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Many training directors today face 
a sad but undeniable truth: the 
demand for training far exceeds 
the resources available to meet 
that demand. As a consequence, 
training is often conducted by 
trying to maximize the constraints 
of the given situation. In short, we 
make do with what we now have 
and hope that in the future we will 
have more. 

One constraint in many organi-
zations is the size of the training 
staff. If this constraint exists in an 
organization with multiple loca-
tions, spread across a wide geo-
graphic area, the problems are 
compounded. Either a small cadre 
of trainers "ride the circuit" meet-
ing the training needs of the 
various locations, or talent at these 
locations is recruited to conduct 
the training. 

Trade-offs are present in both 
options. In the former we are 
likely to have confidence in our 
trainers but are also likely to wit-
ness fatigue, stress and profession-

al burn-out. In the latter option we 
have rested t ra iners but with 
questionable training skills. 

In an a t tempt to bridge the 
trade-offs presented by both op-
tions, many organizations today, 
especially those utilizing modular 
training programs, select non-
professional t ra iners at various 
sites and provide them with train-
ing designed to improve their 
training skills. In this article we 
present a case analysis of one such 
program. The analysis is useful for 
three reasons: 

1) As the demand for training 
exceeds the supply of trainers, an 
increasing number of non-profes-
sional trainers will be selected. We 
must develop theories and strate-
gies for training them. 

2) Modular training packages 
appear to be an increasingly at-
tractive method for meeting train-
ing needs. Unfortunately, most of 
these packages require an individ-
ual to guide participants through 
the materials. These individuals 
are usually recruited from the 
ranks of the non-professional train-
er. We must discover how to train 
them to use modular materials. 

3) The problems presented in 
the case are in one sense, generic, 
and thus applicable to any organi-
zation confronted with training the 
non-professional trainer. 

The Case — A large regional 
diary marketing cooperative con-
tracted independent consultants to 
design and construct a modular su-
pervisory training program. The 
program was to meet the following 
criteria: 

1) It had to be industry specific. 
2) It had to be an introductory 

program of supervisory skills. 
3) It had to have a high interest 

(entertainment) value for super-
visors. 

4) It had to contain three com-
ponents: a slide-tape presentation, 
participant materials and trainer 
materials. 

5) It had to incorporate both 
cognitive and behavioral objec-
tives. 

6) It had to be adaptable to the 
training skills of non-professional 
t ra iners spread across a broad 
geographic area. 

Hence, the case involved two 
problems. One was the construc-
tion of the materials themselves; 
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the second was training the non-
profess ional in how to use the 
materials. As indicated earlier, our 
focus is on the second problem. 1 

Training the Trainers: 
The Guiding Assumptions 

As McGregor sugges t s ,2 the 
under ly ing as sumpt ions of our 
actions must be clearly articulated 
if we are to ever understand what 
we do and why we do it. This is 
equally as t rue for management 
s ty le as it is for des igning a 
training program. What specific 
assumpt ions guided our design? 
Prior to conducting the training a 
series of meetings with the corpor-
ate human resources staff resulted 
in deducing the following assump-
tions: 

1. The training program will 
only work if it has top-down sup-
port. Trainers in the field must be 
convinced that their managers and 
the corporate staff support them 
and believe in them. 

2. The non-professional trainer 
is likely to feel nervous, insecure 
and apprehensive about being se-
lected as a trainer. Moreover , 
rather than a reflection of para-
noia, these feelings are rational 
and justified. 

3. The trainer can only conduct 
the training if he or she believes in 
the content and spirit of the train-
ing modules. The nervousness and 
insecurity of the non-professional 
is likely to be compounded if the 
content of the training contradicts 
the trainer's value system or code 
of ethics. 

4. The non-professional trainer 
is likely to feel worried about 
failing at something which he/she 
was not hired to do in the first 
place. This fear will be magnified if 
progression in the career path is 
dependent on success in the train-
ing session. 

5. The non-professional trainer 
will be looking for skills and solu-
tions to problems, not theories 
about training. Even though the 
non-professional trainer may place 
value in these theories of training, 
how to train is the critical issue. 

These five assumptions, devel-
oped by the corporate human re-
sources staff, served as a basis for 
the design of the "Train the Train-
er Program." The design was con-

structed in three stages. Each of 
these stages will be discussed in 
turn. 

Stage I. 
During this stage the philosophy 

of the training program, its intend-
ed objec t ives and examples of 
modules themselves were present-
ed to members of the corporate 
staff and to general managers of 
the operating divisions. 

Dur ing these p r e sen t a t i ons 
questions were asked and manage-
ment commitment was solicited. 
The purpose of these sessions was 
to bring assumption No. 1 to the 
fore, emphasizing that the non-
professional trainer will need all 
the moral and physical suppor t 
that upper management could pro-
vide. Wi thout such suppor t the 
modules might just sit on a shelf. 
The success of Stage I is exempli-
fied by the fact that the CEO of the 
cooperative, after observing the 
module on "Effective Listening," 
said that he could benefit from 
training as much as any supervisor 
in the cooperative. 

Stage II. 
During this stage the trainees 

were selected to lead the training 
sessions in their home plants and 
facilities. The group, ranging in 
age from 23 to 65 and approximate-
ly equally divided between males 
and females, was responsible for 
supervising the personnel function 
at their respective locations. 

Although most had conducted 
some training in their divisions, 
such exper ience was l imited to 
sa fe ty mee t ings and or ien ta t ion 
sessions. None of the group mem-
bers had ever conducted a modular 
p rog ram or had ever received 
formal instruction in the theory 
and practice of training. 

Two weeks prior to the training 
program each participant received 
a questionnaire in the mail. The 
major purposes of the question-
naire were to determine the expec-
tations of the group and to assess 
whether the assumptions of the 
corporate staff were accurate. Re-
sponses to the questionnaire con-
f i rmed the a s s u m p t i o n s . M o s t 
trainees questioned their ability to 
lead a supervisory training ses-
sion, were concerned about the ex-
pectations upper management had 
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Figure 1. 
THEORETICAL RATIONALE OF THE TRAINING PROGRAM 

CONCERNS OF NON PROFESSIONAL TRAINER TRAINING OBJECTIVES 
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THE TRAINEES WILL: 
1. DEVELOP GROUP DISCUSSION 
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FOR ASKING A N D ANSWERING 
QUESTIONS 

2. DEVELOP AN AWARENESS OF TOP 
MANAGEMENT 'S SUPPORT 

3. OBSERVE MODELS OF H O W THE 
MODULES COULD BE CONDUCTED 

4. CONDUCT A MODULAR TRAINING 
PROGRAM 

5. RECEIVE INDIVIDUAL COACHING 
A N D CONSTRUCTIVE CRITICISM 

6. REDUCE THEIR ANXIETY . . . 
DEVELOP A SENSE OF COMFORT 
REGARDING THE FIT BETWEEN 
THEIR PERSONAL STYLE A N D 
THE MODULAR MATERIALS 

of them and stressed their lack of 
content expertise. Moreover, when 
asked to list the characteristics of 
the "ideal trainer" a profile emerg-
ed dominated by the adject ives 
"knowledgeable," "enthus ias t ic" 
and "possessing communication 
ability." 

The final question elicited the 
par t ic ipants ' major concern or 
apprehension regard ing the up-
coming training program. Again 
the previously stated assumptions 
were confirmed. Most were an-
xious about the fit between their 
personal styles and the require-
ments of the packaged modular 
materials. 

Stage III. 
The assumptions stated earlier 

and the confirming responses to 
the questionnaire provided a basis 
for designing a training program 
that would meet the needs of the 
modular system while addressing 
the concerns of the non-profession-
al trainers. This rationale is pre-
sented in Figure 1. 

As indicated in Figure 1, four 
major concerns of the non-profes-
sional trainer had to be addressed. 
Moreover, the arrows linking the 
concerns suggest that they are in-
teractive, affecting and being af-
fected by other concerns. 

The purpose of the training ses-
sion was to alleviate these con-

cerns by meeting the goals of the 
training itself. Thus, by achieving 
the goals of the training the major 
concerns of the non-professional 
trainer would also be diminished. 

Because of the coaching compon-
ent built into the design and a 
desire to maintain a low trainer-
trainee ratio, the group of 26 was 
divided into two smaller groups — 
groups A and B respectively. The 
training was conducted over a two-
day period. While group A went 
through the t raining, group B 
attended a workshop on Affirma-
tive Action and Management De-
velopment. At the end of the two-
day session groups A and B 
changed assignments. 

Rather than sub-contract pro-
fessional trainers to conduct the 
training session, all training for 
the session was conducted by the 
consultants who designed the mod-
ular system itself. 

Although the data suggests the 
flow and content of the workshop, 
it fails to capture the climate and 
training environment consciously 
strived for by the workshop de-
signers. Given the concerns of the 
non-professional trainers (Figure 
1), a support ive climate, one 
bordering on the therapeutic was 
viewed as necessary for achieving 
the training objectives. 

The workshop sessions were de-

signed to minimize didactic lec-
turing, utilizing in its place dis-
cussion and dialogue. In so doing 
the workshop leaders were con-
sciously trying to provide models 
of the behaviors necessary for con-
ducting the modules themselves. 

The leaders also stressed the 
differences among their own train-
ing styles as the sessions pro-
gressed. By drawing comparisons 
and contrasts among the training 
styles, trainees were able to recog-
nize tha t the goal of effective 
training can be achieved through a 
var iety of individual s tyles and 
techniques. This recognition is es-
pecially important for the non-
professional who assumes tha t 
training is only effective if it's con-
ducted by a "si lver- tongued or-
ator." 

Secondly, if the non-professional 
must conduct a modular training 
program and feels uncomfortable 
with his/her personal style, the 
result is likely to be a "sterile," 
canned presentation, following the 
military model of "by the num-
bers." This model may work with 
18-year-old recruits, but it fails 
miserably with 35-year-old super-
visors. 

To incorporate spontaneity and 
comfort trainers must feel relaxed 
with their own style. Creating a 
supportive climate, providing be-
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havioral models and focusing on 
the value of individual differences 
helped participants move toward 
spontaneity and comfort. 

Effectiveness and 
Impl icat ions of the Program 

As is the case with any training 
program, effectiveness is defined 
in terms of the extent to which 
training objectives have been met. 
With this as the ultimate criterion 
we conclude tha t the t ra ining 
session was a success. 

Only one part icipant left the 
program with questions about her 
ability to lead the modules. The 
remaining 26 par t ic ipants con-
curred that the modules can work, 
that upper management wants 
them to work and that they have 
the ability to make them work. 
Also, the majority of the partici-
pants expressed the views that 
the re is nothing magical about 
good training and that training is 
easier than they thought it was 
prior to the training session. 

What does this case teach us 
about training the non-professional 
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t ra iner? And more specifically, 
what does it teach us about train-
ing the non-professional t ra iner 
who must return home and con-
duct "packaged" modular training 
programs? We will answer these 
questions in two sections: one 
focusing on the modular materials 

"The instructor notes 
for a modular program 

should not be an 
afterthought or 

something simply 
tacked on 

to the program." 

themselves, the other focusing on 
training the non-professional. 

The major advantage of a modu-
lar program is that it is self-con-
tained, providing all the materials 
needed to achieve the given train-
ing objectives. In order to meet 
this objective, however, designers 
are confronted with t ry ing to 
balance the competing demands of 
control and standardization with 
the needs, styles and individuality 
of trainers. And unfortunately, to 
win at one is to lose at the other. 

The approach followed in con-
structing the modules in the pre-
sent case was to write the mater-
ials for two audiences: the super-
visors who would receive the 
training and the trainers who 
would conduct it. On the basis of 
surveying many of the packaged 
materials currently on the market 
it appears as if far greater atten-
tion is given to the former group 
than the latter. Obviously, mod-
ules are written for a given target 
group. However, the trainer "de-
livers" the material to the target 
group and unless he or she feels 
comfortable with the package or 
method of delivery, the package 
may arrive damaged. 

In short, the instructor notes for 
a modular program should not be 
an a f te r thought , or something 
simply tacked on to the program. 
They are essential and must be 
adapted to the needs of the trainer 
who is usually inexperienced and 
probably apprehensive. 

With respect to the train-the-
t ra iner session itself, th ree im-
por tant l e s s o n s w e r e l e a r n e d . 
First, the non-professional trainer 
will be looking to upper manage-
ment for support, both physical 
and moral. We must remember 
that the non-professional trainer 
was hired for reasons other than 
training. To re-define the role and 
to expect proficiency as a trainer is 
likely to elicit defensiveness at 
best and hostility at worst. The 
non-professional trainer must be 
convinced that the new role is sup-
ported by upper management who 
also recognize the pressure im-
posed by the role. 

Secondly, the training session 
was structured according to a set 
of assumptions later confirmed by 
the participants themselves. These 
assumptions underscored the 
threat and uncertainty generated 
by the new training assignment. 
We might speculate that one of the 
reasons the program was success-
ful is that these assumptions were 
directly tied to the training objec-
tives themselves. 

Finally, designers of similar 
programs in the future must recog-
nize the importance of providing 
behavioral models and set t ing 
aside enough time for individual 
counseling and coaching. Hun-
dreds of hours will be devoted to 
developing the modules. This time 
may be insignificant if the non-
professionals selected to conduct 
the modules are not given enough 
time to develop skills and reduce 
their apprehension. 
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