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Planning short training courses

Introduction

Short courses are effective instruments for continuous professional and adult education.
Short courses distinguish themselves from long term courses and educational programmes not only by the length of the activity but also the format and type of training offered. Typically they are interactive, build on the participants experience and emphasise facilitation rather than teaching. 

With increasing emphasis on continuing education trainers and educators find themselves required to organise and implement short courses while often they may lack experience in managing such activities. This guide provides a brief summary of the points to consider.

The organisation of short courses can be a lot of work and you need to get it right. The success of the course comes as much from the organisation as the content.
1. Subject

The first step is to formulate an idea for a short course that is going to meet needs of the target group. This is obviously important if you wish to attract participants and should be related to a knowledge of capacity needs and previous discussions with potential partners and clients. 
Once the subject matter is established you may ask yourself:

· has there been a short course delivered on this subject recently, or is any useful literature, handbook or training manual available;
· what is the best way to deliver the required training;

· who are the best available facilitators;

· who has a particular interest in the subject;

· what insights can be gained from participants;

· who will fund the training?

Note that it requires at least two months to prepare properly for a training course. 

2. Target groups
Target groups need to be identified based on the objective of the course and the result expected. They may vary from water management planners to local water authorities or water users associations. Another target group may consist of capacity builders who will take the subject further in their day-to-day training and education activities. The potential client group will also be determined by the likelihood and type of funding of the training course. It is therefore important to realise what the intention of the course is and what you expect participants to do with it. The “audience” is also the determining factor when deciding on the length and format of the training course. Are there particular institutions likely to be your target for the course and who may want to partner with you?
3. Format

Be it a training-of trainers course or targeted to water professionals, the participants will always be adults and therefore the format needs to be adapted to the audience. To keep the participants’ attention, it is important to vary between lectures, presentations, working groups, role plays, field trips, etc. The rule of thumb that has had positive feedback from participants is that a module (clusters of sessions on a particular subjects) is split in 1/3 presentation, 1/3 discussion and 1/3 interaction.
It is obvious but often forgotten that the contents of the training needs to reflect the level and work practices of the participants.

4. Programming
In programming the short course there are several issues to be considered:
a) Related to who is your target audience:

· what is the ideal length of the course in relation to the target group (e.g. managers generally have less time for continuous content-related education than professionals)?

· does the course set-up appeal to the target group and prepare them better for their tasks?

b) Programme the course in such a way that all sessions, exercises, field trips, working group assignments are relevant to the subject matter. It is generally considered appropriate to begin with introductory sessions into concepts and principles are planned at the beginning of the course, followed by more technical and interactive sessions. Sometimes we may see field trips planned that have no other purpose than an organised outing for the participants. This may not be useful and may even interrupt the flow of the course. If a field trip is organised, make sure that it has a relation with the course subject and contributes to the training of the participants. Often specific assignments related to the field trip may be appropriate.
c) It is essential that the content of the course programme has enough platforms and outlets for the participants to express themselves. Interactivity is very important and adult education methods need to be used. Good methods to challenge the participants and extract knowledge from them are discussion platforms, working group assignments, role plays, and other interactive formats. Enough time should be allocated to these types of sessions.
The course content needs to be developed thoroughly and with partners if you expect to attract them to send participants.
Plan to make course materials available immediately to participants. It is preferable if these are in the form of properly prepared training materials.
At all stages keep communication with potential sponsors/ partners to gain their commitment to the course and develop a brochure to promote the course through networks and partners.

5. Partners and facilitators
It is imperative that partners are involved in the organisation of the course. Partners can bring in essential elements in the programme and provide facilitators for specific sessions.

Partner choice can be based on particular strengths of the partner in the subject area of the course. But it can also be a strategic choice when bringing in a partner could lead to more dedication and buy-in in your programme or organisation. 
Different types of facilitation and facilitators can be brought in the course that you are organising. As mentioned in the previous section, adult education requires a large degree of interactivity in the sessions and specific facilitation skills are required (see Facilitation and Presentation Techniques in the Cap-Net Network Management Tools). A major advantage of organising a course for professionals is that you may rely to a large extent on the capacities of the participants. However it is important to have knowledgeable and experience facilitators in the subject matter of the course who know how to teach adult learners.
6. Choose a host and venue
Ideally in a network it is a member who proposes to host a particular network training activity. The host institution should have credibility and experience in the subject area. Selecting a host institution that is specialised in the subject to be trained has clear advantages for programming and facilitation.
This host then gets the credit for the course along with the network and the other partners. It is also important that the responsibility is clearly allocated to this organisation. Spreading the responsibility for activities around members brings them benefits and reduces the workload of the network secretariat.
When facilities are not available in-house at the host institution, often external facilities (hotels, conference centres) are used. Both options have advantages and disadvantages:

	
	Advantages
	Disadvantages

	Internal
	· inexpensive

· availability of equipment, labs, etc.
· classroom set-up for lectures
· exposure of the network member’s institution
	· location may not always be convenient
· lodging and food facilities may not be adequate
· IT facilities

· Bureaucratic administrative procedures

	External
	· reduction on room rates or meeting rooms
· participants stay together

· no transportation between hotel and venue required

· audio-visual facilities may be more adequate

· location may be more convenient
	· ownership of the course
· interaction with faculties, professors

· costs may be higher in case lodging could be provided by host 

· interference/noise of other events in the same location




7. Develop a brochure/catalogue/concept note, and invite participants 

The course brochure (or catalogue, concept note, or pamphlet) developed from the programme and arrangements serves to invite participants to the course, either internally in the network(s) and partners or externally through other organisations. The minimum content of a brochure contains:
· Introduction

· Objective

· Target group

· Description of the content

· Methodology

· Organisation

· Contact details and registration fee (see next section) information

· What the participants will gain from the course and what is expected after the training

· Course programme

· Background materials references

8. Draft the budget

The course should be organised on the basis of cost recovery. This is the only basis of planning as even if you find a donor they need to see how costs and charges have been arrived at.
It is usually better to separate the management arrangements and costs of the course from the travel and per diem arrangements. As far as possible get others, such as sponsors, to deal with the per diems and travel and that reduces the work load on you.
How do you calculate a course fee to cover the management costs? This is a bit more complicated as this is where you have to get into detail (see box for example).
a) The course fee should include things such as:

· hiring venue,

· facilitators costs,

· teaching materials,

· field trip,

· local travel,

· preparation time of organisers,

· lunches and tea breaks.

 

b) Most of these costs will be fixed regardless of the number of participants. Items such as lunch and refreshments will depend on the final number of participants. Make the budget based on a minimum of 15 or 20 participants. That way if you get too few participants you know you will lose money and may have to cancel the course. If you get more participants you will make a small profit which will help you plan the next course.

 

c) You may be able to avoid some of these costs or reduce them by negotiating with hotels or the host institution. An important factor is the source of the trainers/ facilitators, their number and fee. In the end a regional course fee should be about US$500 for a week - it could be less. If it is much more expensive then you run the risk of not being attractive for participants or sponsors.
 
9. Some practical arrangements
There are some practical arrangements that you may want to consider when organising a short course:

a) Disseminate the course announcement in time and to a wide audience. Keep a distribution list so that it is easier to send out the announcement next time;
b) Solicit participation through network members, partners or external parties. Make sure that the target group is well defined and that criteria are clear. 
c) Once participants have been identified, assist in application for visa. Sometimes a block-application for all participants directly with the Ministry of Foreign Affairs is the most efficient way to do it;
d) Participants and facilitators need to know where to go when arriving at the airport. Just the name of the venue or hotel may not be enough and they may require more specific instructions what to do when they arrive. Better is to have them picked up but that may not always be an option;
e) Make sure that before and during the course there is a functioning secretariat where participants can go with practical questions. You may want to have a secretary present at lunch/coffee breaks. FAQs at workshop secretariats almost always concern flight confirmations, per diems, internet facilities, shopping, etc.;
f) Assure yourself that all necessary tools and equipment for the whole course are available before the course starts. Ask facilitators beforehand what they need and if they have special requirements. It often turns out annoying when these things have to be arranged when the course has already started. Frequently used tools and equipment are:
· Flip charts

· Markers, coloured cards and tape

· Overhead projectors and sheets (although they are getting outdated)

· Laptop and projector for presentation;
g) Organise transport to and fro between lodging and venue, and possibly for a field trip. If you organise a field trip, make sure that it is relevant to the course and that participants do not spend half a day in a bus;
h) Guidance to the facilitators is essential for the success of the course. Check there is no overlap between facilitators.You may prepare a session outline, suggest resource materials, and guide on presentation and interaction. It is good to have all session outlines collected before the course and make them available to the participants;
i) Prepare for the proceedings to be available to the participants at the end of the course. The proceedings may consist of the programme, session outlines, presentations, and resource materials (articles, references). They are usually distributed on CD-ROM;
j) At the end of the course it is useful to ask the participants to compete a course evaluation form. An example of a course evaluation form is attached in annex 1;

k) Any client will demand a financial report after the course but it is also useful for your own administration. It is good to be aware of that before and during the workshop and make sure all receipts are properly kept.
10. Checklist
Attached is the short course organisation checklist developed by IWSD, Harare, Zimbabwe. (Annex 2). This example checklist may help you when preparing a course.
11. Useful reading
Candelo Reina, Carmen, Gracia Ana Ortiz R., Barbara Unger. 2003. Organising and Running Workshops; a practical guide for trainers. WWF-Colombia.
Friends of the Earth. 2004. How to organise events. <http://community.foe.co.uk/resource/how_tos/organise_events.pdf>
James Madison University, Office of Sponsored Programs. 2005. Specialized Proposal Development Guides.  <http://www.jmu.edu/sponsprog/writingtips.html>
Generation Challenge Programme. n.d. Guidelines for organizing workshops for the Generation Challenge Program. CIMMYT, El Batán Texcoco, Mexico <http://www.generationcp.org/sccv10/sccv10_upload/WorkshopGuidelines.pdf> 
Mineralogical Society of America. 2005. Basic instructions on how to plan, organize, and execute a short course. Chantilly, US.

Annex 1: Example of a course evaluation form
We invite you to complete this course-evaluation form to help us improve our training activities. Please be frank and open with your ratings and comments. Your opinion – whether positive or negative - is valuable to us and will be considered in the preparation of future activities.  

The average time it would you take to complete this form is around 10-15 minutes. 

1. Relevance of the course to your current work or function. 

	None
	Low
	Medium
	High
	Very high

	
	
	
	
	


2. Extent to which you have acquired information / content that is new to you.

	None
	Low
	Medium
	High
	Very high

	
	
	
	
	


3. Usefulness of the information / content that you have acquired for your work. 

	None
	Low
	Medium
	High
	Very high

	
	
	
	
	


4. Did the course reach your expectations and objectives?

	No
	Little
	Just enough
	More than enough
	Completely

	
	
	
	
	


5. As a training of trainers course, did the course prepare you for you to lead a follow-up course in your region/organisation?

	No
	Little
	Just enough
	More than enough
	Completely

	
	
	
	
	


What type of content / methodological support would you need to lead a follow-up course in your region/organisation? (excluding organisation or financial issues).

................................................................................................................................................................................................................................................................................................................................................................................................................................................

6. Considering the implementation of IWRM and conflict resolution and negotiation, the sessions were:

	Fully relevant
	

	Most of them relevant
	

	Only some were relevant
	

	Not relevant
	


7. The presentation of the different sessions was:

	Excellent
	

	Very good
	

	Good
	

	Regular
	

	Bad
	


8. Participation possibilities during the course were:

	Excellent
	

	Very good
	

	Good
	

	Regular
	

	Bad
	


9. The length of the course in terms of hours per day was:

	Excessive
	

	Adequate
	

	Insufficient
	


10. Content materials in support for the different sessions were:

	Excellent
	

	Very good
	

	Good
	

	Regular
	

	Bad
	


Comments: ..........................................................................................................................................................................................................................................................................................................

....................................................................................................................................................
11. The presentation of case studies and experiences enabled you to appreciate the applicability of the issues discussed:

	Completely
	

	Sufficiently but without covering all issues
	

	Insufficiently
	


12. Has the course changed your perception of how training of trainers should be conducted?

	Yes
	
	No
	


If yes, how?

........................................................................................................................................................................................................................................................................................................................ ....................................................................................................................................................................................................................................................................................................................................................................................................................................................................................

13. What particular elements are missing, or what elements should have been given more attention in the course?

............................................................................................................................................................ ............................................................................................................................................................ ....................................................................................................................................................................................................................................................................................................................................................................................................................................................................................

14. What did you find most useful in the course, and why?

........................................................................................................................................................................................................................................................................................................................ ....................................................................................................................................................................................................................................................................................................................................................................................................................................................................................

15. What did you find least useful, and why?

........................................................................................................................................................................................................................................................................................................................ ....................................................................................................................................................................................................................................................................................................................................................................................................................................................................................

Thank you for taking the time to fill out this survey. Your inputs will be considered to improve the quality and significance of future activities and they are highly appreciated. 

Annex 2: Short course organisation checklist (IWSD, Harare, Zimbabwe)
Course:
(Title)  





Date:

 





Venue:
 

Partners:


Course Checklist

	
	Activity
	Responsible Person/Institution
	Done by (date)

	1
	Identification of participants
	
	

	
	Course outline developed and agreed with partners
	
	

	
	Course flyer developed
	
	

	
	Electronically distributed to partners and other interested parties.
	
	

	
	Participants list finalised
	
	

	
	Successful participants notified
	
	

	
	VISA letters prepared for those who need them
	
	

	
	Special preparatory requirements communicated to participants (anything to be prepared prior to coming)
	
	

	2
	Development of Course Programme
	
	

	
	Draft programme ready
	
	

	
	Distributed to partners for Comments
	
	

	
	Programme finalised
	
	

	
	Final Programme communicated to partners, participants and facilitators
	
	

	3
	Development of course budget
	
	

	
	Draft budget prepared
	
	

	
	Course fee set.
	
	

	4
	Identification of Facilitators
	
	

	
	Facilitators identified
	
	

	
	Facilitators notified + any special format for material development
	
	

	5
	Preparation of course materials
	
	

	
	Materials ready and sent to organisers
	
	

	
	Material assessed for appropriateness
	
	

	
	Feedback to Facilitator
	
	

	6
	Travel Arrangements (if managed by organiser)
	
	

	
	Itinerary ready and communicated to travelers
	
	

	
	Arrangement for ticket collection/purchase communicated
	
	

	
	Arrival and departure dates communicated
	
	

	7
	Development of pre and post course evaluation forms
	
	

	
	Pre-evaluation forms developed
	
	

	
	Send to successful applicants
	
	

	
	Feedback  from participants received
	
	

	
	Post course evaluation forms developed
	
	

	8
	Purchase of Course materials
	
	

	
	Files, name tags, flip charts, VIP cards Markers etc
	
	

	9
	Preparation of Course Venue
	
	

	
	Course venue ready +equipment and other teaching aids
	
	

	10
	Registration Form
	
	

	
	Form designed and ready
	
	

	11
	Course Certificate
	
	

	
	Certificate designed and shared with partners
	
	

	
	Design finalised
	
	

	12
	Preparation of Training Report
	
	

	
	Training Report
	
	

	13
	Training Pack
	
	

	
	Preparation of Training pack
	
	


 

A rough example for a 5 day course (US$)





2 trainers 2 x 5 days @ $150/day 		= 1,500


Perdiem 2 trainers x 5 days x $150/day    	= 1,500


Travel, trainers 2 x $500      			= 1,000


Venue 5days x $100                    		= 500


Materials and general copying            		= 500


Local travel                                        		= 500


Lunch  5days x 15people x 12$          		= 900


Refreshments 5days x 2 x 15people x $5   	= 750


10 days preparation @ 150$              		= 1500


 


                                     			total 	= $8,650





For 15 participants this makes $575 per participant to cover costs. If you actually got 25 participants at this fee you would have a comfortable margin of surplus. The calculation assumes that participant travel and per diem is covered by the sponsor.








PAGE  
10

