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Here's how a health organization developed low-cost training 

packages that could he easily adapted to deliver in different countries. 

Tloe process also created a career development path for master trainers. 

In Uttar Pradesh. India, thousands 
of mid wives and medical officers 
n e e d training in h o w to d i spense 

information on family planning to the 
state's growing populat ion of 150 mil-
lion. Heal th ministries in Indones ia , 
Nepal, Brazil, Kenya, and other coun-
tries face similar chal lenges . So, the 
JHPIEGO C o r p o r a t i o n — a n o n p r o f i t 
t r a in ing o r g a n i z a t i o n in Ba l t imore , 
M a r y l a n d — d e v e l o p e d an a p p r o a c h 
for maintaining the quality and con-
sistency of family-planning programs 
del ivered in different countries. 

In 1994, JHPIEGO (Johns Hopk ins 
Program for Internat ional Educat ion 
in R e p r o d u c t i v e H e a l t h ) p r o v i d e d 
family-planning programs targeted to 
m o r e than 40 countries. 

It isn't e a s y to de s ign a t ra in ing 
program that will be delivered across 
international boundaries. First, it's im-
portant to work with peop le in the tar-
get countries to conduct the appropri-
a t e n e e d s a s s e s s m e n t s . N e x t , i t 's 
necessary to identify subject matter ex-
pens as potential "in-country" trainers. 

and then to prepare them to train. 
Organizat ions abroad tend to have 

limited resources, so they can't easily 
r e p r o d u c e glossy, high-tech training 
materials. To overcome that obstacle, 
J H P I E G O h a s d e v e l o p e d l o w - c o s t 
and h igh-qua l i ty t ra in ing ma te r i a l s 
that can b e a d a p t e d by t r a ine r s in 
other countries. 

JHPIEGO's "training package" ap-
proach is to 
• assess training needs 
I d e v e l o p t ra in ing mater ia ls b a s e d 
on the identified needs 
» t ransfer technical k n o w l e d g e and 
skills to potential trainers 
I transfer training skills to potential 
trainers 
i provide suppor t for the in-country 
trainers as they a s sume responsibility 
for delivering the training. 

Three assessments 
JHPIEGO's training packages are sim-
ilar. Yet. they must also fit the needs 
of each target country. Standard train-
ing materials ba sed on skills identi-

fied in the h o m e office don' t always 
work . In order to get trainees' buy-in, 
for ins tance, the materials must use 
t e rmino logy that will be familiar to 
them. 

B e f o r e d e v e l o p i n g a p a r t i c u l a r 
training package, JHPIEGO conducts 
t h r e e t y p e s of n e e d s a s s e s s m e n t s . 
O n e is a macro- or country-level as-
sessment for each target country. The 
macro-assessment documen t s the sta-
tus of the general popula t ion ' s repro-
ductive heal th and identifies the con-
straints on family p l a n n i n g that can 
be addressed through training. To d o 
t h i s t y p e of n e e d s a s s e s s m e n t , 
JHPIEGO w o r k s with p e o p l e in the 
target countries. 

The second assessment is an insti-
tutional or facility n e e d s assessment 
to de te rmine the adequacy of specific 
facilities in the target countr ies for de-
livering the training—such as univer-
sities, hosp i t a l s , g o v e r n m e n t a g e n -
cies, and training centers. 

T h e third type of assessment is a 
training needs assessment to identify 
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specific problems related to the deliv-
ery of family-planning services in the 
target countries. 

As most t rainers k n o w , the basic-
s teps of a needs assessment include 
I identifying the problem, using ob-
servable and measurable terms 
l i d e n t i f y i n g a n d d e s c r i b i n g t h e 
knowledge , skills, and atti tudes nec-
essary to correct the problem 
I des igning and administer ing such 
n e e d s - a s s e s s m e n t i n s t r u m e n t s as 
quest ionnaires, employee interviews, 
and per formance-based checklists. 

O n c e J H P I E G O c o n d u c t s t h e 
n e e d s a s s e s s m e n t s and col lects t h e 
data, staff members analyze the find-
ings, c o n s i d e r va r ious t ra in ing o p -
tions, and present t hem to the appro-
p r i a t e p e o p l e a n d a g e n c i e s in t h e 
target countries. Together, they deter-
m i n e w h i c h t r a i n i n g ac t iv i t i e s a r e 
a p p r o p r i a t e a n d f e a s i b l e . T h e n , 
J H P I E G O b e g i n s d e v e l o p i n g t h e 
training package. 

Part and parcel 
O n e key to keep ing the training de-
livery consistent is to use a standard-
ized t ra in ing p a c k a g e wi th spec i f ic 
c o m p o n e n t s : a r e f e rence manual , a 
t r a i ne r ' s n o t e b o o k , a p a r t i c i p a n t s ' 
handbook , audiovisuals, and anatom-
ic models . 

T h e hear t of t h e p a c k a g e is the 
manual , which contains all of the es-
sent ia l i n f o r m a t i o n o n the t r a in ing 
content . The manual serves as a text 
for trainees and as a reference for the 
trainer. It's comprehens ive , s o hand-
outs aren't needed . The manual 's de-
sign is simple. When in-country train-
ers have to modify the manual to fit 
cultural requirements , they may have 
to take a brief w o r k s h o p on redesign. 
W h e n necessary, the manual is trans-
lated f r o m English into trainees ' na-
tive language. 

T h e suppor t ing audiovisuals save 
i n - c o u n t r y t r a ine r s f r o m h a v i n g to 
p roduce their o w n media. The audio-
visuals i nc lude a v i d e o t a p e , s l ides, 
overhead transparencies, and sugges-
tions for wha t to write on flipcharts. 
T h e v ideo tape avoids talking heads , 
so that the audio track can be recorded 
in different languages. That way, some 
video footage can be used in different 
countries for little additional cost. 

T h e m a n u a l , a u d i o v i s u a l s , a n d 
anatomic models are the most expen-

sive componen t s of the training pack-
age, but they require few adaptat ions. 
T h e c o m p o n e n t s t h a t d o r e q u i r e 
s o m e a d a p t a t i o n f r o m c o u n t r y t o 
c o u n t r y a re the t r a ine r ' s n o t e b o o k 
and participants' handbook . 

T h e p a r t i c i p a n t s ' h a n d b o o k in-
cludes the following: 
I a course description that includes 
t h e o b j e c t i v e s , m a t e r i a l s , t r a i n e e -
selection criteria, evaluation methods , 
and course dates 
l a course out l ine and schedu le of 
daily activities 
l a p r e - c o u r s e q u e s t i o n n a i r e o n 
knowledge-based objectives 
I a performance-evaluat ion checklist 
on skill-based objectives. 

T h e t r a i n e r ' s n o t e b o o k h a s t h e 
s a m e i t e m s — p l u s a n s w e r keys, in-
structions for administering and scor-

p-, | 

Health-cure professionals a nd " master tra iners " 
Dorothy Andere, a nurse, and Dr. James Ma-
choki prepare a jlipchart for use in a train-tbe-
t miner class to teach family planning to doctors 
and nurses in Nairobi. Kenya. 

ing bo th t h e k n o w l e d g e - b a s e d and 
the skil l -based assessments , and an 
e n d - o f - c o u r s e q u e s t i o n n a i r e . T h e 
course out l ine he lps ensure that the 
training remains consistent f rom ses-
s ion t o sess ion and f rom t ra iner to 
trainer. The course outl ine is divided 
into four areas: 
l Time. This area shows the approx-
i m a t e a m o u n t of t i m e t h e t r a i n e r 
should spend on each training objec-
tive and activity. 
I Object ives and activities. T h e ob-
jectives (taken from the manual ) com-
bined with the activities (practice ses-
sions, breaks, and so forth) guide the 
sequence and flow of the training. 

I T ra in ing m e t h o d s . This a rea in-
c l u d e s t h e m e t h o d s , activities, and 
strategies used to deliver the training 
for each objective. 
I Resources and materials. This area 
lists t h e re fe rence materials and au-
diovisuals for each objective. 

The path to master trainer 
To s u p p o r t the p a c k a g e , JHPIEGO 
trains peop le in the target countries in 
training-delivery skills. Even w h e n us-
ing a s tandardized training package, 
it's important to devote time and re-
sources to developing qualified train-
e r s . J H P I E G O ' s t r a i n - t h e - t r a i n e r 
courses he lp s tandardize the in-coun-
try trainers' skills and provide them 
with a ca ree r d e v e l o p m e n t path to 
b e c o m e master trainers. 

Like the family-planning programs, 
t h e t r a i n - t h e - t r a i n e r c o u r s e s use a 
s t anda rd ized t ra ining p a c k a g e con-
sis t ing of a m a n u a l , a par t ic ipants ' 
h andbook , a trainer's notebook, and 
suppor t ing media. 

A v ideo t ape s h o w s s o m e act ions 
i n - c o u n t r y t r a ine r s s h o u l d t ake a s 
they deliver courses: 
I Create a positive training climate. 
I Use coaching and interactive train-
ing techniques. 
» Administer both knowledge-based 
and per fonnance-based assessments. 
» Evaluate training. 

The training-skills courses are de-
livered according to the course out-
line in the trainer's no tebook and us-
ing a s imilar format to the cour ses 
i n - c o u n t r y t r a ine r s will e v e n t u a l l y 
c o n d u c t . T h e p o t e n t i a l i n - c o u n t r y 
trainers obse rve the "master trainer" 
as he or she delivers the course using 
the training package. That way, they 
get a clear picture of h o w they should 
conduct their o w n courses. 

The training-skills courses include 
illustrated presentations, small-group 
activi t ies, e x t e n s i v e pa r t i c ipan t in-
volvement, and two opportunit ies for 
par t ic ipants to m a k e p resen ta t ions . 
T h e p r e s e n t a t i o n s a re v i d e o t a p e d , 
and participants get immediate feed-
back. Trainees a lso b e c o m e familiar 
with the packages they'll be deliver-
ing in their o w n countries. 

JHPIEGO wrestled with the issue of 
whether its train-the-train courses do, 
in fact, turn people into qualified train-
ers. But over time, the curriculum has 
evo lved into a ca r ee r d e v e l o p m e n t 
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The Path to Proficiency 
JHPIEGO's train-the-trainer program paves a career development path—from 
subject matter expert to in-country trainer to master trainer. 

The person... Completing this 
training course... 

Is then qualified 
as a... 

Level 1 clinician (doctor, 
nurse, or midwife) 

clinical-skills course 
on the knowledge and 
skills necessary to 
provide one or more 
family-planning ser-
vices 

competent service 
provider to provide 
one or more family-
planning services 

Level 2 proficient service 
provider (several 
months of practice 
following a clinical-
skills course) 

clinical training-
skills course on the 
knowledge and skills 
necessary to train 
clinicians to be ser-
vice providers 

competent clinical 
trainer to conduct a 
clinical-skills course 

Level 3 proficient clinical 
trainer (has suc-
cessfully conducted 
several clinical-skills 
courses) 

advanced training-
skills course on the 
knowledge and skills 
necessary to train ser-
vice providers to be-
come clinical trainers 

competent master 
trainer to conduct a 
clinical training-skills 
course 

path that enables potential trainers to 
b e c o m e m a s t e r t r a ine r s . (See the 
box.) 

The first level of the train-the-train-
er curriculum is designed to prepare a 
large number of professional medical 
personnel to provide family-planning 
services throughout their countries. 
Potential trainers attend a course on 
the required knowledge, skills, and 
attitudes to provide high-quality ser-
vices in family planning. Those who 
finish the course receive a certificate 
of qualif icat ion. They perfect their 
skills in the field. 

Level 1 courses must be delivered 
by clinical trainers. To meet the de-
mand , medical pe r sonne l w h o are 
cons idered proficient in their field 
and who are interested in becoming 
trainers attend a Level 2 training-skills 
course on training clinicians. Topics 
include learning styles, presentation 
skills, coaching, and evaluation. 

Level 3 courses are designed to de-
velop in-country master trainers who 
can conduct the Level 2 courses. Can-
didates for Level 3 courses are profi-
cient clinical trainers w h o have suc-
cessful ly c o n d u c t e d several of the 
clinical-skills courses in Level 2. Level 
3 topics include needs assessment , 

c o u r s e d e s i g n a n d mater ia l s , and 
group process. 

T h e keys to the s u c c e s s of the 
train-the-trainer program have been 
selecting the right participants, devel-
oping comprehensive training pack-
ages fo r each level, and des igning 
highly interactive courses. 

JHPIEGO's vision is to develop its 
training system further so that master 
trainers can assume full responsibility 
for the design, delivery, and evalua-
tion of the training. Through such a 
system, JHPIEGO's staff seeks to im-
prove the quality of family-planning 
programs throughout the world. • 

Richard Sul l ivan is director of the 
training office at JHPIEGO, Brown's 
Wharf. 1615 Thames Street, Suite 200, 
Baltimore, MD 21231-3447. Phone: 
410/614-355J; fax: 410/614-0586; e-
mail: training@ihiinix.hcf.jhu.edu. 

To purchase reprints of this article, 
please send your order to ASTD Cus-
tomer Service, 1640 King Street. Box 
1443, Alexandria. VA 22313-2043. 
Use priority code FHM. Single photo-
copies, at $10 each, must he prepaid. 
Bulk, orders (50 or more) of custom 
reprints may he hilled. Phone 
703/683-8100for price information. 
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