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Faculty Development Programme at National Police Academy, Hyderabad

Training of Trainers: Facilitating a Leadership Development Programme

181 20 Auqust 2015

In the scope of the CICMpr oj ect AStrengthening
for International Co o p e r ,aa d.50days Leadership Module was co-
designed with LBSNAA.

As the module entailed experiential learning, the faculty/trainers underwent
a ToT before they rolled out the module to the Officer Trainees of phase I.
A 2" TOT was offered in December 2014 when a larger batch of ICS Officer-
trainees were to be trained on the same module at LBSNAA.

3 of the trainers trained at LBSNAA for the Leadership module were from NPA. 2 of them also
participated in another workshopconduct ed by CI CM team in Del hi
into Curriculao.

The request for conducting a workshop to train the faculty members of the National Police Academy
came from Dr. Nikhil Gupta, one of the participants at the above workshops and Deputy Director at
the academy, in June 2015.

At the initial discussions Mr. Gupta set out the focus for the workshop as a training module for the
faculty members of his academy responsible for imparting class room and outdoor trainings. During
the personal meeting held on the 17" of August with the CICM team, Dr. Gupta suggested that the
module should focus on enhancing the effectiveness of trainings his institute provides and agreed
that Leadership Development will be used as the theme for explainingthef aci | i t at or 6 s
programmes

The facilitator in transformative learning programmes has the potential to make the intervention a
purposeful and lasting experience. To ensure a positive learning experience, a facilitator focuses on
creating a conducive learning environment by being fully aware of what each participant is trying to
achieve and thereafter supporting them. Facilitation is an art focusing rather on powerful questions
which enable explorations than providing readymade quick answers.

Effective facilitation creates a sanctuary for the participants to engage in deep and open dialogue; it
prepares the ground for steering clear of a debate mode or of expressing personal views in a self-
centered manner. A skilled facilitator steers the participants on a new journey, in which they
collaborate in widening their perspectives and in building powerful communities of practice and
learning.

The three key roles of a facilitator are to enable the learning processes, to catalyse feedback
effectively, and to move the group or the individuals towards a desired change. Thus the learner is
the central player in the process.

The Faculty Development Programme at the NPA was built around the know-how, instruments,
attitude and valueswh i ch mar k t he scheinfttr ifcroo-ateof tel aecabrensekri |
programmes.
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Day 17 18" August 2015

In his welcome address to the management and
participants at the course, Dr. Nikhil Gupta remarked that
the Faculty Development Programme offered by GIZ is a
significant shift from the classical trainer - student
methodology. The programme is designed to help the
participants influence themselves.

Welcome

| ] Ms. Anita Sharma then introduced GIZ and the
programmes implemented by GIZ in India with special reference t o trenbteeninmr ogr a
the Management Capacities for International Cooperationoand the different fields of action within this
programme.

GlZbel i eves in experiential l earning and the activi
as it offers opportunities for exchange of experiences. This calls for an open and total participation as

reflecting on own experiences will form the core of the programme. The key competencies of leading

self and leading others are developed through transformational learning. Ms. Sharma then explained

the didactic principles forming the basis of most training programme developed under the project.

Dr. Nikhil Gupta stated that the three

day long programme was expected to
provide valuable orien
to facilitate training
principles designed for adult learning

and learning through reflection.

The Facilitator of the programme Mr.

Mohan Dhamotharan informed that

' keeping with the didactic methodology

. & of the programme all the exercises

were developed to provide the perspectiveshif t f r om o0t e a c h iinvigdthetparticigahte ar ni 1
to introduce themselves using socio-gram as an exercise. The advantages of using socio-gram for
introduction was discussed i socio-gram, he said, provides space for connectivity as human beings.

It was informed that learning is an inter-connective, intrinsic and intimate process. Facilitator has to

create the atmosphere of security and not make participants unsecured.

Responding to the pointr a i s eteambuildingd, t he f ac i |classiaal stagesisbuiddinge d t h
teams viz. Forming, Storming, Norming and Performing which lead to high performing teams at work

place. He remarked learning needs a strategy i a long term vision. The strategy for NPA for example

could be long term service delivery goals for policing in India.

When asked about applicability of socio-gram or other interactive tool in large groups, say, of 160
participants, the facilitator informed about other possible tools which could be deployed in the situation

9 creating buzz groups or
9 Dialogue-walks and brining the smaller groups to exchange ideas.



As an example, a programme with 125 participants in small groups sharing ideas for 15 minutes would
actually generate 32 hours of talking as opposed to a single trainer addressing all the 125 participants
at once.

He said that the origins of the term O6trainingdo | :
the training 6i nput wde, theoanimats.oTnaesfoitmativeadarninggon thesothér t

hand helps the learner to reflect even as the facilitator is required to be sensitive for digging deep into

the assumptions of the participants and develop specific competencies. Transformative learning helps

to capacitate people for engaging in reflective analysis.

The facilitator mentioned that learning should be seen fromthep ar t i cpergpaativie ® challenge
for the facilitator is to create autonomous thinking in the group. One way could be to form small
groups i voluntarily formed to discuss important topics. The facilitator needs a systematic process to
create sacred spaces. Challenge the power situation to create democratic social learning.

As a refection for the participants on their behavior and what really needs to change in them, Mr.
Dhamotharan introduced the concept of journaling. The principle behind journaling is to look back on
onedsrmante thus allowing space for taking cognis
for corrections. As an example, the end of the day journaling questions could be:

1 What did | observe about myself which surprised me
1 What did | do today to help someone else in the group to grow in her/her learning
1  What would | do tomorrow to help somebody else to grow in learning

Use of inspirational speech would help the team to develop in the team.
Communication Exercise:

Horse trading exercise was introduced. Participants were informed that the question in the
implementation of tool is not about the right solution. Human brain constructs their own reality i
assumptions. What is important to ask good question to get the right answers:

9 Give quality time to the participants to think

1 Ask them to tell the assumptions they have made in reaching the results (assumptions are
deeper i it is important to become aware of our assumptions)

9 Use appropriate methods to question assumptions

The Post-tea session started with better understanding on Leaders and Leadership. Mr.
Dhamotharan invited the participants to reflect on the differences between leadership and
management. The participants responded with their notions of the two concepts of leading and
managing and put forth examples of leaders from world history. This established that leadership was
a bigger set and management its sub-set.

Leaders occupied normative space in society by their ethical values, the vision they had to change
through inspiration. While leadership has been a situational, socially emergent quality throughout
history, management is positional and understood as doing the right thing at any given point.

Mr. Dhamotharan then put a group of participants through the exercise T Human Maze. The group
then reflected on their experience and the comments from the observers. In summing up:



U There was cooperation and trust among thg
participants

U They supported eaclother in the face of
constraints

U For lifting the bar on performance, mind wa

the limit

U Having faith in the process helps i
performance

i ¢FLadsS 2F adz00Saa a
success

To the question on how to select 6 t teambfor
such an exercise and to select dhe right exercised
in a class, Mr. Dhamotharan recommended that
the right blend of exercises presents an
opportunity for all participants to either perform or
be an observer. Nobody in the group can thus i e s c ale eocess of reflecting. One of the
participants felt that the out-door exercises in the academy did not end with reflection by the
participants. Mr. Umesh Saraf, the Joint Director responded that though there was no structured
process for this, some of the feedback from two women Officer-Trainees showed that post-exercise
reflection was not entirely absent. Mr. Dhamotharan observed that reflections are inescapable;
facilitators should be capable of creating the space for reflection by building it in to the curriculum.
Transformational learning lays emphasis on dialogue sessions and here three types of mental
disciplines make up the instruments for a learning atmosphere. These being:

Dialogue Discussion Debate

Thegroup then played out the human knot exercise intended to sensitise the participants about two-
way communication. At the end of the main exercise and the repeated version, these observations
emerged:

a The participants remarked that they were
responding in multiple individual ways
u The duo charged with untanglindgneé knot

said they could not directly grapple with each kbaot
had to vary their approach often

a When repeatinghe exercise the key to quick
solution lay in th&knowledge / memory among all the
participants

u Mr. Dhamotharan  concluded  that
heterarchical syems facilitate involvement and
communicatiornwith the neighbour

Mr . Sar af remar ked t hat in the current orientati

either in the outdoor or in the indoor conditions. Therefore there was a need to include attitude and
values in the training curriculum at the academy. Though almost everyone understands and believes
in them, these are not practised in the day to day work.



The difference between recipe and competency were discussed, Knowledge-skills-attitude concepts
were shared and discussed in details. The facilitator mentioned that the training institutions should
focus on building competencies of the persons and not the recipe i this makes it important to help
the participants to reflect on their behavior.

Mr. Dhamotharan invited the perception of the group on the hindrances in being an effective training
institution. The participants found that these lay in - among others:

U Job security felt by the trainees and the resultant complaisance
U0 The managemenbeing perceivedo be not walking the talk
U The divergence between theory and practice

Orienting himself on the Mission Statement of the
academy, the facilitator referred to the remark of Mr.
Saraf about the need for inclusion of attitude and values
in the training curriculum. Though every one of us
understands and believes the mission statement of the
academy, it is not practiced in day to day work.

He recommended that as faculty members, it was
necessary to inculcate in their trainees an awareness to
be a change agent: role modelling is very important in a
training institute. Adults are very sensitive to implicit
messages that go to shape in a trainee, the key qualities -- in particular the various stages in the
development of competencies.

Following this, Prof. Ram Kumar Kakani made a summary of the topics covered that day:

Adult learning demandeedndrogogicaimethods

Sociogram is an effective tool here to introduce the group of participants
Discussion on leadership and management helped define the concepts
Ensuring that listening is done through group actiomzzgroups create energies
The human knot exercise demonstrated that solutions are often there inside us

O O O O O



Day 27 19" August 2015

Mr. Dhamotharan opened the session emphasising the role of reflection in development of faculty.
The use of the domain of self-exploration is an essential element in adult learning environment. While
a leader has to deal with uncertainties, a manager engages in reducing complexities in the system.

Recapitulating the place of reflection in the process of competency development, he remarked that

the South African model does not differentiate values from competency. However the classical
definition of competency in terms of Knowledge, Skills and Attitude is relevant only when viewed in

the example of onion with different layers representing the multiple layers of qualities. The outer layer

being attitude or set behaviour, the next layer being competency as deep seated ability to perform

under imperfect conditions, then the layer of values or normative principles created over time and

which can withstand pressure. Belief forms the other layer and is the bedrock for meaning and

purpose in the individual. Answering the question as to why attitude is a layer in the onion of qualities,

Mr. Dhamotharan said that attitude is willingness or disposition or mental orientation towards
something, reflected in the behaviour. One of the participants raised t
performance parameters |ike attitude and compete
comment that the Department of Personnel & Training (DoPT) in the government of India and the
government of South Africa are currently on a journey to defining these parameters for performance.

While internal performance assessment centres are often mired in nepotism and such flaws, external
performance assessment centres are generally effective as evidenced in the practices in Germany

and other countries. Since in the indian context, the DoPT has developed the competencies for
bureaucracy, it is useful to orient oneself from that matrix to define, assess and develop training
solutions for individual institutions in the system.

Discussing regimentation in systems, the group
agreed that this discussion was essentially about
attitudes. Max Weberdés theor
intended for delivery of service as per rule of law and
regulation. By design it precludes innovation. Mr.
Vimal Kumar observed that while regimentation of
work in a framework is not necessarily regimentation
of thought! Different militaries of the world have
demonstrated the ability to bring about technical
innovations. Likewise governance needs social innovation for better service delivery and there
success depends on the space available to the young for innovation. Therefore a facilitator should
focus the attention of the audience to innovation, said Mr.
Dhamotharan.

Mr. Dhamotharan then traced the course of leadership practices
during the 20th century until the present day. He summarized the
key principles of these practices as follows:

Leadership is inneself, acted out

Leadership is a socultural construct

Leadership acts on a vision, not on empirical data

Leadership makes one think of values and not of competencies
Leaders should deconstruct assumptions and layers of perception
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