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Note for the user
This training toolkit has been designed to be generic. It must be adapted to reflect country-specific information before its implementation. It is important that the entire training package (trainer’s Guide, PowerPoint slides, activity sheets, participant’s manual) be reviewed thoroughly and ample time be given for the adaptation process.
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Section 1: Overview 

Introduction

This section provides an overview of the content and the structure of the Laboratory Quality Management System training toolkit:

· About this training toolkit
· Overview of Contents of the training toolkit
· Structure of the training toolkit
About this training toolkit 
Background
Achieving, maintaining and improving accuracy, timeliness, and reliability are major challenges for health laboratories. Countries worldwide committed themselves to build national capacities for the detection of, and response to, public health events of international concern when they decided to engage in the International Health Regulations implementation process. 
Only a sound management of quality in health laboratories will enable countries to produce test results that the international community will trust in cases of international emergency.

Training laboratory managers, senior biologists, and technologists in quality management systems is a step towards obtaining international recognition; it is a step that all countries should take. 
Note: Health laboratories, in this training package, is a term that is meant to be inclusive of clinical laboratories, diagnostic laboratories, medical laboratories, public health laboratories, or any other laboratories including animal and environmental health laboratories performing testing for the purpose of disease diagnosis, screening or prevention, medical treatment decisions, surveillance or public health.  Because all these terms for laboratories are frequently used interchangeably, the terms may likewise be used interchangeably in this training package.

Goals
This training toolkit is intended to provide comprehensive materials that will allow for designing and organizing training workshops for all stakeholders in health laboratory processes, from management, to administration, to bench-work laboratorians. 
Who should use this toolkit?

Trainers, be they national or international, can select and customize the available materials in order to design and set up workshops that fit the local training needs of their target audiences. 

Key Words
laboratory quality management system, laboratory quality, laboratory information management, laboratory information system, laboratory documents and records, laboratory quality manual, quality control, laboratory facilities and safety, laboratory equipment, laboratory sample management, laboratory sample transport, laboratory purchasing and inventory, laboratory assessment, laboratory customer service, occurrence management, process improvement, quality essentials, laboratory process control, clinical laboratory, 
ISO 15189.
Contents of the training toolkit 
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Materials in this toolkit consist of topics that are essential for quality management of a public health or clinical laboratory. They are based on both 
ISO 15189 and CLSI GP26-A3 documents.

Each topic consists of a separate module. The modules are organized following the framework developed by CLSI and organized as the “12 Quality System Essentials”. A diagram representing these 12 essentials is shown on the right.

The following table lists the available modules grouped according to the 12 Quality System Essentials, together with their respective learning objectives.
	Quality System Essentials
	Module
	Learning objectives

	
	Introduction
	· explain the importance of a quality management system

· list the quality management system essential elements

· describe the history of development of quality principles

· discuss relationship of this quality management system model to ISO and CLSI standards

	Facilities and safety
	Facilities and Safety
	· relate how facility design impacts the efficiency and safety of laboratory workers

· describe practices to prevent or reduce risks

· list personal protective equipment (PPE) that should be used routinely by laboratory workers

· explain general safety requirements for the laboratory

· describe steps to take in response to emergencies such as biological or chemical spills, or laboratory fires

	Equipment
	Equipment
	· list items to consider prior to purchasing equipment for the laboratory

· manage the selection and acquisition of new equipment

· describe the requirements for a preventive maintenance program for equipment

· provide a rationale for developing a preventive maintenance program in your laboratory

· explain how to retire old or outdated equipment

	Purchase and inventory
	Purchasing and Inventory
	· describe the steps required to implement an inventory control program

· name factors to consider in procurement of supplies

· develop a monitoring plan for the inventory system

· discuss the importance of documentation related to purchasing and inventory

	Process control
	Sample Management 
	· name some sample collection errors that could lead to incorrect laboratory examination results

· list contents that should be included in a handbook designed for people who collect samples off-site

· provide a rationale for rejecting unsatisfactory samples

· describe a system for sample handling, including collection, transport, storage, and disposal

· explain the importance of maintaining sample integrity and assuring that all regulations and requirements are met when transporting samples

	Process control
	Introduction to Quality Control
	· define quality control and describe its relationship to the overall quality management system

· describe differences in quantitative, semi-quantitative, and qualitative examinations

	Process control
	Quality Control for Quantitative Tests
	· differentiate accuracy and precision

· select control material for a specified examination method

· establish acceptable control limits for a method when only one level of control material is available

· explain the use of a Levey-Jennings chart

· give two examples of rule violations using Westgard Multirule System

· describe how to correct “out of control” problems

	Process control
	Quality Control for Qualitative Tests
	· differentiate between built-in and traditional controls

· describe how to use stock cultures for microbiology QC

· discuss the use of quality control procedures for stains used in microscopic examination

· describe methods for verifying performance of microbiological media

	Assessment
	Audits 
	· develop a process to prepare your laboratory staff for an external audit

· plan and manage an internal audit

· discuss how to use results from a laboratory audit

· advocate for the importance of taking corrective actions

	Assessment
	External Quality Assessment (EQA)
	· discuss the importance of an EQA program in improving the quality of laboratory test results

· describe at least three EQA methods and the advantages and disadvantages of each

· outline a method to investigate an unacceptable test result from an EQA sample

	Assessment
	Norms and Accreditation
	· compare and contrast accreditation, certification and licensure

· describe the process involved in development of standards

· discuss the need for laboratory norms and standards

	Personnel
	Personnel
	· describe the role of personnel in the quality management system

· develop a plan to verify employee competency

· describe the steps involved in assessing and maintaining employee competency

· explain a process to maintain personnel records

	Customer Service
	Customer Service
	· recognize the variety of laboratory customer groups

· develop methods to measure customer satisfaction

· discuss problems that may develop with customers

· suggest solutions for customer service problems

· discuss how quality management processes help the laboratory meet customer group needs and requirements

	Occurrence management
	Occurrence Management
	· define the term “occurrence”

· describe the essential quality monitoring tools

· differentiate among preventive action, remedial action, and corrective action

· describe the relationships between preventive action and risk management practices

· define and describe root cause analysis

	Process improvement
	Process Improvement
	· relate the historical perspective of process improvement

· describe the importance of process improvement in maintaining quality

· explain the need for tools to monitor laboratory processes so problems can be identified and improved

	Documents and records
	Documents and Records
	· explain the difference between documents and records

· describe the hierarchy of documents and the role of each level

· outline the content that should be included in a standard operating procedure

· explain the important steps, or elements, of a laboratory document management system

· outline the contents of a quality manual

· describe methods and tools to properly store documents and records

	Information management
	Information Management
	· describe important elements of an information  management system

· explain things to consider when developing a manual, paper-based information system

· describe the advantages and disadvantages of a computerized information management system

	Organization
	Organization
	· describe organizational elements needed for a quality management system

· discuss management roles and responsibilities in a quality system

· explain the process for designing, implementing, maintaining, and improving the laboratory quality system

· explain the purpose of a quality manual


Structure of the training toolkit 
Each of the modules that are developed in this toolkit contains reference contents as well as training resources, as described in the following image. 
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The organization of the reference contents as well as the specific elements for facilitators and participants are described under the appropriate headings below.
Reference contents

A set of short content sheets— The backbone of each module is built in short content sheets, which deliver the main information and take-home messages that trainees should assimilate. The content sheets constitute, when collated in a single document, a textbook on the implementation of a Laboratory Quality Management System according to ISO standards for biomedical laboratories.  

This format allows tailoring the content to the target audience. For example, some content sheets may use examples of a discipline that may not be applicable for people working in another discipline. Trainers may select the content that is applicable for their audiences. 

Annexes— The annexes include forms and examples that complement the content sheets and may also be provided as handouts. 

Glossary and acronyms—Definitions of about 200 key quality terms are provided in alphabetical order, as well as a list of acronyms. 
For trainers
A cover sheet— The first several pages of each module consist of a cover sheet containing:
· purpose of the module – why the topic is important;
· suggested time to cover the material – this can vary as different modules may be emphasized more in one course than another;
· learning objectives – what the participant is expected to learn; 

· test questions – these are optional and can be used as pre-training or 
      post-training assessments;
· module overview – suggested topics and timelines –  refers to the content sheet that covers the topic and the available resources to use with the topic;
· material and equipment  – a checklist of items needed for each module – checked items should be available for the course.
Activity sheets— Activities are designed to engage the participants in the learning process.  Activity sheets for each module contain:
· purpose of the activity;
· expected time for participants to complete the activity –  this will vary depending on the experience of the participants;
· the instructional method to use – a description of how to use each method is available in this guide;
· instructions for the participants – suggestions for how to explain the activity to the participants; 

· expected answers or results.       
More details about how to conduct activities can be found below.
PowerPoint slides —Information for presentations are in the form of PowerPoint slides.  These are meant to supplement the content but not to completely cover each topic. The trainers are encouraged to customize the slides provided, according to the specific needs of their target audience.
Most topics were developed as stand-alone modules so they can be used as time permits.  
Optional contents and resources—Depending on the module, optional material can be used to prepare a specific workshop. For example, optional slides can provide additional information on a specific topic, whereas optional activities can allow the participants to practice or acquire a specific set of skills. Optional material is not provided in the printed version of the toolkit but is available on the CD-Rom.  
For participants 
A cover sheet— The first page of each module consists of a cover sheet containing:

· purpose of the module – why the topic is important;
· learning objectives – what the participant is expected to learn.
Activity sheets—As described above but without the instructions for the facilitator. 

Test questions—Provided without answers.   
Section 2: To develop and conduct training workshops 

A checklist of activities to design, organize, conduct and evaluate a workshop is presented in the annex of this section.

Plan & design the workshop
Proper planning and designing of a workshop are essential. One of the main and critical steps while preparing a training workshop is to carefully analyze training needs. Indeed, the material provided in this toolkit is based on generic needs and as such, should be tailored to meet the needs of specific target audiences.  
Target audiences, participant profile and needs assessment
Three generic types of audiences were considered while developing this toolkit:

· laboratory directors

· quality managers

· laboratorians
More audiences can be considered, depending on your specific context. Knowing your target audience and designing the profile(s) of the trainees will help you know who to invite to the workshop and how to structure it. 
The following are examples of information that may be helpful when designing the profile of participants. 

· Job/position – Knowing the current and previous job responsibilities of the participants will help you tailor the training so that it is relevant to their jobs. For example, some content is geared for a specific topic such as microbiology or immunology. That content should be covered in more detail if people working in those areas attend the course.

· Knowledge/experience – Knowing the in-coming knowledge level on the topic will help determine what level of content is needed (basic, more advanced, or highly advanced) and what type of activities would be most useful. During activities, more experienced participants may be asked to lead group discussions.

· Skills – It is important to know the in-coming skill level of the participants so that you can determine how to plan the program. Different emphasis and more time is needed to develop new skills than simply to update or refresh experienced participants.

· Attitudes – Knowing what the attitudes are about the topic of the training can help address fears, concerns or biases during the training.
· Education – Knowing the education level and also the type of education of the participants can help you determine what level of language to use, as well as what type of examples to use.

· Training needs – Understanding the training needs of the participants will help you design your course to provide training skills that will actually be used. This understanding will also help you decide whether some of the information is less relevant to the participants, in which case you may wish to delete or just provide an overview of certain components of the training. Training needs may be determined by talking to supervisors and managers, or by discussing with a sample of the potential audience.
· Demographics (i.e., age, sex…) – This will help with logistics of the training as well as for planning for the types of examples to use in the training. 

Ways to learn about the audience are described below.
· Survey of potential participants and/or their supervisors – this can be carried out through a questionnaire, a structured interview or group discussions. Even a small sample will provide you with a sense of what is needed and will help you tailor the material accordingly. 
· Direct observation – spending time observing laboratory staff can contribute to needs assessment, more specifically in detecting poor practice that is common in the laboratory.  
· Review of literature – recent papers and reports of any other source of literature can provide valuable information on the target audience and their needs.   
· Pre-assessment – The completion of a pre-assessment questionnaire (pre-test) before the training can be very useful. It is best to have participants complete the questionnaire and send it to you before the training so that you can adapt the level of the course. If you already have a good idea of the needs, such pre-assessments can be used to fine-tune the learning objectives and training material. In this case, they can be complemented by a post-test administered at the end of the workshop. 
Specifying learning objectives and designing the agenda

Based on the profile of the target audience and on the needs assessment, it is essential to:

· specify the combination of knowledge and competences you want the participants to acquire or improve; 
· select accordingly the appropriate modules within this toolkit and their respective weight in the workshop. You may also include additional topics depending on the need;
· for each module, and based on your audience and their needs, review the list of learning objectives that are provided in the toolkit.
The above steps are key elements that contribute to the success of a workshop. Indeed, this will allow you to adapt the curriculum proposed in this toolkit so that the participants will better benefit from the workshop and transfer the newly acquired knowledge and skills back to their institution. Moreover, clearly defined objectives will help you design a proper evaluation framework for your workshop (see below).
A snapshot of an agenda for a 5-day workshop targeting quality managers is presented below. It is assumed that this audience will need an overview of all components of a laboratory quality system as well as more details on the way to manage documents and records (i.e. structuring a quality manual, writing SOPs) and organize the quality system. 
	Day 1
	Day 2
	Day 3
	Day 4
	Day 5

	

Introduction

Goals & expectations

	Sample management

and transport


	Assessment


	Customer service

Occurrence management
	Information management

	Coffee break
	Coffee break
	Coffee break
	Coffee break
	Coffee break

	Facilities & laboratory safety


	Quality control – introduction
	External quality assessment
	
Process improvement
	Organization



	Lunch
	Lunch
	Lunch
	Lunch
	Lunch

	Equipment


	Quality control – quantitative


	Norms & accreditation
	
Documents & records


	

Organization



	Coffee break
	Coffee break
	Coffee break
	Coffee break
	Coffee break

	Purchasing & inventory

Evaluation of the day
	Quality control – qualitative

Evaluation of the day
	

Personnel


Evaluation of the day
	

Documents & records


Evaluation of the day
	

Participant evaluation


Evaluation of the day
Evaluation of the workshop


A workshop targeting only laboratorians could provide an overview of the system and focus more on quality control and specific parts of documents and records such as the development of SOPs.
A workshop for decision makers such as laboratory directors could be shortened to 1 or 2 days maximum and provide an overview of the system, focusing more on the organizational and human resource components.
The above template can be used to visualize at a glance the structure of the workshop. It can serve as a convenient tool to organize the different components of the session. 

A blank template is provided below to help you finalize your training schedule. As you fill it in, the following tips may be helpful.
· Write in planned times for tea/coffee breaks and lunch. 
· Add any additional presentations or activities not included in the template.
· Fill in planned times for all the activities in the Workshop Timing column. For example, if the workshop is scheduled to begin at 8:30 a.m., write 8:30 – 9:30 a.m. for the welcoming remarks and introduction.
· While preparing the schedule, consider that some instructional methods are better suited to certain times of the day. For example, just after lunch, an activity that actively engages participants would be more appropriate than a trainer-centered presentation. 

	Start Time
	  -
	End Time
	Total Time 
	Description
	Module #
	Faculty

	
	
	
	Hours
	Min.
	
	
	

	_______
	  -
	_______
	
	
	
	
	____________

	_______
	  -
	_______
	
	
	
	
	____________

	_______
	  -
	_______
	
	
	
	
	____________

	_______
	  -
	_______
	
	
	
	
	____________

	Total Time
	
	
	
	
	


Keep in mind that you will certainly need to move back and forth between the draft agenda of the workshop and the design of the training activities.
Adapting the content to a local context
As explained above, an adaptation of the training resources that are provided in this toolkit is required so that training materials meet the needs of your target audience. Localization of contents may include: 

· an introduction of local experiences and examples so that the participants are more engaged in the training;
· the substitution of local photos that might be more appropriate to the local and regional conditions and culture; 

· a modification of the style and way of presenting the contents – although precautions have been taken to produce generic material that can be understood and well received by the majority, you will need to carefully review the contents and you may need to modify the wording to be sure that it is adapted to the context;
· translation of the materials – this step, whenever required, should be taken very seriously. Some poorly translated words can change the meaning of some messages. 

Incorporate active learning - involve the participants
The purpose of the activities described in the Activity Sheets is to involve and engage the participants. You may be aware that most people do not retain more than 20% of material that is presented in lecture format alone. 
The participants in these courses will all be adults, so knowing how adults learn is critical to the success of your training courses. 
The following table summarizes the concept of active learning for adults.
	Principle
	Training technique

	Adults bring a wealth of knowledge and experience that they enjoy sharing.
	Encourage participants to share their knowledge and experiences through activities and discussions.

	Adults are decision-makers and self-directed learners.
	Include problem-solving activities. 

	Adults have different learning styles that must be respected.
	Provide multiple ways for participants to learn the material.

	Adults want to participate rather than just listen to a lecture.
	Create a participatory learning environment with various types of activities.

	Adults are motivated by information or tasks that are meaningful and applicable to their jobs. 
	Relate the content and skills to the participants’ jobs.

	Adults prefer training that focuses on real life problems.
	Relate content to the types of problems they encounter in their jobs.

	Adults expect their time during training to be used carefully.
	Follow a realistic time schedule.

	Adults feel anxious if participating in a group that makes them look uninformed, either professionally or personally.
	Avoid criticism. Acknowledge all participants’ contributions.

	Adults learn best in a positive environment where they feel respected and confident
	Create a positive environment by providing positive feedback and showing respect to all participants.

	Adults come from different cultures, life-styles, religious preferences, genders, and ages.
	Respect all differences and encourage participants to respect each other’s differences as well.


In line with the above, this toolkit is designed to involve the audience. Suggested activities are not complex. Many are posed as scenarios presented at the beginning of a presentation to allow the participants to begin thinking about a topic before and during the presentation.  Many participants will have a background and experience in some of the topics discussed in this program. The activities are designed to allow the participants to share their experiences and learn from each other. Keeping the participants involved is essential.  

Some of the activities are incorporated into the content, while others are optional. You are encouraged to use as many of them as possible.

For those of you who are not experienced at leading discussions, problem-solving and brainstorming sessions, the activities may seem daunting. The tips provided below should help you. Please share this information with trainers so they can incorporate the activities into the lectures.
Regardless of the method you choose for conducting the activities, it is important to prepare clear instructions for the participants so that they know exactly what you expect from them. 
The main types of activities that are suggested in this toolkit are described below.
Problem-solving exercises: The first activity in almost every module is a problem scenario. This is a brief case study that is used to encourage participants to start thinking about the topic. If the participants are laboratory managers, they may be familiar with much of the topic content, and thus able to help identify solutions to many of the scenarios themselves. If they are not experienced, the participants should be able to recognize the solution to the problem as the content is presented, and should be ready to discuss it more thoroughly at the end of the module. 

Such problem-solving exercises can be organized individually or as group problem solving. When using the group problem-solving technique, divide the class into groups of 4-6 people.  Ask each group to work on the activity suggested in the activity sheet. Ask one group to present their responses to the entire class. Write down main points on a flipchart or blackboard so the entire class can see the results. Let the other groups provide their feedback and share any different solutions.
Individual or group assignments: Participants may be asked to develop forms, procedures, quality control charts or other useful laboratory documents in a group or as individuals.  Developing their own forms during the course allows the teacher and other participants to provide feedback about missing items, or ways to develop more efficient or user-friendly forms.  
Alternatively, the trainer may give students several forms that have the same use and ask them to critique the forms and either choose the best one or come up with a new form that incorporates the best features of each.
Brainstorming (entire group): Pose a problem as outlined in the activity. Ask participants to list ideas or steps for how to solve the problem, in one or two words per step. Write all suggestions on a flip chart and provide feedback to the participants.

Other methods that engage participants can be used while designing your workshop, such as those listed below.
· Sharing experiences: Ask participants to describe a specific experience that is relevant to the context. Depending on the needs, the assignment can be done before the course (i.e. achievements and challenges while implementing a laboratory quality system) or in the course of a specific module (i.e. how your laboratory information system is organized). The participants can share such experiences with the whole group or can discuss them within smaller groups.    
· Role playing: Role playing allows participants to put themselves in imaginary situations and act out a part that they might not usually fill. For example, one might be asked to play the part of a customer who has a complaint and another, the laboratory manager that tries to defuse the hostility caused by the complaint. This allows participants to see different sides of the problem. In general, people in the class should be asked to volunteer for each part while the entire class observes. The class is then given a chance to provide feedback or make suggestions for solving the problem in other ways. 

· Change your mind debate: In this situation, participants start out by choosing one of two solutions to a problem posed by the instructor. The people with similar solutions form a group and debate the issue with the opposing group. As the discussion proceeds, people may change their minds about the solution and if so, they move and join the group with whom they agree. This is intellectually stimulating but works best when participants are somewhat familiar with the problem posed. Each side tries to convince the other and at the end, the group with the most members is considered the winners. The instructor should be ready to suggest alternative ideas so participants won’t get bogged down in the process.

Organize the workshop
The person responsible for the organization of the workshop should ensure that the course development and delivery are accomplished smoothly. 
Some contributing elements include the following.
· Identifying and working with trainers to decide who will present each topic, how activities will be conducted, how much time will be allotted for each module, and other important details. Having two trainers available simultaneously in the classroom is recommended, especially if activities such as case studies or role plays are organized. In such case and in order to animate the debate, the facilitators should ideally have different types of background and experience.
· Setting dates and times for the course.
· Selecting a location and working with staff at the location to ensure that adequate space and seating are available both for lectures and group activities.
· Sending notices to laboratories to advertise the program and invite/select the participants. For optimum learning experience and management of the workshop, it is recommended that the number of participants should not exceed 20. This number is small enough for all participants to be fully engaged, yet large enough for a variety of experiences and viewpoints to be represented.
· Registering participants that are accepted as attendees.
· Ensuring the necessary equipment is available:
· a (laptop) computer
· a video projector
· 2-3 flip charts / whiteboard
· laser pointer
· felt-tip pens for flipchart, paper cards (if card-based brainstorming) and tape
· extension cords, adaptors
· Assembling all of the materials required to conduct the program including:

· audio-visual equipment – and be sure they work!!

· registration logs of pre-registered participants
· preparation of the participants’ kits: at minimum the training session agenda and the participants’ guides with printed workshop documents, preferably bound
· developing, distributing, and collecting evaluation instruments
· obtaining continuing education credits, if applicable
· providing certificates of attendance, if applicable

· arranging for analysis or summaries of evaluations and tests.
Have a back-up plan. Unexpected problems may occur when conducting a workshop in spite of the preparation. It is good to have a back-up plan so the workshop can continue without interruption. 
· Have extra materials and supplies available.
· Sometimes the electricity will go out and the PowerPoint slides will not be able to be shown, or maybe the bulb on the projector will blow out. Be flexible – go over the content sheets with the participants. Write key points on a flip chart or blackboard (whiteboard) and discuss with attendees.
· Problems often occur so relax and adjust to the situation.
· Make positive situations out of negative ones. For example, when problems occur, transform them into a learning situation.
Conduct the workshop
Manage the training

The facilitator of the workshop or the main trainer (who can also be the organizer or the trainer depending on the context) manages the training and the atmosphere in the training room.
Some tips that can help follow.
· Start on time and stick to the schedule. Remind all speakers of their time limits so they don’t infringe on the time allotted to other speakers.

· Try to keep the room comfortable. Rooms that are too hot or too cold may make it difficult for participants to concentrate.

· Be sure there are adequate electrical outlets for all equipment. Use extension cords, but keep away from areas where participants may trip over them.

· Manage lighting – don’t keep lights bright when showing slides, but keep the lights adequate so participants can see slides and their handouts simultaneously

· Tell participants where restrooms and other needed facilities are located before starting the course

· Set up ground rules for the workshop. For example:
· be on time

· switch off cell phones and computers
· everybody will be able to participate
· one person talking at a time.
· Keep external noise level low, if possible…
Create a good working environment
At the beginning of the session and depending on the context, a “get-to-know-you” exercise can be included.  
A common way to do this is to develop a set of questions, provide a written copy to each participant, and ask him or her to find someone in the group who can answer each question affirmatively. The set of questions may address such things as jobs held and non-threatening personal preferences for items such as colors, pets. Participants should mingle to find matches to questions such as who prefers cats, who works in microbiology, etc.
Communicate effectively
Tips for effectively communicating during the training:

· project your voice so everyone can hear you; if you have a soft voice, use a microphone;
· make eye contact with participants as you talk;
· use humor to defuse nervousness;
· smile appropriately ;
· always engage the participants;
· don’t be afraid to repeat important points.
When communicating, keep in mind that there is often a slight gap between what you say and what people hear. People interpret words differently based on their previous interactions with family, friends, other teachers, employers, and others. This means that different people will react differently to your words and your personality. It is often useful to repeat important points, stating them in a somewhat different way.
To avoid misunderstanding, you may stop from time to time and ask participants to verify that they understand what you are saying. Once a student becomes lost or confused, they will not learn anything until they have a chance to catch up with others.
Non-verbal communication and “body-language” are also to be considered when conducting a session. Remember that different cultures have different customs in term of body-languages and mannerism when conveying information. These may be acceptable for you but may be offensive for others. 
Manage difficult participants
Because you will be using activities that involve all of the participants, you may 
encounter some difficult people. Managing participants in a training situation is an important skill to have as a trainer. Using “ground rules” at the beginning of the training can provide a means of establishing how people should act during the training.

Here are some hints as to how to handle different “problem” participants.
“Dominates the conversation”– There is usually at least one person in each group that tries to dominate the conversation. Such a person frequently has a lot of experience and knowledge and is very eager to share that with everyone. Ways to manage this behavior include:
· referring to the ground rules (be sure to include in the ground rules that no one person should dominate the conversation and that all participants should have the opportunity to contribute);
· thanking the person for a valuable contribution and say that we need to also hear from other participants;
· mentioning that the person has already provided a lot to the discussion and you want to hear what other people have to say; 

· if necessary, speaking to the person outside the training room.
“Interrupts others” – Some participants have a habit of interrupting others; as the trainer it is important for you to manage this type of behavior. Ways to manage this behavior include:
· referring to the ground rules (make sure that “one person should talk at a time” is included as a ground rule at the beginning of the training);
· if they continue interrupting, mentioning that the other person was not finished; 

· if necessary, speak to them outside the training room.
“Know-it-all” – Some participants will try to challenge the trainer or try to make the trainer look bad. They think they know everything and will make remarks to undermine the knowledge or authority of the trainer. Ways to manage this behavior include: 
· acknowledging their valuable experience and ask if there are other opinions;
· when they ask you a question, asking them what they think the answer is, or open up the question to others;
· giving them a task to do to help with the training;
· if necessary, speak to them outside the room.
“Does not participate” – Some participants will not respond. They may be shy, or not interested, or have been forced to attend the training, or may not be an appropriate person to be attending the training. Whatever the reason, it is important to encourage all participants to contribute. Ways to manage this behavior include:
· finding out about their experience and knowledge so that can be incorporated into questions;
· asking them to help you in some way (i.e., write on the flip chart, pass out papers, summarize key concepts);
· if necessary, asking them outside the training room why they are not involved in the training.

“Does not want to be at the training” – Some participants are forced to come to the training by their supervisors, so they resent the training and see it as a punishment rather than an opportunity to learn. Ways to manage this behavior include:
· during the introduction to the training, mentioning that everyone is coming to the training for different reasons, and that you would like to set a tone of open‑mindedness because everyone can learn something from any situation; 

· emphasizing the value of each individual and how he or she will contribute to the success of the training;  

· specifying the follow-up process to the training. Emphasize that participants may need to demonstrate the skills as part of their job requirements. 

Also, some people like to attend training activities because it simply gets them away from the laboratory or because they can earn extra money through the per diem. As a result, they may not think that their active participation or learning the content is necessary. Ways to manage this behavior include:

· emphasizing the value of each individual and how they will contribute to the success of the training;   

· asking them to help you in some way.

Many of these situations can be avoided by ensuring that the right participants attend the training. Communicate with supervisors about the criteria for who should participate in the training.

Evaluate the workshop
The development of an evaluation framework for your training workshop is essential. Indeed, evaluation methods will allow you to:

· gather data that will help you improve the design of your curriculum for future workshops;
· identify needs for the development of new training programs;
· document successes and challenges and be able to report and communicate on your training project and its outcomes. 
A comprehensive evaluation framework is composed of five levels:

1. satisfaction of trainees 

2. knowledge and competence acquisition

3. transfer of knowledge and competence at the work place
4. impact of training on the system needing to be strengthened
5. return on investment of the training.
Although they certainly provide the most valuable information, the measure of impact and return on investment will not be covered here. 
Evaluation of trainees’ satisfaction is widely used. Data can be collected formally through a questionnaire at the end of each module, each day or when the course is finished. A common type of evaluation questionnaire combines scale rating and open-ended questions. 
Areas to be evaluated include:

· content: objectives, quality of materials, relevancy of contents for the practice of participants;
· methodology: presentation, exercises, reading other;
· administration and logistics: overall organization, other;
· individual trainers: expertise, presentation and facilitation skills, other; 
· output: planned actions to apply new skills and knowledge;
· overall program rating.
Samples of questions for each module, as well as for the whole workshop, are presented in the annex.

Less formal discussion with the group of participants can also provide a lot of useful information. Suggested feedback questions include the following.
1. Was the training method helpful in learning new information?

2. In what specific ways could this training be improved?

3. What information did you learn from this module that you plan to apply in your work situation?
Finally, a good compromise between a written questionnaire and an open discussion is the following.
· At the beginning of the workshop, provide each participant with colored post-it cards, ideally red, yellow and green.
· Tell the participants they will have to fill at least 2 cards for each color at the end of each day: on the green ones, what they particularly liked; on the red ones, what should be improved; and on the yellow ones, general comments on the day.
· At the end of each day, ask the participants to post their cards on a wall before leaving the room.
· Reorganize the cards by topic.
· Discuss the results either the following morning or at the end of the workshop. 

Acquisition of knowledge and competence can be evaluated with tests given to participants at the beginning and the end of the workshop. A set of questions is proposed for each of the modules in this toolkit. In addition, trainers are encouraged to write their own questions.  Other open-ended formats may be used but take more time to correct. Responses to open-ended questions should be read carefully, as at times, participants will give unexpected responses that may be correct.
Other methods such as structured debriefing discussion, role plays or individual assignment can contribute to assess the acquisition of competences. These will have to be designed to address the objectives of a specific course.

At the end of the workshop, you may provide a certificate of training to each participant who has met the criteria for successful completion. In this case, and prior to the workshop, you will need to:

· identify appropriate individual(s) to sign the certificate;
· verify the spelling of names;
· print certificates.
Evaluation of transfer of knowledge and competence at the work place can be achieved through follow-up activities after the training workshop. As explained above, if you carefully define the competencies that are targeted for acquisition, you can design appropriate actions for the evaluation process. 
These can be implemented through the same means that you use to specify the target audience and related training needs (for example, survey, observation on the job, interview or focus group). Evaluating the implementation of an activity plan prepared by participants during the workshop may also be considered.    
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Annexes

· Checklist – Activities to prepare a workshop 

· Blank template to develop a training schedule 
· Module Evaluation
· Workshop Evaluation
Checklist – activities to prepare a workshop
This checklist summarizes all the preparatory activities that must be completed before conducting a workshop. If you are not responsible for carrying out a workshop activity, make sure someone else has been assigned responsibility.
	BEFORE the WORKSHOP

	( When complete
	Activity: Six to Eight Weeks before Workshop

	
	Specify target audience.

	
	Adapt course content based on results of needs assessment. 

	
	Verify or develop training budget.

	
	Agree on maximum number of participants.

	
	Finalize names of trainers.

	
	Finalize names of guest speakers for opening and closing ceremonies.

	
	Send letter of invitation to co-trainers.

	
	Send letter of invitation to speakers for opening and closing ceremonies.

	
	Identify who will be responsible for each task :

Develop a list of tasks necessary to present course, and negotiate with co-trainers to decide who will complete each task.  

	
	Meet with co-trainers to coordinate roles and responsibilities (announce date, site and agenda in advance of co-trainers meeting).

	
	Develop and/or review the participant manual and other training material.

	
	Determine training supplies and materials needed.

	
	Develop a detailed agenda setting time-frame for course and speakers.

	
	Set DATE and LOCATION for workshop. Verify that the date does not coincide with major events or religious holidays. Ensure that invited speakers agree on date and place.

	( When complete
	Activity: Four Weeks before Workshop

	
	Develop workshop announcement and registration materials.

	
	Mail workshop announcement and registration materials to target audience.  Announcement should include: “who should attend”, course title, course content/agenda, course objectives, date and location, instructions for registering, lodging/travel information (if necessary) and name of contact person. 

	
	Confirm arrangements for travel and lodging for co-trainers and guest speakers, if necessary.

	
	Agree on arrangements such as per diem for co-trainers and guest speakers.

	
	Identify site(s) and contacts for site visit (s), if included in agenda.

	
	Send letter of confirmation to co-trainers.

	
	Send letter of confirmation to guest speakers for opening and closing ceremony.

	
	Send letter of confirmation to hosts of field visit site(s).

	
	Develop course flyer and registration materials.

	
	Set agenda for Opening Ceremony and Course Introduction.

	
	Set agenda for Closing Session.

	
	Order or assemble training supplies including pencils, pens, reagents, test kits and equipment.

	
	Provide deadlines for co-trainers for submitting audiovisual materials, audiovisual equipment needs and handouts for printing.

	( When complete
	Activity: Three Weeks before Workshop

	
	Reserve audiovisual equipment (check working condition, extra light bulbs, and electrical outlet requirements).

	
	Obtain flip charts, pointers, felt tip markers and other training materials as needed.

	
	Confirm training venue location.  
Check venue for adequate light, space, seating arrangement, temperature control, handicap access, etc.

If planning a wet workshop, check facility for appropriate space for laboratory supplies and equipment.

	
	Develop pre- and post-test forms.

	
	Develop workshop evaluation form.

	( When complete
	Activity: Two Weeks before Workshop

	
	Print and assemble participant manual.

Print handouts, pre-and post-test forms, evaluation forms, agenda, etc.

	
	Check on progress of participant registration.

	
	Assemble audiovisual materials (PowerPoint files, videos, overheads).

	
	

	
	

	
	

	( When complete
	Activity: One Weeks before Workshop

	
	Make name tags for participants, co-trainers and speakers.

	
	Develop sign-in sheet for participants.

	
	Develop course completion form or course certificate. 

	
	Confirm audiovisual reservations.

	
	Prepare supplies and training materials for transport to training site.

	
	Review and rehearse training curriculum.

	
	Prepare welcome and directional signs for the training site.

	
	DURING THE WORKSHOP

	
	Day 1: One hour before start time: 

· Place welcome and directional signs at the facility.
· Set up table to register/sign in participants and distribute training manual, name tags, training handouts and course agenda.
· Check set up of room, check audiovisual equipment, adjust temperature, check supplies (markers, flip charts, etc.).

	
	Day 1:  

· Conduct training according to agenda.
· Conduct pre-test (if relevant).

	
	Day 2 through last day, one hour prior to schedule start time:

· Check set-up of room.
· Check audiovisual equipment.
· Adjust temperature.
· Check that all necessary supplies are in place.

	
	Last day: Conduct post-test (if relevant) and evaluation.

	
	IMMEDIATELY AFTER THE WORKSHOP

	
	Debrief with co-trainers.

	
	Send thank you letters to speakers and other key officials.

	
	Assemble and evaluate pre-and post-test data (if relevant).

	
	Analyze workshop evaluation data. 

	
	Prepare report of training.

	
	1-3 MONTHS AFTER THE WORKSHOP

	
	· Follow-up with participants to verify if they were able to apply knowledge and skills obtained during the workshop (transfer of knowledge and competences).

· Identify additional technical assistance or further training needed.
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Schedule
Date: ___________

	Start Time
	  -
	End Time
	Total Time 
	Description
	Module #
	Faculty

	
	
	
	Hours
	Min.
	
	
	

	_______
	  -
	_______
	
	
	
	
	____________

	_______
	  -
	_______
	
	
	
	
	____________

	_______
	  -
	_______
	
	
	
	
	____________

	_______
	  -
	_______
	
	
	
	
	____________

	Total Time
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Module Evaluation

Module #: ___________
Date: ___________
	
	On a scale of 1 – 4 circle the one best answer that indicates your level of agreement.



	1. 
	The objectives of the module were met.
	Not at All
	
	Completely

	2. 
	
	1
	2
	
	3
	4


	3. 
	I acquired new skills/knowledge.


	Not at All 
	
	Completely

	4. 
	
	1
	2
	
	3
	4


	5. 
	I will apply skills/knowledge at work.
	Not at all
	
	Completely

	6. 
	
	1
	2
	
	3
	4


	7. 
	Which part of the module did you like best?



	8. 
	Which aspect of this module did you find the least useful?


	9. 
	Do you have additional comments?
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End of Workshop Evaluation

Date : ____________

	
	On a scale of 1 – 4 circle the one best answer that indicates your level of agreement.



	1. 
	To what extent, before coming to the workshop, were you informed about the purpose of this workshop?


	Not at All
	
	Completely

	2. 
	
	1
	2
	
	3
	4


	3. 
	Was the workshop content consistent with the stated objectives?


	Not at All 
	
	Completely

	4. 
	
	1
	2
	
	3
	4


	5. 
	To what extent did the workshop meet your expectations?
	Not at all
	
	Completely

	6. 
	
	1
	2
	
	3
	4


	7. 
	To what extent do you expect this workshop will make a difference in the way you do your job?


	Not at All
	
	Big Difference 

	8. 
	
	1
	2
	
	3
	4


	9. 
	Overall, how would you rate the usefulness of this workshop?  


	Not Useful
	
	Very Useful 

	10. 
	
	1
	2
	
	3
	4


	11. 
	To what extent did the workshop provide the following? 


	Very Poor
	
	Excellent

	
	A.   Applicable theoretical information
	1
	2
	
	3
	4

	
	B.   Practical examples
	1
	2
	
	3
	4

	
	D.   Time for discussion
	1
	2
	
	3
	4

	
	F.   Appropriate exercises for learning the content
	1
	2
	
	3
	4

	
	Additional comments about these topics:


	
	
	
	
	

	12. 
	Overall, how would you rate the following aspects of the workshop? 
	Very Poor
	
	Excellent 

	
	A.   Organization of the training
	1
	2
	
	3
	4

	
	B.   Organization of the training manual
	1
	2
	
	3
	4

	
	C.   Workshop content in the manual
	1
	2
	
	3
	4

	
	Additional comments about these topics:


	
	
	
	
	


	13. 
	What did you like most about this workshop?



	14. 
	What did you like least about this workshop?



	15. 
	If you were given the task of redesigning the workshop, what would you change?



	16. 
	Any other suggestions?
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