj ect.

- Know t he obj ective of your | ecture.

- Deci de t he sequence.

- Prepare an interesting openi ng.

- Make a draft, or note key words.

- ldentify the difficult points, prepare expl ana-

tions.
- Use j ob-oriented exanpl es.
- Prepare a summary and conclusions at the end.
- Make a draft, or note key words.
- Rehear se.
- Tine the various parts of your |ecture.
- Pl an when to have breaks.
- Pl an how to use boards and flip charts.
- Pl an t he use of other equi pnent.

- Prepare the materi al needed.



16)

17)
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ln the |lecture-room:

Arrive in tinme, check facilities.

Start punctually.

Do not read from a nmanuscript, speak freely.
Use everyday | anguage.

Speak | oud, don't shout.

VWAt ch your manners, be yoursel f.

Look at your audi ence.

Endeavour vari ation in your perfornance.
Wite clearly on the chal kboar d.

Renenber to take breaks.

Point out that the list prepared by the groups consti -
tutes a set of basic rules not only for | ectures but
generally for a trainer's performance. |Inform partici

pants that we will cone back to several of the listed

itenms during this course.

Arrange to have the |list that was fornmul ated duri ng
di scussi on typed out and copied. Participants shoul d

each have a copy as soon as possi bl e.


katherine
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SESSION 3. 3

BASI C | FARNI NG PRI NCI PI ES

(hjective: To enabl e participants to point out the limta-

tions of the |l ecture nethod, and to expl ain

t he basic principles of |earning.

Time: 11/2- 2 hours.

Material : Handout 'Wiat is true about |ecturing?

Session Quide:

1) Tell participants that the purpose of this session is
to take a closer look at the | ecture nethod and to
di scuss sone of 'the nysteries of |earning' .

Di stri bute the handout. G ve partici pants about ten
m nutes to read through it and wite their conmments.

2) Conduct a di scussion on the basis of the handout, as
outlined below During the discussion the foll ow ng
| earning principles will be nmenti oned:

- Sequenci ng/ struct uri ng.
- Mot i vati on.
- Transfer.
- I ndi vi dual approach
- Feedback.
- Active invol venent.
Repetiti on
3) Begi n by aski ng partici pants what they |i ke nost

about the | ecture nethod.

They may possibly refer to Item E on the handout

and correctly suggest that the teacher is in full



4)

5)

command when using the | ecture nethod. Contents,
sequence, presentation and tim ng can be exactly
pl anned, and the risk of 'anythi ng happeni ng' to

confuse the learning situation is mninal.

Di scuss why this factor is inportant. Stress the obvi-
ious fact that it is easier to understand and renmem

ber things which are presented in a | ogical order (se-
quence); explain that this is a basic 'learning prin-

ciple'.

Wite the heading 'Learning principles' and the first

item' Sequencing/structuring’ on the chal kboard.

Use an exanple, for instance the topic 'Meeting pro-
cedures', and elicit through questions the foll ow ng

aspects on sequenci ng the subject-matter contents:

- It is easy to create good sequencing in a | ecture,
denonstrati on or instructional text about neeting

pr ocedur es.

- The sequencing can not be fully controll ed when
trai nees are nore actively involved , as in case
studies or role plays (e.g. if they 'act out' neet-

i ngs for purposes of practice).

- A logical sequence may not necessarily be the best
one in a training situation. (For exanple it is na-
tural to see first what the by-laws say about com
nmittee neetings, but this would not be a very ex-

citing start of a training session.)

Tell participants that 'sequencing wll be discussed

further in a | ater session.

Rem nd partici pants about a teacher's task and res-
ponsi bility: not to teach, but to see to it that
trai nees |l earn. He nmust design his sessions so that
learning will take place and he nust therefore know
t he principles which make | earni ng possi ble. Refer to

t he handout again and ask for other ways to help



6)
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trainees to |l earn and renenber.

If the participants nmention itemF 'To |listen and
l earn, you nust be interested' or itemL 'A |lecturer
shoul d state the objective of his lecture' in the
handout. Add the word ' opntivation' to the list on the
chal kboard and di scuss the neani ng and i nplicati ons

of this principle:

- Research has shown that people must be interested
and notivated in order to learn. Adults, especial-
ly have problens in learning if they do not see

t he need and pur pose of the training.

- The notives for | earning vary, of course. Young
peopl e want to pass an examni nati on and get a j ob,
ol der peopl e want nore know edge whi ch can help

themto do a better job.

Teachers can notivate interest in a subject or a
session, e.g. by explaining the objectives and pur-
pose of each training activity, by maki ng use of

an interesting opening to the |lecture, etc.

Tell participants that we will cone back to the ques-

tion of notivation and how to make trai nees i nteres-

ted in our training.

Refer to the problem nenti oned above about adults' no-
tives for learning, and to item D ' Exanpl es from real
life help to keep the audi ence awake' in the handout.

Enphasi se the i nportance of job-oriented training;
nost adult |l earners enrol in a course because they
want to | earn sonethi ng which is useful and which
they can ' transfer' to their jobs. If they do not see
any possibility to apply what they | earn, they may
consider the training wasted tine. If this happens

t hey cannot build up any interest in | earning.

Add the word ' transfer’' to the list of |earning prin-

ci pl es.
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Di scuss if trai nees can transfer what they | earn

through |l ectures to their jobs in the co-operatives.

Thi s depends on the contents and the skills of the

l ecturer. A lecture on 'accounti ng procedures’
would nmake littl e sense, but denonstration and
exercises would help the trainees to transfer the

know edge to their jobs. A lecture on 'co-oper-
ati ve | eadership' may have sone effect on the
trai nees'jobs, but very few |l ecturers are so fas-
cinating, convincing and i nfluential that they can
i nduce us to change our attitudes (ltemB). A pro-
bl em sol vi ng exerci se or a case study woul d be
much closer to reality than a | ecture, and there-

fore easier to transfer.

Cenerally speaking, lecturing is not a very suit-
abl e medium for job-oriented training. The cl oser
the training situati on and content is to the real

job, the easier the chances will be of 'transfer'.

Ask participants to think about teachers they had

during their school years. Ask sone to tell about

teachers (and specific | essons) which they have nice

menories of, and to try and identify why they still

renenber them

They may nention three aspects:

a)

b)

c)

the teacher paid attention to them as i ndividu-

al s;
he gave themcredit for their achi evenents;

students were actively involved, not only |listen-

i ng.

Wite these three principles on the chal kboar d:

i ndi vi dual approach
f eed- back;

acti ve i nvol venent.
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Expl ain the i nportance of an ' individual approach'.
Poi nt out that even in a honbgeneous class there are
di fferences, sone trainees will need nore tine and
nore expl anati ons than others to appreciate the ness-

ages. A lecturer's problemis reflected in item M

'The |l ecturer will never know if the nessage is un-
derstood by all or a few, or by nobody', in the hand-
out; he is talking to 'an audi ence', not to indivi-

dual trainees, and no tinme is provided for individual

i nstructi on.

Partici pants may suggest that a | ecturer can use ques-
tions to find out if the audience can follow him D s-
cuss the value of a general question such as 'do you
under st and?'. The nbst conmmbn answer to this question

is silence. What does it indicate?

Poi nt out that the tal k-nethod (|l ecture with ques-
ti ons and short discussions) is a step closer to an
i ndi vi dual approach. Point out that you are using the

t al k- net hod ri ght now. Wen you notice that sonething
is unclear, you wll give nore explanations and

exampl es so that everyone will understand. Point out
t hat your problemis to create a climate in the cl ass
so that everyone feels free to talk and won't be em

barrassed to 'ask stupid questions'.

Tell participants that we will cone back to the tech-

ni que of using questions in a |ater session.

Expl ai n t he neani ng of ' feedback' in an educati onal

cont ext using your present situation as an exanpl e:

You try to get the participants an 'active' part
of the |l ecture. Wien they ask a question or give
an answer you will react in sone way or other,

e.g. give sone comments. This reaction is a ' feed-

back to the participant.

The feedback confirns to the partici pant that he

is 'l earning sonething'.
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- Research has proved that feedback is inportant in
l earning situations. It reinforces the | earning.
Ef fecti ve | earni ng may not take place w thout feed-
back.

- There are many ways of providing feedback to trai-
nees: short comrent s, discussions, conplinents,

personal attention, nmarks on witten test, etc.

- Feedback shoul d be gi ven w t hout del ay, otherw se

it will not be effective.

- A teacher cannot give any feedback to trainees un-
| ess he first receives feedback from them He will
have feedback in different ways: through their an
swers and questions, tests, or sinply by observing

the reactions in the cl ass.

Ask participants to comment on the possibilities of
gi ving feedback in a |l ecture situation. They may re-
fer to ltens A, Mand N and correctly suggest that
there is no feedback at all in a | ecture. Point out
t hat sone ot her methods, such as di scussions and rol e

pl ays, will provide i nmedi ate and frequent feedback.

Remi nd partici pants about the role of the trai nees
during a |l ecture; they are passive receivers of infor-
mati on. Point out that we easily forget what we hear;
refer to the Chi nese proverb: '"Wiat | hear | forget,

what | see | renenber, what | do | understand'.

Expl ai n t hat nmany studi es have been nade to prove the
validity of the proverb. Different figures have been
presented - the followi ng bei ng one exanpl e (al t hough

it should not be taken as 'gospel' of course).

VW retain -

20% of what we hear
40% of what we see and hear

70% of what we see, hear and do.

Ask partici pants what such figures and studi es nean
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to a trainer. Possible suggestions:

The | ecture nethod is, generally speaki ng, not
very effective.

- The effectiveness of a lecture will inprove if we
use supporting visual s.

- Il nstead of 'pure' |l ecturing we should apply the
tal k-nethod or |l ectures with di scussi ons and ot her

activiti es whenever possible.

- \Whenever possible, we should substitute 'particip-

ati ve nethods' for |l ectures, and |l et the trai nees

be actively involved in the learning activity.

Tel | partici pants that we wll deal wi th those

net hods in | ater sessi ons.

Ask participants to nmenti on ot her ways of reinforcing

learning. Elicit ' repetition' and add it to the |i st
on t he chal kboar d.

Ask the partici pant who suggested repetition to give
a resune of the learning principles nowlisted on the

chal kboard, as a first repetition.

Ask participants if you have managed to apply any of
the | earning principles during this session. Take

t hem one by one:

Did you structure and sequence the naterial proper-

ly? (Refer to the list of principles on the chal k-

board.)

Did you manage to create an jnterest in the sub-
ject? (I n the begi nni ng of the sessi on you ex-
pl ai ned t he purpose of the session, and you used
sone chal |l engi ng statenents, presented in a hand-
out) .

- \Was the session job-oriented or far fromreality;

can the learning be transferred to the jobs? (The
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session dealt with key problens in the 'particip-

ants' work.)

- Did you apply an individual approach? (This was a

lecture with talk, and only sone of the particip-

ants may feel that they got enough attenti on?)

What about feedback? |[You gave comments to all
questi ons and answers, was it enough?)

Were participants actively involved? (You had them

read, think, ask questions, answer questi ons and

to discuss. Was it enough?)

What about repetition? (A sunmary was nade, nore

to cone |l ater.)

Enmphasi se that you nmade an effort, but only the parti-
ci pants can judge whet her you were successful. |If

they tell you where you failed, you nay inprove.

To conclude, | et sone participants read the comments
they have witten in the handout. Di scuss itens as re-

quired.
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Wiat is true about lecturing?

What are your comments to the foll ow ng statenents? Mark
your opinion in the chart. Use words |li ke the foll ow ng:
True, Not true, | nprobable, Maybe, Nonsense, | ndeed?

A Lecturing is a one-way communi-
cation method.

B A good lecturer can change the
attitudes of his audience.

c A lecture should begin with a
joke.
D Examples from real life help to

keep the audience awake.

E The lecturer can exactly plan
the course and contents of his
lecture.

F To listen and learn, you must

be interested.

G People cannot listen attenti-
vely for more than a few minu-
tes.

H Lecturing is a suitable method

for large audiences.

I Lecturing is like transferring
words from one paper to another
paper without passing any brain.

J Trainees could as well be given
the lecturer's manuscript to
read. Cheaper. More effective.

K Most teachers are excellent
lecturers.
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A lecturer should state the
objective of his lecture

The lecturer will never know if
his message is understood by all
or a few or nobody.

Questions from the audience will
interfere with the lesson plan.

People sleep better during lec-
tures if the lecturer speaks in
a monotonous voice.
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SESSION 3. 4
MOTI VATI ON AND SFQUEFNCI NG
hjective: To enabl e participants to apply rational prin-
ci pl es when deci di ng the sequence of the nma-
terial to be dealt with in a training session
Jioe: 1/2 - 1 hour.
- . i de
1) Rem nd partici pants about one particul ar advant age of
the lecture nethod; it is easy to present the subject
matter in a certain, planned sequence. Stress that
t he sequenci ng has i nportance both for the notivati on
of trainees and for the perception of new materi al,
and a teacher should therefore always try to arrange
his material in the nost effective order.
2) Rem nd partici pants about Session 2.7, Point 4, when

t hey were asked to suggest a proper structure of the
sessi on. Tel | partici pants that you will now give
sone nore exanples to illustrate the probl ens of

sequenci ng.

Begin with the topic 'conmmittee neetings' which was
used as an exanple already in the previ ous sessi on,

Poi nt 4.

Display the followng itens (ohp or flip chart) which
are usually included when commttee nenbers are trai-

ned on neeti ng techni ques.

Legal requirenments.

The purpose of a commttee neeting.
Calling a neeting.

The agenda of a conmittee neeting.
Pr oceedi ngs.

The rol e of the chairnman.
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- The role of the secretary, the m nutes.
- Practical exercises, simulations of neetings.

- Fol | ow-up of neeti ng deci si ons.

Poi nt out that this sequence is quite natural, the
steps lead logically from one to anot her and this
will certainly nake | earni ng easier for the trai nees.

Ask participants if they can envi sage any problens if

usi ng this sequence.

Elicit the problemof notivation. It nay be difficult
to create an immedi ate interest for the topic when we
begin with a study of the | egal requirenents, the pur-

pose of neetings and simlar theoretical aspects.

Remi nd participants that a practical, job-oriented ap-
proach is better for the purpose of creating an inter-
est in the topic. Di scuss how such an approach could
be applied to '"conmittee neetings'. one exanple is

outl i ned bel ow.

- Trainees could imedi ately be asked to sinmulate a
short conmmttee neeting; they could be briefed to
play different roles, and two or three of them
shoul d be instructed to act and argue in such a

way that an agreenent and deci si on woul d not be

r eached.

- After this experience the trai nees woul d probably
appreci ate the i nportance of correct neeting proce-
dures and feel notivated to | earn and practice.
The training could then follow the | ogical out-
line, but the two first points mght be integrated

in the following itens.

Point out that it is often tenpting to begin with
"t heory', for instance a definition, when teaching
about certai n manageri al and economni ¢ concepts. Many
t eachers woul d, for instance, explain the co-oper-

ative concept of 'patronage refund' by first giving a
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definition, such as . 'Patronage refund neans t hat
any surplus should be returned to the nenbers in
strict proportion to the busi ness each one has done

with the society.'

Ask partici pants how trai nees would react to such an

openi ng statenent.

The definition is theoretical in nature and npbst

trai nees would not be able to i Mmedi ately see the

practical inplications.

The "dry' definition would not fill trainees with
i nterest and woul d not create any notivation for

t he com ng sessi on.

Ask participants to conpare such a theoretical ap-
proach with a job-oriented practical approach |li ke
the foll owi ng, where we begin with sonething sinple

whi ch the trai nees can easily grasp:

- First we describe to our trainees the real situa-
tion in one co-operative society at year's end:
when- all expenses have been paid and noney reser
ved for investnents and education there is still

sone noney |left over (a surplus or profit).

- W discuss how this profit would be used in a pri-
vat e busi ness: the owners share it anobong thensel -
ves in relation to how much noney they have inves-

t ed.

- Now we present the problemto our trainees: What
should we do with the surplus in the co-operative?
It al so belongs to the owners (the nenbers) but
how should it be divided? In the sane way as in a
conpany? G ve the sane anpbunt to every nenber?
More to the poorest? More to the ol dest nenbers?
What is the 'co-operative' solution to this pro-

bl ent?
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Enphasi se that the suggested approach is conpletely

different fromthe 'theory-approach'. Here, again, we
chall enge the trainees with a real, practical problem
which they will all have in their jobs: they wll be-

cone curious and feel the need to |l earn. They w ||
not be di scouraged by the confrontation with an ab-
stract definition. The trai nees nmay feel that they
t hensel ves have di scovered the concept of ' patronage

refund' .

Di splay the followi ng points on the ohp or flipchart:

A Wiy is a nenber register needed?
Exerci ses on nmai ntai ni ng a nenber register.

C VWhich data shoul d be incl uded?

D How to set up and nmintain a nenber register.
E Wat is a nenber register?

F Legal requirenents.

Expl ai n that one teacher decided to include these

teaching points in his session on 'co-operative nem
ber registers'. The points are here listed in random

or der.

Ask participants to di scuss i n beehive groups for
five nmi nutes whi ch sequence woul d be the nost effec-

tive.

Ask each group to report their suggesti ons, and note

t hem on t he chal kboar d.

Ask for argunents for the suggested sequencing, parti -
cularly for the choice of the starting point. Let
groups with differing i deas explain their reasons.
There is, of course, no definite best sequence. The

foll owi ng aspects may be consi dered, however:

If we want a 'practical' approach we shoul d not

begin with points A, E and F.
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- If trainees already know that they nust keep a nem
ber register in their societies they nmay al so be
noti vated to | earn about it, and therefore it may

be relevant to begin directly with Point D

Point Dwll include the answers posed in points C
and E, no need to deal with them separately; 1|ike-
wi se point Bwill also illustrate point A

11) Refer to previous discussions and ask participants to

sum up the basic rules for sequenci ng:

- The units in a sequence nust logically 'hang to-

get her' .

- Move fromthe sinple to the complex and fromt he

known to t he unknown.

- Begi n by nmki ng trai nees curious, interested and
notivated to |l earn, for instance by presenting a
job-rel ated problem Avoid theories and defini -

tions in the begi nning of a session.
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SESSION 3. 5

USI NG QUESTI ONS AND DI SCUSSI ONS

Chiective: To enabl e participants to facilitate |earning

during a training session by using questions
and short discussions in a neani ngful way.

Iinoe: 1 hour.

Session @Giide:

1) Repeat again the fact that learning will be nore ef-
fective when trainees 'participate', and that the
easi est way of involving the trainees in a session is
to use questions. Point out that questions are, in
fact, at the very core of the | earning process.

2) Tell participants that we will now take up sone as-
pects of questioning. Wth reference to the previous
sessi on, ask themto suggest how they would like to
structure the session; which matters to di scuss and
in which order. Elicit suggestions from participants
on the foll owi ng questi ons:

- Wiy ask questions?
- How t o ask questi ons.
- How to deal with the answers.
How to deal with questions fromthe trainees.
3) Lead a di scussi on on the above nenti oned aspects. En-

sure that the points listed bel ow are nenti oned. Use
the exanmples to elicit participants' views, or to il

lustrate what they suggest. Note key words on the
chal kboard and remni nd partici pants to take notes dur-

ing the discussion.
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Wiy ask questions?

To pronobte 'participation', individual thinking.
(e.g. What does this figure indicate?)

To provoke discussion. (e.g. Wiich price policy is

suitable in this situation?)

To receive and be able to give feedback, to rein-
force | earni ng. (Not e, however, that to ask ques-
tions for the sol e purpose of checking or testing
t he trai nees does not produce positive results,
the tinme can better be used for 'good' and neani ng-

ful questions.)

To draw on trai nees' experiences. (e.g. How have
you done transport scheduling in your society,

Johnson?)

To break the ice for silent trainees. (e.g. Have

you any ideas about this, Shynman?)

How to ask questijons.

Make effective use of questions. (A good question
is '"a powerful tool, just as inportant as the
answer. So do not 'waste' your good questi ons by

t hrowi ng them out wi thout consideration.)

Put the question to the whol e group, but each

trai nee should feel that the question is for him

Appeal to a specific individual for an answer,
when you have presented the question. (e.g. Wo
shoul d actually wite the annual report, Johnson?
Not: 'Johnson, who should wite the annual re-

port?')

Ask for causes, reasons, explanations. (e.g. Wy
is the annual report prepared? G ve ne three rea-

sons for preparing a bal ance sheet.)
Spread your good questions to as nmany as possible.

Avoi d yes/ no questions. (e.g. Should the nanager

wite the report?)
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- Avoid | eadi ng questions. (e.g. Don't you think

t hat the nanager should at | east prepare a draft?)

How to deal with the answers

- Gve tinme for the answer. Use silence as a weapon.
- Listen carefully to the answer.

- Do not repeat the answer given.

- Never ridicule a trainee's answer or suggesti on.

- Do not 'judge' the answer and tell what you think
about it. I nstead nake use of it in the | earning
situation, give foll owup questions and el aborate
further, involving the other trainees. (e.g. - Wo
shoul d prepare the annual report? - The Committ ee.

- Way can't the nanager do it? - etc.)

MMW i i .
There are two possibilities:

The teacher answers straight away. This is suit-
abl e only when soneone asks for dry facts. (e.g.

How many co-operatives are there in our country?)

The question is used to further activate the train-
ees. This can be done by redirecting the question
to the other trainees, giving a counter-question,
starting a discussion, asking for the experience

and opi nions of the other trainees, etc.

Poi nt out that the nethods descri bed here are not
used by the traditional |ecturer, who sees hinself as
a 'source of know edge', and does not see the need
for questions and di scussi ons. Even for a nodern na-

nagenent trainer it is often difficult to resist the

temptation to 'tell' the trainees everythi ng he knows
and believes in, instead of using questions to | et
t hem see all sides of every issue and letting them

use their own judgenent - as they will have to do in
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their jobs.

Refer to the four aspects nentioned in the begi nning
of this session, and ask sone participants to review
their notes and nmenti on any point on which they think

they can inprove their questioni ng techni que.

Poi nt out that this session has actually been an exam
pl e of 'using questions', and a di scussion. The alter-
nati ve woul d have been to |l et partici pants passively
listen to a |l ecture, but now they were asked to con-
tribute thenselves, and it is likely that they w Il

renmenber nost of the points di scussed.

Ask participants to describe the role you, the trai-

ner, have had during the session

to be a 'discussion | eader’ and a participant in
the di scussion, |like the other participants, but

not a | ecturer.

Ask participants to identify the nmain tasks of a dis-

cussi on. | eader:

to i ntroduce the topic to be discussed in such a
way that participants are i nterested and noti vat ed

to take part in the discussion;

to encourage everyone's participation, encourage

the "silent ones' to take part and control the

over-tal kati ve;

- to ensure that each contribution is understood by

all participants;
- to keep the discussion on the subject;

- to make summari es of the di scussion at appropriate

tinmes, and at the end.

Ask participants to assess your perfornmance as a dis-
cussion |l eader by filling in the eval uati on sheet

([sane as used in Session 3.2, Sheet 4 reverse side).
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WArn participants that sone of themwll later in the
course have the opportunity to practice | eadi ng dis-

cussi ons.

To concl ude, point out the inportance of the seating
arrangenent in the classroom A discussion becones
very difficult and artificial if participants do not
see the faces of their partners. Ask participants to
suggest possible alternatives to your present arrange-

nment. Exanpl es:

Q 0
Q (0]
Q 0
qQ o)
Q 0
Q 0

0000

00 OO0

=
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SESSION 3.6

CREATI NG VARI AT ON

Chjective: To enabl e participants to activate the train-

ees and create variation in their training
sessi ons by using 'bee-hive di scussi ons' and

"brai nstorning'.

1 hour.

. i d

Refer to the di scussions in previous sessi ons about
t he shortcom ngs of the | ecture nethod. Rem nd par-
tici pants about the i nportance of creating variation
in activities and the fact that learning is rein-
forced if the trainees are actively invol ved, rather

t han renmai ni ng passive |i steners.

Poi nt out that you have tried to apply sone 'activat -
ing" nethods in this course, apart from aski ng ques-
tions. Remi nd participants of the listing of the many
tasks of a trainer - which was a sort of 'brainstorm
ing' - and the 'bee-hive discussions' on the 'systens
appr oach’ carried out in the very first session
[ Session 1.2, Points 3 and 9). These are exanpl es of
two different nmethods to 'activate' a class, which we

shall now take a cl oser | ook at.

Expl ai n the nmeani ng of 'brainstorm ng: to quickly pro-
duce a |l ot of ideas. These ideas nay be cl ever or stu-
pid or crazy, it does not matter, everybody shoul d

contri bute with anything and everything that cones to

t he m nd.

Denbnstrate how to | ead a brai nst orm exer ci se.

Tell participants that they will get a question. They

nust then really let thensel ves go and not feel inhi-
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bited. Any answers are wel cone and they should sinmly
shout them out wi thout waiting for your sign or their

turn.

Expl ain that the first question is intended just to
war m up. Choose a question which provokes the inagina-
tion, e.g. show a paperclip and ask 'Wat can this be
used for?' Urge on participants to answer qui ckly,

and i nterrupt when ideas seemto di nnish.

Then gi ve a serious question, e.g.:

How can we i nprove our working conditions here at

t he col |l ege? or

- How can we i nprove student |ife on the canpus?

Wite all suggesti ons shouted by participants on the
chal kboard. Wite quickly and use abbreviations in or-
der not to sl ow down the tenpo. Encourage partici-

pants to produce as nany i deas as possi bl e.

When t he suggestions cone to an end, explain that the
first step of the exerci se has been conpl eted. The

next task is to evaluate the ideas.

Go through all the suggestions. Do not dism ss any-
t hi ng wi t hout di scussion, even if it at first seens
unrealistic. Delete an itemonly when all agree to do
so. Prepare a new edited list conprising realistic

i deas only.

D scuss the renaining itens with the purpose of sel ec-
ting the best ones. Try to reach an agreenent on a
final list of serious and feasible suggestions; it
shoul d be possible to actually use the |list as a

basis for a proposal to the coll ege authorities.

Poi nt out that npbst of the | earning principles are
applied in an exercise of this type, particularly

acti ve i nvol venent, quick feedback, notivati on and
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transfer. Wen dealing with real nmanagenent probl ens,

the exercise is truly job-oriented.

Reni nd partici pants about the nore qui et bee-hive dis-
cussions, and review how it was organi sed i n previous

sessi ons:

- The trainer presents his questions. It should not
be a very complicated question, not one with a de-
finite answer but a question that requires sone

t hi nki ng before an opinion i s expressed.

- The trai nees are asked to exchange their views on
t he question in small groups, forned quickly by
three or four people sitting close to each other.
Only a few mnutes (three to ten) should be all ow
ed for the discussion, which nust be in | ow voi ce

(the sound of a bee-hive, hence the nane).

- After the discussion the groups report their opin-
ions to the teacher, it is not necessary that

t hey reach an agreenent on the issue.

- The teacher uses the groups' answers as feedback,
he conti nues (and concl udes) his treatnent of the

questi on on basis of the groups’' answers.

Ask participants to identify the advant ages of the

bee- hi ve net hod:

- Al trainees play an active role. In a snmall group
it is not easy for anyone to be passive, every-

body' s opi nion i s needed.

- It is quick and easy to i npl enent a bee-hive dis-

cussi on.

- Most learning principles are appli ed.

Di splay the following points to participants (usi ng

t he chal kboard, flip chart or ohp):

A What is the role of the Co-operative Bank?



B Explain the role of co-operative credit.
C Qutline an effective credit system
D Wiich are the best | oan securities? Why?

E How to deal with | oan defaul ters?

12) Tell participants that they are not going to find the
answers to these questions, they should judge only
whi ch of them would be suitable for a five-ni nutes
beehi ve di scussion. And this they will do together in

bee- hi ve groups.

13) I nstruct and show how to form small groups of three
or four menbers with a mini mrum of novenent of chairs.
Then repeat the assignnent: Select the iten(s) which
can be di scussed in bee-hive groups. Allow five mn-

utes for discussions.

14) Interrupt the di scussion and reconvene the partici-

pants in their usual seating arrangenent.

15) Ask each group to report; tick off their choices
against the itens listed on the chal kboar d.
16) Di scuss the itens, one by one. Ask the group which

has selected the itemto give their reasons. Elicit

t he foll ow ng:

A Not hi ng to di scuss. The role of the bank is cer-
tainly defined in the statutes and t he purpose

of the discussion is not to chall enge this.

B. Thi s can i ndeed be di scussed. But the question
is too '"big" for a short discussion. The ques-
tion ' Mention two reasons for co-operative cre-

dit services' would be nore appropriate.

C. Sui tabl e for group work, but not for a quick
bee- hi ve di scussion. More tine to answer the

questi on woul d be needed.
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- D. Sui t abl e. Trai nees have only a few alternatives
to choose from and they can all present their

vi ews and toget her nmake a qui ck assessnent in

t heir groups.

- E. Same as C.
17) Sum up and enphasi se the i nportance of discrimnation
and pl anni ng even when choosi ng 'sinple" nethods like

t hese; a badly chosen or formul ated questi on for a
br ai nstorm ng or bee-hive exerci se may nean not hi ng

but a waste of ti NE.
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SESSION 3 7

VI SUAL SUPPCORT

(hjective: To enabl e participants to nake effective use

of chal kboards and flip charts during training

sessi ons.
Time: 1 hour.
Mat erij al Partly prepared chart (poster).
- . i d
1) Ask a participant to expl ain how the co-operative nove-

2)

3)

nment i s organi sed, or anything else that is difficult
to explain without the help of sone sinple illustra
tions (e.g. the rules of cricket, football, table-ten-

nis, howto make a kite, etc.).

In all probability, the speaker will nake use of the
chal kboard; if not, conplain that you cannot under -
stand fully, and the other participants will certainly
urge the speaker to use the board. Interrupt after a
whi |l e, and point out that an inportant principle has
been proved; it is easier to explain, and easier to un-

derstand and learn if we nmake use of visual aids.

Ask participants to recall what was said at a particu-
|l ar occasion earlier in the course; they nmy already
have forgotten the details of what they only heard.
Ask participants to recall sone details which were
presented on the chal kboard or the ohp in a previous
sessions; point out that they seemto easily renenber
what they have seen. Enphasise this additional reason
for using visuals: we renenber better what we see

t han what we just hear.

Tell participants that nany trai ners have the bad hab-

it of making careless illustrati ons, and seemto use



t he chal kboard in a haphazard way. Tell them that you

will denonstrate this 'm suse' of a trainer's nobst use-
ful tool.
4) G ve a short (3 nminute) lecture on any topic of inter-

est, and use the chal kboard conti nuously for support-
ing text and illustrations, but do it in a very unor

gani sed way. As an exanple, the topic "Menber invol ve-
ment in a housing co-operative" could be presented as

foll ows:

The board of directors has set up an advi sory coun-
cil consisting of five nenbers who neet once a
nont h. Each council nenber is chairman of a spe

cialised committee and responsi ble for the foll ow
ing activities: co-op studies, clinic, nursery,

sports and other social activities.

Wien conpl eted, the poor illustration on the chal k-

board may be sonething like this:

AHC A //m@

5) Ask participants to tell what m stakes you did in your

short presentation. They should nmention that:
- the illustration is very confusing, the | ayout was
obvi ously not pl anned;

sone words are not | egible, too snmall or poorly

witten;
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you turned your back to the class and 'tal ked to

t he chal kboard' nobst of the tine;

- t he board was not cl ean when you started the pres-

entati on, you used the eraser unsystematically.

Point out that an illustration of this type is of no
value in a learning situation; it only | eads to conf u-
sion. Ask partici pants what the reasons could be for

trainers to use the chal kboard in this way:

- t hey may not have planned their |l ecture at all;

- t hey may not know the | earning principle of 'se-
quenci ng/ structuring', which should be applied

al so to pictures, charts and text on the chal k-

boar d;

- t hey may not feel capabl e of nmaking sinple draw

i ngs.

Enphasi se the i nportance of planning even sinmple pre-

sentations, and that the preparation of sinple visual

ai ds does not require any particular skills, as the
foll owi ng exanple will show
Present again the mni-lecture, but the supporting vi-

sual used this tinme should be partly prepared in advan-
ce, so that a nice clear illustration will devel op dur-
ing the lecture. For the topic "The housi ng co-operati -

ve" the final chart mght |look like this:

AHC COUNCIL | ~—= | BOARD

®
o

STUDY SPORTS SOC. HEALTH NURSERY




9)

10)

- The basic structure of the chart could be drawn in
advance, e.g. on a flip chart sheet, and only the
synbol s and the words need to be filled in during

the |l ecture. Alternatively, the whole chart could

be outlined in faint lines, visible only to the
trainer, to facilitate conpl etion during the | ectu-
re.

Enphasi se two ot her advant ages of preparing a chart in
advance, partly or fully, which are: (a) expensive
classroomtine is saved, and (b) the trai ner need not

turn his back to the class all the tine.

Ask participants to comment on the | ayout of the
chart. Is it clear enough? Is the size appropriate? Is
there too little or too nmuch text, considering the in

formati on conveyed through the |l ecture? Finally dis-
cuss the value of a conmplenentary visual like this

one, does it contri bute to understandi ng; does it

facilitates | earning?

Remi nd participants about the co-operative prin-
ciples; list the key words on the chal kboard if necess-
ary. Ask themto thi nk about possible ways of ill us

trating these principles. Allow sone mnutes for in-
di vi dual thi nking and drafti ng, encourage the use of

synbol s and 'stick people' . Then ask anyone to cone up
to the chal kboard and illustrate a sel ected co-oper -
ative principle, the other participants may guess
whi ch one. Let others try in the sane way and fill the

board and flip charts with sketches.

Di scuss the sketches (sone exanpl es on the next page).
Poi nt out that ideas and creativity nean nore for the

result than the actual drawi ng skill.

Tel | partici pants t hat t hey wil | get nor e
opportunities to practice preparation of visuals in

| ater sessi ons and assi gnnents.
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SESSION 3.8

2)

3)

THE OVFRHFAD PRAIFCTOR

hjective: To enabl e participants to make effecti ve use

of the overhead projector.

Tine: 1 1/2 hour (+ 2 hours for a supplenentary exer -
ci se).

Mat eri al A set of transparencies, see 'List of trans-
par enci es' .

Session Quide:

Repeat the fact nentioned (and denonstrated) in sev-

eral of the previous sessions: properly used visuals
i nprove the effectiveness of training sessions. Rem nd
parti ci pants about the problens encountered at the
chal kboard, and tell themthat the over head projector
can hel p them overcone sone of those probl ens. Show
Transparency 1 (T.1) with the 'l esson plan' and ex-

pl ai n the purpose and the contents of this session.

1 Constructi on of the ohp
2 Practi cal arrangenents
3 Maki ng a transparency

4 Maki ng use of the ohp

Show T.2 and explain the construction of the projec-
tor. Then |l et participants | ook at a projector. Renobve
the projector stage and point out the vari ous parts.

Let participants practice changi ng the | anp.

Poi nt out that projector care is easy: it should be
protected from dust (show a dust cover), it should not
be noved when the lanp is hot, and the | enses (includ

ing the fresnel | ens and the gl ass stage), shoul d not

be scratched or nade dirty. Wite the words ' no dust,



4)

6)

7)

8)

9)

10)

no dirt, no noving' on T.2.

Show T.1 again and cross out the first line, tell par-
ticipants that we will now continue to expl ain how we
use an ohp, first froma technical and practical point

of vi ew.

Expl ain that the transparency is placed on the projec-
tor stage so that you, the trainer sitting at the pro-
jector, see it there exactly as the trainees see it on
t he screen. Denonstrate how to focus the projected

i mmge on the screen

Stress the nost i nportant practical aspect: the projec-
tor should al ways be ready for use, it should be kept
in a fixed place at the side of the teacher's table,
ready to switch on. A special projector table should
be used so that the stage of the projector is at the

sane |l evel as the teacher's table.

Show T.3 which illustrates the above, and al so shows
t hat the screen nust be tilted, to avoid what is
call ed "keystoning' - a projected i mage which is w der
at the top than at the bottom Point out that the
screen can be nade of a sheet of white pai nted board,
and that there is no need for darkeni ng the room when

usi ng t he ohp.

Show T.1 again, cross out line 2 - Practical arrange-
nents, and explain that we will continue to tal k about
the 'software' - the transparencies.

Show sanpl es of bl ank transparencies (fil m sheets)
whi ch are avail able locally, and explain particularly
the di fferences between cheaper '"'wite-on filnm and
nore expensi ve special filmsheets for certain types

of copyi ng nmachi nes.

Denonstrate which pens are avail able at the school for

preparation of '"wite-on transparencies'. Stress that
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12)

13)

14)

15)
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a felt-pen giving a non-pernmanent (soluble) witing
shoul d be used so that the i nrage can be wi ped of f and
the transparency re-used. Al so show the pernmanent type
of pens to be used for transparenci es which should be

kept for repeated use.

Denonstrate i f possi ble, or explain, how transparenci es
are nmade in a copyi ng nachi ne. Denpbnstrate how mater-
ial from books and nmnagazi nes can be used, by first
maki ng paper copi es, cutting and pasting parts of
illustrations, and then maki ng a transparency from

this "original'.

Show T.1. again, cross out line 3 and explain that we
wi Il now di scuss the use and value of the ohp in a

trai ni ng cont ext.

Rem nd partici pants about one reason why we shoul d use
t he ohp; we renenber better what we see than what we
just hear. Show T.4. Ask themto recall the figures
nentioned in Session 3.3 Point 12. Fill in 20% 40%

and 70% respectively on the transparency.

Tell participants that a second reason for using the
ohp is that it facilitates communi cati on and hel ps you
to 'control the attention' of the class. Show a trans

parency with a cartoon or a newspaper clipping of cur-
rent interest for a few seconds (T.5). Tell partici-
pants that they | ooked at the screen when you di s-
pl ayed the picture, and they turned their attention to
you the nonent you swi tched off. Show t hat you can
poi nt at details in the visual, on the projector
stage, while you still face the class. Conpare these

possibilities with the work at a chal kboar d.

Put a bl ank transparency on the stage, and wite the
following lines while you explain that there are three

mai n ways of using the ohp:



16)

17)

18)

19)

1 - as a chal kboard (as you are doi ng now);
2 - showing partly prepared transparencies;

3 - showi ng ready-nade transparencies.

Denonstrate the second point - using partly prepared
transparenci es. Explain that you will |ead a short dis-
cussi on on the division of duties and responsibilities
in a co-operative society. Use a transparency such as
T.6 but without any text. Elicit from partici pants
the structure of the society and the reasons why there
is a conmittee and a nanager. Then di scuss the duties
of the three 'powers' and wite in the words as the
di scussi on goes on so that the final picture | ooks

like T.6.

Poi nt out that even a nmi nor preparation (such as in
this case) is worthwhil e and often better than show ng
a conpl eted picture at once, which may spoil the possi-

bility of involving participants in a discussion.

Show T.7 and explain that this is also a partly pre-

pared transparency, showi ng a busi ness form but you

will now use it as a chal kboard and fill in the form
while projecting it on the screen. Point out that the
trai nees can have their own forns, and that the ohp
facilitates the denpbnstrati on and conmuni cati on w th
trai nees. To do the sane with the help of a chal kboard

woul d be nore difficult and ti me consum ng.

To denonstrate transparenci es of the ready-nade type,
begin with T.8 which is a sinple list of 'key words'
of the type a lecturer uses to renenber the outline of
his lecture. Put T.8 on the projector and suggest that
such a list could be shown to the audi ence as an intro-
duction to a |l ecture, and then be referred to | ater,
as the |l ecture proceeds. At the sane tine it will func-
tion as the lecturer's checklist. Denpbnstrate that a
sheet of paper on top of the transparency wll mask

the text on the screen, but it can still be seen
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t hrough the paper, on the projector stage, by the | ec-
turer. This is useful in certain situations, for in-

stance when | eadi ng a di scussi on, which is denonstra-

ted with T.9.

T.9 contains a list of itens which a trainer intends
to '"draw out' for the trai nees and di scuss during a
session. He can read the list through a coveri ng paper

sheet, and unnmask the itens nentioned by the trainees.
He need not turn his back to the class to wite on the
chal kboard. He saves tine since the witing is already
done, and he needs no slip of paper to peep at to re-

nenber the itens.

Denonstrate with the help of T.10 how a sheet of paper
can be used to nmask certain parts of an illustration.
Thi s exanpl e shows the different costs of operati on;

t hey can be unnasked and presented, one by one.

Denpnstrate that the step-by-step devel opnent of an il -
lustrati on can al so be achi eved t hrough the overl ay
t echni que: T.11 consists of two transparenci es, the
first one shows the budgeted sales, the second one (to
be pl aced on top of the first one) shows the actual
sal es. (Cover one of the curves with a piece of paper
when nmaki ng the transparency in a copyi ng nachi ne.)
Several transparenci es can be used at the sane tine.
Show t hat the transparenci es can be nount ed together,
usi ng tape as 'hinges' to fit the sheets exactly to-

get her.

Take the opportunity to di scuss the use of graphics.

Ask participants to conpare the curve chart in T.11
with the bar chart of T.12a, both showi ng t he sane
thing. T.12b i s anot her exanple of a bar chart. Which
type of chart is easiest to understand, nobst express-

ive?


katherine
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27)

28)

29)

30)

Show T. 13 as an exanpl e of good use of pie charts to

show rel ati ve portions of a whol e.

Denonstrate the use of colours on visuals. Mark one

portion of the pie chart (T.13) with a col oured pen.

Poi nt out that good visuals are sinple and do not pres-
ent too nmuch informati on at one tine; only the nost
necessary words shoul d be added to graphics. Show sone
nore exanpl es of graphics, T. 14a, b, etc. and discuss

their qualities.

Use T.15a, b, c, etc., to denpbnstrate problens of using
transparenci es which contain text only. Point out that

the sane rul e applies; the anpbunt of informati on shown
at one tinme should be limted. D scuss the different
exanpl es and agree on sone basic rules concerning the
m ni num si ze of the letters (4 mm and nmaxi mum nunber

of words and lines for best result (10 lines).

Show a transparency which is nounted in a cardboard
frame; point out that this may be necessary for cer-
tain thin types of film and show that the frane can

al so be used to wite notes on, a handy 'crib' for a

t eacher.

Show and conmment on ot her avail abl e transparenci es of
special interest to the group (A tip: make transparen-
cies fromillustrations in the MATCOM bookl ets.)

To concl ude, ask participants to gi ve exanpl es of par-
ticular fields of application for the ohp technique in
their own subjects. Discuss briefly their ideas. Enpha
size that it is not necessary to visualise every point
in a lecture, the projector should be used only when
it can i nprove a learning situation, and this is possi-

ble if you prepare good visuals (T.16) which hel p you:
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- simplify and explain conplicated natters
- enphasi se and rei nforce key points
- gui de you t hrough your talk

- hol d t he audi ence's attenti on

31) Suppl enentary exerci se:

Organi se a course to practise the preparation of trans-
par enci es. Thi s can be done now, i mMmedi ately after
this session, or at a later tine when participants
have pl anned what visuals they will actually need in

t heir worKk.



List of transparencies .

The set of transparenci es needed for Session 3.8 can be pre-
pared fromthe originals included here, if a suitable copy-

ing machi ne i s avail abl e.

I f possible, adapt the set of material to include sanpl es

of locally produced vi sual s.

T.1 Lesson pl an.

T.2 Proj ector constructi on.

T.3 Practi cal arrangenents.

T.4 Peopl e retain

T.5 Cart oon.

T.6 Di stri bution of duties.

T.7 A busi ness form

T.8 Lecture outline (Loan procedures).
T.9 Key points (Financial ratios).
T.10 Chart, operating costs.

T.11 Curve chart, sales.

T.12 Bar charts.

T.13 Pie chart.

T.14 O her sanpl es of graphics.
T.15 Sanpl es contai ni ng text only.

T.16 Summary.
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4 MakiNG USE OF
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OVERHEAD PROJECTOR

Mirror
Focus \ Lens
Stage (glass)
| Fresnel lens
Fan—" Lamp




People retain__%
of w%at they hear.
People retain __%
of what they see and hear.

But people retain __%
of what they see, hear,

and do.
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SEE THE
MEM-
BERS I

RANUBA?
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WE HAVE PREPARE
NOT GOT THE AGENDA?
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MAKE BY-LAWS
ELECT COMMITTEE

"VOTE IN THE AGM

MAKE POLICIES
EMPLOY MANAGER
CONTROL OPERATIONS

CARRY OUT POLICIES
CONDUCT BUSINESS OPERATIONS
REPORT TO COMMITTEE
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* DELTA CO-OPERATIVE

*

CROP DELIVERY VOUCHER No. 04909
Member's Name:
Membership Number: Date:
Staff Member
Produce: Signature Signature
Moisture test 3
Grade
Gross weight kg
Packing weight kg
Net weight kg
at $ /kg Payment $
received:
Total price $
Packing credit $
Net price $ Date:

10



[ oAN APPLICATION
PROCEDURE

e THE APPLICATION
e TREASURER'S COMMENTs

e CREDIT COMMITTEE'S
ASSESSMENT

- NEED
- APPLICANTs CHARACTER
-REPAYMENT ABILITY

-PREVIOUS RECORDS
~-SECVRITY
-TFUNDS AVAILABLE

e DECISION
-PROMISSORY NOTE

o LOAN ISSUING
- RECORDING



Stock turn ratio

Average period
(weeks) of accounts
receivable

Debt ratio

Current ratio

Quick ratio

Interest ceverage

ratio

Net surplus %

Return on
members capital
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FINANCIAL RATIOS

The sales

(Average stock (at sell. prices)

Accounts receivable x 52

Total sales on account

Foreign capital

Total capital

Current assets

Current liabilities

Current assets - stock

Current liabilities

Net profit + interest obligations

Interest obligations

Net surplus x 100

Total sales

Net surplus

Total of share capital
and reinvested surplus



GROSS
SURPLUS

T$ 182,000

Sessi on

Sheet

STAFF
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-
o—-‘ro"!' TRANSPORT

INTEREST

@ OTHER COSTS
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NET SURPLUS

92

T.12b

SURPLUS DISTRIBUTION 1992
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Extracts from ILO: TTMM

The Traditional Conception of the Training Model

Nee jecti
ds Objective Program Implementation Evaluation

Assessment Setting Design

T.l4a

Conception of the Training Model
as an Integrated Process

Needs
Assessment
Process

Objective Setting
Process

Evaluation
Process

Implementation
Process

Design
Process

T.14Db
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1. The Development of a Learning System

1. Analysis of Overall System

————————— 2. Analysis of Task or Job

™

3. Specification of 4. Definition of the
Required Knowledge, «———  Target Population

Skills and Attitudes /,

5. Statement of Training Need

|

6. Analysis of‘Objective in Behavioural Form

|

7. Course Construction

8. Development of  Definition of Syllabus
Measures of Job  Analysis and Synthesis of Content
Proficiency Determination of Teaching Strategy

Decision on Means of Presentation
Writing of Lesson Sequences

9. Validation

12. implementation of System

l—-——— 10. Field Testing and Evaluation — 11. Revision

17
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T$ 1,750
USED TO PAY

 RuUNAMING
. CO8TS
JOTA L
SURPLUS < Zﬁ 7_27,_2% OVER
78 4,000 < SonEy =
NET SURPLUS

T.14d

Analysis of Training Contents:

T.1l4e
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GAMMA Coop

CROP COLLECTION

TIME: 7-00am. TO 12:-00 noon

THURSDAY, FEBRUARY 7th.

PLACE: KILOMETRE STONE 15
ON
PROVINCIAL HIGHWAY 3

PACKING: 50 KILOGRAM SACKS

T.15b
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EST\M.
TRANSPORT COSTS THIS YEAR | nexT YEAR
FIXED COSTS (LICENSE,INSURANCE) 550 550
VARIADLE COSTS (PETROL,O\L,

25,000 km N YEAR) 5,600 7,400
MAINTENANCE , REPAIRS 1,050 1,050
DEPRECIATION 2,000 2,000
TOTAL TRANSPORT COSTS 9,200 11,000

T.15c

CIMACOM

material and techniques for cooperative management training

The MATCOM Project was launched in 1978 by the International
Labour Office, with the financial support of Sweden. Since 1984,
MATCOM is financed by Denmark, Finland and Norway.

In collaboration with cooperative organisations and training institutes
in all regions of the world, MATCOM designs and produces material
for the training of managers of cooperatives and assists in the
preparation of adapted versions for use in various countries.
MATCOM also provides support for improving the methodology of
cooperative training and for the training of trainers.

T.15d
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Goop VisvaLs

SIMPLIFY
EXPLAIN
EMPHASISE
REINTFORCE
GVIDE

HOLD ATTENTION
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SESSION 3.9

LECTURF ASS|I GNVENTS

hjective: To enabl e participants to deliver nore effec-

tive | ectures.

15 mn. for the presentation + 15 mn. for

evaluation =1 hour for each partici pant.

Material Eval uation form- |l ecturing (see Session 3.2).

Li st of possible topics for the | ecture assign-

nments.

Session Quiide:

2)

3)

4)

The partici pants should be given opportunities to prac-
tice lecturing during the course. It could either be a
conpul sory or a voluntary assi gnnent, dependi ng on the
ai mof the course, and partici pants' previous exper-

i ence.

The series of practice | ectures can be arranged in
many ways; a plan should have been nmade prior to this
sessi on and partici pants should now be i nforned about

t he programme.

Tell partici pants how t hey nmay choose t he subj ect.
(They may be allowed to select a subject of their own

choice, or asked to select fromthe |list you provide).

Informthem about the tine limt. (You nmay have a
fixed time limt, e.g. 15 mnutes, for all, or agree
with each participant on his tine |limt, dependi ng on
the subject.) Stress that they will not be permitted

to run over the tine.

Inform partici pants whether they are free to use the
aids and visual naterial they judge suitable for their

presentations, or if you want themto apply any speci -



fic techni ques. (You could, for instance, ask soneone

to use the chal kboard, another one the flip chart,

etc.)

5) Tell participants that their presentations will be as-
sessed by their coll eagues, who will fill in the eval u-
ati on sheet.

6) Wrk out a schedule for the presentations, and inform
parti ci pants about it. (An hour could be reserved each
day for these assignnents, or they could all be done
at the end of the course.)

The follow ng points should be considered for the presenta-

tions:

1) If necessary, tell the speaker when the tine is up,
and ask himto concl ude.

2) Col |l ect the eval uati on sheets i medi ately after the
presentation and give themto the speaker.

3) Let the speaker hinself comrent on his performance.

4) Ask participants to comment on the presentation, eli-
cit the positive points first and urge themto give
constructive conments.

5) Sum up the di scussi on and present your own conmments.

M DFO RECORDI NGS.

If a video canera is avail able for recording of the | ec-

tures, the foll owi ng points should be consi dered:

Use the video equipnent only if it can be done w thout
creating a | ot of excitenent, the equi pnent shoul d pre-
ferably be in the classroom permanently and the par

ticipants shoul d have experi ence from previ ous record-
ings. The caneraperson nust be well trained in hand-
ling the equi pnent and carry out recordings in a dis-
creet way without interfering with the training activi-

ties. The caneraperson should be able to playback the



Session 3.9

Sheet 2

recordi ng made on a nonitor in the classroom w t hout

ti me consum ng preparations.

lmredi ately after a recording, the course | eader nay
select only certain parts for playback to the whol e
class in order to discuss inportant aspects of | ectur-

i ng.

There is no need for the whole class to see the com
plete recordings, the 'lecturer', however, should see
it as soon as possible after his or her performnce,
when he/she has |listened to the comments from col |l ea-
gues and read the evaluation sheets. The course | eader
shoul d, preferably, be present to draw attention to

certain details.
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Possible subiects for the |lecture assignnents .

Qur training schene for co-operative nanagers. (Ref.
Session 2.4 Points 4-5.)

A critical look at our curriculumfor training of com
mttee nenbers. (O any other course.)

Sone ideas for inprovenent of our training system

Sone views on the group di scussi on nethod. (Ref. Ses-
sion 4.2 Point 23.)

How to organi se a study visit to a co-operative. (Ref.
Session 4.8 Point 3.)

How to organi se 'action commitnents' as part of train-
i ng programmes. (Ref. Session 6.1 Point 8.)

Or gani sati on and nmanagenent of a 'training materi al
centre' in a co-operative coll ege.

How t o reduce training costs.
The co-operative structure in our country.

The di fference between co-operatives and ot her busi -
ness organi sati ons.

How to i ncrease nenbers' interest in their co-opera-
tive.

Public relations work in a co-operative society.
School co-operati ves.

Personnel policy in a co-operative society.
Shoul d commi ttee nenbers be pai d?

Rodent control in a warehouse.

How t o prevent m suse of a society's vehicles.
Pat r onage refund; principles and practices.

Depreci ati on of fixed assets; principles and practi -
ces.
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SESSION 4.1

ITHE SHORT EXFRCI SE
hjective: To enable participants to organise sinple
exercises in order to i ncrease trai nees' par-
ticipation.

Tine: 1 - 112 hour (+212 hour for supplenentary exer-

ci se

Material Handout s:

'Qualities of a co-operative sal esnman'.
Pronoti on net hods'.
'"Menber loyalty'.

Session Qli de:

1) Ask participants to recall the various ways of 'activ-
ati ng' trai nees which we have di scussed so far:

usi ng questi ons and di scussi ons,
br ai nst or m ng,
bee- hi ve di scussi ons.

2) Rem nd partici pants about t he smal | exer ci se in
Session 2.1 Point 3, where they were asked to select a
nunber of training topics froma list. Point out that
activities of that type are also suitable for increas-
ing trainees' involvenent in a training session, there-
by i nprovi ng their chances of | earning and retaining
what they |l earn. Therefore we will now denonstrate a
few sim | ar exercises.

3) Ask participants to assune that they are training a

group of managers on 'staff nmnanagenent’'. They are now
supposed to give a |l ecture about recruitnment and train
ing of sal espersons and they have decided to first

|l ecture about 'the qualities of a good sal esperson’.
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SESSION 4.1

ITHE SHORT EXFRCI SE
hjective: To enable participants to organise sinple
exercises in order to i ncrease trai nees' par-
ticipation.

Tine: 1 - 112 hour (+ 1/2 hour for supplenentary exer-

ci se

Material Handout s:

'Qualities of a co-operative sal esnman'.
Pronoti on net hods'.
'"Menber loyalty'.

Session Quide:

1) Ask participants to recall the various ways of 'activ-
ati ng' trai nees which we have di scussed so far:

usi ng questi ons and di scussi ons,
br ai nst or m ng,
bee- hi ve di scussi ons.

2) Rem nd partici pants about t he smal | exer ci se in
Session 2.1 Point 3, where they were asked to select a
nunber of training topics froma list. Point out that
activities of that type are also suitable for increas-
ing trainees' involvenent in a training session, there-
by i nprovi ng their chances of | earning and retaining
what they |l earn. Therefore we will now denonstrate a
few sim | ar exercises.

3) Ask participants to assune that they are training a

group of managers on 'staff nmnanagenent’'. They are now
supposed to give a |l ecture about recruitnment and train
ing of sal espersons and they have decided to first

|l ecture about 'the qualities of a good sal esperson’.



4)

5)

Suggest that a ten-m nute | ecture would be sufficient,
as it is a sinple and unconplicated topic. Ask if the
partici pants agree. Elicit the suggestion that train-
ees should be involved; it would be nore effective to
l et the trai nees thenselves identify what qualities a
sal esman shoul d have. Point out that the result would
still be a rather superficial list of qualities. Ex-
plain that you will denpbnstrate an exercise that re-

quires a greater nental effort by the trainees.

Di stri bute the handout 'Qualities of a co-operative
sal esman' (Sheet 3). Ask participants to read through

it and conpl ete the assi gnnment.

Interrupt the exercise after about ten ni nutes and ask
partici pants to report their rankings. The qui ckest
way to organi se reporting may be to prepare a table on
t he chal kboard and fill in the table when participants
read out their rankings, or let the participants them
sel ves go to the chal kboard and fill in their rankings
as soon as they are ready. An exanple of a table show

t he ranki ngs of ten participants:

Rank Parti ci pants' rankings
1 C C C HA C MH A C
2 H HE C C MC A 0 A
3 A A H O E L A C C H
4 L D A MH A H O H N
5 E E | L M H L F L B

(To find the itemw th the hi ghest score', give 5
points to those ranked as No 1; 4 points to those in

the second line, etc.)
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Conduct a di scussion on the basis of the ranki ngs done
by participants. For instance, identify which itens
have been placed on top by nost partici pants and ask
sone to explain their reasons. Then ask a few of those
who have pl aced the sane item further down to give

their reasons, etc.

Keep the di scussion as job-oriented as possi bl e and
chal |l enge participants with practical problens rel ated

to the recruitnent and training of sales staff.

Ask one participant to sum up the concl usi ons of the

exerci se and the di scussi on.

When t he exerci se has been concl uded, ask participants
to assess the | earning potential of an exercise like
this one as conpared to a straightforward | ecture.
Poi nt out the value of both the individual efforts to

do the ranking, and the concl udi ng di scussi on whi ch

provi des feedback

Poi nt out that the nethod of presenting the rankings
and the foll ow up di scussi ons should be adjusted to

t he purpose of the exercise.

If it is inportant to arrive at a conmmobn ranki ng,
or to see which item has scored the hi ghest

points, tinme nust be all owed for cal cul ati on.

- If the purpose is just to identify and di scuss a
nunber of i nportant aspects and values it may not
be necessary to cal culate the group's joint rank
i ng, the anal ysis and di scussion are nore i nport -

ant than the actual ranking.

- If it is inportant that partici pants are not infl u-
enced by each other in the ranking, the reporting
met hods descri bed above cannot be used. | nstead
t he papers should be collected from partici pants

and the tabul ati on done thereafter.
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11)

12)

13)

14)

Tell participants that the foll owi ng denonstrati on of
a ranki ng exercise is taken from one of the courses de-

si gned by MATCOM ( Supply Managenent, Session 9. 2).

Conduct the denpbnstration as outlined in the Handout

Pronoti on net hods' (Sheet 4).

Interrupt the denonstrati on when the ranking of the
pronoti on net hods has been conpl eted. Explain that the
session would nornmally conti nue with di scussi ons and
concl usi ons. Refer to the MATCOM manual on ' Supply Ma-
nagenent' for those who are interested in the conplete

sessi on outline.

Di stri bute the handout 'Pronotion nethods' to partici-
pants. G ve thema few mnutes to read through it,
then ask for conmments on the exercise. Whuld the train
ees |earn bhore effectively about pronoti on net hods

this way or through listening to a | ecture?

Supplenentary exercise

I1f tinme permts, and the need for nore practice ex-
ists, arrange still another ranking exercise on the
basi s of the handout ' Menber loyalty'. It can be done
now, or given to a participant as an assi gnnent for

t he foll owi ng day.
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Sel ect the five personal characteristics which you consi der

nost i nportant for a professional co-operative sal esnman.

Rank them in order of inportance, from No.1, (being the
nost inportant) to No.5, (being the | east inportant).

A Strong concern for customers' needs and problems.

w

Good knowledge of the products he sells.

Service minded.

U 0

Hard working.

m

Pro-cooperatives.
Patient.

Cheerful.

= ~BIN /D B

Honest.

=

Higher than average education.

Higher than average intelligence.
Persuasive.

Careful and accurate.

Higher than average skills in calculations.

Good co-operative knowledge.

O 2 =2 t =®" g

High hygienic standards.
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Extract from | LO MATCOM
'Suppl y nmanagenent’ .
( Exanpl e of a ranking exercise)
Propotion net hods
bjective: To enable trainees to identify the vari ous

fornmse of pronotion conmuni cati ons avail abl e
to them and to select the nbst appropriate
met hod to overcone different forns of reluc-

tance to purchase goods.

Tine . 1 to 2 hours.

- . i de:

1) Ask trainees to wite down on a sheet of paper as nany
di fferent ways as possi bl e of conmmunicating with mem
bers (the ways nust, naturally, be those which are
avail able to a co-operative society).

2) Ask trai nees to nenti on one nethod each. Produce as

long a |list as possible on the chal kboard/ ohp. Al the
foll owi ng net hods should be nenti oned, and probably
ot hers, such as radi o, which may be avail abl e.

- Meet i ngs.

- I ndi vi dual contact by society' staff.

- Letters.

- Adverti senents.

- Post er s.

- Di spl ays in the warehouse.

- Denonstrati ons.

Wrd of nouth via other farners.
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3)

4)

Ask trainees to 'rate' each nethod as to (a) its im
pact, (b) speed, (c) coverage of | arge nunbers, (d)
costs. Put a tabl e as shown on the overl eaf on the
chal kboar d/ ohp, and ask trainees to put a "1" for ex-
cellent (i.e. strong inpact, fast, good coverage and
l ow cost)"2" for adequate or "3" for poor (i.e. weak
i npact, slow, few farnmers covered and expensive), by
each net hod, for each characteristic. The figures in
t he tabl e bel ow are one suggesti on. They should not be
shown to trai nees and are only given as an i ndi cator

of what is required.

Method Impact |[Speed |Coverage |Cost
Meetings 2 1 2 2
Posters 3 1 1 1
Contact by staff 1 3 3 3
Letters 2 2 3 2
Advertisements 3 2 2 2

Display in ware-

house 3 2 3 1
Demonstrations 1 3 2 2
Word of mouth 1 3 2 1

Refer to the previous session. Play or enact the ans-

- \/
wers by farmers A to J over again. Stop after eachh// )

answer and ask trainees to sugge i oxr_ Q9™
bination of methodsashou
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Wiat is it that nmakes a farnmer loyal to his co-operative so-
ciety? Sel ect the five npbst crucial aspects in your opin-
ion. Rank themin order of inportance, from No.1 (being the
nost inportant) to No.5 (being the | east inportant).

A His personal relations to the manager.
B The proximity to the society warehouse.
C The personal attitudes of the staff, their

politeness and good behaviour.

D The feeling of being a member - an owner.
E The fair price paid by the society.
F The quick payment for his produce.

G His belief that it will pay economically (in the
long term) to be a member.

H His fear of loosing the services of the society

if he does not support it.

I The reliable information provided Dby the
society.
J The informal and familiar trading procedures in

the co-operative.

K The return on the share capital.

L The efficient procedures used for collecting,

grading and weighing of produce.
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SESSION 4 2

THE GRAUP D SCUSSI ON

hjiective: To enabl e partici pants to organi se effective

group di scussi ons.

Ji e 1 1/2 - 2 hours.

Material Handout ' The best manager'.

Session @Qiide:

1) Renmi nd participants that sonme of the 'exercises' denon-
strated earlier were carried out individually, or join-
tly by the whole group in a discussion. Point out that
t hey could have been done in small groups instead, and
that there are certain advantages with the group dis-
cussi on net hod, which we will now study. As an intro-
duction a short group discussion will be carried out.

2) Di stri bute the handout "The Best Manager" and ask par -
ticipants to read through it.

3) Ask participants to assune that you have just con-

cluded a training session on '|Il eakage' in retailing;
you have dealt thoroughly with the problem and your
trainees know that | eakage i s sonet hi ng bad which
shoul d be reduced as nmuch as possi bl e. They know t hat
| eakage can vary from shop to shop, dependi ng on the
skills and anbiti ons of the shop nmanager. Now you want
to conclude the session with a group di scussion, to
ensure that all your trainees will have the correct

attitude to the problem of | eakage.

Di vide the class into groups of four to six nenbers.
Use the 'counting nethod' to form groups. (For in-
stance, if they are 20, let them count out |loud and in

order as they are seated, 1-2-3-4, 1-2-3-4, etc. to,


http://etc.to
http://etc.to
http://etc.to
http://etc.to

5)

6)

form four groups of five nenbers each. Let all nunber

"ones" form one group, etc.)

Tell participants that they need not elect chairnen in
t he groups, and that any group nenber nmay be asked to
sum up and report the group's concl usion afterwards.
Instruct the groups to go to their group-roons and dis-

cuss for a maxi num of 15 m nut es.

In the neanti ne, prepare one of the participants, who
shoul d not take part in the discussions, to | ead the
'‘reporting’ session. Wite the table with the three
managers' results on the chal kboard, and let himread
t hrough the 'notes for the teacher' provided. Tell him

to plan the reporting in the foll owi ng way:

a) first appoint a spokesnman from each group and ask

himto come up in front of the class;

b) ask the spokesnen to state whi ch nmanager his group

considers to be the best one;

c) t hen ask the spokesnen to present their groups' ar-

gunent s;

d) |l ead a general, short discussion to elicit nore

comments fromthe other group nenbers; and

e) make a sunmmary along the lines provided in the

‘'notes for the teacher'.

Havi ng bri efed the partici pant reconvene the groups
and |l et the selected partici pant conduct the 'report-

ing' as outlined in Point 6 above.

When t he di scussi on has been concl uded, tell partici-
pants that we will now | eave t he subj ect of | eakage
and i nstead take a |l ook at the training nethod used:
t he group di scussion. Present a list on the flip chart
conprising all the questions listed below (9-22). Then
deal with the questions with reference to the group

di scussi on just conmpl eted and partici pants' own experi -
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ence. Bring up all aspects included in the foll ow ng
comments, and ask participants to take notes during

t he di scussi on.

Questi ons:

: | cal I : o

Refer to the denbnstrati on session: 1) A case is pre-
sented to the class. 2) The class is divided into
smal |l er groups. 3) The groups discuss the case and, if
it involves a problem agree on a solution. 4) The
groups are reconvened to a general session, and each
group presents its conclusions. 5) A general dis-

cussion and a sunmary concl udes t he exerci se.

Why use group discussijons?

Refer to the denpnstrati on session. Point out that the
concl usi ons reached in the di scussi ons on 'l eakage

could al so have been presented in a | ecture through a
short statenent fromthe |l ecturer, e.g.: 'Leakage is
only one of several aspects to consi der when eval uat -
i ng the perfornance of a shop manager. Leakage contr ol
is very inportant but service and surplus are equally

i mportant.'

Ask participants to conpare the two nethods with re-
gard to time used and the effects achi eved. Was it
worth the extra tinme to have a group di scussi on,

what was gai ned? D scuss and elicit the advantages of

group di scussi ons:

- Trai nees are participating. They thensel ves ana-
lyse the problem not the teacher, and they have

to form an opinion.

- In a discussion trai nees recei ve feedback conti nu-

ously.

- Learning is reinforced (because those two | earni ng

pri nci pl es are appli ed).
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12)

- Trai nees wll learn to assess the opinion of
others. They will practice team work and deci si on-
maki ng; the nethod itself is an exanple of practi
cal 'co-operation', like in real co-operative mana-

genent. (Sone trainers therefore believe that the

actual 'process' is equally inportant as the 're-

sult', in a group discussion.)

The exerci ses and case studi es which the groups
di scuss can be constructed in such a way that they
refl ect of r eal managenent situations. |If the
training nethod itself is also simlar to a manage-
nment situation, we have created a | earni ng situa-
tion which is very much job-oriented, and there-

fore ought to be effective.

Attitudes can be changed t hrough group influence.

; i . ?
Elicit the following in a discussion:

for problens which have several possible sol u-
tions;
when a probl em nust be anal ysed to prepare a well

t hought - out answer ;

when a deeper understanding of certain issues is

desired.

Poi nt out that such issues/problens are common in the
fields of managenent, e.g. nmatters related to person-

nel managenent, financi al nanagenent, etc.

: i , »

Poi nt out that group work should not be applied if
trai nees are not trained and used to working in
groups. Also stress that the cost/benefit aspect nust
be consi dered. Cost here neans tine. If the problemis
trivial and the solution straightforward there i s no-

thing to gain from arrangi ng a group di scussi on.
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How to formthe groups?

Refer to the nethod used in the denpnstrati on sessi on

(Poi nt 4 above) as an exanpl e of randomi fornmati on.

This usually results in heterogeneous groups - the
gr oup menber s havi ng varying qual i ficati ons. The
trai ner may al so nake the division into groups based
on a certain principle, e.g. letting trai nees with
sinm | ar backgrounds work together. Usually, heterogen-
eous groups are preferred. It is inplied in this train-
ing nethod that people of different types should share
experi ences and learn to work together. Apart from
that, such groups usually need about the sane tine to
finish the assi gnnent, which is a val uabl e practi cal

aspect.

The size of the groups?

A common recomendation is a m ninum of three and a
maxi mum of seven nenbers. In snaller groups there is a

ri sk of one person dom nating the discussion.

VWhen to change the groups?

Keep the sane groups until the assignnment (one separ-
ate subject-matter unit) has been conpl eted. This may

take in one or nore neetings of the groups.

:EIf. I . . I I I I . I ’)
Trai nees should have very clear instructions as to:

- t he purpose of their work, (for instance to dis-
cuss an i ssue and present an anal ysis afterwards,
like in the di scussion on | eakage, or to discuss a

pr obl em and agree on a sol ution);
- whi ch group they bel ong to;

- whi ch room their group can use, (if the classroom

is large enough it may be nore practical to | et
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18)

19)

20)

t he groups stay there than to send themto separ-

ate group roons);

- the tine avail able (see Point 17 i mmedi ately be-

| ow) .

- how t he group should report its findings (see
Poi nt 20.

I I . . led?

Cbvi ously, this depends on the type of assignnent. In

our denonstration only 15 mi nutes was needed for dis-
cussi ons but group assignnents can al so take a whol e
day or nore. Cenerally, it is better to all ow nore

time for the reporting session than for the groups'

wor k.

What about group | eaders?

A group wll functi on even wi thout a chairman, a
| eader. Soneone will take the initiative and start dis-

cussions. This could take sone tine if the nenbers are

not used to the situation.

Al'l group nenbers shoul d be warned that anyone of them
may be asked to do the reporting. That neans that no

speci al 'secretary' need be appointed.

What should the teacher do during group discussions?

The trai ner who thinks that he now has an opportunity
to relax is definitely wong. He nmust be avail able for
groups whi ch need his assistance, and |l et them know
where they can find him Sone trainers spend a few m n-
utes with each group, while others prefer to take

part, (as an ordi nary group nenber), in one of the

gr oups.

How to organise the reporting?

Stress that it is inmportant that the presentati on of
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t he groups' findings does not turn into sone kind of a
'show and conpetition involving only a few sel ect ed
trai nees i nstead of being a continued 'l earning activ-
ity' involving everybody. Refer to the earlier denobn-
strati on session. Explain the efforts nmade to achi eve

this:

The 'reporters' were not appointed until the dis-

cussi ons had been concl uded.

All trainees were urged to raise questions about
the views presented, to argue and defend their own

Vi ews.

Poi nt out that there are nmany nethods for reporting -
be it verbal or witten. Using flip charts and ohp,
even snall exhibitions or role play performances are

possi bl e.

If the groups have nore or |ess the sane things to say
it is sufficient to let the first group nake a com
plete report, and the other groups may just bring up

conpl enentary details.

: I : : K2

Tell participants that the foll owi ng approach nmay be

usef ul :

The first tries at group work should be short (15
m nutes), and the topics should be clearly defi-
ned.

The instructions should be detailed and in wit-
i ng.

Al material needed should be provided.

G oup | eaders shoul d be appoi nted and naybe gi ven

speci al briefing.

Gradually, the instructions can be | ess detail ed and

t he periods |longer as the groups will learn to take on
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the responsibility for both the work process and the

resul t.

Any particular problens?

Di scuss how the 'dynam cs' of a group cause people to
behave in different ways, and how these forces will af-
fect the work in a group. Rem nd participants about
the group discussions in Sessions 2.6 and 3.2 on how
to identify trai ni ng needs. On those occasi ons t hey

had a chairman, not so this tine. Di scuss the situa-

tion:

Did you wait a long for soneone to take the initi-

ati ve, what happened actually?

Did everyone participate in the discussion?
Did you feel confortable wi thout a chairnman?
Did you agree on a joint statenent?

Poi nt out that group dynani cs nmay occasionally result
in conflicts, power struggles and a poor working cli -
mat e, but trai nees should | earn to avoid such devel -
opnent. and realise that a positive atnosphere (and
everybody's contri buti on) are necessary to achi eve a
comon goal . Usually, work distribution will not be a

pr obl em when group nenbers accept this fact.

Poi nt out that a trainer may need to di scuss these mat -
ters with the entire class if he notices that the
groups have problens or that sone trai nees show a | ack

of notivation for work in small er groups.

Rem nd participants that a sunmary and critical review
of the group discussion nethod will be nmade by one of

them as a | ecture assignnent (Session 3.9).
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Three managers were offered the sane shop to nanage for

year

all three

each.

W assune that

of them Here are their

resul ts:

the conditions were the sane for

Manager A Manager B Manager C
Sales 200,000 400,000 400,000
Leakage 0.5% 1,000 1.0% 4,000 1.2% 4,800
Net
surplus 4.0% 8,000 3.0% 12,000 3.5% 14,000

A has a | owner

B, but

the two? Which i s nost

| eakage and a hi gher

he negl ected t he sal es.

i mportant? Di scuss.

B and C are equally good sal esnen. B.

age.

|ls she the best

manager ? Di scuss.

Is he the better

has t he | ower

per cent age sur pl us than

manager

| eak-

ol

MANAGER A MANAGER 8 MANAGER €
LEAST , HIGH HIGHEST
LEAKAGE SALES SURPLUS
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TIhe Best Manager .

Not es for the teacher:

This case illustrates the | eakage problem from a gen-
eral point of view. Let trainees discuss it, first in
smal |l er groups, then let themreport their views dur-
ing a general neeti ng. Ensure that the foll ow ng

poi nts are nenti oned:

- The figures for Manager A indicate that he is a
very careful person. He manages to keep the | eak-
age at an acceptable | evel and he is al so car ef ul
not to spend too much noney. Therefore, he has got

t he highest surplus in relation to sal es.

B is a good busi nesswonman. She wants to gi ve good
service to her custoners and she nmnanages to neet
t heir denmands. Thus, she has doubl ed sal es com
pared to Manager A. But, the net surplus did not
doubl e, because the | eakage and the costs al so in-
cr eased. Still Bis better than A, because the
menbers were able to buy nore in their own shop

and they got a higher surplus.

Manager C is as good a salesman as B. Hi s | eakage
is high, nonet hel ess he has nmanaged to get a
hi gher net surplus. That nmust be due to his abi

ity to keep ot her costs down. Therefore, he nust
be consi dered as the best namnager of the three in

spite of the high | eakage.

This shows that | ow | eakage as such i s not enough to
make a good manager. The service given to the nenbers
and the surplus are nore i nportant. The very best mana-
ger would be a conbination of A and C I|If C had al so
managed to keep the | eakage at 0.5% his net surpl us

woul d have been 16, 800.
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SESSION 4 3

IHE M CRO CASE

hjective: To enabl e participants to nake effective use

of 'm cro-cases' in managenent training.

1 hour.

Material . M cro cases ' The manager and his conmmittee'.

Handout ' Questions for case study anal ysis'.

Session Qi de:

2)

Di stri bute the handout with the nmicro cases. G ve par-

ticipants a few ninutes to read the stori es.

Rem nd partici pants about the di scussi on about 'l eak-
age' in the previous session. Point out that it was
based on a fictitious story about sone nmanagers. EX

plain that these stories are different, they descri be
realistic situations in co-operative societies and can
be called 'case studies'. As the exanples are very
short and descri be only particular 'incidents' they

can be called '"mcro cases'.

Rem nd partici pants about the purpose of a case study;
to expose trai nees to a nanagenent situation in order
to let them practice anal ysis and deci si on- maki ng.
Poi nt out that case studies may be true or fictional
but they nust reflect a realistic situation, like
t hese exanpl es do. Explain that these cases were wit-
ten by a trainer as a basis for a training session on

‘manager/conmittee rel ations'.

Suggest that all together, in a discussion, analyse
case 1. G ve participants five mnutes to read and

t hi nk about this case agai n.
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6)

7)

Lead a di scussion along the |lines suggested in the pa-
per ' Questions for case study anal ysis'. Ensure, that
the followi ng points are nmade by the participants (the

figures refer to the questions):

(3) The position of the manager has been under m ned.
His authority may be questioned in the future,

the staff rules nay be ignored.

(4) Lack of communi cati on and coordi nati on between
conmi ttee and nanager has caused the problem If
the comm ttee had been i nfornmed about the inci-

dent, the problem would not have occurred.

( 5) The actual incident is a synptom of poor coordi -
nati on.
( 6) The main i ssue: the manager and the conmm ttee

are not wor ki ng together for a connmon goal .

[10) A possible course of action: A neeting with al
staff nmenbers and the conmittee to clarify the
i ssue; an agreenent with the commttee on denar-

cati on of powers.

When t he di scussi on has been concl uded, explain that a
trai ni ng sessi on based on a case study is usually or-
gani sed as a group di scussion, as denobnstrated in the

previ ous session. Describe the commbn approach:

- Trai nees read the case.

- Tr ai nees di scuss and anal yse the case in groups.
They identify any problens, and suggest a sol u-

tion.

- The groups present their conclusions in a general

session for comments and further discussion.

Stress the key role of the trainer. He nust be able to
resi st giving any 'answers' but just guide the train-

ees through proper questioni ng, when necessary .
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Suggest that case 2 be dealt with as group work. Keep
t he sane groups and group-roons as in the previous

session, and allow 10 m nutes for group di scussion

In the neanti ne, prepare one of the participants to
l ead the reporti ng and general discussion afterwards.
G ve himthe paper ' Questions for case study anal ysis'
and point out to himthe i nportant points which he

should try to elicit in the discussion:

(3) The manager seens to be prevented from givVving

t he menbers the best possible service.
(4) The probl em was caused by rul es being too rigid.

[ 5) The repri mand was synptomatic of a | ack of confi -

dence in the nanager.

[ 6) Again, the main issue is that the nmanager and

the conmmittee are not working together.

( 10) The manager should try to persuade the conmmittee
to lay down only broad policies and | eave their

i npl enrent ati on to hinsel f.

Reconvene the groups and |l et the sel ected partici pant

| ead the groups' reporting and the concl udi ng di scus-

si on.

After the di scussion, ask participants to fill in an
eval uati on sheet for discussion | eading. Coment on
t he performance of the di scussi on-| eader. Note whet her
he fell into the trap of starting to 'lecture', or if
he nmanaged to elicit all inportant points fromthe par-

ticipants.

Rem nd partici pants that the cases we now dealt with
were short stories (mcro cases) describing only
single incidents. Explain that the first cases used in
managenent training were of the opposite type; very de-

tail ed descriptions of an enterprise, conprising all
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ki nds of data and background i nformation, and it took

t he students hours, or days, just to anal yse the cases

identify the problens before they could start
Expl ain that the nbst com

in MATCOM cour ses, for

and
t hi nki ng of any sol uti ons.

non type of case studi es used

i nstance, consist of a few pages of infornation, and

can be studied in a few hours.

Al so nention that sone types of case studi es do not

speci fy the problem or instruct the students what to

look for. It is left to themto find out. MATCOM s

case studies usually specify the assignnment.

Tell participants that a denonstrati on of a typical

MATCOM case will be given in the next sessi on, which

wi Il be conducted by one of the participants.

Di stri bute the paper 'Questions for case study anal y-

sis' to all participants.
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Extract from | LO- MATCOM
"Managenent of Larger Agricultural Co-operatives'.
The manager and his commttee - M cro cases

For

each of the foll owi ng situations, decide who was ri ght

and how t he di sagreenent ni ght have been avoi ded.

1)

2)

The nmanager of the co-operative society had warned all
t he war ehouse staff about the danger of snoking in the
war ehouse, and had said that if anyone was caught he
woul d be dism ssed. Sonetine | ater he di scovered a
war ehouse | abourer snobking in a corner in the ware-
house. This man had worked loyally for the society for
many years but the manager felt that no excepti on
coul d be made and (after necessary inquiry and foll ow
ing the | egal procedure) disnissed the man. The | a-
bour er appealed to the conmmittee, who overrul ed the
manager and reinstated the |abourer. The manager
conmpl ai ned that by doing so they had gravely under -

m ned his position.

The commttee of a co-operative soci ety deci ded t hat
in the interest of co-operative solidarity they should
only buy seed from a co-operative supplier. Sone
nmonths | ater there was a sudden unexpected denmand f or
a particular type of seed. The approved co-operative
supplier could only offer a limted quantity and the
manager deci ded to purchase froma private source in
order to satisfy nenbers' needs. He was severely re-
pri mranded by the committee, but explained that he was

only trying to satisfy the nmenbers.


katherine
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Extract fromILO TTMM

10

11

12

13

ons f v anal vsis

What i s going on here?

Is there a problemat all?

Wiat precisely is the probl enf

VWhat has caused it?

Are we | ooking at causes or synptons?

VWhat are the main i ssues?

Wiy are these issues inportant?

Whose problens is it?

What precisely are his objectives?

What possi bl e courses of action are open?

How realistic is each of the actions proposed?

Wiat are their possible effect(s)?

What shoul d he do?
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SESSION 4. 4
IHFE CASF STUDY
Chjective: To enable participants to conduct training
sessi ons based on case studi es.
Tioe: 1 1/2 - 2 hours (+ 4 to 5 hours for the suppl enen-
tary exercise).
Material : Case study ' The basket weavers'.
Eval uati on Sheet - Di scussion | eadi ng (Sessi on
3.2).
For the suppl enentary exercise: material inclu-

ded in Session 2.4. (Points 11-18).

Thi s session may be conducted by one of the partici pants

who shoul d be given the case and the sessi on gui de and be

bri efed by the course | eader one or two days i n advance.

Session Qiide:

2)

Expl ain to partici pants that the purpose of this
session is to denonstrate the use of a typical case

st udy.

Ask participants to assune that they are nmanagers of
co-operative unions, taking part in a refresher course
on co-operative nanagenent. At the nonent they are stu
dyi ng probl ens of 'pronbting co-operatives', including
such topics as selling the idea of co-operation, start-

i ng new soci eties and reviving old ones.

Rem nd trai nees that their unions exist as a result of
activities in the primary societies. Therefore, the
primary societies are often concerned with probl ens of

their union, but it also happens that a uni on manager
nust take action to sol ve problens on the primary

|l evel. The case you will now be given to study des-
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cribes such a problem and you will di scuss what

shoul d be done to solve it.

D vide the class into groups of 4 - 6 nenbers. Distrib-
ute the case study and tell the trai nees that you want

the groups to present their suggestions after 40 m n-

ut es.

Reconvene the groups and appoi nt a spokesnman for each

gr oup.

Ask the spokesnen to state briefly what they believe
the problemis in the weavers' situation, why it oc-

cured and what alternative solutions there were.

It is inportant to distinguish between reasons for the
problem (such as | ack of co-operation, exploitation

by the traders or the shortage of reeds) and the pro-

blemitself - which is the poverty of the rural people
and in parti cul ar the difficulties of the wonen
weavers.

The possible alternatives m ght include:

- The establishnment of a Gover nnent handicraft corpo-

rati on to buy and market the baskets.

- Encour agenent of outside traders to enter the area
and conpete with the nonopolistic group at present
in control.

- Encour agenent and fi nanci ng of one or nobre of the

basket weavers to establish a business to supply

raw materi als and marketi ng the baskets.

- Pronpoti ng a co-operative society to performthese
functi ons.

- Pronoti ng a co-operative society to performthe ma-

terial supply function but to |l eave marketing in

the hands of the traders - at |least for the tine

bei ng.
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Ask groups to suggest which solution they prefer and

how it shoul d be i npl enent ed.

Trai nees nust realise that the traders are perform ng
the two val uabl e functi ons of supplying raw materials
and marketing the products. Any alternative nust al so
performthese functions, and it is nore likely to do
this effectively if it is conpeting with the existing
traders rather than suppl anti ng them because they have
been driven fromthe region or are legally prevented

from conti nui ng.

The encour agenent of alternative private sector organ-
isations nmay be a preferable solution but, if a co-
operative is to be established, the foll owi ng gui de-

li nes should be foll owed:

- The initiative for co-operative action must cone
fromthe weavers thensel ves, albeit with tactful

suggesti ons from out si de.

It is necessary to identify opinion | eaders who
may not be anbng the weavers t hensel ves, but who
have the necessary status to propose (and assi st)
in the inplenentati on of a co-operative enter-

pri se.

It may be possible to work with one or nore of the
traders rather than to incur their enmity and run
the risk that they will frustrate the newy estab-

li shed co-operati ve.

The weapon of npney should be used very sparingly

- if at all. The weavers nust be encouraged to no-
bilise their own resources, however neagre they
are, in order to finance the coll ection of mater-
ials and to market their products. It may be poss-

i ble to persuade sone buyers to pay in advance for
baskets in order to finance raw nmaterial coll ec-

tion.

- It is necessary to plan a nenber recruitnment pro-



7)

10)

11)

granmme whi ch convi nces prospecti ve nenbers of the

per sonal advantages of joining the co-operative.

Make a sunmmary of the di scussion. Point out the risk
t hat uni on managers mght imediately junp to the con-
clusion that a weavers' co-operative is the only solu

tion, but the discussion has shown that a proper analy-

sis i s necessary.

The course | eader should now take over the session to
conduct a di scussion on the training nethod used: the

case study.

First, point out that the role of the trainer is very

di fferent when working with a case study, as conpared

to lecturing. Distribute the sheet 'Evaluation - D's
cussi on Leadi ng' Session 3.2 Sheet 4), and ask all par-
ticipants to fill it in. Collect the sheets and hand

t hem over to the discussion | eader.

Poi nt out that the objective of the case study was:

to enabl e trainees to recogni se conditi ons which
are (and are not) conducive to the establishnment
of a co-operative, to suggest alternative solu
tions for problens of rural poverty and to design
a strategy for pronoting a co-operative if this is

an appropri ate sol uti on.

Ask participants if they think that the objective
coul d have been better achi eved t hrough any other ne-
thod, for instance a lecture. ldentify the advantages
of group discussions in this particular |earning situa-

tion.

Ask participants to nention any problens they can
t hi nk about in connection with the case study nethod.

Elicit at | east the foll ow ng:
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It is difficult to prepare effective case studies.

Poi nt out that nany cases are avail able, for in-
stance in the MATCOM material, and that many train
ing centres are buil ding up 'banks' of case stud-
ies. Also refer to the nmaterial on case study wit-

ing prepared by the |International Cooperative Al -

liance, if avail abl e.

b) It takes a long tine to anal yse and di scuss a
case. Point out that if the case is complicated it
can be given to the trainees the day before to
study as a hone work. To identify the problem and
its causes is a very inportant part of the assign-
nment, it usually takes longer tine than findi ng
the solution, just as in real life.

c) The trai nees nay be better than the teacher in ana-
lysing the case. This is natural if trainees are
experi enced nanagers, and the case nethod is, in
fact, the best in such situations, as their exper-
iences will be drawn upon. The trainer should just
renenber his role as organi ser of the | earning
situation. I n a case study situation he is not at
all a lecturer.

d) It is frustrating that there is no 'right answer'.
This is a reflection of reality. Managers w ||
soon |l earn that in many cases there is no single
best solution to a problem

e) The teacher can not be prepared for all possible
suggesti ons. True, but the better he is prepared,
the better the session wll be. He should try to
t hi nk about all possible argunents and sol uti ons,
not only the one he thinks are the best. If the
case i nvol ves cal cul ati ons he should try out vari -
ous solutions to see where they | ead.

Supplenentary exercise:

The case study included as a suppl enentary exercise in



Session 2.4, Points 11 - 18, could now be carried out,
if tine permts. Two or three of the partici pants
shoul d be gi ven the task of planni ng and conducti ng

t he session.



woul d sell her baskets back to the sane person, who would
deduct the costs of the reeds before paying for them

Pr obl ems soon arose because di shonest wonen took their bas-
kets to other traders. A nunber of |ess efficient traders
went out of business, and by the tine the Uni on was estab-
lished there were only five traders supplyi ng reeds and
buyi ng the conpl eted baskets in the whole of Ganma D s-
trict. The traders were related to each other by bl ood or
nmarri age, and they nmintained a simlar price |level and en-
sured that the wonen sold their work to the sane trader who
had advanced them the materials. Apart from purely | ocal

sales, all the baskets were sold through these five tra-

ders. The price difference between the cost of the reeds
and the val ue of the conpl eted basket was substantially
reduced in real terns over the years, but the traders
clainmed that this was i nevitabl e because of conpetition
from plastic and other nodern nmaterials. It was very
difficult for wonen to travel outside the district to check
on prices, and those who attenpted to do this found that

the traders were not as willing to do business with themin
the future.

The traders sold their baskets to nmnarkets throughout the
country, and to the few export buyers who managed to get to
Ganma Di strict. These buyers sonetines asked for design
changes or other inprovenents such as advance di ppi ng of
all reeds to kill insects, but the traders said that they
had enough problens with the wonen wi t hout asking for nore.

Sone of the wonen conplained to their | ocal MP that they
wer e being exploited by the traders. Since the Co-operative
Uni on was apparently havi ng favourabl e i nrpact on the farm
i ng sector of Al pha Regi on, the Regi strar of Co-operative
Soci eti es asked the CGeneral Manager of the Union to suggest
how t he wonen's problem m ght be sol ved, and what rol e the
Uni on m ght pl ay?

Assi gnnent .

Il magi ne yourself to be the General Manager of the Al pha Co-
operative Union. Wiat would you reconmmend?

Wien you di scuss the problem follow this procedure:

1. Wiat is the problen

2. What has caused t he probl en?

3. What possible alternatives are there for solving the
pr obl enf?

4, VWich alternative is the best?

5. How should it be i npl emrent ed?



Session 2.4, Points 11 - 18, could now be carried out,
if tinme permts. Two or three of the participants
shoul d be gi ven the task of planni ng and conducti ng

t he sessi on.
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SESSION 4. 5
ITHE RO F Pl AY
hjective: To enabl e participants to nmake adequate use of
role plays in co-operative nanagenent training
activities.
Jime: 112-2 hours (+ 1 hour for supplenentary exer-
ci se).
Material Rol e play briefs.
Session Quide:

Rem nd partici pants about the difference between a

case study and a role play. In a case study we di scuss
a problemand we tell what we are going to do about
it. In a role play we pretend to be in the real situ-

ation and show what we actually do.

Poi nt out that there are nmany tasks in a co-operative
society for which role plays are the nost natural and
effective formof training, for instance the sal es
wor k of shop assistants. In a |lecture they can only be
told how to deal with the custoners, in a role play
they can practice selected parts of their work, and
they will receive i medi ate feedback fromthe instruc-
tor, fellow trai nees and, naybe, through a video re-
cording. Tell participants that you will show a quick

exanpl e.

Sel ect one participant to cone in front of the class
and play the role of a shop assistant. Tell the par-
ticipant to use the table as his counter, and sone
available itens within reach to be used as comvodities
for sale. A 'cash box' on the table with sone notes

and coins are al so needed.
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Ask the sal esnan to do the best to serve the custoner
who now will cone into the shop. Explain that you your-
self will play the role of a custoner, and ask the par-

ticipants to carefully observe what happens.

Play the role of a rather ill-mannered custoner, buy a
fewitens, pay with a ten-dollar note (correspondi ng),
recei ve your change w thout checking it i nmedi ately,

but |l ook at it while you are on your way out, then

stop and turn around and say: 'I| gave you fifty dol -
lars, but you only gave ne change for ten dollars'. |If
t he sal esman argues with you, insist for a m nute or

so, and then | eave.

Explain to participants that this was the first part
of the role play. The next is an analysis of the per-
f ormance. The observers and the trai ner should now con
tri bute and hel p the sal esnan, and thensel ves, | earn
sonething fromthe play. First ask the 'actor', then
t he observers, to comment on the behavi our of the
sal esman and on the salesnan's way of dealing with the

particul ar probl em

- How di d the sal esman treat the custoner? Did he
greet him properly?
- WAs he careful ? Did he hand over the change prop-

erly? VWiat ni st ake was made? (Denonstrate the cor-

rect procedure, see the MATCOM El enent ' Handl i ng

of cash').

- Did he behave correctly in the problem situation?
Did he show any i npati ence? Did he nanage to sol ve

t he probl enf?

When t he anal ysis has been concl uded, tell partici-
pants that the exanple has illustrated sone of the ad-

vant ages of role plays:

- Rol e pl ays can be used to i nprove 'hunan interac-

tion skills' and trai nees can experi nent and prac-
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tise in a 'safe' surrounding. It is better to nake

the nmistakes in the classroomthan on the job.

- Trainees will learn to appreciate the i nportance
of feelings and enotions in nmany probl ens associ -

ated with human rel ati ons.

By playing the role of 'the other side' trainees
will learn to see a problemfromdifferent perspec-

tives.

No speci al arrangenents or equi pnent are needed.

Poi nt out the difference between a role play and a de-
nonstration. In this role play the sal esman was re-
quired to act wthout know ng in advance what probl ens
he m ght face, like in a real situation. |If the actors
had rehearsed exactly what to do and say, instead, we
woul d have had a denonstration of the correct behav-
iour, which is another useful training nethod.

Poi nt out that a common probl em when usi ng rol e pl ays
is that both observers and pl ayers may get so exhil ar-
ated by the 'show that the | earni ng opportunity is
| ost. The approach used for the first play to be per-

forned in a group is therefore crucial.

Enphasi se that the play just perforned was a very
short and si npl e exanple; other simlar but nbre com
pr ehensi ve exerci ses may be used in the traini ng of
managers i n sal es negoti ati ons, interview techni ques,
neeting techni ques, etc. Often role plays are used to
depi ct nore conmpl ex and probl enmati ¢ human rel ati ons,
e.g. di sputes w thin nmanagenent groups, nmanagenent -
staff conflicts, handling conplaints from custoners,

etc.

Tell participants that you want to denonstrate one of
the many rol e plays used in the MATCOM cour ses; one

which is intended to train nanagers in explaining com
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plicated matters to nenbers. Explain the background: a
group of farners want to borrow noney to dig a well,
and they have been told that the co-operative wll
charge a high interest for the | oan. They say they
cannot understand this, and it is now the task of the

nmanagenent to explain the matter to them

Appoi nt three or four participants to play the roles
of the farnmers and two who will play the role of the
manager and the credit officer of the co-operative.
G ve the respective briefs to the players, and ensure
t hat neither group has the opportunity to see each
other's briefs. Allow the role players up to fifteen
m nutes to 'think thenselves' into their roles and dis-
cuss their negotiating strategy - preferably in two

sSeparate roons.

Wiil e they are doing this tell the remai nder of the
participants that they are to observe the negoti a-
tions. Ask themto wite down as nany argunents as
t hey can that they m ght use to explain interest
charges to soneone who cannot see the reasons for

t hem

Arrange a table with chairs for the borrowers on one
side and for the society officials on the other. |In-
vite the role players back into the room and gi ve t hem

up to twenty mnutes to play out the negotiation.

The manager and the credit officer can consi der that
t hey have succeeded if the farnmers finally accept that

t hey should pay interest charges.

After the negoti ati on has been conpleted first ask the
role players to describe how they felt. Did the
farners feel that the managers synpathised with their
probl em and were trying to hel p them understand? D d
t he managers feel that the farners were unable to
understand i nterest, or that they were pretending in

order to attenpt to reduce the charge that woul d be
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li eved agai nst thent?

Ask the observers to comment on the negoti ati on. They
shoul d i ntroduce any argunents which they have noted
down which were not used by the | endi ng si de and
shoul d di scuss whether it would have been useful to

enmpl oy them

Ask participants what the nost inportant thing is that
a co-operative credit officer should do when attenpt-
ing to deal with any objections froma prospective bor -
rower. (The nobst inportant is not what the officer
says. He should listen to what the farner says and re-

spond to it accordingly.)

When t he anal ysis has been concl uded, review the whol e

procedure for the rol e play:

- First, the trainer describes to all trainees the
situati on which is the hackground for the role
pl ay.

- The trai ner then explains the purpose of the ac-
tual role play. Al trainees nust be aware of the
i ssues which are subject to trai ni ng and know what

to focus their attention on.

- The rol e players are given their ' briefs', i.e.
the additional information which is necessary for
themto play their roles. The briefs can be given
in witing, verbally, or both. The trainer nust
hel p the players concentrate on the content of the
situation and all evi ate any anxi ety. The pl ayers
nmust have sufficient tinme to prepare and 'think
t henmsel ves' into their roles. In the neantinme, the
observers nmay be further inforned about the pro-

bl ens i nvol ved in the situation.

- The players act out the situation. The di al ogue
will be nmade up by the actors as the situation

devel ops and in accordance with their briefs.
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- At the end of the scene the trainer |eads a discus-
sion for the purpose of providing feedback. Pl ay-
ers and observers anal yse what has taken pl ace,
why t he peopl e i nvol ved behaved as they did and

whi ch alternati ves woul d have been possi bl e.

- The trai ner stresses the positive behavi our denon-
strated by the players and nmakes a summary of the

| ear ni ng experi ence.

. The play can be repeated with new players, or with

the sane players in reversed rol es.

Ask partici pants to suggest any probl ens connect ed
with role plays, and elicit the concl usion that the re-
sult and effectiveness of a role play depends to a
great extent on the ability of the | eader to control

t he whol e process, i ncl uding:

- appl ying the nethod only when it is useful,

- car ef ul pl anni ng and preparation of the 'case’'
which will formthe background for the play,
adequate briefing of the players, instructing them

in order to achieve a realistic dial ogue and a pro-
per tenpo,

i ntervening, if necessary, to avoid an unproduc-
tive devel opnent of the play (this nust be done
wi t hout indicating any personal fail ures what so-

ever),

| eadi ng a neani ngful discussion for the anal ysis
and maki ng good summary of the | earni ng experien-

ce.

Enphasi se the i nportance of nmanagi ng the feedback (the
concl udi ng di scussion) in a careful way, and stress

particularly the foll owi ng aspects: -

The partici pants' sel f-esteem nust be nmi nt ai ned
in all circunstances, it is a responsibility of

the trainer to see to this. Excessive negative
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f eedback i s not hel pful.

- Al'l feedback nmust be relevant to the traini ng ob-

jectives of the role play, other sorts of coments

may be taken as of fensive.

- The observers shoul d be asked to be exact and spec-

ific when citing the players (a tape recorder may
be useful), and not to generalise. |Instead of say
ing 'You were rude to the farners all the tinge',
it is better to be specific 'Wen he asked you

about the coll ateral you said you had explained it

al ready. "

- The trai ner should encourage the observers to give

constructi ve and positive coments, e.g. 'You said
t hat nmany ot her farners understand interest, maybe

you shoul d have gi ven sone exanpl es of other suc-

cessful loan projects with details about the inter-
est ?'
Supplenentary exercise:

For further denonstration and di scussion of the role
pl ay net hod, assign one of the participants the task
of leading a session - including a role play - during
one of the follow ng days. Let the partici pant choose

a suitable topic within his own speciality, or take

one fromthe MATCOM nmaterial, e.g. ' Managenent of
Larger Agricul tural Co- operati ves', Session 5.2 or
'"Rural Savings and Credit Schenes', Session 11.2 (se-

| ected parts).

After the session, nmake the usual eval uation, and al so
consi der the aspects nentioned in Points 14 - 16

above.
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Extract from | LO MATCOM
Rural Savings and Credit Schenes

Farmer's Brief .

You are one of a group of farmers who have applied to their
co-operative for a small group |loan of $1,000 to dig a
wel | . None of you has borrowed noney froman official sour-
ce before. Your application has been processed by the man-
ager, and when he nmentions that you will be charged 15% i n-
terest for the three-year termof the | oan you demand an ex-
pl anati on; you have never heard of interest being charged

in this way before

You think that if you protest enough the society n ght
wai ve the interest paynents, so you are not going to give
up the point easily.

You have di scussed the probl em anong yoursel ves at |ength,
and the follow ng points have been nade:

The co-operative society is owned and controll ed by
its menbers; it should not charge them for what be-
longs to themin any case.

The governnent provides noney to the society. Wiy
shoul d the society charge nmenbers for it since they
are taxpayers |i ke everyone el se?

Menbers' investnents are contributing to national deve-
| opment and i ncreased agricultural production which is

gover nnent policy. Menbers should not be di scouraged
by interest charges from doi ng what the gover nment

want s.

Most co-operative officials are paid by the govern-
ment. Wiy shoul d they take nenbers' noney as well?

Possibly the society is seeking a bribe; nenbers nust
be alert to any behaviour of this sort by officials of
their own society.

You are about to neet with the society's manager and credit
officer in order to discuss your | oan.
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Extract from | LO MATCOM
"Rural Savings and Credit Schenes'

You are to conduct a routine interview to explain the con-
ditions of a | oan whi ch has been approved in principle. The
borrowers are a group of nenbers who propose borrow ng
$1,000 for three years to dig a well. Wen you previously
nentioned the interest rate they were nost indignant, claim
i ng never to have heard of interest being charged in this
way before. You are about to neet them vyou should try to
explain to them in terns they will be able to understand
and accept, exactly why you are charging i nterest and any

benefits they are getting for their noney.

Renmenber that the farnmers have sonething to gain by remain-

ing ignorant. |If interest cannot be explained to themthey
may well think they will get away with not paying it. Al so
renenber that you will not convince them just by telling

them the rul es and regul ati ons. To really understand the
poi nt, however reluctantly, they need to be able to rel ate

it to ideas that are already famliar to them

You have vari ous ideas about how you ni ght explain the prin-

ciple of interest to the group of farners, including the

f ol | owi ng:

- You might relate the charging of interest to sonething
that farmers are famliar with such as chargi ng rent

for | and.

- You can explain the various ways in which the society
is serving its nenbers by providing technical advice
as well as loans. This costs nmbney and nust be paid

for.

- You can renm nd any nenbers who have savi ngs deposited
with the society or el sewhere that they expect inter-
est on their savings; the co-operative does not act

any differently.
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SESSION 4.6
THE | N BASKET EXERCI SE
bj ective To enabl e participants to plan and conduct an
"i n-basket' exerci se.
Tinme: 1 hour (+ maxi mum 3 hours for a suppl enentary
exerci se.)
Mat eri al For the suppl enentary exercise (Point 15): ILO
MATCOM nmanual ' Wbrk Pl anni ng' .
- . ~i d

Show partici pants a basket or tray of the type often
f ound on a manager's desk, nmarked 'in' and 'out' and
descri be a typical situation in a co-operative man
ager's worklife. On his arrival at the office after
sone days' absence he nmay find the '"in-basket' full of
papers and the first thing he does is to go through

t he bunch of papers and deci de how to organi se his

day.

Descri be a set of typical in-basket docunents to parti -
ci pants (for instance those included in the MATCOM man-
ual 'wrk Planning', Session 5.1). "Here is a com
plaint from an angry nenber, another conplaint froma
rice mll concerning the rice quality, a nmeno fromthe
auditor - he is waiting for the accounts, the secret-
ary is rem ndi ng hi mof sone out-of-stock problens and
that a sal esnan wants to see himurgently, an attend-
ant has left a note that he had to | eave suddenly
because of a funeral, a driver is worried because he
has damaged the truck, the bank wites that they nust
have the | oan application imedi ately, etc. etc.' CGr-
cul ate the docunents in the class for participants to

st udy.

Expl ai n t hat soneone had the i dea of taking a typical
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i Nn-basket from a nmanager's desk and putting it in
front of a trainee. Wth sone suppl enentary background
i nformati on the basket would be |i ke a case study or
role play. The trai nee could be asked to go through
t he contents of the basket and deal with the issues,

for the purpose of training.

Identify in a discussion the purpose and advant ages of

such an exerci se:

To a large extent it would be job-oriented, close

to practice.

Trainees will practice setting priorities and tak-

i ng deci si ons.

It is an interesting exercise, creating notivation

for | earning.

An i n- basket exercise can al so be used to uncover
training needs. It could also serve as a tool in
recrui tnent procedures (to find out about atti

tudes and abilities of the applicants) and as part
of a final test after a nmanagenent trai ning pro-

granme has been conpl et ed.

Poi nt out that an i n-basket exerci se consists of three

i mportant parts when used for training purposes:

A The trainees are given the background and the

necessary set of jinstructions for the exercise.

B. The i n-basket is presented to the trai nees and
they take action (Usually trainees work individ-

ual ly, each one has a set of papers).

C. When the allotted tinme has expired, all the issues

i nvol ved are discussed in a general session and

t he action taken by trai nees is eval uat ed.

Di scuss the above three points - one by one.

Poi nt out that the background shoul d be presented in

about the sane manner as that for a case study or a
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role play, containing informati on of i nportance for
deci sions trainees will have to take. A conpl ex and
Il engt hy exercise nmay require witten infornmati on com
pri si ng docunents such as organi sation charts with
staff lists, area maps, financial statenents, etc. In
sinpler cases it may be sufficient to give a verbal

bri efing.

The trai nees should al so be given clear instructions
about all practical matters, e.g. they should wite
down which issues they deal with, and in what order.
If they decide to wite a nenp they nust actually
wite it out and if they decide to talk to soneone
t hey nmust note on a paper what they intend to say.
There should be a witten record of every action at

t he end of the exercise.

The trai nees should al so be i nforned about the tine
avai l able for the exercise. This is often done in a
realistic, dramatic way, e.g. 'The tine is now 8 a. m

You have just arrived at the office and you find the
i n- basket full of papers as usual. You had better go
t hrough them i medi ately, at 10. 30 you have to attend

a committee neeting.’

Di scuss what ki nd of docunents the in-basket shoul d
contain in order to make the exerci se as useful as

possible. Elicit the foll ow ng:

- The basket should contain a m xture of vari ous
docunment s: inter-office not es, nmenos, reports,
letters from nenbers, cust oners, suppliers and

vari ous outsi de organi sati ons.

- The content should be realistic, and the docunents
shoul d al so | ook real (use various sizes of papers
and di fferent handwiti ngs and typewiters, pro-

duce real -1 o00king |l etterheads, forms and nenos.)

- The papers shoul d have different degrees of sig-
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ni fi cance. Sone should be of vital inportance and
require i medi ate and wi se deci si ons, others could
be Il ess inportant and still others rather trivial
(included nore to create a realistic atnpbsphere).
The intention is that the trai nee should be forced
to identify the nost urgent itens and set his pri-

orities.

Many snmall 'tricks' can be used when desi gning the
contents of the basket in order to create a nore

effective learning situation.

Include nore itens in the basket than trai nees
can possibly deal with in the period of tine

allotted for the exercise.

Make sone of the itens related so that sone
matters mMust be attended to before anot her
cruci al problem can be resol ved. (e.g. Cause
the trainee to take certai n deci sions before
prepari ng sone papers needed before reporting

to the chairnman).

I ncl ude petty matters which are urgent (e.g.
s-igning a purchase order for typewiter rib-

bons), and i nportant matters which are | ess

urgent (e.g. paying a |loan due in two weeks).

Il ncl ude sone letters with requests that re-
quire carefully worded rejections (e.g. re-
quests for credit; this will test the ability

to wite politely under tinme pressure).

I nclude itenms which can be del egated to subor-
di nat es.

I nclude itens for approval or signhing (e.g. re-

ports or letters drafted by the secretary),

whi ch contain errors and do not really qualify

for approval .

Di scuss how the foll owup should be organi sed:

The docunents are collected fromthe trai nees.



10)

11)

Session 4.6

Sheet 3

These should now clearly refl ect what action (and
deci si ons) they have taken, so that the trainer,
after the session, can nake an eval uati on and gi ve

i ndi vi dual feedback to each trai nee.

- | mredi ately after the exercise the trainer should
l ead a di scussion with all trainees in order to
elicit the main | earning points. Each itemin the
basket shoul d be anal ysed. Trai nees should report
problens they encountered during the exercise,
e.g. which itens did they classify as inportant,
whi ch wer e del egat ed, postponed or ignored; what
action did they take i medi ately, etc. The trainer
shoul d encour age an exchange of views from all

trai nees.

- Tr ai nees should be told that there nmay be sever al
good solutions to the problens. What is inportant
is that they have sone good reason for their own
deci sions and that they feel that they have been

practi si ng useful skills.

Supplenentary exercise:

Di vide participants into two groups, different subject
matter specialists should be represented in both
groups. G ve both groups the assignnent to produce a
set of docunents for an in-basket exercise as well as
t he necessary background i nformati on. Ask the groups
to appoi nt a co-ordi nator/chai rman and arrange that
all necessary stationery and typi ng equi pnent is avail -

able. Allow 1 1/2 hour for the group work.

Hand over the sets of the material produced by one
group to the other group, including witten background
i nfornmati on, and vice versa. |Instruct the groups that
t hey shoul d now take action on the material they have
recei ved (see para 6 above), but each group should

work as a ' managenent teani, not as individual man-

agers. Therefore, they should first circulate all the
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docunents within the group, then di scuss and agree on
whi ch action to take. Inform participants how nuch

time is available. Carry out the two in-basket exer-

ci ses si nul taneously.

When the ti ne has expired ask partici pants to stop,
even if they have not conpl eted the assi gnnent. Ask
themto wite a brief coment on the material pro
vi ded, stating particularly which itens they found

confusing and difficult to deal wth.
Collect the witten comments for | ater use.

Concl ude the exercises in the manner descri bed in
Poi nt 9 above with a nenber of the group who desi gned

t he exercise as | eader of the di scussion, in each

case.

The course | eader and/or sone appoi nted partici pants
should carry out a final editing of the two sets of
material - for future use in the training centre. The

comments provided by partici pants under Point 12

shoul d be consi der ed.

Alternative supplenentary exercise.:

Let one or two partici pants conduct the in-basket exer-
ci se described in the MATCOM nanual 'Wrk Pl anni ng',
Session 5.1, Points 8 - 10. This is a sinplified exer-
cise, requiring trainees to rank the itens in order of

priority only, not to take any acti on.
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SESSION 4. 7
THE APPI 1 CATI ON PRQIECT
hjective: To enabl e participants to plan and use appli -
cation projects in co-operative managenent
trai ni ng.
I ne: 1 1/2 hours.
. re

2)

3)

Rem nd partici pants about the progression in our re-
view of training nethods in this course: starting with
the | ecture nethod, we then dealt with other ways of
maki ng training closer to real life in a co-operative
society - such as exercises and case studies on really
job-oriented matters; role plays and i n-basket exer-
ci ses which engage the trainees in close-to-real work
si tuati ons and sinmulate total deci sion nmaki ng se-

gquences.

Poi nt out that we cannot possibly cone closer to real-
ity and still renmain in the cl assroom The next obv-
ious step is to take trainees fromthe classroomto
t he cooperative society office for further training.

Elicit the various possibilities:

- a study visit,

- an 'application project' in which trainees are to
study a particular problemin a co-operative, sug-
gest a sol ution, and possibly al so i npl enent the

suggest ed acti ons,

- on-the-job training.

Reni nd participants that the study visit will be dealt
with by one of the participants as a | ecture assi gn-
ment (ref. Session 3.9), and that the choi ce between

cl assroom and on-the-job trai ning nust already be made



when the curriculum for a course is fixed (ref.
Session 2.3 Points 9-10). The remaining alternative,

the possibility of conmpl enenting classroomtraining
with practical applications in 'live' situations in
cooperati ve societies will be the subject for this
session. W will di scuss how such projects should be

pl anned for maxi num effecti veness from a trai ni ng

poi nt of view

Refer to the previous discussions on this thene. In
Session 2.4 it was shown that a training progranme

could be a conbinati on of fornmal shorter courses and

practice periods in co-operatives.

G ve a brief description of an application project in

order to clarify any possi bl e m sunderstandi ngs, e.g.:

Towards the end of the course a trainee in a co-
operati ve managenent course is given the assign-

ment to study how a sel ected co-operative society
has organi sed its transport services. After a
t horough anal ysis the trainee identifies sone
probl ens and wor ks out a proposal for inproved
services. This is presented to the trainer and to
t he soci ety managenent . The pr oposal may be
i npl enented by the society. The project is thus

useful both for the society and the trainee.

Ask participants to nention which i ssues are i nportant
for a successful application project. Note their sug-
gesti ons on the chal kboard, including at | east the
fol | owi ng

- I ndi vi dual or group work?

- Sel ecti on of a host society.

- Sel ection of a project (topic, problem.

- Pl anni ng of the work.

- The role of the trainer.
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- Presenti ng the proposal.
- Wth or without inplenentation?
- Eval uati on.
Di vi de partici pants (except one who will |l ater | ead

di scussion) into groups of 4-6 persons. Ask themto
di scuss the listed issues for forty m nutes and pre
pare to report their conclusions in the form of a

"checklist" for application projects.

Whil e the group di scussions are in progress, brief the
excl uded participant on his role as | eader of the ensu-

i ng pl enary sessi on

Reconvene the participants into a plenary sessi on and
ask Group 1 to present their concl usi ons under the
first i ssue and the other groups to conpl enent or
rai se questions. For the next issue |let G oup 2 answer

first, etc.

Ensure that the foll owi ng poi nts are nmade. Note key

wor ds on t he chal kboar d.
I ndi vi dual or group work?

- Bot h are possi bl e, dependi ng on the scope and na-

ture of the project.

Sel ecti on of host society.

- The nmanagenent of the host society nmust of course
be positive and willing to support the trainee in
his work. For several reasons, the trainees' own

enpl oyer nmay be the best choice.
Sel ecti on of project.

- I f possible the trai nee should play the key part
in identifying and selecting a project, but it

shoul d be done in close coll aboration with the



trai ner and the host organi sati on. The trai ner
shoul d nake sure that the project is suitable from
a training point of view sufficiently denmandi ng
and realistic but not too conmplex and ti ne-consum

ing; not "artificial' and neaningl ess.

- The host society should not be forced to | eave out
a 'sensitive' problem which they prefer to deal
with thensel ves, they should ensure that they can

provi de all needed background i nfornation.
Pl anni ng the project.

A tentative tinetable should be prepared for: the
trai nee's work, peri ods of research, i ntervi ews
and neetings. A date for delivery of the first re-

port should al so be fixed.

This should be followed by a period for the pre-
par ati on of suggestions for solution(s) to the pro-
blem A date can al so be set for the presentation

of the proposal.

Practi cal and fi nanci al arrangenents (transport,

accommodati on, etc.) should be agreed on.
The role of the instructor.

The trainer is responsible for the snoboth inpl emren-
tation of the work. He should keep in touch with
both the trai nee and the host soci ety throughout

t he period and provi de assi stance when needed.

Presenti ng the proposal.

The net hod and format for the presentation of the
proj ect report should be tentatively agreed upon
at the begi nning of the project. The cont ent
shoul d be specified, e.g. anal yses, appraisals of
alternative solutions, tine schedule for inmlenen-

tation, etc.

Wth or without inplenentation?
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The val ue of the project (froma traini ng point of
view) increases if the proposals are inpl enented,
particularly if the trainee is offered the oppor-

tunity to take responsibility for inplenmentation.

Eval uati on.

If the project is successfully inplenented (for
t he benefit of the host society) it usually indi-
cates that both the project itself and the train-

i ng experi ence have been useful.

If a trainee is not involved in the inplenentation
of proposals, the trai nee should in any event, be

infornmed of the results.

If a project inplenentati on does not result in the
expected i nprovenent it is inportant to identify

the reasons and to informthe trai nee of the out-

cone.

Sum up by referring to the key words on the chal kboard
and arrange that a 'checklist for application pro-
jects', (based on the groups' joint reports) is typed
out , copi ed and distributed to all participants as

soon as possi bl e.
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SESSION 5.1

REVI EW OF NMETHODS

hjective: To enabl e participants to conpare and assess
the effectiveness of the conmmobn training ne-
t hods, considering the application of inport-

ant principles of |earning.

Tioe: 1 hour.

Session Quide:

1) Draw t he tabl e bel ow on the chal kboard or flip chart
without filling in any text or figures.

Application of sone principles of |earning
i n trai ni ng net hods.

Q o > s
(] o) o o =
Method: e o - 3 = o &
@~ el n 0] Q, e a
. e o) o -~ O
R + 0 ] ) ol
[ ) L n n — o n
[~IR | Q ) ] @] Qw0
op | =) O > M o
Principle:
Motivation 3 2 2 2 2 1
Active involvement 3 1 2 3 3 2
Individual approach 3 1 2 2 2 2
Sequencing 2 3 1 2 1 3
Feedback 3 1 2 2 3 1
Transfer 3 1 1 2 2 1
Rati ng: Good = 3 points
Average = 2 points
Weak = 1 point

(This table is an extract fromILO TTMV)
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Rem nd partici pants about the di scussion of the | earn-
ing principles in Session 3.3. Suggest a repetition
[point out that 'repetition' is one of the | earning
principles); ask participants to recall these prin-

ciples and note themin the table.

Ask participants to recall all the training nethods we
have di scussed in the course so far, and note the nain

ones in the table.

Refer to the handout 'A brief guide to training ne-
thods', distributed in Session 3.1. Point out that the
paper can be used to review the features of the vari -

ous net hods.

Recal | what was said about the | ecture nethod in
Session 3.3 and fill in the figures in the table

accordi ngly.

Lecturing allows full control of sequence and

structure (3 points).

A good | ecturer may be able to create i nterest and

notivation for the topic (2 points).

Lecturing is a weak nethod with regard to acti ve
i nvol venent , i ndi vi dual appr oach, f eedback and

transfer (1 point).

Ask participants to copy the table and to assess, in-
di vidually, the other nethods in the sane way. Wen
they are ready, ask one participant to descri be how he

has rated the net hod of on-the-job training' . Ask
ot her participants for their opinions, discuss and
comment, give exanpl es as necessary. Fi gures other
t han those given as guidelines in the table above nay
of course be justifiable. Ask another participant to
comment on the next nethod, discuss in the sane way,

and so on until all nethods have been revi ewed.

Sum up the conpari son of the nethods by readi ng the
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table 'the other way'; check which nethod is rated
hi ghest with regard to notivation, active invol venent,
transfer, etc. As a concl usi on, enphasi se that nost
| earni ng princi ples apparently are applied to a higher
degree in the participatory nethods than in | ecturing

and readi ng assi gnnents.

VWArn trai nees that a teacher cannot choose trai ni ng
net hods just on the basis of this table. It is, of
course, inpossible to add up the score of each net hod
and only use the one with the highest rating. Stress

that the table Ls_nothing but a theoretical assessnent

of certain characteristics Poi nt out that the choice

of nmet hods (and nedi a) nust be based on nmny consi der a-
ti ons and that to choose the right one a trainer also

needs t he know edge contained in the table.

Ask participants to suggest which factors influence
the choice of training nethod and to gi ve exanpl es for

their suggestions. Elicit the foll ow ng:

The subj ect and the objective.

The choice of nethod is sonetines quite natural be-
cause of the training objective and the subj ect
area. To train book-keeping it is obvious that
exercises are nore effective than lecturing. Role
pl ays are natural for training face-to-face com
muni cati on while a short | ecture or a study text
for readi ng may be natural ways to convey sone

sinple facts to trai nees.

On the other hand, a topic such as 'How to read a
bal ance sheet' can be properly taught in many dif-
ferent ways, e.g. through lecture, reading, cases,

exerci ses, etc.
Cost .

Partici patory nethods usually requires nore tine

for preparation and i npl enentati on than | ectures



and tal k sessions. For exanple, the | earning ef-

fect of a 'case study' on certain narketing pro-
bl ens nmay be better than if a trainer-1led discus-
sion is used. But is it worth the extra cost?
(Cost in this context inplies the instructor's and

the trai nees' tine.)
The | ength of the course.

An 'application project' may be suitable for a sub-
ject such as transport nmanagenent but unsuitabl e
in a course of short duration since the nethod is

ti me-consum ng
The tinme of the day.

To use the period i nmmedi ately after |unch for a
long dreary lecture is effective only if the aim
is to let trainees sl eep, they are al ready drowsy

- especially in warm cli nmat es.
The trainees.

Tr ai nees' experi ence and educati on nmake certain
nmet hods suitable for certain i ssues. Experi enced
managers, for instance, will benefit froma di scus-
sion on 'public relations' while young trai nees
may | earn better froma |l ecture or a case study on

t he sanme topic.

It is soneti nes suggested that the traditions and
culture of a country nake certain nethods unsuit-

abl e because trai nees are not used to the 'confron-
tations' which nay be a necessary part of discus-

sions, role plays and busi ness ganes.

The sinple fact that trai nees are not used to
group work and col |l aboration may al so be a hi n-

drance in the sane way.

It has been proved by many i nstructors, however,
t hat such obstacles can easily be renoved by a
car ef ul st ep-by-step i ntroducti on of these ne-

t hods.
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Tel | partici pants that studies and experience has
shown t hat nmanagenent training, which ains at devel op-
ing many different skills, is nbst effective when a
conbi nati on of training nethods is used. The exanpl es
in the follow ng sessions will denonstrate this ap-

pr oach.
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SESSION 5 2

SESSI ON DESI GN | N PRACTI CE

hjective: To enabl e participants to apply an adequate

t echni que when pl anning a training session.

2 1/2 - 3 hours.

Mat eri al The MATCOM bookl et ' Leakage' (at | east one

copy, preferably a copy for each participant).

Handout ' Sessi on pl an'

I f possible, arrange that all participants read the MATCOM

bookl et ' Leakage' before this session.

sessi i d

1)

Ask partici pants how nmuch ti ne on average they use for
pl anni ng a trai ni ng session. D scuss possi ble reasons

for the differences, nention the foll owi ng aspects:

- Naturally, nuch nore tinme is needed for the first
per f ormance; when a trai ner has given the sane ses-

sion several tines he needs | ess preparation tine.

- Trai ners have different personalities and diffe-
rent working styles, sone need and |i ke to have a

detail ed plan, others don't.

- D fferent subjects require different anopunts of ex-

ercise material, etc.

- Different training nethods require different tine

f or pl anni ng.

- Sone trainers only prepare 'nentally' and do not
spend tine witing down their plans. For every
hour of instruction they nmay need only a few hours
of preparation (for the first perfornmance) and

even | ess when the session is repeated. I|If the
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session plan nust be witten out in detail (so
t hat even anot her trai ner can understand and use
the sane plan as in the MATCOM nanual s), the prep-
aration will take a nuch I onger tinme. Professional
training designers estimate that nmore than 50
hours of 'production tinme' will be needed for each
hour of instruction. This includes design, eval u-
ati on and production of a Trai ners Manual, and ma-

terial for the trai nees.

Stress again that no two trainers take the sane ap-
proach when pl anning a traini ng session. For the pur-

pose of providing one nodel, however, you will now

denonstrate the way you work.

Use the foll owi ng exanpl e, based on the topic 'l eak-

age' or any ot her exanple you prefer in which a vari -

ety of nethods can be appli ed.

Wite up your 'session plan' on the chal kboard, flip
chart or ohp, step-by-step, as you present your ap-

proach. (See the handout.)

plain to participants that you are going to plan a

session on 'l eakage' included in the topic 'stock con-
trol' in a course for shop assistants. Tell partici
pants that you will descri be your approach, step-by-

step as foll ows:

First, | consult the curriculumor the syllabus for

t he actual subject.

I want to know the predetermn ned objective. Let us
assune that it is worded as follows in the syll a-

bus: 'to enable trainees to descri be generally the
| eakage problemin a retail store and to identify

their own responsibilities in this context'.

The syl l abus al so states the tine avail abl e: three
session only. I wite down the objective in ny ses-

sion plan. (Show on chal kboard, flip chart or ohp)
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consult ny resource nnat erial

| look for two types of material, books to refresh
nmy know edge on the subject matter, and materi al

t hat can gi ve ne i deas about possi ble training ne-

t hods.

My own ol d session plans nmay be used again, if

avai | abl e.

|  visit the college library which has sever al
books covering the topic of | eakage and the train-
ing nmaterials centre where | may find useful |es

son notes, handouts, case studies, transparencies
and other visuals filed by other teachers after

pr evi ous cour ses.

Anong the MATCOM naterial | find a booklet on | eak-
age Iintended for trainees' self-studies and a
session plan on | eakage in the nanual 'Retail nan

agenent'. Conpared to other books, these MATCOM pu-
blications al so of fer suggesti ons on teachi ng ne-

thods in addition to the subject-matter content.

decide the caontents of the session

Havi ng consul ted sone books (and keepi ng ny obj ec-

tive in mnd) | decide to include the foll ow ng

'l earni ng points':
1 - what is | eakage? (definition).
2 - how to neasure | eakage in a shop.

3 - compn causes of | eakage.

4 - consequences of high | eakage.

| have not included the nost inportant point: 'how
to prevent | eakage', but that can only be | ear ned
on-the-job after | have taught the theoretical

background in the cl assroom Thus, the training ob-

jective stated in the syllabus is realistic.
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10)

| decide the sequence of the |learning points. | see no
reason to change the order suggested above.

| select the nbst suitable training method for each

learning point. As | make up ny mnd | wite down the
activities and the estimated tinme needed in ny session
pl an.

The

The

When | study the two MATCOM books nenti oned above
I consider using one of them as a basis for ny
session. The manual 'Retail Managenent' contains a
ready nmade plan but it is intended nore for nman-
agers than shop assistants. The bookl et ' Leakage

contains sone illustrations which | can copy for

t he ohp and sone useful 'm ni cases'. Therefore,
decide to pick useful parts from both sources and

design ny own session, suited exactly to ny

trai nees.

first learning point: What is | eakage?

| should not fall into the trap of starting with a
theoretical definition (there is one on page 8 in
t he MATCOM booklet). | nust renmenber the principle
of notivation and try to nmake trai nees curi ous and

want to | earn about | eakage.

On page 5 in the booklet there is a short story (a
mni case|] about a nmarket vendor called Charlie.
It gives, in a nutshell, a vivid and easily conpre
hensi bl e expl anati on of the | eakage concept. |

decide to use this story as an introduction to the

session. Thus they will get the definition of |eak-
age through a realistic exanple. I will use the
sane illustration as in the booklet, drawn by ny-

self on the chal kboard, or shown on the ohp. |

note this in nmy session plan.

second |l earning point: How to neasure | eakage.

The trai nees nust be convinced that | eakage can be
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di scovered and neasured. The best nethod is to de-
monstrate how it is done. Charlie' s sal es and

| eakage could be used in a first sinple exanmpl e.

A nore realistic exanple with conti nuing sal es and
stock replenishnent like in a shop is then needed.
A short exercise on how to keep a stock control
regi ster should be done. | can use the exanple on

pages 9-10 in the booklet, trainees will copy it.

To show t hat the anbunt of | eakage shoul d be ex-
pressed as a percentage of sales | can use the ap-
proach on page 12 in the booklet, and add a few

nore cal cul ati on exanpl es which | have fornmul at ed.

I fill in ny session plan accordingly.

third I earning point: Conmnon causes of | eakage.

This is an inportant point. The trainees will be
the key persons for | eakage control in their
shops. Therefore, they nust | earn now where and
how | eakage may occur. G adually they will | earn
on their jobs how to m nim se | eakage in their

practi cal work.

Many trai ni ng nethods are possible: | can give a
Lecture supported by realistic visuals ([slides or
vi deos) from |l ocal shops; trainees may identify
t he | eakage causes thensel ves in a group
di scussion, or we can study the handling of goods
and identify the | eakage risks during a study
visit in a shop. For various reasons (practical

and economical) | decide to use the ' talk nethod’
to identify the different, causes beginning with a
brainstorning ©On the basis of our discussions |

will let trainees make up a list of basic rul es
for prevention of | eakage. This can be supported
by a set of t ranspar enci es made up from the

illustrations in the bookl et.

VWhen trai nees have been involved in this listing
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of rules, a ranking exercise wll reinforce the

poi nts | earned, and hel p them renenber.

| add these activities to ny session plan

The fourth | earning point: Consequences of | eakage

I must convince trai nees about the perils of | eak-
age. They nust learn that high | eakage can totally
destroy a busi ness. The best net hod would be to
refer to a true local case as a warning. If one is
not available | can still use the story on page
18-19 in the MATCOM bookl et for the sane purpose.

In the MATCOM naterial there is also a case study,

conparing three managers with different attitudes
to | eakage (in the booklet on page 27 and in the

manual Session 7.1, Point 8). | decide to use this

in a group discussion to enphasise that control of

| eakage i s just one of a nmanager's many i nport ant

t asks.

- | add these points to ny session pl an.

Summ ng up

- A suitable conclusion to the session may be to ask
the trai nees what they will think about, and do,
in order to prevent | eakage when they cone back to

their shops after the course.

Wth reference to your now conmpl et ed sessi on plan ex-
plain to participants that your denonstration of the
pl anni ng was, of course, 'condensed'. Wat now t ook
hal f an hour would in a realistic situati on have taken
at |l east three or four hours - including your search
for resource material, studying it, choosing proper ne-
t hods, preparing transparencies and witing out your

pl an.

Di stri bute copies of the session plan to partici pants.

Ask them to comment on your approach, particularly the
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choi ce of nethods. Explain and di scuss as required.

Tell participants that the session on | eakage will now
be conducted, with thensel ves as 'trainees', to give

them a chance to assess if the planni ng was adequat e.

Conduct the session in accordance with the plan. Note
that the case study about the three managers in the
| ast part of the session need not be conducted again
(it was used for group discussion practice already in
Session 4.2. Imediately after the session ask partici-
pants to assess the effectiveness of the various activ-

ities, review ng and di scussing each | ear ni ng point.
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SESSI ON Pl AN
k control. TOPI C Leakage.

To enabl e trai nees to descri be generally the
| eakage problemin a retail store and to iden-

tify their own responsibilities in this con-
text.
m n MATERI AL: Visuals (ohp) fromthe

MATCOM bookl et ' Leakage' .

Learning
point

Activities Ref. Min
Material

Intro-
duction,
defini-
tion.

Tell stories about Charlie.| Leakage, 10
Discuss reasons for his p.5

problem. Visual
Define 'leakage’.

To
measure
leakage

Demonstrate calculation of P.6 5
Charlie's leakage, 2 ex- chb
amples

Compare market stand with 5
shop, discuss problems of
detecting leakage in shop.
Explain 'stocktaking' and
'stock control book'.

Show page from stock con- P.9
trol book. flc, ohp

Go through example from P.9-10 10
booklet.

Compare measures of leak- P.12-13 10
age in money terms and
in percentage of sales.
Go through calculations
in booklet.

[ Causes
of
leakage

Refer to Charlie's leakage. P.14-17 5
Brainstorm to find more chb
causes. Note all on chalk-
board (chb).

Elaborate on each cause. ohp 20
For each one formulate a visuals
rule to avoid leakage.

Ranking exercise: which
rules are most important in
my shop? Compare opinions.

Conse-
quences
of
leakage.

Relate story from booklet. P.18-19 5

Conduct the case study P.28 40
'The best manager’.

Summary.

An action commitment: 10
What will trainees do to
reduce leakage when they
are back in their jobs?
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SESSION 5. 3

SESSI ON PLANNI NG EXERCI SE

Chjective: To enable participants to nake appropriate

choices of training nethods in different train-

ing situations.

2-21/2 hours (+ 3 hours for supplenentary exer -

cise).

: . i de

2)

Rem nd partici pants about the di scussion in Session
5.1 Point 8 about factors which affect the choi ce of
met hods. Al so refer to the denpnstrati on of session
pl anning in the previous session and point out that a
trai ner should al ways (even after | ong experience) ap-
ply a systemati c approach when pl anni ng his sessions -
i ncluding the necessary anal yses and consi derati ons.

He should never drift into a 'nmechanical' application

of old well known nethods as a matter of routine.

Tell participants that they will now get an opportun-
ity to practise the choice of nmethods and pl anni ng of

sessi ons, working in groups.

The groups should apply the planning procedure denon-
strated in the previ ous session. Review that pro-
cedure; elicit frompartici pants the steps i nvol ved
and wite a list, of key words on the chal kboard. Ask
partici pants to use it as a checklist during the group

wor k:

A Wite down the abjective of the session?.

B. Wite down the |learning paints. What subj ect -

matter content should be covered?

C Consi der which sequence of the |learning points is
t he nost effective froman instructional point of

Vi ew.
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D. Plan an introduction which will create interest

for the topic and notivation to | earn.

E. Consider which training nethods will be nost suita-

ble for each of the | earni ng points.

F. Include exercises if new skills or know edge need
to be practised. Consi der other ways of increasing

trainees' participation.
G Choose an effective nethod for a nmaking a summry.

H. Consider the tinming.
I Wite out a clear session plan.

G ve the followi ng conpl enentary i nstructions:

The groups will thensel ves decide the topic for
which they will nmake a session plan, as well as de-

fining the target group.

- The groups will al so determ ne the objective of
t he session thenselves if a relevant curriculum or
syl |l abus with specified objectives is not avail a-
bl e.

- The pl anned session should not | ast nore than 90

m nut es.

- The groups should wite out their session plans on
flip charts or on ohp transparencies, or distri-
bute copies to all participants if this is possi-

bl e.

- The groups may choose the | ayout and fornmat they

prefer for their session plans.

- Al'l group nenbers nust be prepared to present the

plan in a general session that will follow

Di vide the class into 'specialised groups', i.e. each
group shoul d consi st of participants with the sane
speci alisation so that they can all contribute in the

design of a session dealing with a particul ar topic.
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Preferably there should not be nore than four nenbers

in each group. Allow up to 90 mi nutes for group worKk.

In case the groups have problens selecting a suitable

t opi ¢ suggest one of the foll ow ng:
Cener al managenent :

- Staff recruitnent procedures.
- Choi ce of crop storage nethod.

- | nsur ance.
Fi nanci al nanagenent:

- Sour ces of funds.

- Liquidity.
Co- oper ati ve know edge:

- Menbers' rights and duti es.

- Keepi ng nenbers i nforned.

Reconvene the groups and sel ect a nenber from one

group to present their plan.

After the presentation ask for comments fromthe other
groups. Discuss the issues included in Point 2 above,
and pay particular attention to Itens D, E and F under

Poi nt 2.

When t he net hods have been di scussed suggest a | ook at
the forns the groups have used for witing out their
pl ans. Also refer to the formused for the session

pl an on | eakage in the previ ous sessi on.

Di scuss the | ayout and contents of the forns: are all
necessary points included. Are there any unnecessary

itens or colums i ncl uded?

Poi nt out that the brief types of session plans we
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have seen exanples of are, in any case, intended only
as an aid to nenory for the author hinself - nobody
else can use it with a predictable result. Denpbnstrate
a page froma MATCOM nanual as an exanple of a session

pl an which is so detail ed, however, that it can be

under st ood and used by any i nstructor.

Supplenentary exercise:

Gve participants nore tinme (3 hours) to practice
choi ce of nethods and session planning, this tinme as

an i ndi vi dual exerci se.

Vari ous procedures for the foll owup of the exercise
are possi bl e, depending on the tinme avail able and the
conposition of the class. Presentation of the pl ans
could, for instance, be done in smaller groups of par-
ticipants with the sane specialisation; they would
t hen get an opportunity to di scuss commbpn teachi ng
problenms and help each other to design effective
sessi ons. The groups should be reni nded about the

i ssues to watch as outlined in Point 2 above.
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SESSION 6.1

BASI C FVAI UATI ON TECHNI QUES

hjiective: To enabl e participants to apply adequate tech-
ni ques for the evaluati on of sessions and cour -
ses.
(An evaluation of this course is integrated in

this and the foll owi ng session.)

Time: 1 hour (+ 1/2hour for supplenmentary exercise).
Material Handout ' Course Revi ew Forni .

: . i d

1) Conpare the situations of a busi ness nanager and a

trai ni ng nmanager:

The busi ness nmanager nust present his books at the
end of the year and the 'bottomline' nust show a
good return on the noney invested in the business.
If he fails the auditors will scrutini se every
little detail of his operations and he will have

to i nprove the result or | ook for another job.

The trai ni ng manager al so presents his 'books' at
the end of the year but this is no probl em because
he need not show whet her he has nmade a | oss or a
profit. Fortunately, for him the top managenent
is happy to know just how nmuch noney he has spent
and how nmany 'custoners' (trainees) he has had in
his training centre. Whether or not there is a re-
turn on the invested noney nobody wants to know. ..

not even the auditors.

2) Di scuss the problens of 'accountability' for a train-
i ng manager. |s the situation descri bed above true? If

so, is it satisfactory? Participants may refer to the
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eval uati on whi ch is usual |l y conduct ed after each

training courses. Elicit the foll ow ng points:

It is in everybody's interest to find out the re-
sults of training activities. The traini ng manager
and his team of trainers are anxious to do a good
job and they need a course evaluation nmainly to
identify the weak points, to over haul poor pro-
grammes and to nmake the good ones even better. The
top nmanagenent's nmain interest is proof of effi-
ci ency, preferably sone figures that show t hat

training is worth the costs.

Theref ore, course evaluation is usually done and

is considered very inportant nowadays.

In practice, however , eval uati on i n many cases
nean not hi ng but a questionnaire where trainees in-
di cate how pl eased they are with the course (the
wel | -known 'snmile sheet'). Their answers are tabu-
|l ated and presented in a nice report. Everybody is
happy and the report filed away, the bureaucratic

requi renent for eval uation has been fulfill ed.

Any deeper evaluation on the actual results of the

course i s seldom done.

It is both costly, and difficult, to neasure the
long-termeffects of a training programme; this is

why it is seldom done properly.

Bri ng up again the val ue of the questionnaire nen-

ti oned above. Ask participants for their opinions.

Is it really neaningful to find out about trai nees’
sati sfacti on and how they react to the programe? Wat
difference does it nmake? Is it not the actual result

of the course we should neasure i nstead?. Elicit the

f ol | owi ng:

- If trainees Like the sessions they are nore likely
to benefit fromthem Therefore, it is useful to

find out their reactions through discussi ons, ob-
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servations or questionnaires.

- There is necessarily no direct and positive corre-
|l ati on between hi gh satisfaction and hi gh | earn-
i ng.

- Trai nees' reactions to a particul ar sessi on shoul d
be checked imediately after the session. (Refer
to the rating scal es used during the course - See

Session 1.2 Sheet 7.)

Di stri bute the ' Course Review Fornmi (Sheet 4). Explain
that this is an exanple of an 'end-of-course questi on-
nai re' desi gned to obtain trainees' opinions on the

content and bal ance of a not too | ong course.

Ask participants to fill in the formrelating to the
present course which will end soon. To facilitate
their review, participants nmay need the course ti ne-
table as a reference in addition to the notes they

have taken during previ ous sessions.

When partici pants have filled in the fornms, repeat the
statenent. that an eval uati on of trai nees' reactions
does not tell the whole truth about a course. Ask par

tici pants what other types of evaluations we could do

imedi ately after a course:

- we can neasure, through tests and examni nati ons,

what know edge the trai nees have.

Expl ain the problens in this context; enphasise that a
test would not tell us how nuch trai nees have | ear ned
during the course unl ess one knows exactly what know
| edge they had before the course. Renmi nd partici pants
that tests are soneti nes arranged at the begi nni ng of
a course in order to nake a course eval uati on poss-
i bl e. Such 'di agnostic tests' also help trainers to
adj ust their sessions to the needs of trainees (Ref.

Sessi on 2.2).

Tell participants that we will deal with test construc-



tion in the foll owi ng sessi on

Poi nt out that we have now di scussed eval uati on on two
different 'levels': the reaction |evel and the |learn-
ing level. Ask what the next |ogical step would be:
eval uati on of the practical effects of the course,
i.e. how the trainee will change his hehaviour after
the training, and the results of these changes. Stress
again that an evaluation on all four | evels would be
useful, but difficult. Di scuss the problens and what a
trainer, or training manager, can possibly do to carry

t hrough an eval uation of the two highest | evels:

A comon problemis the '"transfer® of new know
|l edge to the job. A trainee may never get the op-
portunity to apply any new know edge on his job be

cause he is restricted to use the procedures and
systens prescribed by his superiors. Only a cl ose
col | aborati on between the training centre and the
co-operati ves can overcone this problem Trainers
shoul d pay visits to the co-operatives both before
and sone nonths after a course, interview managers

and trai nees and di scuss training plans and train-

ing results.

- By keeping in touch with trai nees after the course
a trainer nay be able to coll ect val uabl e infornm-

tion. When ' new nmanagers have a perspective on
t he course and sone experience on the job they are
often able to provide useful hints on howto im
prove the programe. Letters, questionnaires and/

or personal visits should be used.

- To evaluate the results of training in terns of re-

duced costs, higher profits, etc., is extrenely dif-
ficult. Certain skill-training progranmes can be
evaluated (e.g. a course on operating a specific
machi ne) and the gains calculated (e.g. the tine
saved, higher output, etc.) but for a general nman-
agenent training programe it is an al nbst i nposs-

i bl e task.
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To sum up, ask one partici pant to gi ve exanpl es of

eval uation on the four different | evels.

Supplementary exercise:

One of the participants nmay have prepared, as a | ec-
ture assignnent (Ref. Session 3.9), a short presenta-

tion of the 'action commitnent nethod' this presenta-

ti ons should be done now.

An 'action commitnent' is a conbination of an applica-
tion project inplenented by a trainee in his own job
when he returns after a training programe and an
eval uati on of a the actual training progranmme. The
method is used in nost MATCOM trai ni ng programes and

descri bed at the end of the manual s.
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COURSEF CONTENTS AND BAI ANCF

Assune that the | ength of
Thi s neans t hat
of the current

cally condensed

t he course remai ned unchanged.
if you wi sh to suggest other topics, sone
ones woul d have to be elimnated or drasti -

1. Name the 5 sessions you regard as MOST valuable
(appraise the subject area - not the speaker or method
of presentation).

2. Name the 5 sessions you regard as LEAST valuable.
30

Suggest any topics, not presently included, which you
would wish to have included in future courses.
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Suggest any tOplCS in the present course for which you
think more time should be allowed for a fuller treat-
ment. (Here include sessions noted under Point 1 above,
if appropriate.)

Does the general arrangement and development of subject
matter appear logical?

YES / NO If NO, suggest improvements:

Generally speaking, did you feel you had enough op-
portunity for discussion?

YES / NO If NO, what do you suggest?

a/ The lecture time should be reduced. YES / NO
b/ Notes for reading should be issued. YES / NO
c/

On balance, would you say that the course objective was

. achieved?

YES / NO

Any further comments:
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IESTS

hjiectives: To enable participants to construct and use

simpl e cl assroom tests.
(A review of the main issues of this course is

also integrated in this session.)

Time: 212- 3 hours.

Material Parti ci pants'’ own notes from all pr evi ous
sessi ons.
Handout 'Instructions for group work'.
List of training topics (on flip chart).

Session Qi de:

1) WArn participants that they will have to answer sone

test questions in this session. In contrast to other
trai ni ng programes, however, they will also have to
wite the questions thensel ves.
Al so explain that this session has a dual purpose:
while we |l earn how to prepare tests we will at the
sane time have the opportunity to review the issues
covered in this course.

2) Ask participants which type of tests they prefer to

use, and why. Elicit and explain the foll owi ng types:

Chiective tests .

The trai nees have to answer questions, either by sup-
plying a short answer (one word) or by sel ecting the
ri ght answer from a set of given answers (nmultiple

choi ce). Pros and cons:

+ Can be graded objectively and qui ckly.

+ High reliability.
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They are difficult to prepare for nmany of the
commopn nmanagenent training topics (e.g. problem

sol vi ng) .

Essay tests .

Trai nees have to freely conpose answers to questi ons.
Sone questions nmay be answered with a few words (e.qg.
"What i s the purpose of a provident fund?' ), while
others require a | onger answer (e.g. 'Describe the

procedure for staff recruitnent'). Pros and cons:

+ Easy to construct.

+ Sui tabl e to neasure understandi ng, attitudes, cre-

ativity, organisational ability, etc.

- Difficult to grade. (G adi ng criteria and an
"answer key' shoul d be prepared when the questions

are witten.)

- Unr el i abl e because of subjective grading.

Perf ormance Tests

Partici pants may also correctly suggest that sinmu-
| ati on trai ni ng nethods such as i n-basket exerci ses,
rol e plays and busi ness ganes could as well be used as

perfornmance tests

Go through the basic rul es for construction of

mul ti pl e-choice tests, as outlined bel ow.

B Use a direct question or an inconplete statenent,

as in these exanpl es:

Which of the following is a participatory training

net hod?

A The | ecture net hod.
B The rol e pl ay.

C The fil m show.

Rol e pl ays are nost suitable for training of:
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A bookkeepers.
B typi sts.
C sal esnmen.
- Use sinpl e | anguage which all trai nees can under -
st and.

- Al'l choices should be as brief as possi ble. The
correct choice should not be | onger or shorter

t han the other options.

- Al'l choi ces shoul d be pl ausi bl e but only one cor -

rect.
- Avoi d negati ve statenents.

- Avoid the words 'always', 'never', "all of the

above' and ' none of the above'.

Di vide participants into groups of four nenbers. D s-

tribute and go through the group work instructions.

After the group work, during a short break, select the
three or four best essay questions from each group so
that you get a suitable nunber for the foll owi ng exer

cise (maxi nrum 16). order them logically according to

t opi cs.

Al so sel ect sone nultipl e-choice questions from each
group on the sane basis. |If possible, transfer these
questi ons to ohp transparenci es, or nount themto-
get her on | ar ger paper sheet s and arr ange f or

i medi at e copyi ng.

Ask participants to wite down the sel ected essay ques-

tions as you read them out fromthe papers.

Ask participants to read through the questi ons again
and count how nany of them they believe they can
answer correctly. After a while ask for one vol unt eer

to try to answer all the questions. Let hi manswer
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10)

orally with the rest of the class as unmpires, calling

out his score after each answer and correcting himas

necessary.

G ve the volunteer due credit for his test result and

explain that the test constructors will now be asses-

sed.

Ask participants to identify those questions in the
list which are not altogether perfect for use in this
test and to state the reasons. |If necessary, sel ect
and al so read fromthe questions not used to find ex-
ampl es of unsui tabl e essay-questi ons. Parti ci pants
shoul d identify questions which do not fulfil the fol-

|l owi ng requirenents:

- The question should be clear, precise, unanbi guous

and easily under st ood.

- Essay questi ons should not normally be used for re-
call of sinple nmenorised facts (objective tests
are better for that), but should require the
trai nee to display his insights and nental abil -
ities.

- Al'l questions should be related to inportant objec-

tives and content.

Ask participants to sel ect the best questions on the
list. Ildentify the groups who subnmitted these ques-
ti ons and declare them wi nners of this "test-witing

test'.

Ask participants whi ch ot her aspects nust be con-
si der ed by t he construct or of an essay-t est in
addition to those nenti oned under Poi nt 8 above.

Elicit the foll owi ng:

- The questions should vary in their | evels of dif-

ficulty.

Cl ear instructions should be given in the begin-
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ni ng of the test paper, including tine all owed,
t he val ue of each question (nunber of points for a

correct answer), etc.

Expl ain the ' poi nt-score nethhod' for narking essay-

tests:

- Grade the sane question in all the papers in suc-
cession. (e.g. If there are 20 trainees in the
cl ass, mar k questi on nunber one for all trainees

bef ore nmarki ng the next question.)

- Assign the appropriate nunber of points to each
answer in accordance with the nbdel answer you
have prepared earlier. Conpare the answers of dif
ferent trainees to ensure a fair nmarking, adjust

as necessary.

- Mark the papers wi t hout | ooki ng at trai nees'
nanes. Preferably, trainees should not wite their
names, but sone other identification nmark, on

t heir papers.

Poi nt out that nmarking of objective tests are nuch
easier if they are properly constructed. Denonstrate
this through the nmultipl e-choice itens produced by the

gr oups.

Dependi ng on your facilities, hand out copies of the
itens you have sel ected or show them on the ohp. A
| ess effective alternative is to |let each partici pant
draw a card' fromthe pack of itens and present it to

the rest of the cl ass.

The sel ected itens should be dealt with one by one;
first answered, and then commented upon froma test-
constructi on point of view The aspects |isted under

Poi nt 3 above shoul d be consi der ed.

When all itens have been anal ysed | et partici pants se-

|l ect the best itens and appoint a wi nni ng group al so
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in this "test-witing test'.

Rem nd partici pants that the purpose of a test is to
neasure if trai nees have achi eved the training objec-
tives. For this reason it is necessary to plan the
test carefully so that the questions cover all the
i nportant parts of the course and are related to the

cour se obj ecti ve.

Present a table as on the flip chart show ng the con-

tent of this course grouped in ten | ogical units/
topics like this:

Trai ni ng needs anal ysi s

Prepari ng obj ectives
’ Lear ni ng princi pl es
’ The | ecture net hod
’ Di scussi on | eadi ng
’ Vi sual ai ds.
’ Parti ci patory net hods
° Choi ce of net hods
’ Test construction
' Eval uati on techni que
Suggest that a final test for this course should con-
sist of 30 questions of equal value. On average there
woul d be three questions on each topic, but ask par-
ticipants to distribute the questions as they think
appropriate with regard to the i nportance of the dif-
ferent topics. They may, for instance, have five ques-
tions for sone topics and only one for others. All ow

approxi mately five nminutes for participants to indi-

vidually nake their plans.

Ask one of the participants to cone to the flip chart

and fill in his suggestions. Ask if soneone has a very
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di fferent opinion and ask himto fill in his figures

as wel | .

Let these two participants sit in front and have a
'panel debate' on the question of 'Wwat skills and
know edge does a co-operative trai ner need? Allow a
maxi mum of ten ni nutes for their discussion, wthout
interfering, then invite ot her participants to al so

present their views.

Ask anot her participant to sum up the di scussi on.
(Take note of the aspects on the course content pre-
sented in the di scussion - they nmay be useful for the

eval uation of this particul ar course.)

Ask participants if they would actually |like to be
tested now, seriously, in the sane way as in a second-
ary school, and what purposes such a test and exam n
ati on would serve. Also di scuss how young and adul t

| earners | ook upon tests. Elicit the foll owi ng points:

The young student may | ook upon the final exam na-
tion itself as his goal because it will give him
the 'chance to apply for a certain job (There is a
ri sk that exam nati ons becone nbre i nportant than

| ear ni ng and understanding to the young students).

Adult trainees nmay attend a course just because
they want to pass a test and have one nobre certi -
ficates. Most of the adult trai nees, however, have
already qualified for their jobs and they enrol in

a course to pick up nore useful know edge - not to

be tested.

- A test of adult | earners, therefore, nmay not be
necessary at all for 'qualification' purposes. O
course tests may still be used to give trainees a
f eedback on their progress, and confirmto the
trai ner whether his training nethods have been ef-
fective or not. In such cases it is inportant that
the participants fully understand the reasons -

and agr ee.
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Assune that you are going to prepare a final test
for participants of this course. Each group should
pr epar e ei ght essay questi ons and as many

mul ti pl e-choice itens as tinme permts.

Your questions nmay refer to any of the topics
dealt with during the course. A selection of ques-
tions (in order to have proper coverage of all

topics) will be done | ater.

For reference, have available a tinetable for the
course or a list of sessions and all the notes you

have taken during the course.

Wite each questi on on a separate slip of paper.
Wite clearly so that your papers can be phot o-

copi ed.
Al so mark your group nunber on the paper.

The' essay-quest ions should have the correct answer
on the reverse side, or a short list of the key
points which should be <covered by a correct

answer .

The 'l ongest’' essay-questions should not take nore

than three mnutes to answer in witing.

The nultiple-choice questions should have four

opti ons.

Be very careful and formul ate high-quality ques-
tions which can be used to neasure whether partici-

pants have achi eved the objectives of this course.

You have one hour for the group work.
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SESSION 6. 3
EVAI UATI ON AND I OSI NG
hjective: To collect further views from partici pants
with regard to this course and to cl ose the
cour se.
Time: 1 hour.
Material Set of Cards (See Point 3).

Session Qi de:-

3)

Poi nt out that participants have al ready contri buted
to the evaluation of this course by filling in a form
[ Session 6.1) and di scussing the i nportance of dif-

ferent topics in teacher training (Session 6.2).

Expl ai n that you want participants to now take part in

a concl udi ng di scussi on about the course.

Wite the points for discussion on the chal kboar d.
Dependi ng on the nunber of partici pants choose three
or four issues on which you want further views, al
t hough sone question could be included just for anuse-
nent. Exanples of nmatters to discuss:

Wor kshop cont ent.

The net hods used by the course | eader.

Cour se wor k | oad.

Course facilities (for training, boarding,

etc.).

The social life of our group.

Hand out one card to each participant. The cards

shoul d be prepared i n advance, as foll ows:
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If there are 18 participants and three issues to dis-

cuss there should be three cards marked A +, three

marked A -, three B +, three B -, three C + and three
C -.
Tell participants that those with the sane mar ks on

their cards forma group and explain that the letter
on the card refers to the i ssue to discuss. Mark the
i ssues on the chal kboard accordingly - with A, B and
C. Explain that a plus on the card neans that partici-
pants should list only positive aspects of the issue,

a mnus that they should list the negati ve aspects.

Ask the groups to go to separate corners or roons and
prepare their lists. G ve them a nmnaxi mum of ten m n-

ut es.

After the group work invite participants to a debate.
Ask for the negative side of an issue first, then the

positi ve and encourage di scussi on of the issue.

Take notes of all useful points for consideration in

the final evaluation of the course.

To wind up the course explain to participants that the
net hod used for this final debate is particularly use-
ful when it is inportant to elicit negative as well as

positive comments, e.g. in a course eval uation.

Concl ude the course by stressing to the participants
t he need to devel op good trai ning habits by putting
into practice the ideas and skills gained fromthe
course. Explain any possibilities there m ght be for a
foll owup course, or other opportunities avail able for

partici pants to develop their training skills further.

If a special guest has been invited to officially
cl ose the course, he should then performthat func-

tion.





