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INTRODUCTION
This is a guide for help you when you consider starting a training program such as an Educators’ 
School or a training plan with several initiatives in a headquarters or a province. It is designed to be a 
simple process with the following objective:
To implement a training program at the service of Piarist Life and Mission, especially for the religious 
communities and the Fraternity, the Calasanz Movement1 and the liberated personnel2 and volunteers 
of Itaka-Escolapios.
The purpose of this process is to strengthen the formation of the Piarist individual, concerning 
the Piarist identity as well as the aspects of the mission areas, to strengthen the Piarist Christian 
Community and its Mission, always in consonance with the priorities and objectives of the Province, 
of the Order and of the Fraternity.

Criteria of the Itaka-Escolapios Foundation for all its training programs

• It responds to a concrete and defined need to educate people of the Piarist School, complementary 
to other formative institutions of the demarcation or of the church.

• It fortifies the linking and participation processes of people in the Piarist mission in one or more of 
its areas: education, evangelization, and social transformation, in accordance with the modalities 
of the Piarist School’s participation project.

• It proposes to establish processes of reflection on one’s own practice that go beyond starting 
points or exclusively academic objectives.

• It is aimed at strengthening the concrete pedagogical, pastoral, and social projects that are 
developed in each Piarist presence, adapting to the changing reality of our contexts, as well as to 
the diversity of our Network.

• It is promoted and assumed by the project of local Piarist presence, therefore, by the Province, the 
Order, and the Fraternity, and coordinated by Itaka-Escolapios. 

• It achieves to be an economically sustainable work. From the beginning, it will propose a budget and 
a maintenance strategy dialogued and assumed with the responsible teams of Itaka-Escolapios.

• It is also sustainable in the Piarist leadership within the consolidation of the Province and the 
Fraternity that drives it, and in the fulfillment of its shared strategic goals. The volunteers will 
contribute their skills, knowledge, and involvement as far as possible.

• It has a vocation of service to society and to the church, so it offers to those who share our 
approaches the possibility of training, obtaining the recognition and certification of our school and, 
where appropriate, the official qualification that the legislation allows.

1  It is the invitation that the Piarists make to you to grow as a person and discover yourself as a Christian, or to grow as a Christian and discover yourself as 
a person.
2  People who work for an organization and leave their functions or job to work there.
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Orientation for the Guide:

The proposed methodology is to dedicate several sessions as a workshop (depending on the 
complexity of what is to be done) to work in a term that has designated the 5 phases presented in 
the document.  

We recommend working through the phases in the order they are presented so that the planning/
assessment is coherent and does not overlook any important aspect.
After reading the brief introduction of each phase, the suggestion is to discuss the questions as a 
team, sharing them as you see useful (perhaps you can use some participation dynamics: writing 
on cards, working in pairs...).

It is recommended that one person coordinates the work with the following functions:
-To invigorate the times in the sessions and to abstract the consensual information schematically.
-If possible, work on the material beforehand to bring some data in advance.
-To carry out a first overview after phase 2, and an overall view at the end of phase 5 to make 
subsequent decisions.

PHASES

ANALYSIS OF REALITY 

IDENTIFICATION OF RECIPIENTS

COMPETENCIES AND LEVELS

METHODOLOGY AND LEADERSHIP

PLANNING AND SUSTAINABILITY 
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1. ANALYSIS OF REALITY 
Once we have defined whether we are going to work on a specific training initiative or a broad-
er training program, this first phase tries to understand, objectively, the development of this 
training so far. It is necessary to see what initiatives have been underway in this regard, their 
scope and the achievements and limitations we have had. It is important to reach a common 
diagnosis at this point to make proposals that build on the successes and overcome the lim-
itations.

1- What formative proposals currently exist for the chosen field? We can make a list of the 
proposals and teams that have participated and verify if they have a systematized train-
ing proposal.

2- ¿ What is the scope and degree of achievement of objectives so far: successes and limita-
tions?

2. IDENTIFICATION OF TARGET GROUPS
This phase is the time to identify and prioritize the target groups we want to train. We will con-
sider all the people who participate, prioritizing those who are critical for the development and 
growth of the Piarist subject and its mission.

3- Who do we want too form?

We can take advantage of the list made in the first phase and increase it if necessary.
For example:

•	 Religious and fraternity communities.
•	 Managers of our works. 
•	 Itaka-Escolapios driving and responsible teams.
•	 Monitors and catechists of the Calasanz Movement and parishes. 
•	 Teachers at our schools.
•	 Liberated personnel of Itaka-Escolapios.
•	 Volunteers of Itaka-Escolapios projects.
•	 External workers.
•	 …

4-  Which groups will we prioritize?

All the participants in our presences are important, we must be able to define target groups 
whose training can trigger deeper processes of change. It can be a specific group, a specific 
age group, a special project... The prioritization of a specific group does not mean forgetting all 
the other target groups, but it means a criterion of discernment about where to start or what 
energies and resources we are going to use in each case. This prioritization will depend on the 
objectives defined by the Province and the Fraternity in their strategic planning.
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3. COMPETENCIES AND LEVELS
5- What is the competencies inventory that we expect to be developed?

In this phase we will define the competency blocks and the competencies that we expect to 
develop in our target audience with this training. Competencies are human capabilities that consist 
of different knowledge, skills, thoughts, and values in an integral manner for people in the field in 
which we want to train.
In Attachment 1 we have included the table of all the competencies that we indicate from the Itaka-
Escolapios Network for the different formations, as an example, but we can add more. 
This inventory of competencies will be determined by the definition of an educational profile and the 
emphasis established by the strategic planning of each field. Classification into competency blocks 
allows us to make a basic structuring of the training plans that we propose.

6- What levels do we define to determine the competency profiles?

For each target group and competency, we want to develop we will define a target level. For all 
target groups it is not necessary to develop competencies at the same level. This definition of 
competencies and levels proposed will form the competency profile that we expect to develop for 
each audience and will be the objectives of our training plan.
The combination of the inventory of competencies we choose for each target profile and the level 
required will form a Competence Matrix that can be the map of our training plan.

 EXAMPLE OF A COMPETENCEC MATRIX BY TARGET GROUP AND DIFFERENT LEVELS:

LEVELS

TARGET GROUPS

Not applicable.
First. Capable of understanding, 
communicating, and participating in a basic 
way.
Advanced. Intermediate level. Capable of 
educating others.
Professional. It is very difficult for an entire 
target group to have this level. It will be 
possible to propose it to specific individuals 
through higher education.

COMPETENCIES 
INSTRUCTOR

PROJECT 
VOLUNTEER

RELEASED 
HEADQUARTERS

HEADQUARTERS 
COORDINATOR

A1. To know the origin, values, development, 
and organization.

First First First Advanced

A2. To communicate and represent Itaka-
Escolapios from the identification keys.

First First First Advanced

A3. To participate in the local, provincial, and 
general organization.

First First Advanced Advanced

B1. To assume the basic features of our 
projects.

First First Advanced Advanced

B2. To develop sustainable leadership. Not appli-
cable

Not appli-
cable

First Advanced

 …     



7               GUIDE TO STARTING A TRAINING PROGRAM

7- What training itineraries will we decide to propose considering the Compe-
tence Matrix?

 
EXAMPLE OF TRAINING ITINERARIES IN A TEACHERS’ SCHOOL

•	 Free-time instructors
•	 Directors of leisure activities
•	 Youth ministry teachers
•	 Sociocultural animation
•	 Initiation to volunteering
•	 Project development and management
•	 …

8- How can we measure the achievement of the proposed competency level? 

To conduct a competency assessment, it is necessary to know how to apply valid methods. 
In Attachment 2 we include some that we find very interesting and clear. We will have to 
choose one of these or another that we know to plan the next steps.
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4. METHODOLOGY AND LEADERSHIP
9- ¿ What methodological aspects do we want to underline and in what method-

ological aspects should we, the people who are going to accompany this pro-
posal, be trained?

The nature of the training process that we want to develop transcend the 
acquisition of academic knowledge on the subjects. For this reason, we will 
propose some competencies in which we want to accompany with personal 
and group pathways of learning, interiorization, identification and participation 
in the Piarist mission. We can develop training experiences, for example, with a 
methodology:

-Guide.

It is followed by experienced people who are responsible for the itinerary.

-Communicative. 

It establishes a formative dialogue of bidirectional listening between the 
instructors and the people who are being trained based on their interest, with a 
consensus on the chosen itinerary.

-Reflective.

It promotes in a participatory way the critical analysis of reality of the chosen field.

-Active.

The competencies are developed through testimonies, dynamics and experiences 
with the initiative, participation and leadership of the people being trained.

-Narrative.

It conducts a narrative synthesis that identifies the formative and life story of the 
people.

- Spiritual.

The contents and experiences are internalized from an incarnated spirituality and 
faith.

-Shared.

It evaluates and communicates learning.

10- What people and teams do we have to prosecute the training module itineraries 
(capacity, training, experience, replacement...)

Before continuing with the concrete preparation of the training initiatives, we will have 
to see what teams and people can coordinate the suggestions we want to prosecute. 
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5. PLANNING AND SUSTAINABILITY
11- What training modules are we going to prepare for the itineraries proposed?

For a further simplification and optimization of our training resources, we can define our 
proposals with a modular structure. n this way, the training itineraries will be composed of 
modules elaborated according to the competences and levels to be developed. These mod-
ules can be combined in different ways to have diversified training itineraries.

EXAMPLE OF TRAINING MODULES IN AN EDUCATORS SCHOOL:

•	 Educational project, objectives, and evaluation
•	 Evolutionary psychology
•	 Educational tendencies 
•	 Team managers/catechists 
•	 Educating in values
•	 Peace and non-violence
•	 Games and evening events
•	 Dramatization and corporal expression 
•	 Sex education
•	 Conflict resolution
•	 …

A possible DIAGRAM of any training module could be:

a. Initial dialogue with target groups about their interest, need and initial competence.
b. Proposal and consensus on the itinerary.
c. Reading and viewing of documents with a personal reflection.
d. Participation in workshops, meetings, or lectures.
e. Pooling and dialogue of the process.
f. Experience of participation in the Piarist life and mission.
g. Personal elaboration of the training story.
h. Evaluation of the formative itinerary, communication, and recognition. 

12- What timetable do we propose to develop each training itinerary and module?

At this point we must define the times and spaces for the development of each of the for-
mative itineraries and actions that we want to initiate. It is essential that this calendar be 
integrated into the annual programming of the participating presences and the calendar of 
the district. 

13- How are we going to organize and share the training resources that we have and 
those that we create? 

t is appropriate to create an inventory of available training resources, classified by language, 
competencies, and level, to facilitate the elaboration of training modules. These resources, 
as well as the people available to accompany their presentation, can be shared by the entire 
network, and in each presence will be adapted to the corresponding context.
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Sustainability is understood as the real possibilities that our intervention has of working well in the con-
text in which we are to achieve our results and objectives. We must avoid making our actions dependent 
on situations that can easily change, so we must measure possible risks and anticipate them.

14- Can we calculate a budget that considers the expenses and the possible income that the train-
ing courses will generate? 

We call economic sustainability the economic analysis of those factors that will allow the initiative to 
continue in the middle term. It is important to look ahead in this sense, as far as possible, seeking possible 
alliances, contributions, commitments...

15- Do we have the digital competence and technological means to take on part of our online train-
ing proposal?

On the one hand, the ecological sustainability that we seek is the multiplying logic that optimizes the re-
sources used and maximizes their scope. On the other hand, we will promote, as far as possible, training 
through our online platforms, to minimize the ecological footprint caused by the travel involved in face-
to-face training.
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ATTACHMENT 1: ITAKA-SKOLAPIOS NETWORK COMPETENCY TABLE

COMPETENCIES DESCRIPTION

RELATIONSHIP WITH THE 
ELEMENTS OF IDENTITY AND 
TRANSVERSAL LINES OF THE 

PIARIST MINISTRY

BLOCK A - PIARIST IDENTITY

A1. To know the origin, 
values, development, and 
organization.

To know the keys to Itaka Escolapios’ 
origin and its evolution to better 
understand its current identity and 
project its future.

I10: Belonging to the church
L2: Reflection and internal 
assessment

A2. To communicate and 
represent Itaka-Escolapios 
from the identity keys.

 To be able to communicate the 
functional identity (what it is for) and 
the symbolic identity (what it means) of 
Itaka-Escolapios.

I4: Proclaiming the Gospel
I10: Belonging to the Church
L5: Communication and 
awareness

A3. To participate in the 
local, provincial, and general 
organization.

To know and use the channels of 
participation in Itaka-Escolapios at all 
levels.

L3: Organization
L4: Operability and 
implementation
L6: Networking

BLOCK B - LEADERSHIP

B1. To assume the basic 
features of our projects.

To lead the mission from the identity 
keys.

L2: Reflection and internal 
evaluation

B2. To develop a sustainable 
leadership.

To lead the mission from a team that 
assumes responsibility in a shared way.

L3: Organization
L4: Operability and 
implementation
L6: Networking

B3. To define objectives, 
strategies, and assessment 
criteria.

To lead strategically, marking objectives 
and indicators of achievement.

L2: Reflection and internal 
evaluation 
L4: Operability and 
implementation

B4. To accompany people in 
their personal and vocational 
development.

To facilitate the personal and vocational 
growth of people under leadership.

I4: Proclaiming the Gospel 
I6: Shared mission 
I8: Accompaniment
I9: Training of educators

B5. To invite others to 
participate.

To always have the key of inviting other 
people to take part as a participant, as a 
volunteer, in the shared mission, in the 
Piarist Christian Community...

I4: Proclaiming the Gospel 
I5: Reform of society
I6: Shared mission
I7: Family integration
I8: Accompaniment
I9: Training of educators
I10: Belonging to the Church
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BLOCK C - THE PIARIST MISSION: EDUCATION, EVANGELIZATION AND SOCIAL TRANSFORMATION

C1. To analyze the reality from 
the needs and interests of the 
weakest people, with children 
and young people at the center 
of our action. 

To be able to put ourselves in the place 
of the most vulnerable people and define 
our responses from there.

I1: The centrality of children and 
young people
I2: Choice for the poor people
I5: Society’s reform
L1: Analysis of reality 

C2. To work as a team.
To be able to accept and take advantage 
of the different capacities of the people 
with whom the mission is developed.

L3: Organization
L4: Operability and 
implementation
L6: Networking

C3. To develop the assigned 
task seeking quality and 
innovation with meaning.

To be able to work effectively and 
efficiently and to detect options for 
improvement based on reflection on our 
own practice and in coherence with our 
identity.

I3: Educational and pastoral 
quality

C4. To use the necessary 
technological means.

To be able to use the material means 
at our disposal to improve our 
communication and our performance.

L6: Networking

C5. To apply intercultural 
approaches.

To be able to develop the mission in 
an environment of cultural diversity, 
seeking deep communication among 
people.

L5: Communication and 
awareness  
L6: Networking

C6. To apply the Human Rights 
approach.

To assume the defense of the Human 
Rights of all people as the first objective 
of our mission.

I2: Choice for the poor people 
I5: Society’s reform

C7. To apply human, economic, 
and ecological sustainability 
criteria.

To assume the care of people, resources, 
and nature as a criterion for action.

I4: Proclaiming the Gospel 
L1: Analysis of reality  
L4: Operability and 
implementation

C8. To apply gender equity 
criteria.

To internalize and apply equity between 
women and men in all our actions.

I5: Society’s reform 
I7: Family integration

C9. To develop the spiritual 
dimension.

To be able to take care of our own 
spiritual dimension and that of all the 
people who participate in our mission.

I3: Educational and pastoral 
quality 
I4: Proclaiming the Gospel 
I8: Accompaniment

GUIDE TO STARTING A TRAINING PROGRAM



13               GUIDE TO STARTING A TRAINING PROGRAM 13

ATTACHMENT 2: ASSESSMENT TOOLS

Phases for the 360º Assessment

SELF-ASSESSMENT
The reflections made by the trainers serve as input data to perform an overall assessment.

What do trainers think about their own training?

PEER REVIEW
We trainers help each other in the assessment. We use the observations that we can com-
ment and what is shared in the meetings.

What do trainers think about what fellow trainers have done?

TEACHER ASSESSMENT 
The coordinating team evaluates the training participants through observations.
An external agent observes the training from the outside and prepares a brief report with 
recommendations for improvement.

IMPACT ASSESSMENT
The training participants, who are the real beneficiaries of the training, participate through 
satisfaction surveys.

How are they receiving it and what has been the impact on their learning?

               GUIDE TO STARTING A TRAINING PROGRAM
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4D Evaluation Sheet



15               GUIDE TO STARTING A TRAINING PROGRAM



WWW.ITAKAESCOLAPIOS.ORG

GUIDE TO STARTING A 
TRAINING PROGRAM

IN 5 PHASES, 15 QUESTIONS 


