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FOR ENVIRONMENTAL TRAINING PROFESSIONALS

READY TO JUMP THROUGH HOOPS: Nations of the region are willing to do a lot to join the EU, but they’ll need training.

Learning to play the EU way

The quest for European Union membership is
creating a need for more environmental
training in CEE, but the region still appears
unprepared to meet the growing demand

BY DIRK AMTSBERG

embership in the Euro-
pean Union can bring
new economic oppor-

tunities to the countries of Cen-
tral and Eastern Europe (CEE).
But it also creates a huge
demand for language skills,
information technology skills,
general management knowledge
and an understanding of EU reg-
ulations. In short, training is
needed urgently.

The EU has become one of the
three great economic powers; its
370 million people make it one
of the world’s largest single mar-
kets. It is natural, then, that CEE
countries would want to join.
Being a member of the EU
means better access to the Euro-
pean market, and it also opens
the potential to receive EU inter-
nal funding as well. For exam-
ple, the EU has regional subsidy
programs that are helping the
weaker EU countries lift their liv-
ing standards to the average EU
level. Another attraction to join-

ing the union is the protection
from external military threats.

So far, 10 CEE countries have
applied for membership in the
EU: the Czech Republic, Hun-
gary, Poland, Slovenia, Estonia,
Bulgaria, Latvia, Lithuania,
Romania and Slovakia. The
European Commission has
already chosen the first five,
along with Cyprus, as potential
candidates for the first accession
round at the beginning of the
next century. Nearly all other
CEE countries have entered
Association Agreements with the
EU, which means they are likely
to become members eventually.

Training boost

Along with the benefits gained
from joining the EU, the alliance
brings new obligations. These
will come into force before
accession itself, in the form of
membership criteria. A certain
degree of harmonization to EU
structures has to be reached
before countries are allowed to
join the club. As a consequence,

people working in CEE countries
will need new skills and training.
They will need to learn about
the EU itself and about its struc-
tures, policies, and policy
processes. They will also need
training in transposition of law,
implementation and enforce-
ment. Language and computer
skills also must be improved
considerably.

While many of these obliga-
tions are not specifically outlined
by the EU, the accession agree-
ments do specifically require that
the CEE countries’ administrative
structures and legislation must
conform to the EU aquis com-
munautaire — the common leg-
islation of all the EU member
countries.

With regards to the environ-
ment, the aquis contains 70
directives and 21 regulations —
less than a third of the 300
pieces of environmental legisla-
tion currently in force in the EU.
Potential EU member states will
have to harmonize their legisla-
tion with the initial directives
and regulations before they gain
admission.

In the Southern Accession
round in the 1980s, environment
was not a big issue. Spain and
Portugal were in some cases
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EDITOR’S NOTE

Do-it-yourself, but not alone

For the nations of Central and Eastern Europe (CEE), mem-
bership in the European Union means a chance for financial
stability — a chance to do business with the big players as an
equal instead of a subordinate. Achieving acceptance to the
EU is about as Western as a country in the CEE region can get.

But every membership comes with responsibilities, and the
weight of the responsibilities attached to entry into the EU is
especially daunting. As Dirk Amtsberg’s front-page article for
this issue points out, there is a large education and informa-
tion gap between EU members and nonmembers.

Closing this gap is a challenge for environmental trainers.
Those working in the region can expect to see a growing
demand for specialized courses geared toward the mainte-
nance of EU standards. The nations of CEE will eventually
have to get their own environment ministries in order if they
are going to join the EU. But they can’t do that without the
assistance of environmental training professionals.

No one should have to work without some kind of assis-
tance. Even if you “do-it-yourself,” you don’t necessarily have
to do it alone. Environmental trainers can benefit from the
knowledge and support of others in the field, which is why
we publish nsight. In this issue, we offer advice from several
training professionals who have learned by doing. On page 6,
two training managers talk about the lessons they have taken
from their experiences. Page 7 contains a veteran’s do-it-your-
self guide to creating a course manual and page 9 has an
interview with a woman whose training center in Bulgaria
specializes in adapting courses to give them more local rele-
vance. The story on page 3 outlines a study on one of the
most daunting do-it-yourself activities of all: self-financing.

Publishing Insight is definitely not a do-it-yourself job. It is
a team effort, and there have recently been some changes in
the roster. Reuben J. Stern, who has been editor of several
issues of Insight, has left the publication to visit remote parts
of the world. Reuben did an excellent job of honing our
focus, while making Insight a more professional publication.
He also did much of the planning and preparation for this edi-
tion. I hope to continue building on his good work. Dirk, who
wrote the front page article and was our intern for several
months, has also moved on. He wrote most of the articles for
this edition, including one on a topic that hit close to home
for Dirk: hiring an intern. Starting with this edition, Insight
welcomes our new staff writer, Lidija Jasnic, who holds a
graduate degree in environmental studies.

Tom Popper
Editor
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BRIEFS

Hungary’s EMTC gives
workshops

® The Hungarian Environmental
Management Training Center
(HEMTC) gave a series of work-
shops in cooperation with the U.S.
Environmental Protection Agency
(EPA). The first workshop was Solid
Waste Management, delivered by
the HEMTC in the town of Csopak,
Hungary from Oct. 26-30. The 21
participants called the session highly
useful, especially the techniques for
teaching and examining various
methods of waste management. Par-
ticipants also praised the case study
presentations, prepared by Hungari-
an facilitators: Szigel Ferenc (MOL
Rt), Czinkota Imre (GATE), Hanz
Gabriella (KLTE), Koles Peter
(GATE). The U.S. EPA facilitator
team was represented by Reginald
F. Harris and Steven Levy.

A second workshop, Pollution
Prevention, was held from Nov. 10-
13. The U.S. EPA facilitators were
represented by Deborah Ahnlon
and Jeuli Bartenstein, while the
Hungarian team included Mag-
osanyi Zsuzsanna (KTM), Nam
Andrea (KTM), Szigel Ferenc (MOL
Rt.) and Tetetleni Jozsef.

The last workshop in the series
was Hazardous Waste Site Ranking,
which started Dec. 7 and lasted four
days. The course was described as a
well-prepared and well-edited
guide that is especially useful to
anyone dealing with the present
programs of Hungarian Ministry for
Environment and Regional Policy.
Many participants recommended
that this course be delivered several
more times in Hungary in the Hun-
garian language. The Hungarian
team consisted of NGO, University
and Government representatives:
Csuja Laszlo (Air Workteam-NGO);
Dr. Barkacs Katalin (ELTE Universi-
ty, Budapest); and Babcsany Ildiko
and Pajer Monika , both from the
Ministry of Environment. Facilitators
from the EPA were Larry Zaragoza
and Stephen Caldwell.

National and local EAP
representatives meet

m A conference involving the
National Regional Environmental
Action Programs (NEAPS) and the
Local Regional Environmental
Action Programs (LEAPS) in Central
and Eastern Europe (CEE) and the
Newly Independent States (NIS)
was held from Jan. 25-27 at the
Regional Environmental Center for
Central and Eastern Europe in Szen-
tendre, Hungary. Participants
included coordinators of NEAPs
from Central and Eastern Europe
and the NIS, LEAP practitioners from
CEE and NIS, invited experts from
CEE, NIS, OECD countries and the
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European Union and representa-
tives of environmental citizens orga-
nizations (ECOs). The aim of the
gathering was to promote a dia-
logue between governmental offi-
cials and experts with extensive
experience in working on a local
and regional level. The gathering
was also meant to provide a forum
for participants to present examples
of successful partnerships among
NEAPs and LEAPs. Participants
sought to reach a common under-
standing on the role of national and
local EAPs in addressing environ-
mental problems at both levels.

Ecological camp in Urals to be
repeated this summer

B Russian students met this summer
at Peschanoe Lake for an ecological
camp, to learn theoretical and prac-
tical environmental issues.

The traditional students summer
ecological camp was the third of its
kind and was organized by the Cen-
ter for Environmental Training and
Information (CETI) and Urals’ State
Technical University.

Approximately 80 students from
universities around the Ural region
took part in this camp. Different
courses were delivered at the camp,
including theoretical offerings, such
as “The Economics for Environmen-
tal Decisionmaking.”

But students were also involved
in more hands-on environmental
activity, such as cleaning the coast
of Peschanoe Lake.

Students had the chance to get in
closer contact with their teachers
and teachers from other universities,
as well as government officials.

The Center of Environmental
Training and Information plans to
deliver a fourth Traditional Students
Summer Ecological Camp in the end
of June this year. Participants from
other countries are welcome.

Change management in Slovenia
B Because change management
was identified as a key area for
training in Slovenia, DREVO — the
Institute for Environmental Manage-
ment — conducted the first of a
series of workshops “Coordinators
as Change Agents” (CCA) for local
authorities this autumn.

Those involved said the first
workshop has shown that partici-
pants had an urgent need for this
kind of knowledge. The courses are
the result of a recent agreement
between DREVO and the Slovenian
Ministry of Environment and Physi-
cal Planning. The workshop was
meant to teach participants how to
handle change. It also sought to
show participants important fields
that are frequently neglected in the
environmental planning process.



TRAINING

Self-financing to avoid the tyranny of donors

Your NGO can become more
independent — but there are
some risks involved

Jack and Kathy had a terrific idea for a pro-
ject to help dolphins. Their new program was
meant to build on the achievements of their
former marine project. They completed a
detailed outline of their project plan, but at
the last minute they found they had to seek a
new donor. When they finally obtained a
backer, he had a different vision as to how
they could reach their goal. Jack and Kathy
started the project anyway, but they felt they
didn’t achieve what they wanted to, and
decided that next time they wouldn’t plan so
far ahead. Things might have been different if
they were not so dependent on one donor.

Sponsor your own projects

In recent years, nongovernmental organi-
zations (NGOs) everywhere have become
more dependent on specific donors. This
means of financing limits capacity for long-
term strategic planning and makes it harder
for workers to act independently. To avoid
these problems, many NGOs have begun to
focus on ways to generate new sources of
income. Even state agencies, like the German
GTZ (German Technical Cooperation
Agency), have recently begun to look for
ways to finance their own projects.

While very few NGOs can achieve 100 per-
cent self-financing, more organizations are
trying to gain control over at least a portion
of their funds by generating income them-
selves. As our table shows, there are many
ways to become more independent from the
typical NGO financing circle — where you
have lots of funds while a project is running
and practically nothing in between projects.

Less money available in CEE

Becoming more self-financed is especially
important for NGOs in Central and Eastern
Europe (CEE) as donor funding will probably
become less available in the future. More
money for development is likely to be shifted
away from this region and toward the Newly
Independent States.

There are many ways to reach a higher
level of financial independence but not all
represent the same risk level, as the table
shows. The further your organization strays
from its core activity, the more difficulties you
are likely to face. An NGO staff may not be
willing, or able, to undertake fund-generating
activities in which they are either not experi-
enced, not interested or both.

So that, while self-financing can be a suc-
cessful method for generating resources to
supplement project-donor-based support, it is
far from a panacea. And mishandled efforts at
self-financing can literally ruin your organiza-
tion — either financially, or because internal
cohesion breaks up.

But it’s still worthwhile to consider some of
the real strategies that some Central and East-
ern European NGOs have used. Many of
these are covered in a study by Lee Davis,
titled, “The NGO-Business Hybrid? Is the pri-
vate sector the answer?” The study was con-

FINANCING STRATEGIES

More related to program activities === GREATER RISK =g |ess related to program activities

SELF

Program Related Selling NGO

Revenues Spin-off Name

Earned incomes  Activity related ~ Marketing of

direct from to program NGO through

program delivery  activities product sales

e.g. fees to NGO
constituents or
the public e.g.
Souvenirs,
shirts with
logo

Asset Related Unrelated
Downtime Extension Extension
Income derived  Extension of Business

from use/rental  regular NGO venture totally
of NGO assets  activities to unrelated to any
during public or for- aspect of the
downtime e.g. profit-clients NGO e.g.

rental of your e.g. capitalizing  anything you

on staff
expertise

cars or office
space

can imagine as
long as it is not
against your
goals

ducted on behalf of the John Hopkins Uni-
versity’s School of Advanced International
Studies (SAIS) It traced the ways that different
sizes and types of real NGOs around the
world were able to reach a greater level of
financial self-sustainability.

The NGOs surveyed in the study used dif-
ferent strategies to obtain starting capital. The
Azerbaijan NGO, Chris Kitchen, received a
personal gift of cash from the director and an
in-kind donation (kitchen equipment). Croat-
ia's’ SIQL pulled together internally generated
funds, personal money from their president,
an in-kind donation as well as a joint venture
partner. Bolt Gallery in Hungary relied solely
on personal money from its directors. Gond-
viseles (Hungary) received a state loan and a
joint venture partner. Romania’s Asklepyos
generated internal funding and in-kind dona-
tions. Another Romanian group, SNHF,
received an interest free private loan from a
business friend as well as member donations
and in-kind donations.

Different strategies of NGOs in CEE

To become more self-financed, the NGOs
used all the strategies mentioned in the table.
Strategy No. 3 (name selling) and strategy No.
5 (related extension) were used less than the
other ones. But most used more than one
strategy to reach its goal.

Five Eastern European NGOs were among
the 13 surveyed NGOs (Croatia: SIQL, Hun-
gary: Bolt Gallery, Gondviseles, Romania:
Asklepyos, SNHF). They primarily used
strategies in row 1 of the table (program rev-
enues), row 2 (program related spin-off) and
row 6 (unrelated extension). None of these
five NGOs tried to sell their name.

Strategy 4 (asset downtime) was used by
Asklepyos. They distribute medicines and
medical assistance to the poor. The vans and
trucks needed for this work are made avail-
able for rental when they are not being used
by the NGO for their mission purpose.
Asklepyos also made use of an in-kind-dona-
tion. They were given washing machines as a
present and started their own laundry service
(unrelated extension).

Gondviseles, who provides labor for
young, mentally handicapped persons, pro-
duces and sells children’s toys (program relat-
ed spin-off). It generates 32% of its income
through this activity. They also opened a
child-care-equipment-rental shop (related
extension).

Croatia’s SIQL, works in the field of ecolog-
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ical awareness raising. They take seminar
fees and opened a whole-foods shop and
vegetarian restaurants (40% self-financing).

Obstacles on the road to happiness

Becoming more self-financed has its pit-
falls: It requires a practical and philosophical
paradigm shift that can lead to major internal
and external obstacles.

Internally, you can expect a philosophical
clash between non-profit and for-profit cul-
ture. The values of many NGO members go
against the idea of making a profit. They may
consider the quest for profit to be unethical.
As Richard Holloway of Pact-Zambia put it:
“When the main purpose becomes making
money — albeit this money will be used for
the work of the organization — a new set of
attitudes starts creeping in; and many organi-
zations become concerned that they will
loose their internal cohesion, which comes
from a shared vision of a better and less
exploitative society.”

The second internal problem an NGO may
experience when it opts to self-finance is that
its staff may not have the necessary skills to
run a for-profit venture.

Clearing the hurdles

To overcome these internal problems it is
best to make it very clear that the self-financ-
ing activity and the NGO’s core mission are
not incompatible. To reduce risks and inter-
nal quarreling, it may help to choose a self-
financing method that is related to your mis-
sion and program area. Another helpful strat-
egy to avoid causing unnecessary strain on
your organization is to separate the non-prof-
it and the for-profit sector.

Even after a group overcomes any internal
problems, the government and public sectors
can put up further hurdles. In many countries
there is an unclear regulatory environment
for registration and tax treatment of self-
financing activities of NGOs. It’'s important to
look up the relevant regulations first.

Sometimes tax regulations treat NGOs in a
special way and they therefore gain an
advantage over private businesses. If your
NGO is in direct competition with private
firms, these advantages may generate ill-will
toward your group. In general, there is a risk
that the public perception of your group may
suffer if it seems that you are out for a profit.
Perhaps the best solution to this problem is
explaining your group’s motivations through
advocacy and educational activities. [ |




The quest for EU membership changes training needs ...

Continued from cover

> given 20 years after accession to comply
with EU’s environmental legislation. This
time around, environmental legislation is
likely to be the major hurdle for accession.
Because of this, all applicants have already
started to harmonize their administrative
structures and environmental legislation with
EU standards.

The process is beginning and there are dif-
ferent perceptions about the necessary time
horizon. According to the report “Approxi-
mation of EU Environmental Legislation,”
published last year by the Regional Environ-
mental Center, “There is a chance that within
two or three years the environmental legisla-
tion of CEE countries will show high levels of
compliance with EU environmental legisla-
tion.” On the other hand, in its reviews of the
CEE countries’ applications (part of the
“Agenda 2000” document), the EU Commis-
sion stated that complete harmonization will
be achievable only in the “long to the very
long term.” Still, harmonization is expected
to accelerate.

A need for management training

In the course of the accession process,
training has already become a big issue, and
Human Resource development is still one of
the biggest concerns for most CEE countries.

In the course of the
accession process,
training has already
become a major issue,
and human resource
development is still one of
the biggest concerns for
most CEE countries.

The accession process will boost these train-
ing needs even further. The actual training
needs are broad, with a common theme: a
demand for management training. More
specifically, a large segment of the work
force requires training in the process of plan-
ning and training in making decisions on the
basis of information and judgment.

For different groups there are different lev-
els of change expected. Civil servants will
experience the most change in their need for
training because working structures of
administrations will change, workers’
responsibilities will increase and new skills
will be needed. Generally, EU legislation

European Union reaches out to CEE countries

Countries in Central and
Eastern Europe are working
hard to learn how to comply
with European Union envi-
ronmental standards, and the
EU is helping.

Ritt Bjerregaard, a top
environmental official in the
European Union, has held
several meetings with envi-
ronmental ministers from
countries in CEE.

A report written after her
meeting with the ministers in
September made the follow-
ing statement:

“A clear conclusion from
expert discussions and
workshops between the
associated countries and the
Commission is that overall
and sectoral knowledge of
the contents and role of the
European Union Legislation
is still limited to a very small
group of experts in the
applicant countries.”

Clearly, this statement indi-
cates a perceived need for
extensive training in the CEE.

For some, the need is
urgent. A report from RL
Newsline said EU’s enlarge-
ment process will begin in
March, and negotiations will
open with the six main can-
didates — the Czech Repub-
lic, Cyprus, Estonia, Hun-
gary, Poland, and Slovenia.

SETTING THE PACE: Ritt Bjerregaard, a leading environmental offi-
cial with the EU, meets with environment ministers at the Regional
Environmental Center in Hungary.

Insight o WINTER 1998

requires the incorporation of environmental
policies in other sectoral policies. That
means a different style of coping with prob-
lems for administrators. New training fields
will emerge because of this development and
because of the need for civil servants to get
familiar with EU working structures.

Another key area for change is legislation.
The process of altering laws in the CEE has
already started and will continue. CEE coun-
tries still need training on the environmental
acquis and its implications. Civil servants and
lawyers have to be trained in transposition,
implementation and enforcement of EU leg-
islation. Furthermore, civil servants, non-
governmental organizations (NGOs) and
businesses will need training in the new leg-
islation and its implications for them. One
example is Environmental Impact Assess-
ment (ETA) legislation, which has already
been transposed in many CEE countries. As a
result of the EIA legislation, civil servants will
have to implement and enforce new mea-
sures. Industry has to behave according to
the obligations EIA imposes on them. And
NGOs are expected to take advantage of the
opportunity to participate in an EIA process.

The expansion of environmental legisla-
tion and the increasing importance of envi-
ronmental issues in other sectoral policies
will create new training needs in new areas
and deepen existing needs. But in different
countries certainly there will be different pri-
ority areas, depending on their historical
development and situation (see table).

Needs assessments

Ministries of Environment are one of the
largest groups of potential trainees. In the
course of pre-accession they want more gen-
eral capacity building for high-level civil ser-
vants on the national, regional and local
level. With respect to the accession process,
they consider improving language and infor-
mation technology skills to be most impor-
tant. The second order of wants affects nego-
tiation skills and knowledge about the Euro-
pean Union in general (its structures, actors
and environmental policies). In specific envi-
ronmental management training they see a
need, but not an urgent need.

Training organizations that are conducting
courses for NGOs, small businesses and civil
servants see different needs for different
groups. Courses on EU structures and similar
subjects are mostly of value for civil servants,
but at the moment they are not of much help
to the other groups. General capacity build-
ing is essential for everyone, and courses on
changing legislation are important for all
three groups as well. As a consequence, most
of the training institutes favor a balanced
approach that includes courses on capacity
building and general legislation. Training
institutions generally do not expect major
changes to management training because
current courses already teach a large amount
of Western know-how.

Despite the legislative requirements of
joining the EU, training institutions agree the
biggest training demand will still be for gen-
eral management training, with less emphasis
placed on courses about the changing leg-
islative framework. Nevertheless, legislation
courses will continue to change, although
training institutions say environmental legis-
lation would need to be updated in Central



... and the regions’ trainers must adjust to the changes

Priority areas cited by training
organizations in the region.

Bulgaria:
m Water management;
= changing legislation;

m for NGOs, capacity building is the most
important.

Czech Republic:

= Mainly general management skills but
also technical matters.

Hungary:
= \Water management;
= waste management;

= no general management training
necessary.

Poland:

m Waste;

= water;

= air;

= management skills.

Romania:
= \Waste management;
= environmental auditing.

Slovakia:
m Capacity building;
= technical training is needed as well.

Slovenia:
= Capacity building.

and Eastern Europe anyway, whether or not
the countries join the EU. The accession sim-
ply steers the direction of the changes and
speeds up the process. Therefore, courses on
the EU regulation system would be neces-
sary, but maybe only for high-level civil ser-
vice officers.

Meeting the need

Although the need is there and the
demand is changing, there is not much going
on at the moment. A few training institutions,
CEE governments and the EU have all identi-
fied the rising demand. But so far they have
met this need with only a few courses deliv-
ered in an incremental and ad hoc way.

Many training centers in Central and East-
ern Europe have already conducted courses
on EU matters. Most of the courses were
related to legislative changes, and the majori-
ty were related to water management.

CEE governments themselves have done
little to meet their needs, although there are
big differences from country to country. Cur-
rently, the most common courses are in lan-
guage skills, computer skills and legislative
changes. However, these courses are given
only on an ad hoc basis, which is not
enough. For future generations of civil ser-
vants, some countries are dealing with the
subject more strategically by establishing
fresh training curricula in new or reopened
schools for administration. These programs
already meet the new demand created by the
accession process.

The quest for EU accession is likely to cause the following changes to current training programs:

General management training:
= For civil servants
General administrative changes due to

administrative restructuring and harmonization
with EU standards.

= For NGOs and others

General management training should stay the
same except for a few courses in public
participation.

In general, training contents are not expected to change much.

Legislative training:

Continual changes in this area are expected for all sectors.

HOWwW

EACH SECTOR WILL

BE AFFECTED

The quest for EU accession is likely to cause the following training needs in different sectors:

Civil Servants NGOs
= Language skills
= Information technology

= Information on EU

training

changes

Many trainers throughout
the region have not yet
prepared for the
implications of the EU
accession process. In
general, individual trainers
tend to meet the demand
of their clients in an
ad-hoc way and on a
short-term basis.

The European Union has identified human
resources as one of most important issues in
CEE. In money terms, it is one of the most
important assistance sectors. But the focus of
their activities lies on restructuring and har-
monizing the educational system as the basis
for the future. Still, many courses in other
training fields are funded and conducted by
different assistance programs of the EU and
its member states. Most Western programs
just respond to the demand articulated by
CEE governments, though over the past year,
the EU has begun to carry out needs assess-
ments for different training areas. Again, the
area of environmental management training
was neglected.

The European Training Foundation (ETF),
funded mainly by the EU, has training pro-
grams in CEE. The ETF currently is not con-
ducting environmental management training
itself because they are focusing on general
management training, which is considered to
be more necessary. Another example of EU-
sponsored training is a PHARE Programme
project to train Polish officials on transposi-
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= General management

Small businesses

= Information on legislative
changes

= Information on legislative

tion and implementation of EU environmen-
tal law. Like most of the current training, this
project is on an ad hoc basis.

Expertise money, staff and time lacking

If the need for training is so clear, why isn’t
more being done? Some institutions say they
cannot find a training center that provides
the training they require. This is true above
all for the bigger companies. They therefore
go west and hire trainers from abroad, even
though it would be more efficient for them to
hire local people that know the region, speak
the language and cost less. Other obstacles
relate to money, time and staff. NGOs often
do not have the money to pay for courses.
The same is true for small businesses and
local, regional and national government
agencies. They do not have the funding and
they often they do not have enough time or
staff to send people to be trained.

A lot of individual trainers throughout the
region have not yet prepared for the implica-
tions of the EU accession process. In general,
individual trainers tend to meet the demand
of their clients in an ad hoc way and on a
short-term basis. New circumstances leading
to different demands may be related to the
accession process, but for individual trainers
it does not matter why it is changing but that
it is changing.

Big changes already have taken place on
the path to EU accession. Even so, govern-
ments and institutions are just starting to rec-
ognize the amount of training that will be
needed. Although the speed of harmoniza-
tion will vary in different countries, it will be
relatively fast across the region. Most CEE
countries see the accession process not as a
common step but as a race in which glory
goes to the first countries to get in. Because
of this, training demand will increase at an
exponential speed. Funding for courses is
scarce at the moment, but it will increase the
more the accession process itself proceeds.
So trainers should be prepared to offer what
is needed next. [



GETTING AHEAD

Lessons of experience: Trainers share tips

Marie Ticha has been managing
seminars for the Czech Republic’s
CEA for four years. She shares
what she has learned about
organizing training programs.

First, let me say a few words about the
Center for Environmental Analysis (CEA), so
that you can understand our work better.

CEA was created as one of the project
activities of the American government’s Envi-
ronmental Training Program. Its goal was to
encourage the development of democracy
on the local and international levels while
also fostering improvement of the environ-
ment. We knew that our effort would only be
successful if local citizens chose to protect
the environment, while also taking responsi-
bility for the region where they live.

The main tools we use to achieve our
goals are seminars. The seminars are directed
at a target audience consisting of four
groups: government, universities, businesses
and nongovernmental organizations (NGOs).

Because of the make-up of our target audi-
ence, we are able to do more than just dis-
seminate knowledge that the participants can
put into practice. The informal background
of the seminars also allows the mutual dis-
cussion of groups which often have a bad
relationship. During the discussions, I am
often surprised to find that the individual
opinions of the participants, concerning
environmental issues, are not as divergent as
it seemed in preliminary meetings.

Creating a new model

Instead of relying on existing models for
seminars, we felt a need to create our own
model. True, our approach to environmental
analysis was partly inspired by existing ETP
training material. But we also had a need to
show that environmental analysis are an
effective means of protecting the natural eco-
systems and human health. Further, we
needed to establish a bridge to assist in com-
munication between technically oriented
experts and environmentalists. Finally, we
were trying to react to the topical situation in
the region and introduce new methods and
procedures in the field of environmental
analysis. For all these reasons, we felt a spe-
cially constructed seminar was vital.

The process enriched not only the partici-
pants of the seminars but also the trainers. It
required that we monitor the environmental
situation carefully and meant we had to be in
constant contact with experts in this field.

Needs assessment process

We had already been providing seminars
for two years when we decided it was time
for a needs assessment process to help us
react more flexibly to needs and demands of
our potential participants. To accomplish
this, we set up a meeting of representatives
of the target audience at a round table at the
Environment Ministry in the Czech Republic.
The representatives were experts, capable of
formulating the training demands of their
organizations. Participants included the

KEY ISSUES

Trainer Marie Ticha recommends that
trainers keep the following key issues in
mind when planning a workshop:

= The theme of the seminar must be topical.
= Trainers must be well prepared.

= The course should give a good image of
the managing organization.

= Invitations should detail the goals of the
course and should go out on time.

= Organizers must decide if there will be a fee
and, if so, how much the fee should be.

= The seminar must be kept short enough to
accommodate the needs of the participants.

= A pleasant location will encourage
participants to meet between lectures.

deputy minister of the environment in the
Czech Republic, the director of the Chemical
Industry Association, the director of the
Town Association, the director of one NGO
and others whose opinions we valued.

This needs assessment panel included 12
people — a group large enough to cover all
the important fields of the environment, but
still small enough for brainstorming methods
and group discussions. The result of the
meeting was chronologically ordered list of
seminars, which we used as a basis for the
suggestion of grants. All the grant proposals
we introduced to the Environment Ministry
in the Czech Republic were sanctioned.

Dealing with difficulties

The main problem we face in giving semi-
nars is a lack of financial support, or in some
cases, delayed distribution of financial sup-
port. This problem became especially acute
when we stopped receiving USAID sponsor-
ship. We solved it by focusing our efforts on
writing proposals and seeking new sponsors.

Aside from finding new sponsors, another
way to handle the loss of financial support is
to charge some sort of fee for participants.
When we adopt this policy, we have to be
careful if we hope to maintain the correct
ratio of participants, with representatives
from each of the target audiences. NGOs,
universities and many private businesses do
not have enough money to pay large fees. In
the past, we have solved this problem by
using a sliding scale for fees, with the charge
set according to each participants’ assumed
ability to pay.

Another problem that arises when we
charge a fee for a seminar is that full partic-
ipation becomes a financial imperative. And
people tend to show less interest in seminars
where the cooperation of participants is
demanding. Also, more attention must be
paid to promotion, so it’s important to put a
lot of effort into creating good invitation
cards. When sending out invitations, you
should set an optimal time between the point
when you do the mailing and the beginning
of the seminar. From our experience, it
seems best to send out invitations five weeks
ahead of time. =
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Boris Kompare, Ph.D., national
lead trainer of PHARE programs
in Slovenia, writes about the
lessons that 16 years in the field
of lecturing have taught him.

Aside from his work with PHARE, Boris
Kompare is also a lecturer at the University
of Ljubljana. We asked him to share his
experience in giving courses and work-
shops by answering some questions about
his work.

What steps should trainers themselves
take in preparing a workshop and what
decisions must be made?

= Determine who the target audience is.
What background knowledge do they
have? Is the level of this knowledge
fairly comparable among the partici-
pants? Based on the answers to these
questions, you must determine the
level of advancement of the workshop.

= Determine where the initiative for the
workshop comes from. If the initiative
for the workshop comes from the par-
ticipants, then you can count on a
higher level of alertness and coopera-
tion. But if the initiative for the course
comes from a third party, the partici-
pants’ interest level may be lower. You
must keep this factor, and the back-
ground knowledge of participants, in
mind when selecting the difficulty of
the course and the methodical
approach.

m  Prepare yourself and shape the work-
shop or lectures to optimally fulfill
your goals. Write down the main
points of your lecture or workshop and
elaborate on it to fulfill the aim.

= Prepare transparencies, lecture notes,
handouts, used and additional litera-
ture, etc. for participants. Sketch your
transparencies. If you are not skilled in
lecturing, then you should try some
rehearsals at home or in front of a
reviewer. If you have developed prop-
er transparencies, then the average
time needed to present a transparency
is about two minutes. Prepare final ver-
sions of the transparencies. Leave out
those redundant or loosely connected
with the core matter, but keep them at
hand if the topic shifts to those issues.

= Although it might not be mandatory to
prepare lecture notes, the time spent to
prepare them now is minimal and a
great investment for yourself and the
participants. Short notes, in the form of
handouts to accompany the trans-
parencies, are welcome and a sign of
your professionalism. Do not forget to
properly cite the used literature, and
give the participants additional reading
sources.

= Make sure the logistics of the work-

shop will run smoothly. You will suffer
the most if anything goes wrong. >



What materials must the trainers gather?

A good trainer will have two heaps of
material: one large stack for themselves and a
smaller stack of literature for the trainees.

If the time of the course permits, it is advis-
able to let the participants obtain the litera-
ture themselves. This process gives the partic-
ipants a better understanding of one link in
the chain of problem-solving. If they can seek
out and obtain their own materials, they will
be capable of finding the information to solve
their problems by themselves.

What makes a workshop a success?

From the workshops I have been involved
with, it seems that the most successful ones
are well-organized, are run by trainers who
are well-prepared and are attended by partic-
ipants whose knowledge and skills are well-
matched with the subject matter.

What advice would you give to others on
the subject of running a workshop?

Aside from suggesting that trainers read
books or take courses on the subject of giv-
ing good lectures, I would also stress one
piece of advice that I think is particularly
important: As a trainer I have often found
myself in the position of being unable to give
a proper answer to a student’s question. The
worst reaction to this situation is to improvise
or invent an answer — odds are your stu-
dents will eventually figure out you were
bluffing and you will lose your credibility.
When I find myself in such a situation, I
admit to what I don’t know, but I try to think

of some possible answers and promise to
check those answers and give the right one
next time we meet. Usually, at least one of
my answers was correct, but what was more
important, I gained credibility.

Where should a workshop be held?

I don't think there is a single answer to this
question. If cost is not an issue, then it is my
experience that the best place for a workshop
is a pleasant location a few hours away from
the home of most of the participants. This
removes the participants from their daily rou-
tine and makes it less likely that they will
suddenly disappear from the classroom to
resolve business or family problems.

How long should training last?

Again, there is no single correct answer.
The person who is responsible for preparing
the course or workshop, should have a good
understanding of the needs and abilities of
perspective participants. Duration of training
greatly depends on at least these factors:

= How much new information shall be con-
veyed? More material requires more time.
Beware of giving participants too much to
digest in too little time.

= Who are the participants? If they are key
personnel in their enterprises, it will be
difficult to ask them to stay for more than
one or two days. The older the partici-
pants, the less time they are likely to have
to give to your course. If the participants
have to leave their jobs behind, any train-
ing that lasts for more than a few days —

one week at maximum - is likely to be
ineffective.

= What is going to be taught? If the matter is
very much along the lines of participants’
present knowledge and skills, the training
can be longer. And vice versa: The more
distant the matter is from the participants’
present education, the shorter the training
should be.

= What is the final aim of the course or
workshop? If your goal is merely to
impart information, this requires less time
than getting participants to accept and
completely learn a new subject.

= Which training techniques are appropri-
ate and can be used? Active participation
of the trainees is supposed to give the
best results. But these techniques can be
very exhaustive and thus reduce the pos-
sible duration of the training.

How should topics be selected?

The topics should be tailored as much as
possible to the present education and prac-
tice of the trainees. A familiar frame of refer-
ence attracts students to the subject and gives
more clues as to how they can store and
digest the new knowledge. If the matter
being taught is not very familiar to most of
the participants, then special techniques
should be implemented to keep people
attracted to the lectures. For example: Try
telling an anecdote from time to time, or fre-
quently asking the participants to figure out
where and how the matter being discussed
can be used in their every-day work. =

A training manager’s guide to creating a manual

The United States Environmental Protec-
tion Agency (EPA) went into the business
of environmental management training in
Central and Eastern Europe (CEE) right
after the fall of the Berlin Wall. Since then,
the EPA has developed 16 training manuals
and delivered many more training courses
in the region. As we detailed in our last edi-
tion, the agency is currently working on a
half dozen new training manuals and
courses for the CEE.

To gain some insight on what was
involved in developing these courses, we
spoke to Orlando Gonzales, manager of
the International Training Program at the
EPA’s Office of International Activities. He
told us the following:

Money questions

The first thing you have to do when you
develop a new training manual is to deter-
mine the subject for which you think train-
ing is required. The EPA normally identifies
new course topics based on apparent
demand in the CEE region. Then there is
the crucial question of financial resources:
Do we have enough money to develop the
course? If not, do we have to do some new
fund raising?

First we have to assess how much money
is needed to develop a new course. The
answer depends on various factors, like the
length and intensity of the course. But the
most important variable is the amount of
existing material available for the subject

area. If there is plenty of research material
on the subject, a course can be developed
with approximately USD 25,000-40,000. If
there isn’t enough material on the subject,
the total cost may be somewhere between
USD 80,000-150,000.

For a Central and Eastern European orga-
nization these costs will be less, because
the main component of research is human
input, and labor is inexpensive in the CEE.
Another way to assess the costs is as fol-
lows: It takes the EPA about 1,500 hours to
develop a training manual, plus 200 hours
for administrative activities.

In the EPA’s experience, the search for
financial resources is usually the most diffi-
cult and stressful part of developing a new
training course. Any organization trying to
establish a course in the CEE can also
expect the quest for sponsorship to involve
a lot of stress.

Important steps to take

There are several steps that should be
taken in order to develop a high quality
product.

You should be prepared to:

1. Identify the subject matter;

2. Identify financial resources;

3. Identify the module manager for the
course to be developed;

4. Clearly state the course goals and
objectives;

5. Conduct research on existing materials
related to the subject area;

6. Identify a contractor to work on the
course format/design;

7. Conduct a meeting with experts on the
subject to discuss objectives of the course
and to review any existing materials;

8. Meet with contractor to further discuss
specifics of what the new module should
look like and hand over any relevant mate-
rials on the subject so the contractor can
get go work;

9. Obtain comments for revisions to the
first draft copy and seek recommendations
for improving the manual;

10. Revise the final draft;

11. Conduct a dry-run exercise to test the
materials and to recruit new facilitators;

12. Last but not least, put final touches
on the course.

Features of a good manual

With all these steps to follow something
can go wrong at any point. You can dimin-
ish your risks if you keep the following key
points in mind:

1. You need clear goals and objectives
for the training program;

2. The manual and/or course catalogue
must be interesting and attractive;

3. The above materials should include a
brief description of the course.

But the most important step is to make
sure to have as many people as possible
reviewing and commenting on the materi-
als prior to finalizing it. This is true for
everything you work on. u
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RESOURCES

Profiting from students’ enthusiasm

Interns can boost organizational
capacity and bring mutual
benefits at little or no cost

BY DIRK AMTSBERG

Milk cows. Copy boys. Slaves. Coffee carri-
ers. You could even name them honorary
assistants. Whatever you call them, interns
can bring big productivity to your organiza-
tion at minimal cost.

Taking in interns is one of the most effec-
tive ways to enlarge your staff so that you
can reach your goals more easily. A universi-
ty student, for example, could work for your
organization on a specific task or fill a daily
need of your organization for free or almost
for free. Also, most interns are university stu-
dents so they are skilled, optimistic and moti-
vated to work hard.

Real world experience

It often is difficult to understand why a
bright university student would slave away
for an organization for little or no pay. There
are several reasons. First, an increasing num-
ber of Western universities are introducing
obligatory internships in their study pro-
grams. As part of their course work, students
are required to carry out an internship before
they graduate.

A lot of students also are not satisfied with
the theoretical approach at their universities,
and they want hands-on experience working
in the real world while they study. The
internship becomes a way to augment a stu-
dent’s experience and give the student an
advantage when it comes time to find a job.
Others simply would like a short-term posi-
tion in a particular field to make sure they
really want to continue in the career path
they have chosen.

Most university interns are highly motivat-
ed and will work only for accommodation or
even without being paid. Some governments
and student organizations even pay students
to accept an internship, especially if it is a
mandatory part of their studies.

Building a partnership

When accepting interns, it is important for
an organization to make sure the relationship
is mutually beneficial. Just as you will expect
the intern to work, the intern will expect an
experience that justifies working hard for lit-
tle compensation.

You should resist the temptation to take on
more interns than your organization can truly
provide work for. Simply enlarging your
organization is not the point — an office full
of people with nothing to do quickly
becomes a burden.

After deciding how many interns are
appropriate, you should not commit the mis-
take of taking just anyone who is available.
The intern should fit to your organization
and to the task you want that person to ful-
fill. A normal job interview should be made
to check qualifications and motivation for the
task, just as you would with any other
employee you were about to hire.

CASE IN POINT: The author, center, is a satisfied participant in an internship program.

If you are lucky you will
get the same amount of work
from an intern as you would

any other employee, S0

be as generous as you can
afford when it comes to
providing living expenses or
other compensation.

Once you've found your candidate, don’t
be stingy. If you are lucky you will get the
same amount of work from an intern as you
would any other employee, so be as gener-
ous as you can afford when it comes to pro-
viding living expenses or other compensa-
tion. This will also keep the intern from feel-
ing like he or she is being milked.

Great expectations

Both sides have expectations about the
internship. These should be discussed and
clearly outlined to both sides; if not, both of
you will be disappointed and the internship
will fail. Find out about an intern’s expecta-
tions and explain yours. Organizations
should plan ahead and write up specific job
duties or goals for the intern. The plans
should include measurable performance cri-
teria so that the intern’s progress and success
can be gauged in the end.

Also, make sure your organization can
provide the necessary resources for your
intern to accomplish the goals you set. You
should check whether the project will start
on time so the intern will be able to begin
working upon arrival. An intern will need a
work space and may need a computer, a
telephone and so on.

Finally, the length of the internship
should be appropriate to carry out the given
task. Normally it should last at least three to
four months.
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When the intern arrives

The arrival of the intern is a crucial point
that can determine the success of the intern-
ship. It is the key moment at which you
either make the intern feel like part of your
team or you alienate the person and set up
road blocks. The following are a few steps to
ensure success:

Give the intern a warm welcome.

Introduce the intern to everybody in your
organization. Each unit should be pre-
pared to give the intern a brief explana-
tion of what it does.

= Explain the intern’s specific duties in-
depth and carefully oversee the person
on the first working days. A properly ini-
tiated intern is more effective, so the
effort pays for itself.

= Provide social opportunities or informa-
tion regarding leisure-time activities.
Interns usually come from far away, so
experiencing the local culture becomes
part of the learning experience.

How to find interns

There are different ways to get in touch with
potential interns. First, if you have a site on the
Internet you can offer your internships there.
You can also contact universities that have fac-
ulties that provide the appropriate skilled per-
sons. Just send the offer to the faculty bureau
with the request to publish it. Some universi-
ties have placement offices that deal specifical-
ly with finding work for students.

If your interns are satistied with their expe-
rience in your organization, you will profit
from their oral promotional activities. You
can even ask them to publish your request
for interns at their universities and prepare
yourself for continued low-cost productivity
in years to come. L]

Dirk Amtsberg worked as an intern at REC.
He just earned his university degree in policy
sciences at the university of Leipzig, Germany
and is looking for a job. Offers should be sent
to soz94avm@studserv.uni-leipzig.de.



INTERVIEW

Localizing to improve western manuals

Vesselina Stoyanova is the
executive director of the
Bulgarian Environmental
Management Training Center,
which has a strong tradition
of adapting training manuals
from the U.S. EPA. She
answered some questions
about the group’s techniques.

BY DIRK AMTSBERG

Can you tell us why and in which way you
adapt western training manuals?

With pleasure, but first I have to give a
compliment to the EPA (U.S. Environmental
Protection Agency) and other western orga-
nizations. Their training manuals by them-
selves are very good and highly valuable for
us. The adaptation to our regional situations
is only a method we use to make those man-
uals even more valuable for Bulgarian partic-
ipants. Adaptation does not mean that we
change EPA manuals totally — so that they
are not EPA manuals anymore — but only in
certain aspects.

But let me illustrate the whole process of
delivering and adapting the manuals.

In general, the EPA delivers the first train-
ing on a specific subject in our country.
American trainers give the course and there
is only a slight adaptation at this stage.
Before the course delivery, we translate the
manual itself, following the original EPA text
very strictly. This is necessary to allow the
Americans to deliver the course. But even in
this first stage, we make a slight adaptation:
We include in the manual the relevant Bul-
garian regulations, as well as naming the
agencies that deal with the problems detailed
in the manual. These additions are not part
of the training itself, but they are very useful
information for the participants to carry
home. One other adaptation we make at this
stage is to try to find Bulgarian explanations
for English terms.

The second training is different from the
first one: Now Bulgarian facilitators, who
were identified in the first course, act as co-
trainers. While the Americans give the lec-
tures, the Bulgarians oversee the small group
work. We also make other changes at this
stage. American case studies are replaced
with Bulgarian ones. This change ranges
from the use of Bulgarian names up to the
incorporation of known Bulgarian case stud-
ies. We do this because participants prefer to
hear something Bulgarian, something famil-
iar. They are not as interested in discussing
American problems, but prefer instead to
cope with real problems from their daily life.
People know these cases and they partic-
ipate with more interest and get more out of
the course this way.

STEP BY STEP

When adapting an EPA course for local use,
Bulgaria’s EMTC follows these steps:

m |nitially, the course is given by American
trainers, and the manual is not changed
in translation, but some local
information is added to supplement the
material.

m The second time the training is offered,
Bulgarian facilitators act as co-trainers
and the manual is changed to make the
case studies refer to actual cases that
occurred in Bulgaria. Adding local cases
studies is the biggest, and most
important, change that is made in the
adaptation process.

m When the course is delivered completely
by the Bulgarian EMTC, some material is
omitted from the training — but not

from the manual. New sections that are
valuable for the client may be added.

“Our participants have this
desire for reality. They do not
feel comfortable with
hypothetical or foreign cases.
They do not feel comfortable
with imaginary cases.”

—Vesselina Stoyanova

So it’s a method to help better integrate
participants in the course?

That’s the whole idea. Participants know
the problem, the facilitators are familiar with
the problem — and the reactions of the pub-
lic and the authorities — in short, with all
that happened. Also it is more real. Our par-
ticipants have this desire for reality. They do
not feel comfortable with hypothetical or for-
eign cases. They do not feel comfortable
with imaginary cases.

Why do you think real case studies are so
important for participants, and therefore for
the success of the course?

If the case is not based on reality, people
think they are wasting their time. And in a
certain way they are. With a hypothetical
case, they just spend energy trying to figure
out why such a thing would never happen in
Bulgaria. You don’t have this problem with a
real case.

Furthermore, real case studies allow partic-
ipants to share their knowledge of, and their
experience with, the case. Everyone has
heard about the case, or knows similar cases
or was perhaps even involved in the accident
itself. Hence, using real Bulgarian case stud-
ies is a method of integrating people more
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strongly. Our course evaluations confirm this
as well. Participants always asked for more
case studies, more real examples. They know
much of the theory because they are profes-
sionals. They are more interested in real
examples of their country and especially the
solution — right and wrong reactions.

When you adapt the training manuals do
you change training methods as well?

No, why should we? The methods are very
good. They work very well. We only try to
make the courses more Bulgarian in their
content and therefore more useful. Partici-
pants think that our manuals are very helpful
because of all this practical information on
Bulgarian regulation and on which govern-
ment body deals with these things. Partici-
pants like the method and think it is a good
and effective way to learn something.

What else do you adapt in further
deliveries?

When we deliver the course ourselves, we
decide to omit certain parts of the training
itself — though we leave them in the manual
as additional information. We also add new
parts that we think might be valuable for our
specific clients.

In general, this is all we do in adapting a
course and its manual, but sometimes we do
more than mere adaptation. We combine dif-
ferent trainings when we find a special need
for this. For example, we used to deliver a
very technical and practical ETF training and
a very theoretical EPA training on Eco-Audit-
ing. Then we found it very useful for our
clients to combine these two courses. We
called it Advanced-Eco-Auditing training.

Are there any risks involved in combining
two manuals?

You always have to be aware of the wants
and needs of your clients — what brings
them the biggest profit. We know these
needs and wants because of our experience
in the field, because of our course evalua-
tions, because of the interaction with people
themselves and last but not least because of
the knowledge and contacts of our board.

When you combine trainings you have to
be very careful that you don’t cut too much
and omit something, or leave in too much
and repeat things.

Do you also develop your own manuals?
Yes, we do. We develop courses for the
needs that arise. Our trainers or board mem-
bers sometimes identify new needs based on
their daily experiences. As we do not have
enough money to finance the development
of new manuals, we then look for funding,
and after that we start the development. For
example, a board member realized that a lot
of the small-and-medium-sized firms have
problems in registering their products —
handling the bureaucracy. They do not know
the regulations, the permissions that they
need to open a business and so on. So we
wrote a training manual on this and taught
them with practical examples. ]



BOOKS

Higher consciousness is key to leadership

Constant attention to quality, and a continuous process
of self-evaluation are the keys to to maintaining a competitive
edge in training, according to the authors of this book

In the current, competitive market, training
centers that do not stay in the lead may soon
go out of business. According to the authors
of “Achieving a Leadership Role for Train-
ing,” being a leader means making your
organization more efficient and effective.

And, as the authors point out, no organiza-
tion can achieve lasting efficiency and effec-

Achieving a
Leadership
Role for

Iraining

Achieving a Leadership
Role for Training

(How to use the
Baldridge Criteria and
IS0 Standards to Keep

tiveness unless they
work at it all the
time. The constantly
changing business
environment neces-
sitates an ongoing
process of perma-
nent evaluation and
improvement.

To help training
organizations
remain constantly
conscious of quality,
the book attempts
to provide a frame-
work for all the
actions required to
survey your training
institution or depart-
ment and restruc-

Training Function
Competitive)
By Judith H. Hale and

ture it. The authors
point out that exist-
ing sets of stan-

?%np\glg :;gaard dards, such as those
: required to achieve
I(\IJ:\?\/'I)\[}IOI?ISSNO_U\;.WS Baldridge or ISO

certification, are
meant to enhance
efficiency and effectiveness. So, they argue,
training managers should apply these criteria
even if they are not going to certify.

The book explains how managers should:

= Set standards for the work they produce;
= evaluate the trainings’ effectiveness;

= determine the type of relationship they
want with their customers and suppliers;
= and define what role they will play.

Formal training nowadays has become a
necessity, and in the current quality-minded
market, this training is subject to constant
evaluation. The instructor’s mandate is no
longer just: “Train our people,” but, “bring
our people up to speed as quickly as possi-
ble and do it for less money.” The book
points out that training in such an environ-
ment needs a good return on investment.
You will stay in business only if you are bet-
ter than your competitors.

Trainers should be prepared to do more
than merely give the client what they
request. They should be ready to analyze the
client’s needs and make the suggestions to
enhance the value of the training.

Know where you want to go

To make training measurable it is neces-
sary to know who you are, what you want,
and where you want to go. You need a goal

and a mission statement. The authors give
theoretical explanations on how to formulate
this statement. But they don’t just tackle the
theoretical questions. They also analyze how
a mission statement looks in reality in a suc-
cessful organization. This concept continues
through the whole book: Theory is always
accompanied by practical examples.

The authors point out that an inefficient
process can become standard procedure. If a
method of doing something is accepted
once, it can become the norm, and then
develop and change in incremental way sim-
ply because everyone is used to it. In order
to become more efficient, the authors exhort
trainers to think about their process design.

The first step in optimizing your training
processes is to document the processes you
use. Only good documentation allows man-
agers to communicate what will be done and
how it will be done. Documentation also
allows accurate evaluation of output, cycle
time, costs and use of resources. Once this is
done, the book explains, you must restruc-
ture your processes to eliminate the superflu-
ous steps that do not add value. A complete
analysis and understanding of your processes
should allow you to steadily provide better
quality at lower costs.

Using standards

When you perform any kind of evaluation,
you are making a comparison against an
ideal model. Standards describe this ideal
and state the criteria of the model explicitly.
As mentioned, the authors favor the use of a
standard to check your organization and con-
stantly improve it. The book includes a brief
but thorough overview of three well-known
sets of standards: ISO 9000, UK Training
standards and the International Board of
Standards for Training, Performance and
Instruction (IBSTPD. Though they say that all
three types of standards are useful, the
authors express a preference for IBSTPI as
being the most comprehensive. IBSTPI
describes what an organization is expected
to do, and specifies modes of performance
and criteria, while the other methods talk in
terms of principles and assessment indica-
tors.

Evaluation

There are many different ways to evaluate
the effectiveness of a training program. In the
most basic analysis, you might ask whether
participants liked the program. But you must
also ask whether they actually learned some-
thing during the training. Finally, the partici-
pants’ managers will want to know if their
employees are applying the skills they
learned to improve their performance. The
first two means of evaluation are very com-
mon. The other measure, whether the train-
ing actually increased the value of the
trainees’ work, is becoming more common as
well. The authors point out that evaluating
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UP TO STANDARD

To measure the quality of their work,
trainers should use International Board of
Standards for Training, Performance and
Instruction, according to the authors.

IBSTPI has seven categories of standards
for a training program or institution:
Customer Relationship; Standards and
Measures, Performance, Resource Use,
Leadership, Processes and Change. These
categories are based on five principles. To
meet the standards, a training institution
should:

= Operate as a well-run business whose
business is learning and performance
improvement.

= Add value through an appropriate range of
services depending on the needs of the
host organization.

m Provide quality products and services,
on time, and within budget.

= Support the achievement of its customer
organization’s mission, objectives, key
initiatives and business strategies.

= Document its processes so they can be
shared, managed and improved.

this last, more complex measure, requires a
careful structuring of your training program.
They suggest that you keep this measure in
mind the whole time you are designing your
training program.

Be conscious

If the book’s suggestion for becoming
more efficient and effective were summa-
rized in one simple statement, it would be:
Be conscious of everything you do, and do
everything consciously. When you give a
workshop, you should always be asking
yourself: Is this action necessary to fulfill our
mission and vision? Are the mission and
vision still valid or do they need to change?
Do our strategies further our mission? Is this
action the right one to reach the goal? Ts
there a more effective and efficient method?

A well-organized book

The book is organized in a practical way
that makes it easier to use. At the end of each
chapter there is a checklist, in the form of
questions you can ask yourself, to help you
apply the methods discussed to your own
organization. These questionnaires can serve
as a basis for developing your own quality
control system. They give direction and moti-
vation and can help you to monitor, assess,
and restructure your own performance. The
checklist is always followed by another use-
ful section called “What to do Next?” Here,
the reader finds proposed plans of actions
based on the answers they have just given to
the preceding questionnaire.

The book has a cohesive focus: helping
you evaluate and optimize your training so
that you can become a leader in the field. =

— Dirk Amtsberg



PROFILE

Train-the-trainer program
brings greens together

The Civil Society Development
Foundation helps expand the
region’s nonprofit sector

Civil Society Development Foundation
(CSDF) was established in 1994 as a train-
the-trainer program in Hungary and Poland
for the purpose of enhancing the growth of
civil organizations by providing non-profit
management and development assistance.

CSDF offers a diverse range of services
covering different segments of organizational
life. The services include:

= nonprofit
programs;

management training

= consultancy support for individuals and
organizations;

= publishing informative literature within
the Publication Program about non-profit
sector and NGO management;

= and organizing formal and informal
forums with the aim of expanding the
cooperation between the non-profit sec-
tor and business and government based
on mutual benefits.
As a result of their experience with an
intensive training period, the CSDF staff
developed training programs adapted to
Central and Eastern Europe (CEE). Two
modes of training are recognized:
= prescheduled (“proactive”) public
training;

= training on request (“reactive”) for indi-
vidual NGOs, tailored to the specific
needs of an organization.

Participants of CSDF training programs
gain benetfits on three levels:

= theoretical background to non-profit
management topics;

= practical skills acquired through exercis-
es and case studies;

= networking opportunities with other
training participants.

The training sessions are organized in a

PROFILE

Name: Civil Society Development Foundation
(CSDF Hungary)

Established: 1994

Type of Organization: Nonprofit, nongovernmental
organization

Director: Agnes Zalabai

Board members: Agnes Zalabai, Peter Rado, Janos
Vecsenyi

Address: Budapest 1117 Mészoly u. 4. 111/3
Tel/Fax: 185 3938 or 185 2966

E-mail: csdf@mail.c3.hu

Website: http://www.c3.hu/~csdf.

Support from: Charles Steward Mott Foundation,
Levi Strauss Europe, Open Society Institute, PHARE
Democracy Program, Rockefeller Brothers Fund,

Westminister Foundation, Trust for Mutual
Understanding

variety of formats, including one-day training
sessions, serialized training sessions in and
outside the city of Budapest, several-day
consulting courses and intensive Winter and
Summer Training Courses (which also
include boarding).

According to the CSDF, in 1997 a total of
1,100 people participated in their training
programs. Of those, 7 percent belonged to
an environmental protection organization.
More than 70 foundations or associations
were involved in these training programs,
including 43 organizations from Budapest
and 30 from outside the capital. The trainers
found that members of various green move-
ments always worked well together on joint
tasks. Many of these members are still collab-
orating in different fields of CSDF activities.
Presently, there are mutual, systematic con-
tacts with the following organizations: Air
Workgroup, Green Spider Foundation,
Fauna Association and Foundation, Ecoser-
vice and Ecopartner.

In addition to the CDSF’s regularly sched-
uled training programs, they participate in
several other programs to assist in the
enhancement of contacts and the exchange
of experiences, such as Winter and Summer
Training Courses, the Mészoly Street Work-
shop and the special Civil Café events.

In the near future, the CSDF will organize
two events:

= A Winter Training Course will be held
from March 2-5. Its topic includes the
exploration of conditions for collabora-
tion between NGOs and local bodies of
authority, a statement of common inter-
ests, task assignments, exploring possi-
bilities for financing the tasks and inclu-
sion of the business sphere.

= From May 6-9, the Center is organizing a
regional conference under the title “Sus-
tainability of the Third Sector in Central
and Eastern Europe: Realities and Chal-
lenges for NGOs, Businesses and

Governments.”
The Center welcomes anyone who may be
interested. u

Management Training: Organizational planning
and management (strategic planning, leadership
and decision making, needs assessments); finan-
cial planning, project budgeting, fundraising
(fundraising techniques, proposal writing in Hun-
gary and for foreign donors); communication (pub-
lic relations, image development, visual design);
human resource management (volunteer manage-
ment, facilitation of meetings, team building).

Other Activities: Consultancies (assistance of an
outside consultant, counseling in different man-
agement topics, providing follow up to CSDF train-
ings as NGO implement the skills learned); publica-
tions (manuals complementing and reinforcing the
CSDF’s training, leaflets on the state of NGOs,
directories); forums (networking and dialogue
among NGOs, building links with the business and
government sector).

Orientation of Training: Local, regional, national
and international
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address

BOOK

BULGARIA
Environmental Management Training Center
Vesselina Stoyanova, executive director
Parchevich str. 4 Floor 3 Apt 5
Sofia 1000, Bulgaria
Tel: (359-2) 802-428, Fax: 954-9711
E-mail: bemtc@bulmail.gocis.bg

CZECH REPUBLIC
Information Centre of the Project Silesia
Hana Santariusova, director
Partyzanske nam. 7, 728 92 Ostrava, Czech Republic
Tel: (420-69) 611-8648, Fax: (420-69) 611-8661
E-mail: khsova@ha_vel.cz

Czech Cleaner Production Center
Vladimir Dobes, director
Politickych veznu 13, 110 00 Prague 1, Czech Republic
Tel: (420-2) 260-620, Fax: (420-2) 260-639
E-mail: czechcpc@czn.cz

Center for Environmental Analysis
Marie Ticha, director
Krizova 25, 405 01, Decin |, Czech Republic
Tel/Fax: (420-412) 22084
E-mail: cea@space.cz

Pavel Cincera, EMT Network coordinator
BEZK, Malirska 6, 170 00 Prague 7, Czech Republic
Tel: (420-2) 377-425, Fax: (420-2) 377-027
E-mail: pavel_cincera@ecn.cz

HUNGARY
Hungarian Environmental Management Training Center
Gergely Szabo, director
Villanyi ut 35-43, 1118 Budapest, Hungary
Tel: (36-1) 185-1155 ext. 698, Fax: (36-1) 166-9408
E-mail: gergo@ktk0.kee.hu
Internet: http://www.ktk.kee.hu/

LATVIA
Centre for Environmental Science and Management Studies
UNIVERSITY OF LATVIA
Raimonds Ernsteins, director
Raina blvd 19, LV-1586, Riga, Latvia
Tel: (371-7) 229-356, 820-113, Fax: (371-7) 820-384
E-mail: root@cesams.edu.lv

POLAND
Environmental Management Training Center
Zbigniev Naklicki, executive director
ul. Zwirki i Wigury 93, 02-089 Warszawa, Poland
Tel: (48-22) 658-3819, (48-22) 22-3051 ext. 38
Tel/Fax: (48-22) 658-3890

ROMANIA
Training, Information and Mediation Center for
Eco-development
Adrian Georgescu, director
P.0.Box 13-40, 2000 Ploiesti, Romania
Tel/Fax: (40-44) 116-549
E-mail: imced@csd.univ.ploiesti.ro

RUSSIA
Center for Environmental Training and Information
Dr. Larissa Strukova, director
9 Pushkina Str., rm. 402, Ekaterinburg, 620219, Russia
Tel: (7-3432) 510-211, Fax: (7-3432) 513-564
E-mail: root@ceti.mplik.ru

Center for Environmental Training
Volgograd Branch, Russian Ecological Academy
Tatiana S. Ananskikh, director
10 Komsomolskaya, Volgograd 400131, Russia
Tel: (7-8442) 936-028, Tel/Fax: (7-8442) 936-036
E-mail: cetvolg@glas.apc.org

SLOVAKIA
ETP-Slovakia Foundation
Boris Strecansky, director
Hanulova 5/B, 840 02 Bratislava, Slovakia
Tel/Fax: (421-7) 785-180, 786-413
E-mail: boris@etp.sanet.sk

SLOVENIA
The Institute for Environmental Management DREVO
Polona Blagus Smonig, executive manager
Dunajska 106, 61000 Ljubljana, Slovenia
Tel: (386-61) 168-1169, Fax: (386-61) 168-3106
E-mail: drevo@slon.net

UKRAINE
Environmental Education and Information Center
Vladimir Tikhii, director
P.0.Box 136, 254070 Kiev, Ukraine
Tel: (380-44) 274-2417, Fax: 290-6563
E-mail: eeic@gluk.apc.org




EMTC NETWORK

Building capacity in CEE

The goal of the Environmental Management
Training Centers (EMTC) Network is to con-
tribute to sustainable environmental training in
Central and Eastern Europe.

We seek to achieve this goal through (1) initi-
ating and coordinating international training
projects; and (2) facilitating the exchange of
experience and expertise among environmental
training professionals.

By using its network of 13 leading environ-
mental management training institutions and
more than 100 environmental training profes-
sionals across Central and Eastern Europe, the
EMTC Network and its members assist the
region’s stakeholders, including national and
local governments, businesses, nongovernmen-
tal organizations NGOs and the public, to identi-
fy and effectively address their own environ-
mental training needs.

To enhance its operations, the EMTC Network
is offering the following products and services to
its members:

e “Training, Management, Funding” - these
monthly information sheets dealing with rele-
vant aspects of training, management and
funding contain a wide range of practical
ideas and suggestions with the aim of provid-
ing environmental training professionals with
practical advice which is brief, to-the-point
and can be used immediately.

Insight - this quarterly newsletter provides
articles and interviews about environmental
training, trends, techniques and new develop-
ments in Central and Eastern Europe.

Internet services - this expanded version of a
service provides the most pertinent informa-
tion on the EMTC Network. For more informa-
tion see the site at:

hitp://www.rec.org/rec/emicnetwork.htmi/.

How can you make the best use of your mem-
bership in the EMTC Network?

e Take part in projects. Participate in our
international training projects. Make the most
of your training expertise and gain interna-
tional experience. To find out about the
opportunities, write to us about your expertise
and inquire about new and upcoming pro-
jects.

Try out the ideas. The information you will
find each month in your mailbox is meant to
be used rather than read. Scan it for ideas try
them in your practice.

Turn the ideas into your own. Do not feel that
you have to follow the suggestions to the let-
ter - try them out in your own way. Find out
how they best work for you.

e Let us know how you are getting on. Are you
interested in learning how your colleagues
throughout Central and Eastern Europe have
been using the ideas? So are they! Write to us
about your successes and we will be delighted
to add your ideas and comments to the next
issue of Insight (with due acknowledgement,
of course). Similarly, if you would like to
share things that went hopelessly wrong for
you, we shall be pleased to include them in
the next Insight issue (with due anonymity, i

If you would like to enjoy the benefits of being a member of
the EMTC Network, please write to: The Regional Environ-
mental Center for Central and Eastern Europe, EMTC Net-
work, Ady Endre ut 9-11, 2000 Szentendre, Hungary, Tel:
(36-26) 311-199, Fax: (36-26) 311-294

m GERMANY

Eco-Efficiency: A Modern
Feature Of Environmental
Technology

March 2-3

Dusseldorf, Germany

Main topics: Eco-audits and eco-
efficiency; energy efficiency; fron-
tiers of eco-efficiency; eco-efficien-
cy in construction industry and
plant engineering; the service
economy. Language: English and
German (simultaneous translation)

Contact: Wuppertal Institute for Cli-

mate, Environment, Energy GmbH
Mr. Herwig Bertelmann, Ms. Ker-
stin Kluth Doppersberg 19 D-
42103 Wuppertal. Tel: (49 202)
2492 192. Fax: (49 202) 249-2108.
E-mail: eco-efficiency@wup-
perinst.org. Internet:
http://www.envitec.de/conference

m HUNGARY

ICERD — International
Conference on European River
Development

April 16-18

Budapest, Hungary

Main topics: Sustainable develop-
ment of European rivers;
advances in river engineering

what &
WHERE
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research; multipurpose activities
in rivers; international rivers. Con-
tact: Prof. 0. Starosolszky, Direc-
tor General, VITUKI, P.0. Box 27,
H-1453 Budapest, Hungary

Tel: (36-1) 215-2617. E-mail:
starosolszky@attmail-com.

m POLAND

Water: Source of Life,

Source of Danger

March 4-6

Cracow, Poland

Aimed at representatives from
industry, research institutions
and public authorities, the event
will offer a platform for all key
players to discuss developments
in the field of water management
and flood prevention with repre-
sentatives of the European Com-
mission. Participants will be pro-
vided with information on the fol-
lowing main areas: The approxi-
mation of policy in the Republic
of Poland to EU legislation and
standards in the fields of potable
and waste water management, as
well as assessment and preven-
tion of flood disasters; the sup-
port provided by the European
Commission to the approximation
process in Poland and other can-

didate countries for accession to
the EU; the possibilities for
international cooperation within
existing European platforms.
Contact: BIT - Secretariat for Cen-
tral and Eastern Europe, Mr.
Philippe Loward, Wiedner Haupt-
strasse 76, A-1040 Wien, Austria.
Tel: (43-1) 581-1616-108. Fax:
(43-1) 581-1616-19. E-mail:
loward@bit.ac.at. Or State Com-
mittee for Scientific Research
(KBN) Mr. Jerzy Tokarski, ul.
Wspola 1/3, PL-00921 Warsaw
53. Tel: (48-22) 628-1406. Or
Ministry of Education, Youth and
Sports Mr. Svatopluk Halada,
Karmelitska 7, CZ-11812 Prague
1. Tel: (420-2) 5719-3512.

m SLOVAKIA

XXII Conference on Modeling
of Developing Systems

Feb. 21-28

Bratislava, Liptovska Dolina,
Slovak Republic

Contact: Glushkov Institute of
Cybernetics of the National Acad-
emy of Sciences of Ukraine,
Glushkov Prospekt 40, 252022
Kiev, Ukraine. Tel/Fax: (380-44)
266-0289. E-mail: janenkov@jan-
intas.kiev.ua

To have an event listed here, send the information to: Insight newsletter, EMTC Network, ¢c/o Regional Environmental Center, Ady Endre ut
9-11, 2000 Szentendre, Hungary. Fax: (36-26) 311-294. E-mail: sioannou@rec.org

Training modules available

The following is the second half of our list of
modules that have been adapted to regional char-
acteristics and can be delivered throughout the
EMTC Network. If you are interested in receiving
the adapted and translated material or the first
half of the list, contact the EMTC Network secre-
tariat at the Regional Environmental Center (see
page 2 for address and phone number).

Environmental Economics (Bulgarian,
English, Slovak)

Environmental Education (English, Romanian)

Environmental Enforcement (Bulgarian, English,
Polish, Russian)

Environmental Impact Assessment (Bulgarian,
English, Czech, Polish, Romanian)

Environmental Information Management
(Romanian)

Environmental Journalism (Romanian)

Environmental Labeling (Slovak)

Environmental Legislation (Romanian)

Environmental Legislation & Advocacy (English,
Romanian)

Environmental Management (Slovak, Slovene)

Environmental Policy (Bulgarian, English, Polish,
Russian)

Environmental Psychology (Russian)

EU Environmental Legislation (English,
Romanian)

Evaluation of Revenue Mechanism to Fund
Environmental Investments (Polish)

Facilitation skills (English, German, Slovene)

Fund-raising (English, Romanian)

Geophysical Measurements (Slovak)

Hazardous Waste Management (Bulgarian,
English)

Hazardous Waste Site Ranking (Bulgarian, Polish)

Heavy Metals in Food Chain (Slovak)

Heavy Metals in the Environment (Slovak)

Industrial Waste Minimization (Czech)
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Information Systems (Slovak)

Leadership (English, German, Slovene)

Life Cycle Assessment (Czech, English)

Management of Local Authorities (Slovene)

Management Organizations (Slovene)

Municipal and Utility Financing of Environmental
Policy (Bulgarian)

Municipal and Utility Financing of Environmental
Projects Revenue Raising
(Bulgarian, English)

NGO Institutional Development (Romanian)

Occupational Health (Bulgarian, English)

Pesticides Management (Slovak)

Program Reporting, Evaluation (English,
Romanian)

Project Design and Management
(Romanian, Slovak)

Project Management (English, Romanian,
Slovene)

Proposal Writing (English, Romanian)

Public Participation (Bulgarian, English, Czech,
English)

Public Speaking (English, German, Slovene)

Risk Assessment (Bulgarian, English, Czech,
Russian, Slovak)

River Basin Management (Bulgarian)

Soil & Groundwater Contamination by Petroleum
Products (English, Romanian)

Soil and Groundwater Contamination by
Petroleum Products (English, Romanian)

Solid Waste Management (Polish, Russian)

Strategic Planing (English, Romanian)

Strategic Planning (Slovene)

Teamwork (English, German, Slovene)

Toxic Release Inventory (Czech)

Waste and Water Management (Slovene)

Waste Disposal Management (Bulgarian)

Waste Management (Bulgarian, English, Slovak)

Waste Water Treatment (Slovak)

Water Management (Romanian)



