
CONSIDERATIONS IN THE DESIGN OF A TRAIN-THE-TRAINER PROGRAM 

HOW DO YOUR 
TRAINERS GROW? 

BY PAUL H. 
CHADDOCK 
(MARCH, 1971) 

"What's the big deal? I don't see 
why we have to spend a lot of t ime 
and effort gett ing John ready to be 
a trainer! After all, he was one of 
the top salesmen in the region. If 
he can't teach others how to be 
successful, who can? All he really 
needs to know is where the course 
filmstrips are and how to run the 
projector! We ought to let him tell 
the new men 'like it is.' Af te r all, 
that 's why we appointed John to 
be a trainer. He really knows what 
it takes to sell!" 

It is p re t ty obvious to training 
directors and business managers 
that there can be two ways to 
approach training problems. One 
is, "Why spend time defining the 
problem? Let 's just do it!" The 
other is, "Well . . . before we can 
be specific about the solution we 
have to w r i t e our S -R t a b l e s . " 
There can be too much of both and 
not enough of each . . . with either 
condition widening the gap to mu-
tual understanding. There is, how-
ever, no question tha t the gap is 

lessening between the role tha t 
m a n a g e m e n t h a s i d e n t i f i e d a s 
"training" and the "systematic and 
technological approach" tha t many 
t ra iners advocate. Considerable 
t ime could be spent discussing the 
cause of this situation and how to 
improve it. 

The important element to identi-
fy is tha t the condition is really the 
result of poor communication. The 
r e s p o n s i b i l i t y f o r i m p r o v i n g i t 
res ts in the hands of training — 
NOT m a n a g e m e n t . W h e r e you 
presently are on the "understand-
ing highway" will influence the de-
sign of a t r a i n - t h e - t r a i n e r p ro -
gram. 

Unfortunately, many potentially 
good t r a i n e r d e v e l o p m e n t p ro -
g r a m s a r e n e v e r c o n d u c t e d be-
cause m a n a g e m e n t d e c i d e s t h a t 
too much t i m e and m o n e y a r e 
being spent to solve an "insignifi-
cant" problem. Conversely, some 
training directors do not seriously 
t ry to develop their t ra iners be-
cause they feel they would be criti-
cized for making the effort . . . an 
effort tha t might be misinterpre-
ted. 

Those persons responsible for 

the development of the trainers 
within an organization must also 
be concerned with other questions. 
Answer ing them in t e r m s of a spe-
cific organization's needs is Step 
One in determining how to best 
p repare a t ra iner for his role. 

Is t he source of t ra iners based 
on capability or availability? 

What is the most advantageous 
mode of t raining t rainers? (Indi-
vidualized coaching, formal class-
room set t ing or two-day seminars 
throughout the year .) 

What is the definition of a good 
t ra iner for this organization? 

What is the bes t way to evaluate 
the t ra iner ' s effectiveness? 

What should be t he difference in 
t raining those people who are to be 
career t ra iners versus those who 
are in a t raining capacity only as a 
s tep to some fu tu re position? 

The answers to these questions 
pose e n t i r e l y d i f f e r e n t kinds of 
t raining requirements . Therefore 
a well-thought-out picture of the 
role of the t ra iner needs to be 
painted prior to selecting content. 

P r o g r a m s d e s i g n e d t o train 
t ra iners often deal in t he skills and 
techniques of training. Mastery of 
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these skills and techniques is im-
portant. The success of their use, 
however, is directly proportionate 
to their relevance to the learning 
situation. All skills are designed to 
be used in given situations. If the 
situation is there , the skills mas-
tered, whammo . . . success! But if 
the situation is slightly adjusted, 
the skil l w o n ' t " f i t " e x a c t l y as 
learned, and the success level is 
adversely affected. 

A story told by a very successful 
salesman about his early days in 
selling demonstra tes a problem in 
technique training. He refer red to 
the r e l e v a n c e of t h e ski l ls he 
learned in a basic sales training 
program with actual experience in 
the customer's office. He stated 
that he scored very high in the 
courses offered in salesmanship, 
but that when he called on the 
prospects he found he had a prob-
lem. He knew his lines — but the 
prospect didn't know his! 

Familiar problem? How similar 
to the considerations for determin-
ing content in a t rain-the-trainer 
p rogram. T r a i n e r s m u s t be ex-
posed to the skills and methodolo-
gy appropriate for the learning sit-
uations in which they will be in-
volved. In turn, they must have an 
opportunity to t r y out these tech-
niques prior to actual use. But the 
more important consideration is 
getting the t ra iner to understand 
his relationship with the learner, 
as well as the theories and princi-
ples basic in a good learning en-
vironment. If the t ra iner under-
stands the principles of good learn-
ing and knows the skills available 
for his use, then his job becomes 
one of m a t c h i n g an a p p r o p r i a t e 
skill to the type of learning situa-
tion he is t ry ing to create . 

What is the Role of the Trainer? 
The role of the t ra iner does not 

change but the way he plays the 
role does depend on the environ-
ment in which he finds himself. 

The role of the t ra iner is to es-
tablish an a t m o s p h e r e fo r t h e 
learning process to occur and to 
assist in the process when he can. 

Insuring tha t the t ra iner under-
stands his function in accordance 
with this definition should be a 
Prime objective in any train-the-
trainer program. Initially it may 

ow to increase training productivity 
through 

VIDEODISC and MICROCOMPUTER 
systems. 

The revolutionary nature of video-
discs and microcomputer systems for 
training and educational purposes is 
undebatable. 

This seminar will teach you — on a 
nuts and bolts level — how to use and 
profit from these high potential train-
ing systems. 
Exciting Topics. 

Daily sessions during this seminar 
will cover interesting and practical top-
ics like: 
• State of the art videodisc hardware 

and software 
• Authoring procedures for videodisc 

and micros 
• Cost justifying technology in training 
• Productivity evaluation methods 
• Distributed instructional networks 
• Success stories in videodisc and 

micro training technology. 
• How to implement technology-

based instruction systems in your 
organization 

Exper ienced Host. 
"Training Technology for the 80's" 

is hosted by WICAT. Inc., a non-profit 
institute specializing in the develop-
ment of education materials that en-
able videodiscs and micro processors 
to be instructionally useful in numerous 
training situations. 

WICAT, the originator of the first 
interactive educational videodisc, is 
considered the nation's leading pro-
ducer of educational videodisc materi-
al. 

Exceptional Faculty. 
In addition to the staff of experts on 

educational technology and instruc-
tional science, guest lectures by lead-
ers in military, business, and industrial 
training will also be part of the seminar 
agenda. 

Among others, the seminar staff in-
cludes: 
• Dr. Dustin H. Heuston, Chairman of 

WICAT and national authority on the 
development of technology-based 
training systems. 

• Dr. C. Victor Bunderson. President of 
WICAT and national author i ty on 
learning design on technology-
based systems. 

• Dr. Greg P. Kearsley, Research Sci-
entist and widely published expert in 
the area of technology-based in-
struction. 

• Dr. Frederick O'Neal. Instructional 
Psychologist, authority on instruc-
tional design procedures, and lead-
er in the development of interactive 
computer controlled videodiscs pro-
viding patient encounter simulations. 

Plan now to at tend. 
The three-day seminar will be held 

twice only. Enrollment is limited, so 
register early. 

Seminar dates are: September 10-
12, 1980, and October 15-17, 1980. 

The seminar fee of $675 includes 
all meals and lodging at Snowbird, one 
of Utah's premier winter/summer re-
sorts. 

Return this form immediately. 
I'm interested! Please rush me more information, 
Yes, I'd like to register now. Accept the enclosed check or money 
order for $675 and rush me complete details about "Training Tech-
nology for the 80's." 

Check date you will a t tend : . 

Name 

Title 

. September 10-12,1980 . O c t o b e r 15 -17 ,1980 

Organization 

Address/City/State 

Telephone Zip-
Make check payable to WICAT, Inc., in US funds on US bank. A10% discount is auto-
matically available if your organizat ion sends three or more people. 

Send this form immediately to: 
Bruce Baillio, Conference Director, WICAT Incorporated 
1160 South State, Suite 201 Orem, Utah 84057 (801) 224-6400 
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• Seminars can be 1, 2, 3, or 5 days, 
as you require. 
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be d i f f i cu l t t o ga in such a g r e e -
ment . The t ra iner of first-line su-
p e r v i s o r s and t h e i n s t r u c t o r of 
computer programmers may see 
t h e i r r o l e s as q u i t e d i f f e r e n t . 
However, through discussions and 
other participative exercises, they 
should arrive at the same conclu-
sion. Actually combining a var iety 
of t ra iners into a single workshop 
or training session will be helpful 
in having individual t ra iners ex-
pand their view of their t r u e re-
sponsibilities and agree tha t it is 
bas ica l ly h e l p i n g t h e l e a r n e r 
achieve objectives. 

The curriculum for a train-the-
t r a i n e r p r o g r a m can be d iv ided 
into two areas — for t ra iners who 
are primarily concerned with the 
presentation of material prepared 
by others and for t ra iners who are 
primarily concerned with the de-
velopment of materials and not the 
presentat ion. 

Many times, because of economy 
or availability of personnel, both 
functions will be performed by the 
s a m e t r a i n e r . H o w e v e r , f o r de-
termining the elements necessary 
to aid the growth of t ra iners , we 
need to be more explicit in defining 
t h e i r r o l e . T h e r e f o r e , in t h i s 
article, t ra iners will be classified 
as either P resen te r s or Designers, 
with the content directed toward 
preparation of Presen te r s . 

Presenters 
The title of the P resen te r may 

be Management Development Spe-
cialist, Sales Trainer , Professional 
Personnel Inst ructor or Industr ial 
Trainer. Regardless of the type of 
training in which the Presen te r is 
involved, the following subjects 
are important in developing the 
t rainer: 

• Communication 
• Learning Environment 
• Feedback Devices 
• Evaluation Techniques 
• Discipline Measures 
• Presentat ion Devices 
Many avenues of communication 

are open to the Presen te r for dis-
seminating information to t ra inees. 
I t is imperative tha t the t ra iner 
recognizes that communication is 
not one-way. For t rue communica-
tion to occur, both sender and re-
ceiver must actively participate. 
Yes, a presenter must be able to 
speak well, have a good vocabu-

lary, good enunciation and appear 
at ease as he verbalizes. However, 
these skills a re normally developed 
in one who is to be a public speaker 
or lecturer . The skills of public 
speaking are not to be confused 
with skills required in teaching. 

Communication Barriers 
T h e o b j e c t i v e of t h e t ra in ing 

program is to get the skills and 
knowledge, as required for the job, 
into the s tudent . The t ra iner finds 
himself in between the job-requir-
ed knowledge and the trainee. 

In this context it could be said 
tha t the t ra iner is a barr ier . Bar-
r iers can be both good and bad. 
However, if the re were some way 
to t ransfer t he knowledge and the 
skills of the job directly into the 
trainee, the t ra iner would not even 
be r e q u i r e d . U n f o r t u n a t e l y , in-
structional technology has not ad-
vanced to tha t point, although pro-
grammed instruction, computer-
assisted instruction, teaching ma-
ch ines and o t h e r l e a r n i n g pro-
cesses are a t tempt ing to reduce 
the barr ier . 

T h e e x i s t e n c e of t h i s barr ier 
makes it apparent t ha t the trainer 
must continually be aware of his 
responsibility to the s tudent . He 
must be more concerned with his 
listening skills than his speaking 
. . . more in tune with the lessons 
of p e r c e p t i o n t h a n o p e r a t i o n of 
A-V devices . . . more interested in 
m a i n t a i n i n g a l e a r n i n g environ-
ment than his personal dress. 

A n o t h e r q u e s t i o n to be ans-
wered is how to make the trainer 
feel the effects of both bad and 
good communication. If the basic 
premise tha t "all learning is self-
learning" is valid, then the media 
chosen for development of trainers 
should be selected to give them a 
high degree of discovery. 

Bad Learning 
Participating in a bad learning 

situation is much more meaningful 
than talking about the characteris-
tics and dangers of a bad learning 
situation. 

A good technique to do this is to 
involve the t ra iner deliberately in 
bad c o m m u n i c a t i o n situations 
where he can feel, f i rs t hand, the 

f rus t ra t ions which they produce. 
Examples of concepts and prob 
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lems to use as participative exer-
cises would be: 

1. This is how much there .—, 
is to learn | | 

How much the t rainee i—, 
knows | | 

How much you have t ime i—, 
to present I | 

How much the t rainee i—, 
hears I | 

How much he r e m e m - .—, 
bers in 24 hours I | 

How much he knows two .—, 
weeks later I | 

2. Commonly used words mean 
different things to different peo-
ple. Examples: FAT, NOODLE, 
FREE, HOT, DIG. 

3. How poor listening can distort 
the message as it is passed from 
one person to another. 

4. When verbal instructions are 
given for a simple task and no 
feedback is allowed, the result is 
misunderstanding. (Vividly dem-
onstrates a danger when lecturing 
with no provision for feedback.) 

5. Power of words over thoughts. 
("Think of anything you like except 
a red cow sitting under a Christmas 
tree.") 

6. People tend to pre judge mes-
sages and the sender which results 
in misunderstanding. (Design to 
show tha t "ego" is ever-present in 
communication and influences com-
munication effectiveness.) 

7. People do not make the effort 
to measure objectively but ra ther 
tend to j u d g e s u b j e c t i v e l y t h e 
messages received. 

8. If messages a re perceived to 
be in unfamiliar t e rms or context, 
listeners tend to become f rus t ra ted 
and will not make the effort to gain 
understanding . . . they will "tune 
out" the sender. 

These are a few of the problems 
and principles on which activities 
and exercises can be based. A con-
clusion which t h e s e a c t i v i t i e s 
should produce is t h a t . . . t ra iners 
who a t tempt to "impress" ra ther 
than "express" do not help people 
learn effectively. 

Learning Environment 
Learning environment is of con-

cern to t h e P r e s e n t e r . F a c t o r s 
which create it a re both psycho-
logical and physical. Questions to 

answer are: What is a learning en-
vironment? How does a t rainer get 
it? How does he lose it? What can 
be done to maintain it? 

Simply s t a t e d , a l e a r n i n g en-
vironment is one which is condu-
cive to the learning process. I t is 
an atmosphere in which the trainee 
has as few distractions from pri-
mary learning stimuli as possible. 
I t should conta in t h e tools fo r 
learning. I ts location could be a 
classroom, a factory work station, 
an airplane simulator or a nursing 
station. 

Recognizing that the student is 
the most important person in the 
classroom coupled with an at tempt 
to at least neutralize the learner's 
atti tude toward the learning situa-
tion is prerequisite to establishing 
a healthy learning environment. 

Understanding and practicing 
empathy will be invaluable to the 
trainer as he a t tempts to answer 
the previous questions. Realistic 
empathetic answers to: Was the 
trainee asked to attend or did he 
volunteer? How does he feel about 
training? What has he probably 

hea rd abou t th i s ses s ion? W h a t 
does he need to know? What does 
he know now? What is his feeling 
abou t p r e v i o u s t r a i n i n g e x p e r i -
ences? How will he fee l as he 
enters the training environment 
based on what he sees? 

The accuracy wi th which t h e 
trainer is able to answer these con-
siderations will have a great influ-
ence on how successful the learn-
ing environment he creates will be. 
P u t t i n g himself in t h e t r a i n e e ' s 
shoes can be inva luab le t o w a r d 
having the t rainer and the t rainee 
heading for the same goal. 

Psychological 
A person's att i tude (either posi-

tive or negative) toward a learning 
experience will directly affect the 
amount of knowledge he obtains. 
Therefore, the t rainer must recog-
nize this t ru th as he makes his 
plans to stand before his s tudents . 
P r e p a r a t i o n of t h e t r a i n e r t o 
establish a healthy learning en-
vironment can be done paradoxi-
cally . . . for example: submitting 
him to unpleasant or distracting 
learning situations. D e v e l o p i n g 
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him in this area might also include 
having him think about: 

• T h e in f luence of d i s t r a c t i n g 
stimuli in the training situation on 
the pr imary stimulus being intro-
duced. 

• That behavior training is influ-
enced by values and at t i tudes. 

• T h a t a t t i t u d e t r a n s f e r f r o m 
trainer to t rainee can be positive 
or negative toward learning. 

• How superiority-inferiority re-
lationships must be neutralized. 

• The role tha t perception plays 
in influencing s tudent response. 

Translating these considerations 
into content for a t rain-the-trainer 
program could be done in a var iety 
of ways. Using a dimension of per-
ception as an example . . . a per-
son's perception of a stimulus is in-
fluenced by the satisfaction or dis-
satisfaction he experienced when 
he was last confronted with tha t 
particular stimulus. 

How to m a k e t h e p o t e n t i a l 
t ra iner aware of this dimension of 
perception and its influence on a 
s tudent might be to introduce a 
short case and ask him to respond. 
The case might include a descrip-
tion of an industrial t raining pro-
gram in which role play was to be 
used. 

T h e i n s t r u c t o r , g e t t i n g t o a 
place in the course where rein-
forcement of concepts was planned, 
might announce that , af ter lunch, 
the group would role play some 
situations. Students who had pre-
viously participated in role play 
would have various reactions. One 
h a d b e e n e m b a r r a s s e d , o n e 
thought it was a waste of time, one 
felt the experience was helpful and 
one had b e e n v i d e o t a p e d and 
overly-criticized during a recap. 
T h e t r a i n e r could be a s k e d to 
respond to questions about how to 
introduce the role play or about 
probable reactions he would get if 
he were to announce the exercise 
in different ways. 

Developing the t ra iner by forc-
ing him through a thought process 
of planning for a favorable atmos-
phere, instead of prepar ing him to 
react to problems and unfavorable 
situations, will allow him to pro-
duce more effective and efficient 
i n s t r u c t i o n — and t h u s b e t t e r 
learning. 

Clearly-defined objectives un-
derstood by both the t ra iner and 
the t ra inee play an important part 
in e s t a b l i s h i n g a good envi ron-
ment . The answers to the ques-
tions, Where am I going? . . . How 
will I get there? . . . and How will I 
k n o w I ' v e a r r i v e d ? shou ld be 
shared at the outset of any training 
ses s ion w i t h t h e t r a i n e e . The 
t r a i n e e m u s t a c c e p t t h e impor-
tance of the objectives in t e rms of 
r e l e v a n t j ob p r e p a r a t i o n , ag ree 
t h a t he is c a p a b l e of achieving 
them and commit himself to the 
task of going about it. 

Physical 
How a training room is arranged 

will influence the a t t i tude of the 
t ra inee and thus the effectiveness 
of the learning environment. The 
s tudent , walking into a classroom 
with a podium and theatre-style 
seats, immediately recognizes that 
he is supposed to play a role. As he 
sits in the theatre-s tyle seats he is 
expected to be the "dummy" and 
the man who is to s tand behind the 
podium will be the "exper t ." No 
words need express this — the 
physical a tmosphere does it. If, on 
the other hand, he comes into a 
training session where tables form 
a "U" or chairs are set in small 
circles, he knows tha t he is to be an 
active part icipant . 

The t ra iner must recognize that 
the physical set t ing in the class-
room will automatically initiate a 
t rainee 's reaction. Theatre-style 
seating with a podium is not neces-
sarily negative, but it will be inter-
preted quickly by the learner in 
t e rms of an expected role. If the 
two are inconsistent, it is possible 
tha t the learning will be less than 
desired. 

Feedback 
Feedback is a dimension of eval-

uation and should be designed to 
answer the question, How am I 
doing? The program should make 
the t ra iner aware of the necessity 
to be continually str iving to know 
the progress of each s tudent . Em-
phasizing tha t feedback is not an 
enti ty unto itself, but a process, is 
also important . The t ra iner should 
recognize tha t concepts learned in 
communications and learning en-
vironments are being continued at 
this s tage for a different purpose. 
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Questions which provide feed-
back are: Where is the class as a 
group? Where are the individuals? 
Is the t ra iner going too fast? Too 
slowly? Are the s tudents drawing 
cor rec t conc lus ions? I s t h e lan-
guage of instruction the language 
of the s tudents? Are the objectives 
of the program being accomplish-
ed? Forcing the t ra iner to think of 
ways to best answer these types of 
ques t ions will be a m e a n i n g f u l 
exercise for him. 

Feedback must be practical and 
seem to be a normal par t of in-
struction. To spend too much time 
devising unique and complicated 
feedback devices could be analo-
gous to the old quip, "The opera-
tion was successful . . . but the pa-
tient died." 

Examples of feedback come in 
th ree f o r m s : v e r b a l , v i sua l and 
participative. Verbal feedback de-
vices could include . . . Pick up 
your pencil and wri te . . . . Would 
someone please explain . . . or . . . 
on page 34, what do you find . . . or 
. . . In your own words, what did 
we just say? 

Non-verbal or visual feedback 
devices include looks on peoples' 
faces, the absence or presence of 
taking notes, the absence or pres-
ence of questions, nods of heads, 
and so on. 

Participative exercises used for 
feedback can be role play, games, 
problem solving, case studies and a 
variety of other involvement-type 
presentation devices. Presentation 
devices such as these can also be 
used to t each new in fo rma t ion . 
The concern at this point, how-
ever, is having the trainer under-
stand how to determine the effec-
tiveness of what he has taught . 
Therefore, presentation devices 
can be looked at as multiple-use 
instruments. 

Probably the most overused and 
misused type of feedback device is 
a test . It is often possible for the 
trainer to be completely in tune 
with where the trainees are with-
out ever giving a "test ." I t re-
mains a mystery how a program on 
salesmanship can be measured by 
a t rue/false test! 

When d i scuss ing f eedback , a 

technique which helps reinforce its 
effectiveness and practicality, is 
listing each feedback device used 
to this point in the program. Thus, 
when the question is asked, "That 's 
a good idea, but how do I do it?" 
the answer becomes simple. By 
ask ing t h e t r a i n e e s , "Do you 
r e m e m b e r when we . . . . ? " or 
"How did you feel when we asked 
you to. . . .?" it becomes easier for 
them to reply. 

Evaluation 
As previously stated, feedback 

is a dimension of evaluation. I ts 
prime objective is to determine the 
progress of trainees toward course 
ob jec t ives . F e e d b a c k or eva lua-
tion, in that sense, should be con-
tinuous throughout the course. 

Evaluation, as discussed here, 
will relate to course validity and 
trainer performance. Course valid-
ity is defined as how relevant is in-
struction to job performance re-
quirements. Trainer performance 
evaluation is defined as how effec-
tive is the Presenter in assisting 
the learning process. 
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Dartnell Presents . . . 

On Target Supervision 

"RX FOR 
ABSENTEEITIS" 

A tra in ing film with a c o m m o n 
s e n s e approach any supe rv i so r 
can u s e to r educe unwar ran ted 
a b s e n c e s by employees . 

Every superv i sor m u s t deal wi th the 
problem of employee t ime off t he job. 
Product ion goals, morale and t eamwork 
are all at s take . Some absences are un-
avoidable and jus t i f ied . But, recent sur-
veys prove the major i ty are u n w a r r a n t e d 
and t ha t these can be avoided if the 
superv isor is vigilant, u se s common-
sense, a n d enforces company policy. It's 
t ha t simple. How th i s can be achieved is 
demons t r a t ed in the film t h r o u g h the 
use of d rama t i zed "on the job" inc idents . 
Five t e c h n i q u e s are explained. They will 
s t imula te d i scuss ion on s u c h topics as 
record-keeping, job mot ivat ion, the al-
coholic. company policy, firing, etc. Any-
one in a supervisory capacity, beg inne r 
or veteran, white-collar or blue-collar will 
benef i t f rom th i s film. 

16mm • full color • also available in 8mm, 
super-8 and video cassette 

Here's three other training films for 
supervisors with a refreshing approach to 
employee problems 

—"FAIR WARNING" 
—"A GOOD START" 
—"FIRM BUT FAIR" 

FOR FASTEST SERVICE PHONE: 
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The three areas to consider in 
any evaluation are: (1) Design and 
Construction, (2) Administration 
and Implementation and (3) Docu-
mentation and Analysis. 

Course Validity 
Design and construction of an 

e v a l u a t i o n t e c h n i q u e should be 
based on course objectives. If the 
course has been designed to teach 
b e h a v i o r a l l y - s t a t e d o b j e c t i v e s , 
then the design and construction of 
evaluation devices becomes simpli-
fied. Properly established objec-
tives will s ta te the behavior re-
quirements, under what conditions 
and to what s tandard. If the job to 
be trained for is the operation of a 
piece of equipment and the objec-
tive s ta tes tha t the s tudent will be 
able to operate it, then the evalua-
tion technique should be operation. 
The trainer who designs evaluation 
techniques based on how easy they 
are to grade or how much t ime will 
be necessary to analyze them, may 
find tha t grades and the perform-
ance capab i l i t y of t h e s t u d e n t s 
have no relationship. 

Administration and implementa-
tion of evaluation techniques must 
be wel l p l a n n e d and i n s t i t u t e d . 
The climate in which an evaluation 
technique is administered can have 
a positive or negative effect on the 
s tudent participating in the eval-
uation. 

Yes, tes ts are a motivator. Yes, 
everybody likes to score well on 
tests . But rarely do people like to 
take tes ts . Avoiding the use of the 
word " tes ts" is probably a good 
rule in adult t raining or industrial 
development, disguising it by the 
w o r d s e x a m , quiz, or s e r i e s of 
questions. If the t rainee under-
stands the objectives of the pro-
gram, wants to perform on his job, 
then he will be willing to partici-
pate in finding out for himself how 
well he is prepared to do tha t job. 
The trainer understanding admin-
istration and implementation based 
on these considerations will obtain 
more valid evaluation. 

Documentation and analysis of 
evaluation is, an often forgotten 
and yet important dimension. This 
area has to include the supervision 
of t h e t r a i n i n g ac t i v i t y and i t s 
at t i tude toward the evaluation. If 
n o t h i n g is e v e r done w i t h t h e 

results of evaluation, the chances 
are the t ra iner will not be enthu-
siastic about t rying to get valid 
data. If, on the other hand, the 
c h a n g e s in c o u r s e c o n t e n t or 
pacing or sequencing or presenta-
tion devices result from evalua-
tion, then the t rainer , seeing its 
value, will be a s t rong advocate. 

A dialogue about evaluation of a 
course might go like this: 

Training costs money! 
T r a i n i n g ' s r e s p o n s i b i l i t y is to 

get the most out of the investment. 
Does the course content do what 

it's supposed to do? 
What is it supposed to do? 
Change behavior! 
What behavior? 
That which prepares people to 

perform on the job. 
So why evaluate course content? 
To see if it prepares people to 

perform on the job! 
A series of questions on evaluat-

ing trainees ' progress might go the 
same way: 

To see if they are learning. 
What should they be learning? 
The skills they can use on the 

job. 
What or why aren ' t they learn-

ing? 
Either the course content wasn't 

valid or the presentation wasn't 
clear. 

What should be done? 
Change either the course con-

tent or the presentation! 
Why? 
To make it prepare people to 

perform on the job. 
If it is agreed tha t all areas of 

evaluation lead to one goal, name-
ly, to de termine how effective the 
t ra inee is prepared for the job, 
then the most valid form of evalua-
tion will not be based on content 
but on the s tudent . 

Trainer Performance 
The real task in developing a cri-

terion for evaluating training per-
f o r m a n c e is t o d i f f e r e n t i a t e be-
tween the objective and subjective 
views of t ra iner behavior. First, he 
must unders tand the implication of 
the behaviorally-stated objective. 
Then he can develop test ing de-
vices to determine the students 
progress toward the a c h i e v e m e n t 

of tha t objective — the real eval-
uation of the t ra iner ' s effective-

44 — Training and Development Journal, June 1980 



ness . More t h a n t h e o b j e c t i v e , 
h o w e v e r , d e t e r m i n e s h o w t h e 
trainer must evaluate his own pro-
gress. Time limitations are usually 
set for achieving instructional ob-
jectives. 

Example: A training objective is 
to h a v e t h e s t u d e n t able t o 
perform a machine function with a 
90 percent e r ror - f ree ra te , with 
teaching time determined at four 
hours . T h e r e f o r e , t h e t r a i n e r 
would have to evaluate his effec-
tiveness in t e rms of not only, "Is 
the s tudent able to make the ma-
chine operate properly?" but , "Was 
the s tudent able to do it within the 
four hours?" Obviously the ade-
quacy of the four hours is not being 
discussed here. The example as-
sumes tha t four hours is ample. 

Tests were mentioned as an eval-
uation device. Teacher-made tests , 
objective, essay, oral or perform-
ance, can and should be used by 
the t r a i n e r as much fo r self-
evaluation as to determine student 
progress. Unders tanding this and 
also communicating this intent to a 
s t u d e n t will p r o b a b l y p r o d u c e 
more valid test ing results than if 
the s tudent views the tes t as only 
one for his own use. 

There is a concept of trainer-
t r a inee r e l a t i o n s h i p which has 
many applications, one of which is 
trainer evaluation. This concept is 
called D e l e g a t e d and D i r e c t e d 
Learning. Delegated and Directed 
involve looking at where the re-
sponsibility has been placed for 
learning. In Delegated Learning, 
the s tudent is highly participative, 
discovering, solving, applying new 
information to knowledge he pres-
ently has to acquire new know-
ledge. In o t h e r w o r d s , t h e re -
sponsibility for learning has been 
de lega ted to t h e s t u d e n t . T h e 
trainer is primarily performing a 
counseling or monitoring function. 
Examples would be d i scuss ion , 
problem solving and role play. 

In Directed Learning, the train-
er assumes the role of authority 
while disseminating information 
with the s tudent primarily serving 
as a sponge. This is not to be mis-
construed as all bad. How can a 
student properly construct a bal-
ance sheet if he doesn't know what 
't is? Or how can he arr ive at a 
correct analysis of a labor griev-

ance if he doesn't know the te rms 
of the labor contract and corporate 
policy? Things such as definitions, 
rules and formulas must be direct-
ed to a student before he can be 
expected to apply them. 

This concept is in no way con-
t r a r y to t h e p r inc ip le t h a t all 
learning is self-learning. It does, 
however, identify the source of the 
information to be learned and the 
mode . D e l e g a t e d and D i r e c t e d 
Learning have obvious considera-
tion dimensions for the designer 
for both content and media selec-
tion. He should continually strive 
to build the highest degree of par-
ticipation into training material. 

A Trainer Test 
This concept has application in 

evaluating trainer performance. 
Take a sheet of paper, and draw a 
line down the center of it. Head 
one side Delegated and the other 
side Directed. 

A trainer can analyze, in ad-, 
vance of his presentation, just how 
much participative learning each 
instruction unit has. If he finds 
that Directed is filled in and very 

little is on the other side, he should 
ask himself, "Why and how can I 
t ransfer more instruction to the 
other side?" He may answer the 
"why" by blaming it on the design-
er. But more careful self-analysis 
may reveal tha t it is based on fear 
of losing control or unconsciously 
wanting to keep student attention 
on himself. 

The supervisor of the t rainer can 
also use the same tool to evaluate a 
presentation. By noting on ei ther 
side of the paper the mode of in-
struction, he will have a more ob-
jective analysis of the t ra iner on 
which to base discussions. 

Any evaluation of t ra iner per-
formance should always strive for 
objectivity. Too often trainer cri-
tiques produce comments such as 
. . . That was disrupting . . . or 
. . . Tapping your pencil causes. . . 
These c o m m e n t s i nd i ca t e only 
negative aspects of performance. 
The trainer may completely under-
s t and all t h e c r i t i c i s m l e v i e d 
against him, but go away with no 
positive ammunition as to what he 
did right. By combining the con-
cept of Delegated versus Directed 
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learning, unsigned e v a l u a t i o n s , 
discussion leading, and video or 
audio-taped presentat ions of his 
sessions, the t ra iner will have a 
pre t ty realistic evaluation of his 
effectiveness. 

Maintaining discipline without 
destroying the learning environ-
ment is one of the grea tes t chal-
lenges of all, and one of the prob-
able fears of most t ra iners . One 
approach to prepare t ra iners for 
this area is projecting them into 
s i t u a t i o n s and f o r c i n g t h e m to 
think of solutions. Identification of 
t h e c r i t e r i a t o be u sed w h e n 
handling discipline problems is a 
must . Solving discipline problems 
should (1) not in ter fere with the 
flow of instruction or harm class 
progress, (2) protect the individual 
being disciplined, if possible, and 
(3) be realistic and practical. 

Presentat ion of discipline prob-
lems can be complex or simple. 
Using a sheet of paper , a short 
incident can be simply described. 
Analysis of the problem can be done 
in many ways. Direct questioning 
of t r a i n e r s on how t h e y would 
handle the situation, discussion of 
v a r i o u s so lu t ions , d iv id ing i n t o 
small groups for role playing the 
actual situation are all effective. 

Regardless of the solutions tha t 
become the product of the group 
(unless a specific incident is being 
replayed), no concrete solution is 
necessary for the t ra iner to under-
stand the considerations which he 
should make for discipline prob-
lems. 

The following is an example of 
such a problem. 

John Smith is very argumenta-
tive and he seems to have an 
opinion about every subject. He 
tends to be first to answer any 
question. John is somewhat dis-
turbing to the rest of the class. 

What to cover in discipline can-
not be specifically identified here, 
but the suggestion is to do so by 
a n s w e r i n g t h e q u e s t i o n , " H o w 
close can the t ra iner be to put to 
the actual situation he may face?" 

Prepar ing the t ra iner to use all 
audio visual tools and other pre-
sentation devices available to him 
is of obv ious i m p o r t a n c e . T h i s 
could include the pros and cons of 
using such non-projected visuals as 
flash cards, models, chalk boards, 
flip charts, photographs, magnetic 

b o a r d s , p o s t e r b o a r d s , p r o d u c t 
displays, hook and loop boards and 
m a n u a l s . His i n s t r u c t i o n would 
also include the pros and cons of 
slides, sound on slides, filmstrips, 
movies, movies with sound, over-
h e a d p r o j e c t o r s , o p a q u e projec-
tors , casset te tape and reel tape 
recorders, records and videotape if 
all a re used. 

Operation of these devices is im-
por tant but of more significance is 
when to use them. Teaching this 
can include giving presentat ion sit-
ua t i on p r o b l e m and a s k i n g the 
t ra iner to choose the presentation 
dev ice which he f e e l s will best 
assist the learning process. 

The presentat ion methods sec-
tion of a t ra in- the-trainer program 
should also cover presentat ion de-
vices such as role play, cases, inci-
dents, games, discussion leading 
and l e c t u r e . T h e m o s t e f fec t ive 
way to cover all these devices, of 
course, is to put the t ra iner into 
mock training situations where he 
is forced to use them. Questioning 
him on how he felt and what he 
learned will allow him to empa-
thize on how his s tudents will react 
to specific presentat ion devices. 

Summary 
T h e m o s t s u c c e s s f u l t ra ining 

programs have positive attitude 
m o l d i n g and s e l f -mo t iva t i on as 
o b j e c t i v e s . T h i s is d u e to t h e 
accepted fact t ha t the amount ab-
sorbed in relation to the amount 
p r e s e n t e d is f r u s t r a t i n g l y low. 
And even more disturbing is the 
k n o w l e d g e t h a t t h e amoun t re -
tained of t he amount absorbed is 
even lower. Therefore , the student 
must leave the learning environ-
ment want ing to know more. 

A t r a i n - t h e - t r a i n e r program 
must obviously include technique 
and skill t raining. But of greater 
importance is having him become 
aware, accept his role of assisting 
the learning process and recognize 
tha t his real function is helping 
people grow . . . grow to be more 
valuable to both themselves and 
the company they work for . . . be-
cause of a relationship they had 
with the t ra iner . 

Paul H. Chaddock is director of Organ-
ization Planning and Development, Day-
ton Hudson Corporation, Minneapolis' 
M N . 
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