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PREFACE

How was the session ?
Well, first of alt, he read his materials to us.
That's bad.
Yeah—and secondly, he read it poorly.
That's worse.
Right—but thirdly, it wasn't worth reading.

This scenario would be humorous if it were not so realistic. Unfortunately, though, it
seems that every trainer, every meeting planner, every chairperson—indeed, every-
body—has witnessed such an incident at one time or another.

Like its first two editions, this revised book is written primarily for our newer
training colleagues. Like its predecessor, it is intended to be a practical "how to"
manual. While this book is addressed to the new trainer, the more experienced
trainer will also find its contents useful as a review and refresher. Although not
specifically addressed to the academic market, it has been used extensively in col-
lege and university classes as a reference source for both undergraduate and graduate
courses in human resource development.

Both authors have conducted numerous "Train-the-Trainer" programs across the
country. Because these sessions have been learning experiences for us, we have tried
to transform those experiences onto these pages. It is our intent that the lessons we
have learned with—and from—our colleagues might be reflected and related in
these chapters.

The material in this publication has been field-tested in hundreds of training pro-
grams, and the many suggestions and ideas of trainees and trainers have been incor-
porated in this revision. Regardless of your experiences (or lack thereof!) in human
resource development, you'll find dozens of real-world examples that will work for
you. Whether your training responsibilities are in the areas of technical training,
skills, sales, management, organizational development, or dozens of other relevant
disciplines, this book offers you workable and pragmatic tips and techniques to add
to your "trainer's tool kit."

If you are a new trainer, you'll find this book a self-development guide. The con-
tents are arranged in a step-by-step process so that you can indeed "learn by doing."

The chapters are arranged to correspond to the actual approach and sequences a
trainer would develop in designing a training program. Use the tips offered to assist
you in designing, developing, and delivering your own program.
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The more experienced facilitator will find this book a handy reference guide that
attempts to offer the best of two worlds. Theory-based educational and learning prin-
ciples, coupled with sound educational psychology, are blended with the practicality
of cost-effective training techniques. New (or even forgotten!) concepts or philoso-
phy may trigger additional thoughts and ideas about a variety of training applica-
tions.

Our objective is to give the novice and the experienced trainer a down-to-earth
"cookbook" of workable ideas for the preparation and presentation of productive
training sessions.

EDWARD E. SCANNELL, CMP, CSP
LES DONALDSON

Preface



Introduction

What does your mommy do?
I'm not sure. But I think she develops human race
horses.

Human resource development (HRD) has been growing at an astonishing rate both
in the United States and around the world. Recent reports by the Bureau of Labor
Statistics identifies HRD as one of the fastest growing professions in America.

In the last several years, the field of human resource development has been grow-
ing at an astronomical rate in the United States. Today's estimates place training ex-
penditures in the United States at well over $100 billion annually. While this may
sound like an exceedingly high amount to many of us, some authorities contend that
this figure still undervalues the total costs! Other studies have shown the amount
spent on HRD is in the neighborhood of $200 billion annually. Some authorities es-
timate that over one million people in America spend a portion of their time per-
forming training and development activities. Of this number, it is further estimated
that around 200,000 of us are full-time trainers.

The American Society for Training and Development, the world's largest profes-
sional organization devoted to the development of human resources, has continually
addressed itself to a further definition of the field. The past few years have clearly
shown a continuing changing role for the HRD professional. The main thrust of
which addresses workplace learning and on-the-job performance.

Human resource development is an exciting career field that provides many op-
portunities for trainers to grow and develop their skills. Because of the variety of ac-
tivities involved in training, there is no reason for a trainer to become bored.
Researching, analyzing, writing, training, leading group meetings, and platform
speaking are among the various assignments that both new and experienced trainers
perform.

Productivity and performance concerns caused many chief executive officers to
realize and acknowledge that the productivity problem was also a "people problem."
Today, more than ever before, managers realize that the long-term success of any or-
ganization is tied closely to employee training and development. To be prepared for
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2 Introduction

rapidly changing conditions and normal attrition, each organization must provide
training for its employees. Thus, training is a continuing process that spans the em-
ployee's career.

As management comes to see the value of human resource development, the train-
ing generaiist and specialist become more valuable. The individual entering this dy-
namic field can look forward to a personally rewarding career. New trainers are
given an opportunity to develop skills in dealing with people. They learn to commu-
nicate, influence, and develop cooperative relationships in an open and candid way.
These human skills enhance the new trainer's effectiveness in all dealings with peo-
ple.

The trainer's opportunities to learn and grow are unlimited. The social and behav-
ioral sciences offer ample research findings for the most ambitious trainers to study,
synthesize, and integrate into their training programs. A diligent study of traditional
training techniques combined with the willingness to keep an open mind to absorb
new findings will help the new trainer become a professional.

This book is intended as a "how to" book for the new practitioner. The lack of
footnotes in no way indicates a bypassing of academic research, but shows only that
we believe our reader is more interested in practicality than theory. This is the basic
premise of our work.

In Chapter 1, you'll gain insight into the field of human resource development
(HRD) and the various functions that trainers perform. You will get an overview of
the many roles and responsibilities of a trainer and the goals that the human resource
developer attempts to achieve.

Chapter 2 covers the design of a training program. We provide a step-by-step
method of all the elements that are essential in construction of a viable learning ex-
perience—from the diagnosis of problems through needs analysis and the develop-
ment of training objectives, all the way through to the selection of evaluation
criteria. By following these steps, you can be sure that your program will be an ef-
fective one.

In Chapter 3, you will learn how to determine what training is really needed and
how to write a training proposal.

Chapter 4 covers instructional and behavioral objectives, relating the need for
long-term training programs to the objectives of the program. This chapter also in-
cludes a sample task analysis.

Lesson planning is our subject for Chapter 5. Here you will learn how to write a
usable outline and you can adapt one of the sample forms to your own use.

In Chapter 6, we concentrate on methods of instruction. You will learn advantages
and disadvantages of several commonly used techniques.

In Chapter 7, you will see how the proper use of a wide variety of visual aids can
increase your presentation skills and help your trainees understand the topic of dis-
cussion. A few "tricks of the trade" will show you some excellent ways to become
skilled with visuals.

Computer-based instruction (CBI) has already made its mark in HRD and is our
subject for Chapter 8.
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Chapter 9 covers the role of communication in training. You will readily see that
the best-prepared material in the world is literally worthless if it cannot be efficiently
and effectively communicated to your audiences.

Chapter 10 covers adult learning theory and some basic laws of learning. We dis-
cuss and explain adult learning principles that have been found to be most effective
in training. You'll see that the proper application of sound theory makes for good
practice!

Chapter 11 is devoted to motivation theory reviewed from a theoretical and practi-
cal basis and then related to new techniques that improve learning and increase pro-
ductivity.

Facilitation skills form the subject matter of Chapter 12. You will see that a chang-
ing role for training professionals is that of a facilitator of learning. Effective ques-
tioning techniques are also included.

Chapter 13, covering presentation skills, offers a number of proven platform tech-
niques that will materially enhance your public-speaking activities.

Chapter 14 describes the steps in planning a meeting. You'll understand why some
meetings fail and how to make sure that yours don't.

In Chapter 15, you will learn how to conduct successful meetings. You'll see how
to "break the ice," build interest, and, in general, become a proficient meeting plan-
ner.

Because of the ever-increasing popularity of using experiential learning activities,
Chapter 16 offers several ways to make learning fun.

Problem participants are the subject for Chapter 17. We describe different types of
behaviors sometimes presented by trainees and offer suggestions on the tactful han-
dling of these potentially disruptive behaviors.

Chapter 18 outlines step-by-step directions for program evaluation. Several for-
mats are included that can be modified for your own use.

Chapter 19 provides an overview of the professional trainer. The qualities of both
the "All Star" and the "Falling Star" trainers are covered. As a review, several tested
ideas regarding better training are proposed.

The chapters of this book are built in a sequence similar to an actual training pro-
gram. The many new concepts presented in the following pages can help you as you
enter the dynamic field of human resource development!



CHAPTER 1

So You're Going to
Be a Trainer

Welcome to our world!

Human resource development is an exciting and important challenge. Working with
people and helping them grow and develop—both personally and professionally-—
will bring mutually rewarding results. Walt Disney once said, "Anyone can dream,
design, and create the most wonderful place in the world, but it takes people to make
that dream a reality." That's really what human resource development is all about-—
working with people.

Your decision to become a trainer means you will become a change agent. You
will facilitate a transfer of knowledge or skills to people who will use what they
learn to change their behavior. You may start by giving orientation sessions to new
employees. Next you may become involved in preparing and conducting basic train-
ing programs for people starting new assignments or people whose job requirements
have changed due to the introduction of new systems or new machines. After you
have developed your training skills through experience with entry-level assignments,
you may be given an opportunity to research, design, test, and conduct advanced
training programs intended to increase productivity and employee development.

The changes you facilitate should always lead to growth for the trainees, growth
that will make them more effective people. You will feel a sense of personal accom-
plishment when you see these changes transformed into increases in productivity.
You will share in the satisfaction and pride developed by employees as their confi-
dence grows.

Training senior or professional employees presents special challenges. The senior
employee participating in a training workshop is looking for something new. Because
many senior employees may need to review the basic techniques associated with their
work, the trainer must find a way to present introductory training in such a way that it
does not appear simplistic. Often you can accomplish this by using participative tech-
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So You 're Going to Be a Trainer 5

niques to explain a new application or innovation. For example, you can ask senior
employees to present segments of basic materials to trainees. The senior can play the
game of "I'm just doing this to help the new guy," if they are so inclined. The senior,
of course, must review (study) the material in order to present it. And in the process
they instruct themselves in the material you want them to learn.

This chapter will provide an overview of training and development. You'll learn
how to approach management for support and how to secure management's interest
in your program. You'll also be given guidelines for your own self-development so
that you can progress more rapidly in your career. Throughout the chapter, you'll be
given introductory guidelines for developing yourself and other people.

What Do Trainers Do?
In a well-researched effort several years ago, the American Society for Training and
Development Competency study, Models for Excellence, offered an in-depth profile
of the varied roles and responsibilities of training and development positions. The
study provided a thorough discussion of the field and presents a standard of profes-
sional performance.

Simply stated, the study defined the main focus of training and development as
"identifying, assessing*—and through planned learning—helping develop the key
competences which enable individuals to perform current or future jobs."

It is interesting to note the continuing contributions of Leonard Nadler of George
Washington University. One of the most respected individuals in our field, Dr.
Nadler has been using the now-popular term human resource development since
1969. He defines HRD as "organized learning experiences in a definite time period
to increase the possibility of improving job performance growth."

The ASTD study suggests that people engaged in training and development per-
form different types of activities. The fifteen key roles listed here are the major func-
tions involved in training and development. It is important to note that these are roles
and do not describe jobs, that is, a particular job will often be comprised of multiple
roles.

Evaluator. The role of identifying the extent of the impact of a program, service, or
product.

Group Facilitator, The role of managing group discussion and group process so
that individuals learn and group members feel the experience is positive.

Individual Development Counselor, The role of helping an individual assess per-
sonal competencies, values, and goals, as well as plan development and career ac-
tions.

Instructional Writer,. The role of preparing written learning and instructional mate-
rials.
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Instructor. The role of presenting information and directing structured learning ex-
periences so that individuals learn,

Manager of Training and Development. The role of planning, organizing, staffing,
controlling training and development operations or training and development proj-
ects, and linking training and development operations with other organization units.

Marketer, The role of selling training and development viewpoints, learning pack-
ages, programs, and services to target audiences outside one's own work unit,

Media Specialist. The role of producing software for and using audio, visual, com-
puter, and other hardware-based technologies for training and development.

Needs Analyst. The role of defining gaps between ideal and actual performance
and specifying the cause of the gaps.

Program Administrator. The role of ensuring that the facilities, equipment, materi-
als, participants, and other components of a learning event are present and that pro-
gram logistics run smoothly.

Program Designer. The role of preparing objectives, defining content, and select-
ing and sequencing activities for a specific program.

Strategist. The role of developing long-range plans for what the training and devel-
opment structure, organization, direction, policies, programs, services, and practices
will be in order to accomplish the training and development mission.

Task Analyst. Identifying activities, tasks, subtasks, and human resource and sup-
port requirements necessary to attain specific results in a job or organization.

Theoretician. The role of developing and testing theories of learning, training, and
development.

Transfer Agent. The role of helping individuals apply new learning to their work
tasks.

A Later Look at Competencies
The author of the earlier stated ASTD Study, Pat McLagan, revisited this issue in a
later article in Training and Development, the society's monthly publication. To be
sure, while some of the same type of work activities for Human Resource personnel
are still being performed, there has been an important shift for the true professional.

With the millennium already off to a fast start, the information and knowledge age
well-documented, and changing roles for HRD professionals a given, it follows then
that some of the earlier tasks are not as applicable as they might have once been. For
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example, former types of "adtninistrivia," i.e., record-keeping, class attendance, etc.,
have rightfully gone by the wayside and are better left to software programs.

That we are in the "people" business is an accepted truism. With that premise, Pat
McLagan, who spearheaded ASTD's 1983 and 1989 Models for HRD Practice, pro-
poses a "People-Practice" wheel. Its main elements are:

1. Learning: This includes Individual Development, Personal Career Develop-
ment, Education and Training, Coaching and Team Development.

2. Membership: Workplace Planning, Orientation, Selection and Staffing are in
this domain.

3. Output Management: A look at Strategy, Organization Structures, Individual
and Team Work Designs, and Goal Setting comprise this part of the wheel.

4. Assessment and Measurement: As part and parcel, the importance of Perfor-
mance Feedback, Individual and Team Assessment, and overall Organiza-
tional Review are evaluated.

5. Reward: The Evaluation of Work, Pay Systems, Cerification and Recogni-
tion are included here.

As always, we need the old "KSA" stendbys of Knowledge, Skills, and Attitudes
in any endeavor. More and more, these include presentation and facilitation skills,
adult learning theory, strategy skills, and technology skills to name but a few. We are
seeing a shift from analysis to that of application, i.e., the importance of transfer of
learning to on-the-job performance.

The Stages of Training and Development
A sequential approach to our planned learning experiences is outlined in this section.

As shown here, the matrix begins with Stage 1, called the Unconscious Incompe-
tent.

The Unconscious Incompetent is a person who lacks the required skills, knowl-
edge, or attitudes but is not even aware of this void. This is a person who "doesn't
know he/she doesn't know." Or, more crudely, "They're dumb, but they don't know
it."

Incompetent
Conscious

Stage 2

Stage 1

Unconscious
Incompetent

Conscious

Unconscious

Competent

Competent

Stage 4

Stage 3
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Stage 2, called the Conscious Incompetent, is the next progression. It means the
individual still lacks the necessary skills or knowledge, but at least he/she is aware of
this situation. To put it bluntly, "They're still dumb, but they know it."

Perhaps as the result of a training or developmental experience, an individual may
move to Stage 3, the Conscious Competent. This refers to the person who has ac-
quired some "smarts" and in fact has achieved a satisfactory level of competence or
even expertise in a given area. This is the person "who's smart and knows it."

Finally, Stage 4 is called the Unconscious Competent. As a person becomes even
more skilled or gains even more knowledge, he/she may become so expert in a par-
ticular area that it becomes almost a habit. In other words, behavior and action are
almost automatic, requiring little conscious thought or effort. A person may do a
thing unconsciously, but do it very well.

As an example, think back to your early teens. When you were taken for a car
ride, the driver performed all the necessary operations and you were merely "along
for the ride." As you approached driving age, you probably focused your attention on
learning the details of motor vehicle operation. Doubtless, you were very much
aware of what you didn't know (Conscious Incompetent). Through a patient parent,
sibling, friend, or teacher, you slowly began to learn, through study and practice, the
sage and proper details of driving. Soon, you became (and hopefully still are) a
good, if not excellent, driver. You were consciously aware (Stage 3) of your compe-
tence.

If you drove your car to the office today, try to recall the exact and precise se-
quence of what happened from the time you got into the car until you walked into
your office. If you're like most of us, you know you got there, but you're not really
quite certain how! You would really have to think hard to remember all the steps. You
probably drove to the office without even thinking about it. Your skills are such that
you performed a myriad of tasks in a most competent manner (Stage 4).

The need for training is most obvious in Stage 2. While there may be no problem
in Stage 3, it would appear that the problem in Stage 1 is one of selection and Stage
4 that of motivation.

Developing Others
We often forget that trainees or seminar participants may need help to develop them-
selves. As trainers we can facilitate that process by determining what skills and areas
of knowledge are lacking in the organization and then designing and conducting
training programs to correct those deficiencies. The individual participants, however,
must have the desire to improve and be willing to apply themselves to the training
program. You, as a trainer, can influence the participants' decisions by establishing
an empathetic relationship in the classroom.

New and senior employees alike need empathy and understanding in a new situa-
tion. A senior employee who has not attended a training session for a number of
years may be at a disadvantage trying to compete with a recently graduated em-
ployee. Fear may even be a factor. New material may be easier for the academically
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oriented new employee to handle than for the work-oriented senior employee. You
can reduce these problems for senior employees by eliminating unnecessary compe-
tition and by showing empathy for them as well as for the other participants.

An example encountered by one of the authors during a training session for expe-
rienced salesmen serves as an illustration. A salesman from an outlying area who
worked strictly alone and had very little contact with the home office challenged the
use of probes in a sales presentation. "I tell them what we have and the price and
they buy it. It doesn't matter what else I say. If they want it they buy it. If they don't
want it they don't buy," he stated.

The instructor made the mistake of trying to convince him by using the same pre-
sentation he had already rejected. The class was at a standstill while he and the in-
structor bantered back and forth. It soon became obvious that his real motivation was
to show the class that he could do a great sales job just because he was such a nice
guy. The instructor quickly changed tactics and asked him to help the class by dis-
cussing how he dealt with one of his customers when involved in a sales contest.
During this discussion, he interjected questions about what the salesman did to
change the customer's mind and how he got the customer to see the value of a new
product. A few similar questions and suggestions led him to reveal that he was al-
ready using the techniques he had just rejected. The instructor never directly pro-
claimed that the salesman was using the techniques; instead, he remarked that his
methods were excellent and very similar to the new techniques.

The technique was not lost on the class. The next day this senior employee acted
as though he had never objected to the technique.

You can show that you empathize with a participant by relating a similar incident
that you have experienced. Try to remember such situations and how you reacted.
Try to recapture that feeling and express it to the group. Comment on your under-
standing of the concerns and problems of the participants and offer to help with any
problems that come up during the program. Climate-setting activities or icebreakers
are excellent ways to establish a comfort zone.

Planning Your Self-Development
Any experienced trainer will tell you that all development is self-development. Peo-
ple must ultimately take responsibility for their own training if they are to become
professionals. It is important to realize that personal development is a very individ-
ual process. Research has shown that all individuals learn in specific ways and at dif-
ferent rates. One person may learn better by reading, one by attending a lecture, and
another by some form of involvement.

Only one person can determine the best system for you, and that person is you.
Find the system or combination of learning systems that you enjoy most, for it will
probably be the most effective for your particular growth and development.

Once you accept the fact that the final responsibility for your development rests
with you, you are on your way to success. All you have to do is organize a plan and
work toward achieving the objectives of that plan.
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Organizing a Plan

Your plan should include a balanced accumulation of knowledge and skills. By fol-
lowing a structured method for developing specific goals, you can organize a plan
that will fit your personal goals. You may need to do some homework to determine
skills you wish to master at the various stages of your program,

The following list of basic skills for trainers may help you to establish your plan:

« Analyzing performance problems to determine any applicable training and
development solutions

• Identifying training needs
« Identifying skills and knowledge requirements of jobs
• Assessing performance before and after training
• Establishing behavioral objectives for programs
« Designing training programs
• Determining program content
• Applying adult learning theory in developing programs
• Evaluating instructional methods
• Designing training methods
• Determining program structure
« Revising programs based on evaluation feedback
• Conducting training programs
• Conducting on-the-job training
« Using simulation and gaming techniques
• Arranging program logistics (facilities, lodging, meals, etc.)
• Preparing budgets
« Evaluating proposals from outside consultants
• Establishing good working relationships with managers
• Making formal management presentation
« Learning about the organization
• Establishing rapport with key personnel
• Conducting strategic planning
• Attending seminars and conferences for personal development
• Communicating effectively

Review these items. On a separate sheet of paper, list the top ten skills you wish to
master.

Ideas and information about most of these subjects will be covered in succeeding
chapters.

Following a Systematic Learning Approach

Two research findings provide the basis for an on-the-job program of personal devel-
opment. The first is that people learn more readily when they can use the informa-
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tion as they perform their jobs. The second is that the most significant part of peo-
ple's development results from their association with one particular superior on the
job.

The implications are clear. Plan your development around your current job and
study the techniques used by your superior. When you use these two guidelines as
the framework for your development, you can devise a learning system that will have
a very high probability of success.

The following steps will help you establish a systematic approach to self-develop-
ment:

1. Analyze yourself, your current job, and the job you want in the future.
2. Consider your current level of expertise and write a goal that will help you

achieve the future job.
3. Write a developmental career path that includes your current job require-

ments and identify those components of the future job that are similar to
components of your current job.

4. Arrange the job components in order of priority in relation to the immediate
job requirements and the long-term accomplishments of your goals.

5. Establish a sequence for learning the job components in their order of priority.
6. Make a list of possible obstacles to the achievement of your objectives.
7. Make a list of people and other resources that you will need to support your

efforts.
8. Write your final objectives with dates of accomplishment for each compo-

nent part.
9. Test the objective against these criteria: Is it reasonable, achievable, measur-

able, timely, and can it be evaluated?

Selling Training to Management
Training departments exist as management tools to be used in the accomplishment of
management goals. If we remember that our function is to serve management, our
results will be greater because management will support programs directed at its
goals. The most productive step a trainer can take is the step that leads to manage-
ment support.

Determining the Priorities of Management

The first step in gaining the support of management is to determine management's
priorities. You must determine what training is needed to provide the skills or knowl-
edge necessary to reach the objectives established by those priorities. You first have
to determine what is needed and then what will be authorized.

Usually a questionnaire or phone survey is used to obtain opinions from field and
lower-level managers. Once a list of needs has been developed from the field man-
agement survey, it is compared with top-management priorities. Those needs that fit
management priorities are used to determine training needs.
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Soliciting Support and Commitment

To ensure management support, involve managers in a discussion of how the train-
ing will affect their objectives. Then, outline programs to fulfill the training needs
and present them to management for approval. Include cost estimates as well as esti-
mates of results of the training. Although overused, the term "bottom line" still cap-
tures the attention of management.

A candid discussion of budgets, including overhead and additional expenses, if re-
lated to the expected results, will preclude later rejection of the program. Everything
that is covered up-front will ensure management's support throughout the program.
Explain what can reasonably be expected and the type of management support
needed in order to get the expected results.

Many training programs have failed because managers were trained to act in a
people-oriented way but were then rewarded for acting differently. For example, in
one company, first-level supervisors were instructed to include employees in the
planning process. However, the managers who evaluated these supervisors ignored
this plan and used other criteria for appraisal. Management must be asked to sup-
port the new behavioral changes with policies and actions that reward the new be-
havior.

In one situation, a trainer at a large transportation company was so enthused
with a new sales technique that he failed to present management with information
on how the new technique could be used to generate more profitable sales on a
long-term basis. Therefore, he did not have advance management support for the
program. Consequently, management continued to evaluate sales people based on
the number of calls made and the total dollar sales. They missed an opportunity to
reward the more profitable results, and the training was not as effective as it should
have been.

Planning Specific Follow-up Procedures

The support of top management is absolutely necessary to implement follow-up pro-
cedures. First, determination of reduced costs, improved productivity, and increased
profits requires access to records and reports. Further, management policies and pro-
cedures must be implemented to institutionalize the changes brought about by train-
ing. Personal objectives of the trainees should involve the use of new skills. Salary
increases and promotions should also be based on the use of new skills.

In the case of management development programs, top management should set
the example. If they use the new skills, lower-level management will emulate their
actions. If lower-level management sees the participation and involvement of top
management, they will recognize that the new system or new skills are important.
Top management's support of a training objective is best expressed when they pro-
mote individuals who used the new skills to improve their results.
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Summary

You are ready to embark on a truly exciting journey into the field of human resource
development. It is an area where people serve people. With a variety of roles and re-
sponsibilities, you are certain to find an area of practice compatible to your own in-
terests and expertise. So set your sights and analyze your own plan for
self-development. We feel certain the following chapters can help you become a
skilled and productive trainer.



CHAPTER 2

Designing Effective
Training Programs

Let's start at the very beginning.

In looking at the many ingredients that make a training program an effective one, the
task of blending these elements can be likened to that of a skilled chef. The finished
product of the culinary professional—like the end result of the HRD professional—
depends on the correct mix and the artful use of the proper ingredients.

To be effective, a training program must be result oriented. A knowledge of the
many activities and processes involved will help you design a productive and viable
learning experience. You can assure an effective program by developing objectives
and evaluation criteria for the results expected. Moreover, each element of the pro-
gram design must be weighed against the expected results. Too many training pro-
grams seem to be designed and conducted with little, if any, attention paid to results
or evaluation. Evaluation is an ongoing process that begins even before the first
thoughts of training.

The idea is not that we consider evaluation as the first step, but rather that it over-
rides and provides the framework for all the activities in the total human resource de-
velopment program. As we consider a particular training request, we might first
evaluate the request by asking if training is what is really needed. Experienced train-
ing directors often find that well-intentioned but misinformed colleagues may as-
sume that all problems are training problems and, therefore, can be solved by a
training program.

In this chapter, we describe a step-by-step approach that will help ensure your
success in designing training programs. We will cover problem diagnosis to deter-
mine the necessity for training. Next, you will see how to define training goals in
terms of specific objectives that can be evaluated. Various instructional techniques
will be covered, and you will learn to match them with specific training problems.
We'll discuss techniques that gain participant involvement and result in a favorable
learning climate. Finally, we will cover methods for determining evaluation criteria.

14
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A Systems Approach

Training is much more complicated than simply telling or showing someone how to
perform a task. Training is an attempt to transfer skills and knowledge to trainees in
such a way that the trainees accept and use those skills in the performance of their
jobs. The knowledge or skill should be specific, and the training should be directed
at identified behavioral change. The trainer should learn specific skills or techniques
that can be demonstrated and observed on the job. There are several steps that can be
used in designing training programs that will accomplish these goals.

Conduct Needs Analysis

The first step, conducting a needs analysis, is the most important. Experts in prob-
lem solving agree that a problem well defined is half solved! Too often, our training
colleagues pull out an "off-the-shelf program without really knowing what the real
cause of a training problem may be.

Training is not the answer to every organizational problem. Even the most profi-
cient and experienced group of employees will have problems in their operations.
When a problem arises, it must be thoroughly diagnosed before training is pre-
scribed as the best solution. Many problems are caused by conditions that are not af-
fected by people. The most proficient workforce cannot keep producing when there
are no raw materials available.

Determining training needs can be time-consuming, but the investment will pay
off in a better planned program. Even when the problem is caused by people, you
must analyze the situation to determine what kind of a problem you are dealing with.
For example, the problem may relate to lack of knowledge. The person simply may
not know what to do. These types of problems are called cognitive problems.

You may find that the problem is one of a skill deficiency. An operator may know
what to do but may not know how to do it. More likely, however, that operator may
not know how to do it at a highly proficient level. Your training design will then be
directed to bringing people up to acceptable levels of proficiency. These problems
are called psychomotor problems.

Often you will find a deficiency in spite of the fact that conditions of the situation
seem highly conducive to high productivity. The problem may be related to the indi-
vidual's attitudes. He or she may be skilled but, for a variety of reasons, "just doesn't
care." These problems are in the affective domain.

Checking each of these three areas will help you find the real problem and deter-
mine the proper training to alleviate it. By carefully analyzing the situation, you can
determine what role, if any, training should play in solving the problem.

You must carefully collect and analyze all the data you can find relevant to the ac-
tual work situation. Through research and observation, you will gather job descrip-
tions, task analyses, and other information pertinent to the situation for which training
is being proposed. These will include individual and organizational needs, both cur-
rent and future'—in short, anything and everything that is directly or remotely con-
nected to the task at hand.
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At this point, you will begin to identify those areas where training will assist.
Some areas, of course, will obviously be appropriate for the training function. Others
may be far afield from the realm of training.

Determine Training Requirements

In order to determine whether or not training plays a role in a problem solution, you
must closely examine the problem. We have found the following approach very ef-
fective for this purpose.

1. Develop an overview of the problem.
2. Examine all changes that have occurred just prior to the emergence of the

problem.
3. List the most likely causes of the problem.
4. Evaluate the role training can play in solving the problem.

Determine Objectives and Standards

"The best laid plans of mice and men ..." This oft-used quote aptly describes the
dilemma in which trainers often find themselves. Elaborately designed and executed
training programs may fail if they are not goal directed. The program may even re-
ceive praise from the participants as being innovative and informative, and still fail
to result in behavioral change. You can avoid this problem by incorporating specific
goals and objectives into the training design.

A training objective is distinguished from a training goal in that the objective de-
fines a level of performance in terms of quantity (for example, the number of units of
output per time frame) and the specific quality of the performance, whereas a train-
ing goal is defined as a general skill or behavioral change that occurs as the final re-
sult of the training.

Unless we know what it is that we want our development program to do, how can
we possibly measure its success? Using behavioral terms, we spell out the desired
behavior and performance standards the program purports to achieve.

Develop Course Content

Now you are ready to build the curriculum that should be covered in the program.
Recognizing the restraints that may be imposed (time, resources, budgets, etc.), your
task is to separate the "need to know" from the "nice to know."

After selecting and sequencing your material, identify the minimum basic subject
matter required to satisfy the stated objectives. Then compare and contrast the pa-
rameters of training time available—or required—and adjust accordingly.

Select Instructional Methods and Media

Once specific objectives have been developed, you can select the training methods
most likely to be effective in achieving those objectives. There are a number of train-
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ing methods to choose from. Lectures, role plays, case studies, games, and group
discussions are all useful in specific situations. Each method must be evaluated in re-
lation to your objective.

Each instructional method has its pros and cons. Your task is to identify the meth-
ods best suited to meet your objectives. Skillful blending of methods and visual me-
dia will help ensure your attainment of identified goals.

You must know something about your trainees to determine which techniques will
be most effective. Have the trainees been exposed to classroom training before or
has all their training been conducted on the job? Are they familiar enough with the
concept to discuss the problem and develop group answers or will they need input
from you? Are there natural leaders in the group or must you provide step-by-step
instructions? Do they have the basic knowledge to approach the problem or must
you provide guidelines to keep them on the track?

The participants' willingness, desire, and readiness to learn will affect your training
techniques. If participants are highly motivated when they arrive in the training room,
you have no problem. If they don't want to be there or if they feel they can't learn any-
thing, then you must use training techniques that build interest and desire to learn. You
must develop a climate in which they will become motivated to participate and learn.

Perform Test Run

After you have completed your program design, gather your associates together for a
test run. Conduct the program for them just as you would for a group of trainees.
This will help you get the "bugs" out of the program.

Problems that don't show up as you go through the training portion of the pro-
gram will show up when you begin evaluating the effectiveness of the program.

Conduct Program

The preparation and planning all come to fruition as you conduct your session. A pi-
lot run or rehearsal will give you added confidence and, as a result of the construc-
tive criticism of a trial audience, will help polish your teaching effort.

In planning a favorable learning climate, the trainees are induced to pay attention
and take responsibility for learning. A favorable learning climate maximizes learn-
ing by offering the trainees a reason to learn, preparing them for the content of the
training, and developing their trust in the instructor.

The following activities have been tested in numerous meetings and training ses-
sions. These activities have been found successful in evoking participation from
trainees and other meeting participants. They are:

Develop a benefit list. After a brief explanation of what the training is going to
cover and how you are going to conduct the training session, ask the participants to
think of the benefits that they will personally derive from the training. You can
record their comments on a flipchart. Usually, they will fill the chart within four or
five minutes.

With the benefits listed on a chart, all the participants can see and firmly estab-
lish in their own minds the value they will get from the training. The fact that the
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group developed the list, rather than the instructor, gives it added validity. Gener-
ally the trainees are motivated to receive the training so they may realize the listed
benefits.

Conduct a discussion period, A discussion period serves two useful functions.
First, it keeps the participants interested and involved in the learning activity, and
second, it gives them an opportunity to fulfill their personal needs for expression.
During the discussion period, participants can socialize and relieve any tension that
may have built up during the time they were listening to the trainer,

Design activities to promote participation. You can ensure the involvement of
everyone by designing your activities for small groups. You might have four or five
people in a group and have a specific function assigned to each group member.
Every member must then participate in order for the group to perform its function.

Another way to ensure participation is to provide freedom to make mistakes. Most
people who are reluctant to participate in group activities are reluctant because they
fear they will be ridiculed for making mistakes. You can eliminate this feeling by ex-
plaining that making mistakes is simply one of the ways we learn. Once the group
accepts this, the reluctance to participate will end.

Evaluate Program

Although evaluation is an ongoing process, end-of-course formal evaluation
should be a part of every program. Evaluation can take any of several forms, for
example, tests, on-the-job performance, superior-subordinate reports, and behav-
ior or performance changes and results. Rating sheets by participants can be help-
ful if they are properly constructed. Informal evaluation and observation should be
continuous.

Evaluation is an educational feedback system that measures the effectiveness of
our actions. We use it to learn and correct our errors. In training, you can preselect
evaluation criteria by relating to the specific objectives that you established for the
program.

For example, if your objective was to get new information across, then your eval-
uation criteria will relate to the level of information understood and retained by the
trainee. If your objective was to develop new skills, your evaluation must relate to
skill acquisition. Your criteria for evaluation represent an evaluation of the speci-
ficity of the objective you developed. If the objectives were not specific and measur-
able, the deficiency will show up in your attempt to develop evaluation criteria.

Revise Program

Tomorrow's session will always be better if we learn to accept constructive sugges-
tions from our peers, our superiors, and our participants. Perhaps too much (or too
little) time was spent on one session. If our goals were not satisfactorily attained,
major revision is in order. If goals were reached and the evaluative response and re-
sults were favorable, it is still good advice to review and revise bits and pieces.



Designing Effective Training Programs 19

Summary

Training needs must be carefully researched before a training program is designed.
You can begin to realize that an effective training program doesn't "just happen,"
Like anything of value, it is deliberately and painstakingly constructed from start to
finish—and from the finish line back to the starting point! A well-designed training
program is an integrated collection of knowledge, skills, and attitudes, all carefully
blended to mold a specific product—the desired learning under specified conditions.
While the approach may appear cumbersome and arduous (as indeed it may be), the
dividends returned for the expenditure of time and effort are well worth it! Like an
artist proud of his or her latest canvas, so, too, can you be equally proud of your
carefully drawn and designed training program.



CHAPTER 3

Determining
Training Needs

Training won't solve all problems.
Not all problems are training problems.

The novice trainer is well advised to remember these two statements. Ambitious
practitioners, anxious to make their presence known to new employers, may be
prone to suggest training as the panacea for all the organization's ills. Usually, how-
ever, this is not the case.

Training programs should be offered as a response to a need, not merely as a
quick, sure-fire solution to a given problem. It may well be that the solutions to these
problems may be found in the area of personnel, product, promotion, or production.
These, and a host of other factors, should be explored before embarking on the train-
ing program.

Basic Training Areas
The three basic areas involved in performance are the generally accepted types of
learning: cognitive (knowledge), psychomotor (skills), and affective (attitudes).

A person must have the basic conceptual knowledge of what is to be done on the
job, the rationale for the job, and what the results of doing the job will be. Cognitive
understanding of how to perform the job is equally important.

The second basic area, the skills or psychomotor area, relates to motor or manual
skills. This area includes specific physical movements and actions that people take in
the performance of their jobs. Often trainers can play an important role in increasing
productivity through training activities that shorten the number of movements and
actions or that establish new movements that are more productive than the old ones.
Work simplification programs, for example, continually attempt to find a "better
way."

20



The third basic area, the attitudinal area (affective domain), is as important as the
first two. This important area is often overlooked because the research design does
not investigate it. Research has shown that poor employee attitudes have serious ef-
fects on productivity. Employees who feel that they are being treated unfairly, that
their work is unimportant, or that they are in a hopeless situation, work far below
their level of capability.

The productivity crisis of the early 1980s brought this to light in an emphatic way.
While there were several causal factors of America's productivity problems, man-
agement's disregard for the changing workforce was a key factor. A younger, better
educated employee, coupled with the growing number of women entering the world
of work, found many organizations uncertain as to how to handle this "new breed."
Consequently, worker dissatisfaction and a resultant decrease in productivity
plagued a number of companies.

Determining Training Needs
Often training is approached on a hit-and-miss basis. We pick out a skills (psy-
chomotor) program for one year, an attitudinal (affective) program for the next year,
and, perhaps, a general knowledge (cognitive) program for another year. Unfortu-
nately, these programs may not relate to the real needs of the organization. We may
be training production people to improve quality while the more pressing need may
be to improve the selling skills of the sales force.

Sometimes the need for training may be perceived incorrectly. For example, a
sales manager may feel that the sales representatives need product knowledge train-
ing, while an analysis of the situation may reveal that the sales personnel need the
skills to present the product rather than additional knowledge about the product.
Here is where a systematic procedure for determining the needs of the organization
is required.

Figure 3-1. Domains of Learning

Determining Training Needs 21
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Why Do Needs Analysis?

Before we enumerate several ways to conduct a needs analysis, it might be instruc-
tive to suggest some reasons for spending the time and effort in the first place.

Initially, a study of the work environment and the personnel involved will identify
the existing level of employee performance. Measured against industry standards,
we could compare manufacturing output, for example, to other similar product lines.
In office situations where productivity is admittedly difficult to measure, other areas
of need might surface. As an illustration, a personality conflict between clerical em-
ployees may turn up as the culprit. A program on conflict resolution could address
that issue.

Second, a needs analysis could target individuals who most need additional train-
ing or development. Through interviews, for example, a person may request assis-
tance in a refresher course for a present job. Or, perhaps, a supervisor may suggest
individuals attend a program for new skills needed for a promotion. Through a vari-
ety of methods, people can be identified who can materially benefit from additional
learning opportunities.

Third, a needs analysis is an excellent vehicle to get a pulse of what the organiza-
tion is all about. It can provide management with the prevailing attitude or morale of
the employees. Administering carefully constructed questionnaires, to be completed
anonymously, can often encourage employees to "tell it like it is."

Fourth, a needs analysis reveals information about the organizational climate.
Learning about employee attitudes and conducting needs surveys can help us to get a
picture of the total organization. Pinpointing certain weaknesses may alert the astute
researcher to an impending dangerous situation. Conversely, a productive team effort
in a well-managed organization is also revealed by a needs analysis.

Fifth, a needs analysis involves the entire workforce. People often appreciate be-
ing asked their opinions. Of the several methods discussed, many actually involve
the individual employee. Would-be participants have a hand, therefore, in helping to
design the training effort. Their comments, feelings, or opinions about given content
areas may help you construct your training effort.

Finally, because it involves employees and management, these same people feel
they have played a part in designing the program. After all, the best training pro-
grams are based on identified needs. Therefore, they become "a part of* instead of
"apart from" the program.

Types of Needs Analysis

A determination of training needs can run the spectrum from a simple question
("What do you think we need most?") to a complex research design. Some of the
more commonly used types of analysis include

Informal interview
Observation
Survey method
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Performance tests
Formal interviews
Reports from superiors
Examination of records
Advisory committees
Checklists
Assessment centers
Questionnaires
Management requests
Formal research

Let's examine each of these in some detail.

Informal Interview. As suggested by its title, this technique can be easily accom-
plished without a great deal of research or background. It could take place over a cup
of coffee or during a casual lunchtime conversation. You should be cautioned, of
course, about not appearing to be prying or playing a clandestine role. If the conver-
sation is initiated by the potential recipient group, so much the better. If not, tactful
questioning must be used to ferret out the real training problem.

Observation, Equally informally, the trainer can discover areas of potential train-
ing needs through observational methods. For example, an overheard misunder-
standing between employees may indicate a need for communications or human
relations training. A complaint from a coworker about outgoing correspondence may
indicate a need for some clerical training. Don't assume, however, that what you
may sense as a training need is always*—and solely—a training need. You may see
only the surface of the problem or you may even misread the entire picture.

Survey Method. Questionnaires are typically constructed to determine the types of
training needed. Since it is often too costly or time-consuming to poll all the person-
nel in your organization, you may randomly select certain groupings that are deemed
representative of the department or organization. In constructing a questionnaire,
have a pilot group critique the instrument for clarity or ambiguity. If supervisory
clearance is required, you should ask your superiors to also assist in the critique be-
fore you administer the survey to the chosen group.

Performance Tests. The achievement level of individuals and groups can be as-
sessed through testing. Entry-level skills, for example, are easily measured. After a
person has been on the job for a time, periodic appraisal may show a real need for
cognition, affective, or even psychornotor updating. Commercial tests on a variety of
content areas are readily available should internal sources be lacking.

Formal Interviews. Personal interviews with employees may uncover a wide scope
of training needs. To preclude any "backwash" or negative feedback from, the inter-
viewee's superior, it is always necessary to respect the confidentiality of the re-
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sponses. Problems seen on the job may be traced to an ineffective or inhuman man-
ager. Delicacy in handling these incidents is extremely important. If the interview is
conducted by the manager of that respective department, you will seldom find the
frank and candid responses given to a third party if anonymity is ensured,

Reports from Superiors. These requests may come from an individual's superior or
from an official of the organization. In the latter, of course, you are advised to take
prompt action, but remember that the request may not be a bona fide training need.
Again, an honest inquiry on your part may articulate the real problem or dispose of
an artificial one,

Supervisors are becoming increasingly people oriented and can be a sincere and
continuing source of information regarding areas where training is needed. We must
realize that people don't always know what they need or may mistakenly cite an in-
correct need.

Records Examination. A variety of needs may be uncovered by reviewing em-
ployee efficiency and production records. A quick check with your human resource
department will determine which records may be available. Since laws are becoming
more stringent, be certain you are not checking on information considered to be priv-
ileged data.

Assuming these records are approved for your perusal, several areas of need may
be brought to your attention. Productivity, sales, operating ratios, and so on are but a
few of the items that may be compared to pinpoint an individual need.

Advisory Committees. Every organization should have a training committee com-
posed of several individuals representing key departments or agencies of that organi-
zation. Monthly or periodic meetings of this group serve as a "sounding board" for
new program ideas, and each committee member functions as a representative of his
or her respective department. Training requests could be funneled through that per-
son and brought to the committee for disposition. If possible, your committee should
have members from all levels of the organization (employee, supervisory, middle
management, and top management). This group can be your best friend in your
training efforts. Use it wisely.

Checklists. A simple checklist can be administered and tabulated with a minimum
of effort. Figures 3-2 and 3-3 show two forms that can be adapted to meet the needs
of most organizations. Respondents merely indicate their areas of interest or con-
cern. A tally is then easily compiled.

Assessment Centers. Though time-consuming and elaborate, the use of assessment
centers can pinpoint an individual's need for improvement. Essentially, an assess-
ment center is the site of a carefully controlled process where skilled observers eval-
uate the behaviors and actions of participants. Assessment centers are used primarily
in middle- and upper-management circles.
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I. PLEASE INDICATE BY CHECKING THE APPROPRIATE COLUMN THE DE-
GREE OF NEED YOU THINK EXISTS FOR TRAINING FIRST-LINE SUPER-
VISORS ONLY.

1. COMMUNICATIONS
2. INTERVIEWING
3, COUNSELING
4, DISCIPLINING
5, HIRING PROCEDURES
I. TERMiNAflON PROCEDURES
7. DEVELOPING EMPLOYEES
8, MOTIVATING
9. HUMAN RELATIONS

10. HANDLING COMPLAINTS/GRIEVANCES
11. PLANNING/ORGANIZING
12. PERFORMANCE APPRAISAL
13. DECISION MAKING
14. LEADERSHIP
IS. FUNCTIONING IN THE ORGANIZATION
16. DELEGATION
17. MANAGEMENT METHODS (e.g., M.B.O.)
18. BUDGETING
19. TIME MANAGEMENT
20. CONDUCTING MEETINGS
21. REPORTING SYSTEMS (written information)
22. SAFETY (e.g., Qsha, First aid)
23. AFFIRMATIVE ACTION/E.E.O.

GREAT
NEED

SOME
NEED

LITTLE
NEED

11. PLEASE INDICATE ANY OTHER SUPERVISORY SKILLS FOR WHICH YOU
FEEL THERE MAY BE A NEED. LIST THEM BELOW AND CHECK THE
APPROPRIATE BOX INDICATING THE DEGREE OF NEED.

1.
2.
3.
4.
5.

GREAT
NEED

SOME
NEED

LITTLE
NEED

NAME
BUREAU

PLEASE INDICATE YOUR LEVEL OF SUPERVISORY RESPONSIBILITY
BY CHECKING ONE OF THE FOLLOWING:

first-line supervisor {the employees yon supervise do not supervise others)
second-line supervisor (you supervise employees who also have supervisory re-
sponsibilities)
management level
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Listed below are statements describing the needs of supervisors and/or managers. In
rfte box preceding each, place the number 3, 2, 1, to indicate the degree to which
they apply to your population. Here's the code:
3 9 highly applicable, extremely important.
2 = moderately applicable, fairly important.
1 * slight or no applicability, not too relevant here,

ability to set realistic goals or standards, define performance requirements, and
develop action plans for achieving and for controlling (tracking) performance,
skill in communicating effectively in face-to-face situations—with subordinates,
peers, superiors, customers, etc.
commitment to Tleory Y management, willingness to delegate and develop
subordinates to their fullest.
skill in balancing their daily activities between the demands of the task (produc-
tion-oriented side) and of the employees (people-oriented side),
ability to apply motivation theory so as to increase job satisfaction and to develop
a team of "turned on" employees,
skill in giving on-the-job training and counseling relating to behavior at work.
ability to appraise performance objectively and to conduct regular, constructive
performance reviews that are two-way dialogues.
sensitivity to the needs, interests, goals, and perceptions of others through
transactiortal analysis.
still in writing letters, memos, and reports that are clear, concise, complete, and
compelling . . . writing that gets action.
ability to manage time (of self and others) effectively by prioritizing, controlling
interruptions, measuring cost effectiveness of time invested, etc.
skill in cutting costs through methods improvement, work simplification or real-
location, flow charting, analysts of procedures, etc.
ability to hold meetings, briefings, and conferences that are well organized, crisp,
and produce results.
skill in negotiating and resolving conflict as it arises in interpersonal relations,
facility in listening in depth, drawing out what is and isn't said, summarizing and
clarifying, and organizing the speaker's message so that it can be acted upon,
ability to identify problems (separating causes from symptoms), to evaluate
evidence, to weigh alternatives, and to select appropriate solution paths,
skill in implementing management by objectives at the departmental level (pre-
paring action plans, performance documents, etc.).
knowledge of the laws and their rote in making EEO and your affirmative action
plan a reality in their work groups.

In the space below, please enter any other needs that are not covered above but are
important to your population of supervisors and/or managers:,

Figure 3-3. Needs
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Questionnaires. Another excellent vehicle, the questionnaire can provide signifi-
cant amounts of critical information. Attitude surveys often take this form. Typically,
these surveys cover attitudes, reactions, and feelings about satisfaction (or lack
thereof) with the organization, industry, job, or work itself. Working conditions, pay
or salary, supervisors, coworkers, and a host of relevant issues may also be investi-
gated.

Management Requests. There may be times when key management personnel sug-
gest that certain topics or programs be considered. The perspective they bring is of
particular interest since quick follow-up and carry-through is of obvious importance,
Their requests may be for members of top management or for subordinates in re-
spective areas of the organization. Regardless of the source, we are well advised to
treat these requests as valued training needs. In those rare cases, however, where
such a request is somewhat afield of a definitive training program, consult with your
own immediate superior or seek advice from your training committee.

Formal Research, Your internal research should be directed at eliminating the dis-
crepancy between actual and perceived needs. You can do this by developing evi-
dence that clearly demonstrates what the real need is and presenting this evidence in
a way that shows how the perceived need will be fulfilled by the training program.
You can accomplish these goals by concentrating your research on training's rela-
tionship to the actual problem. You should prepare your research guideline in such a
way that only pertinent information is collected. There are a multiplicity of training
needs in the minds of people at any given time. These needs may (or may not) apply
to the problem at hand. If you are making a general survey to determine a wide range
of needs throughout the organization, then you should use a very open questioning
technique. When dealing with a performance problem, however, a questioning tech-
nique that will restrict the answers to needs associated with performance deficien-
cies is necessary. The following four steps will help you achieve that purpose:

1. Write a statement of the perceived training need and the expected result of
that training as expressed in the training request.

2. Write a statement of the problem and the primary causes of the problem as
determined by the problem analysis (described in Chapter 1),

3. State the discrepancy existing between current performance and the desired
performance.

4. Develop your research questions to determine what training is needed, and
by whom, to eliminate the performance deficiencies. Separate the compo-
nents of knowledge, skills, and attitudes.

Internal Research Sources

After you have constructed your research questions, the next step is to start collect-
ing data. Whether you are interviewing, observing, or examining records, your activ-
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ities will be directed by your research questions. All collected data should be identi-
fied as to their source and the questions to which they relate. This identification will
help you weigh the importance of each response when you tabulate your results.

Each research project may require different sources of information. For one prob-
lem you may be required to examine several sources of information, while another
will require only one or two sources. The following sources are also useful in re-
search:

Activity records covering current and previous results
Supervisory evaluations of subordinate performance
Job descriptions or task analysis reports
Written policies and procedures applicable to the situation
Activity records of similar departments
Personnel evaluations, including employee tests and questionnaire results
The tools, equipment, and supplies being used to do the job
Interviews with the supervisors of the target group
Interviews with the target group
Interviews with other groups who interact with the target group

Once you have completed your internal research and tabulated your data, you
must analyze the data to determine whether or not training will do the job and what
types of training need to be done. The following questions will be helpful in making
this analysis:

If the actual need is part of a problem, will training solve the problem?
If a behavioral change is required, can training effect this change?
What specific people need the training?
Will the new behavior be reinforced on the job?
Can the training program and the expected results be evaluated?
Will training fulfill the perceived needs and generate the expected perfor-
mance results expressed in the training request?

Once the needs are definitively established, you will find these procedures useful
in setting forth your plan:

State, in writing, the need that the training program is designed to fill.
Indicate the method that will be used to evaluate the result.
Establish the minimum acceptable level of proficiency the trainee must
achieve.
Describe the stages of growth the trainee will go through.
Delineate the various levels of proficiency attributable to each stage of growth.
Describe the expected skill development or change on the job, after training.
Spell out the value system constraints and supports of the group who will re-
ceive the training.
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Define the communication network:
A, Data collection and storage
B, Self-correcting criteria
C. Retrieval
D. Utilization
Describe the executive or organizational support.
Indicate the rewards likely to accrue to the successful participant.

The Training Proposal
Once a needs analysis has been completed, you are ready to prepare a training pro-
posal. This assumes, of course, that the analysis indicated a need for training. If the
needs analysis indicated a performance deficiency, for example, then the objective of
the training proposal will be to remove the deficiency through training. The proposal
should spell out the need for training, the expected results, the people to be trained,
and the expected consequences if training is not conducted, and it should include an
outline of the proposed program. The following sample proposal covers these points.

Sample Proposal

INTERCOMPANY MEMO

FROM: JOHN PLACER, DIRECTOR OF TRAINING
TO: GEORGE GROWLER, V. P. OPERATIONS
SUBJECT: TRAINING PROPOSAL

Objective
Reduce costs of "widget" stampings by 10 percent.

The Need for Training
A needs analysis was conducted in the production department to determine if train-
ing could improve performance and lower production costs. Our analysis indicated
that two major problems can be reduced by training. One is the abnormally high
waste factor, found to be 14 percent of stamping stock, and the second is the im-
proper handling procedures being followed by the stock feeders.

Sheet steel stock is being damaged in the warehouse and on the line. This damage
due to improper handling is a major cause of the high waste factor. Waste is also oc-
curring due to improper alignment procedures by the stock feeder.

Expected Results
Proper handling and feeding procedures should result in the waste factor being low-
ered to approximately 4 percent. About 7 percent of the reduction will accrue from
improved handling procedures and 3 percent from improved stock feeding proce-
dures.
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Prospects for Training
All lift-truck operators and stock clerks in the sheet steel warehouse and all stamp-
ing machine operators and feeders should be trained. Currently, there are fourteen
machine operators, fourteen feeders, six lift-truck operators, and two stock clerks.
The thirty-six prospective trainees should be trained concurrently to gain the sup-
port of all those involved.

Outline of the Program
Waste Reduction Training Program

I. Orientation
A. Explain problem and training objective to participants.
B. Establish minimum level of proficiency trainees must achieve.
C. Explain rewards or benefits participants will receive by reaching required

proficiency level.
II. Concurrent training sessions in warehouse and in production department

A. Demonstration
B. Practice session
C. On-the-job test

III. Discussion
A. Problems encountered
B. Suggested solutions

IV. Second session
A. Demonstration
B. Practice session
C. On-the-job test

V. Evaluation
A. Waste factor results
B. Performance results
C. Attitude results

Expected Conditions Without Training
Without training, the waste factor is expected to continue at the current 14 percent
waste level. This level may even increase as the cumulative effect of poor attitudes
and improper work habits reinforce each other over time.

Recommendations
A training program is recommended to begin immediately and is expected to last
approximately three months, with follow-up tests and evaluation to continue for one
year.

Summary
As you can now readily attest, needs assessment can be as basic or as sophisticated
as one wants it to be. Is it really worth all the time and trouble?
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Yes! Properly done, a needs analysis offers a systematic appraisal of training and
development. While the 3 Rs may be satisfactory for the primary school, the major
focus in the workplace is the 3 Ps,—people, performance, and productivity,

Needs analysis can find answers to these important questions:

Is the training needed?
Who needs it?
What are their needs?
Are they aware of their needs?
What topics should be covered?
How soon should the training be held?

These are just a few of the items that require attention. With a thoughtful and de-
liberate evaluation of the wants and needs identified, training objectives can be de-
fined and a productive and viable training program planned.



CHAPTER 4

Instructional Objectives

You can't get tost if you don't know where you 're going.

In planning any kind of a road trip, common sense dictates that we initially search
out our destination and then plot backward to our starting point. When we're ready
for the trip, we already have identified our objective as the destination point. De-
pending on the length of the journey, we may have also defined some subgoals or
stopover points along the way.

It is wise to do similar planning for every training effort in which you are en-
gaged. And yet, as startling as it may seem, far too many training programs are
started every day with little if any idea as to what the end goal or objective might be.

It's been said that you can never be lost if you don't really know where you're go-
ing! While that may be true, it's a sorry state to be in when it comes to human re-
source development.

It is incumbent on each of us to know precisely what the end product or training
objective of each session and program is before the training actually starts. It is
equally important for the participants to recognize that we have defined goals to-
ward which we are all driving. Only then can we have a fruitful and rewarding
journey.

Goals and Objectives
The terms goals and objectives are often used interchangeably. One dictionary defi-
nition states:

goal: an end or objective
objective: something worked toward or striven for: a goal

For our purposes, however, we have elected to differentiate between these terms.
We suggest that a training goal be a general statement of what the training is in-
tended to accomplish.

32
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A training objective is a specific statement of change in the knowledge, skills, or
attitudinal areas.

Programming Training Objectives
If we design every aspect of a training program with evaluation in mind, we must
program training objectives that specify behavioral change leading directly to the ac-
complishment of specific organizational goals. In writing objectives, keep in mind
that the behavioral change required to obtain these results must be reinforced if the
behavior is to continue in the actual work situation. Behavior that is learned in the
artificial situation of a classroom will seldom be carried over to the job unless that
new behavior is rewarded on the job.

In this chapter, we discuss behavioral objectives and the variables that affect the
success of your training program. Both short-term and long-term objectives are con-
sidered in relation to the training approach required for each. You will be given spe-
cific guidelines for developing each type of training program.

You will also learn how to test your objectives against criteria that will ensure the
success of the program. You will be given ways to test the written materials for clar-
ity and a checklist to use in determining the effectiveness of the design of your writ-
ten program. You will also see how to demonstrate the program's credibility and its
value to the organization,

Preparing Instructional Objectives
Instructional objectives must delimit the training activities to those that lead to the
achievement of specific results. The overriding goal, then, becomes the change in
performance that will be required to reach training or organizational goals. The
training objective will be to provide the skills, knowledge, or attitude improvement
that will result in the attainment of the specified goals. This criterion provides the
basis for later evaluation of the results of training.

Short-Term Operational Objectives

Short-term objectives are those that are associated with "first-level training." For ex-
ample, it might be the training required to develop employees to the point where
they can operate a machine, go through the basic steps of the job assignment, and be
generally aware of what is required in the performance of those duties. The first level
is thought of as the apprentice or trainer level.

Short-term objectives are also related to ad hoc programs for new employee in-
doctrination, special informational programs, and new policies or procedures. Once
an ad hoc workshop or lecture is completed, the program is discarded or filed until a-
similar situation arises again.

First-Level Skills Objectives. A program covering first-level skills provides de-
tailed job knowledge and the correct procedures for accomplishing the job tasks.

c
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Learning objectives should contain progression steps that permit the employee to
change an attitude, knowledge, or skill on a step-by-step basis. The behavioral
change that is expected to take place at each step should be written into the objective
so that it may be evaluated.

Management expectation for performance should be considered in determining
the objectives. The expected "how and when" should be set up as guidelines, but
flexibility should be maintained to allow for differences in the trainees' individual
learning rates.

The objectives should specify short-range levels of proficiency that are acceptable
for each step. The particular training method—lecture, "on line" learning or on-the-job
coaching—should be spelled out for each phase in the program. Obviously, the vari-
ous steps may require different methods of instruction.

It is important to establish an information system to support the trainees from the
very beginning. The trainees need to know who is responsible for the many functions
related to the job. Detailed instructions on what to do or where to go when equip-
ment, space, or policy is interfering with the accomplishment of their tasks should be
explained.

Special Program Objectives, Often the training department is required to prepare
special programs for a specific purpose. There may be a special problem to solve, a
policy to implement, temporary assignments to prepare people for an organizational
change, or perhaps a move to a new location. Training personnel are often termed
"change agents" and are specially skilled in preparing guidelines for these kinds of
organizational change. The objective for such special programs might be the devel-
opment of a guideline to be followed in making the required change.

The following adaptation of a problem-solving technique should help you in de-
veloping guidelines for special programs:

1. Diagnose the problem or objective:
A. List the causes of the problem or obstacles that may interfere with

achieving the objective.
B. Pick the most significant obstacle or cause and develop it into a written

statement of a program objective.
C. List the subproblems that must be resolved.

2. Reduce the written objective into specific terms:
A, State the specific purpose to be accomplished and the time frame.
B. State the specific skill to be learned or the specific methods to be used in

accomplishing the purpose.
3. Establish evaluation criteria:

A. List the required levels of proficiency.
B. List the indirect resources or other people who will be needed or whose

actions will affect the results.
C. Restate the written objective, considering the evaluation criteria.

4. Develop a step-by-step guideline for reaching the objective:
A, List as many possible solutions as you can think up.
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B. Write a brief evaluation for each solution,
C, Select and write out, for use in your guideline, the solution most likely

to succeed.

The guideline, of course, will have to take into account the attitudes, skills, and
knowledge required for each step. Also, consideration must be given to the subprob-
lems in 1-C, Often a solution generated for the main problem objective will also
solve the subproblems. If not, the subproblems must be solved in the same manner
as the main problem.

Long-Term Comprehensive Objectives

Long-term training objectives are directed at second-level or professional develop-
ment. These improvements in proficiency occur over a long period of time and are
affected by the employees' attitudes as well as their knowledge and skills. Compre-
hensive objectives must be based on an awareness of the part these attitudes, knowl-
edge, and skills play in employee development.

Proficiency develops over a long period of time but occurs in small increments or
improvement steps. Training must be designed so that it relates to the particular
stage of development the employees are experiencing. The training objectives should
be related to the employees' long-range attempts to reach their potential and to the
long-range goals of the organization.

The attitudes, knowledge, and skills necessary for the attainment of the long-
range goals of the organization are all part of the trainer's objectives in training peo-
ple to perform their jobs. Feedback and reinforcement are necessary to guide the
employees' attempts at improvement. Since employees are going through various
stages of training throughout their careers, the training objectives must harmonize
with the feedback and support system in the workplace. If employees are trained to
behave one way but rewarded for performing differently, they will learn to perform
differently. Management commitment should be secured for the training program as
well as a reinforcement system for the learned behavior.

Behavioral Objectives
Robert Mager, a prolific writer and respected voice in human resource development,
sent the training world back to its drawing board several years ago when he chal-
lenged us to think in behavioral terms. Far too many of our academic and training
colleagues confuse the terms purpose, goal, and objectives. His thoughtful and con-
tinuing contributions have made his name synonymous with behavioral objectives.

One of the most significant steps, then, in human resource development is that of
defining objectives in behavioral terms. Too many training programs are obscure as to
their purpose; too many training sessions are unclear as to their specific objectives.

An objective is stated in behavioral terms when the trainer can demonstrate the
material learned in an observable way. For example, if at the end of a retail store
cashier training, the learner is to demonstrate proficiency by being able to enter ten
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purchases with 95 percent accuracy in a five-minute timed test, then that objective is
stated behaviorally.

It is imperative that the end result of training be both measurable and observable.
Behavioral objectives can help determine the content of the program. As a solid

basis for evaluation, they provide an excellent opportunity for both trainee and
trainer to determine accurately the achievement level reached.

Writing behavioral objectives is a difficult task. It is made easier if you remember
to answer these questions:

Who will perform the task?
What will be measured?
What is the minimum level of performance?
How is the task evaluated?

The wording of objectives is critical. Many verbs we so often see used are not ac-
ceptable. For example,

"To understand..."
'To appreciate..."
"To know. . . "
"To recognize..."

The problem with these words is one of interpretation. It is difficult to measure
understanding or appreciation. How do you know that the learners have achieved an
understanding? How can we possibly determine when our trainees or participants
have satisfactorily achieved a satisfaction? You can readily see the problem. We have
no way of knowing when the objective is attained or mastered.

More specific verbs include

"To wri te . . . "
"To construct..."
"To assemble..."
'To identify ..."
"To adjust. . ."
'To measure..."
'To solve..."

As is readily seen, these are action verbs and are easily measured, Mager's publica-
tion entitled Preparing Instructional Objectives made an outstanding contribution to
human resource development. Three basic concepts form the foundation for his work:

Behavior: any overt or visible activity displayed or performed by the learner
Terminal behavior: the behavior the trainer demonstrates at the conclusion
of the training effort
Criterion: the standard or test by which we measure or evaluate the behavior
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Let's look at a few examples to help us understand these concepts. For example,
the objective is "Given a one-hour exam of one hundred multiple-choice questions,
the trainee will attain a score of at least 75 percent." Clearly, the three basic tests
have been met.

Try this one. "The trainee will understand the basic workings of the Model 2745
Engine." Has this objective been stated in behavioral terms? No. "Understand" is not
acceptable, and the criterion test cannot be measured or evaluated because it is stated
in nebulous terms.

"At the conclusion of this training session, the learner will be able to fill out com-
pletely our Form 2714 with no errors." The specificity of the terminal behavior can
be easily measured.

One more: "... to really understand and appreciate the principles of manage-
ment." If you said no, you're well on the way to a better knowledge of Mager's prin-
ciples.

Task Analysis
To make course objectives more meaningful, first construct a task analysis. As its
name implies, this activity is a detailed, intricate method for actually isolating and
studying the many component parts of any job. It is a method for describing a proce-
dural job as a basis for preparing instructional materials. It forces the writer to break
down the task into its most elemental and simple components. The activity can then
be described in easy-to-understand parts.

Here is a process you can use for writing a task analysis:

1. Prepare a card for each element of the task.
A. Preceding condition (stimulus).
B. Imperative verb describing action to be taken.
C. Time, observation, and preparation for next step.

2. Justify the procedure: explain reason.
3. Arrange cards in sequential order linearly or in branching sequence.

A. Linear sequence: each step follows the other without any alternatives.
B. Branching sequence: steps are branched where discriminations or deci-

sions are to be made.
4. Lay out the cards.

A. Place a discrimination card to the right of the previous base card.
B. Place a linear card below the previous base card.
C. Make sure the last card in either direction advises readers that the se-

quence is ended or sends them to the next step.
5. Write the task instructions.
6. Use the card layout to form the major headings, subheadings, and discrimi-

nation headings.
7. Evaluate the analysis: let the trainee try it.
8. When the trainee commits an error, clarify the instructions.
9. Compare the trainer's performance with the objectives of the program.
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A sample task-analysis-based card layout of a sales presentation is presented on
page 39.

Summary
A goal or objective that is stated in broad, general terms is really not all that useful to
either trainer or trainee. Properly constructed, a general goal gives the "big picture"
or end result of a training effort.

Too often, we still see vague statements such as "to give managers an appreciation
of the value of human relations," or some other shallow goal. To be useful, the spe-
cific ingredients of behavioral objectives must give clarity and purpose. Because
they are measurable and observable, it can easily be determined if they are meeting
their stated purpose. Admittedly, writing such an objective is no easy task. But its
payoff in results makes the investment a profitable one!
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Figure 4-1. Lesson Plan Development

Card # t

a) You are directed to make a sales call.

b) Establish a warm sates climate.

c) Ask for customer's volume requirement.

a) Customer complains.

b) Decide either to probe or ignore
complaint.

1.2

I.I

Card #2

a* You decide to ignore complaint,

b) Explain the benefits of your product,

e) Ask customer's opinion.

a) Probe customer complaint.

b) Summarize complaint.

Revert to card f 2.

2.1
a) Customer again brings up

complaint

b) Decide either to probe or ignore
complaint.

•* *i

«) You decide to probe,

b) Ask customer to explain.

2.3

a) Probe for further information.

b) Summarize the complaint.

c> Offer a suggestion to solve the
problem.

Card # 3

a) You ask customer to explain problems
and needs.

b) Probe for understanding.

e) Summarize the understanding.

Revert to card #3

Card # 4

a) Customer confirms undemanding.

b) Use a benefit statement that relates
to the customers needs.

c) Check for customer understanding.

4.1

a) You said something that annoyed
the customer.

b) Decide either to probe or continue
with the close.

CarclfS
a) Customer places an order.

b) Establish a follow-up procedure.

a) You decide to probe.

b) Ask the customer what you did
wrong.

a) Customer cools down.

END Return to card #5.

d) Get customer agreement.



CHAPTER 5

Lesson Planning

Plan your work; work your plan.

This well-worn phrase still holds good advice for both the novice and the "pro" in
conducting human resource programs.

While senior trainers may not agree on a particular format or model for lesson
planning, they all agree on the necessity of having some kind of working papers.
This chapter will suggest outlines for your consideration and offer some sound and
workable ideas about how to construct a written lesson plan,

What Is a Lesson Plan?
A lesson plan is simply a blueprint that identifies the basic five Ws (who, what,
where, when, and why), with a few other items thrown in. It includes the audience
(who), the topic and content (what), the location (where), the time frames (when),
and the objectives (why).

While these are important elements, a good lesson plan also includes additional
items such as those suggested in Figure 5-1.

Program Content—Lesson Planning
An important part of the preparation for your session lies in your lesson-planning ef-
fort. As suggested, a lesson plan can take any of several forms and is merely a guide-
line for you to follow in your presentation.

There are several good reasons for constructing a lesson plan for every session in
which you are involved.

The plan will help you stay on the proper track and lead you to your stated
objectives.
Properly written, your lesson plan will give the sequence and priorities of
the topics you want to cover, providing a systematic and logical order of the
knowledge, skills, or attitudes you will discuss.

40
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Figure 5-1. Lesson Plan Development

Lesson Plan Project

Course

Unit

Instructor

Date

Objective:

Equipment/Tools:

Supplies:

References:

Main Topic(s) Teaching Points Media

Discussion Questions:

Evaluation:
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By staying with your game plan, you have a better chance that your trainees
will attain the prescribed goals.
With a well-constructed format, you can have a sense of self-confidence in
knowing that your session is planned in advance.
If your session is one that is repeated in other groups, the preparation and
planning you have undertaken can be easily used by another instructor in
your absence.

Preparing a Written Lesson Plan

Our purpose is to explain briefly the procedure for developing a simple lesson plan.
The framework we wish to establish is one that encompasses the purpose, the subject
matter, the work environment of the trainees, the research resources of the organiza-
tion, and the skills of the trainer in application. Figure 5-2 provides a sample of a les-
son plan cover page.

Devise a Research Plan. You might wish to begin your research by jotting down
some preliminary notes to establish the framework for the project. Many of these
spontaneously developed ideas may be discarded later, but they help you zero in on
the target. What at first may seem irrelevant may provide a guideline that will pre-
vent later mistakes. Check all possible reference materials that may provide content
ideas for you. These include textbooks, journals, trade or industry publications, in-
ternally produced materials, and, of course, colleagues and others in your field of in-
terest.

List Your Key Points. This initial development of ideas provides the key points for
the lesson plan. After you have listed your initial ideas, structure your list by estab-
lishing the environmental constraints. The material you cover in the lesson plan must
fit the environment the trainees work in. If not, it will be difficult for them to retain
the new skills in the work situation.

List the variables that affect the trainees' performance and the key ideas that will
strengthen these variables. If the employees are rewarded for volume, quality, or va-
riety of design, then concentrate on these items in your list of key points. Use words
that describe the trainees' environment and appeal to their personal desires.

List the productivity levels that would be acceptable as a result of the training.
This contrast will provide the basis needed for evaluation. You can now go over your
list and delete any ideas that do not fall within the productivity and environmental
constraints that you have established. You may have additional constraints depend-
ing upon the particular problem you face.

Many experienced trainers begin this task with a writing pad and some quiet
time, free from distractions or interruptions. Brainstorm all the possible ideas and
points you can think of that have any relevance to the topic at hand. This initial ef-
fort is an all-inclusive one, so list as many ideas as you possibly can. As you later
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Figure 5-2, Lesson Plan

Organization:

Department:

Date:

Lesson Plan No.

Title of Lesson Plan:

Time Allocation:Instructors):

Trainees:

Where:

Training Objectives:

Qassrooin Requirements:

Training Aids and Equipment:

Trainee Supplies:

Trainee Handouts:

References:

Instructor:
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separate the "nice to know" from the "need to know," your job will be an easier
one.

Writing the Lesson Plan, Now you are ready to write. You'll want to blend all of
your listings into an organized, logical, step-by-step presentation. Further, you will
formulate an introduction, a body, and a close. The following guidelines will help
you prepare the lesson plan so that it will interest trainees and motivate them to par-
ticipate;

1. State the objectives of the training.
2. Indicate the benefits for the trainee.
3. List the functions that are to be performed.
4. Describe each function in detail.
5. Provide for cognitive, attitudinal, and skills development.
6. Identify the visual aids needed.
7. Describe an activity to utilize the skills.
8. Provide for practice of the new skills.
9. Provide for participative exercises in which the trainees apply the new skills

to real problems of their own.
10. Provide for peer evaluation.
1I. Provide time for discussion.

Test the Plan in a Mock Setting. After your lesson plan has been completed, you're
ready to go—almost. Remember, "The best laid plans ..." No matter how clear your
program seems to you, the finished product may have some wording that will con-
fuse the trainees. You can eliminate most of these errors by conducting a mock train-
ing session.

Ask other members of the training department or other people on the management
team to go through a pilot training session to help you critique and strengthen the
outline. Make sure they understand that the lesson plan is still in the preparation
stage and that you are seeking their counsel and advice.

Making the Training More Effective
To make the session effective, you will want to establish a good learning climate
to make the trainees feel comfortable. You can expand their comfort zone to in-
clude the new behavior you want them to try. The following five steps have been
found to be effective in expanding trainee comfort zones for skills training ses-
sions:

1. Present the material in small sequential steps,
2. Demonstrate each step.
3. Have the trainees practice one step at a time.
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4. Demonstrate the correction of errors.
5, Have the trainees practice the total activity.

Present the Materials in Small Sequential Steps

People can learn the most complicated material if it is presented in a deliberate and
methodical manner. By learning in sequence they see the relationship of each step to
the next. This forms the logic or reason for learning the new system. This small-step
approach permits trainees to feel comfortable; they are not overwhelmed with a great
number of things to do all at once.

Thus, trainees expand their comfort zone, one step at a time, as they incorporate
each small change into their own personal style of learning. Remember our earlier ex-
ample of learning to drive? No one would expect a person to begin learning to drive by
speeding down the highway at fifty-five miles an hour. You would expect someone first
to learn the techniques of starting, moving slowly forward, moving slowly backward,
stopping, and parking. The trainee would progress slowly, step-by-step, until comfort-
able with fifty-five miles an hour. In an adult learning situation, if the adult doesn't feel
comfortable, the motivation may be to reject the uncomfortable change.

Demonstrate Each Step

Often people who do not understand the instructions will not ask for clarification. To
overcome this problem, demonstrate each step and ask for discussion. The demon-
stration, of course, should be made to look as easy as possible. This convinces the
trainees that they will be able to do it also, and again their comfort zone is widened
to include the change.

Have the Trainees Practice One Step at a Time

It is important to have the trainees practice each step immediately after the demonstra-
tion. At this point they have been convinced that they can do it. In order to give every
trainee an opportunity to practice, break the class into small subgroups and let them
help each other. Stress that everyone must master the first step before going to the next.

Demonstrate the Correction of Errors

Keep a close watch for errors. Walk around during each activity and make a list of the
errors that are being made. These errors may persist and interfere with the total pro-
gram if not corrected. Analyze the errors to see if the instructions are not clear at a
particular point. You can then correct the instructions, if necessary. Finally, without
relating them to specific individuals, identify the errors and demonstrate how to cor-
rect them. Provide time for anyone who wishes to practice the correction to do so.
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OrffHifaatinir ASTOHatL Conference Date;MSJ§

Department: 1»alniog Competencies

Title of Lesson Plan

Instructor^): Inward B. Soannell Tlme Allocation: 90 minutes

Audience: JgsgS^LJBS-lSS^ES
^ljere; Anaheim (GA) CtonvenUon Center, Santa Ana Boom

Training Objectives:
1. To contraat 3-4 concepts of pedagogy vs. andragogy.
2. Tb identify at least Uiree theories of adult learning.
3. lb demonstrate several appllcatloos of learning principles.
4. lb differentiate the "All-Star" from the "IMltog-Star" Tratoer.
5. To list at least six traits of the All-Star Trainer.

Classroom Requirements: 360 chairs (see attached diagram)
12' x 16' raised platform
lectern

Training Aids and Equipment: Lavaller microphone
Overhead projector
Video projector
18' x 18' screen

NOTE: Session will be videotaped try ASTD

Trainee Supplies: Fens and pencils

Trainee Handouts: "What Bveiy Tratoer Should Know About Training'*
"All-Star Tratoer"
"Seven Steps to Better Training"

References: Human Resource Development. 2nd Edition (Donaldson-Scannell).
Games Trainers Play. (Newstrom-ScanneLl),

1#Lesson plan No

"Adult Learning"? You've Got To Be Kidding!"
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Figure 5-3b. Lesson Plan, page 2
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Have the Trainees Practice the Total Activity

The trainees have slowly widened their comfort zone to include all the required steps
in the new skill. They are now ready to perform the new skill by tying all the individ-
ual steps together. At this point, you should again demonstrate the skill as it should
be performed.

Provide sufficient time for everyone to master the skill. Usually people become
comfortable with a new behavior if they practice it three times. If you provide the
opportunity for this practice, you may expect very few problems when the trainees
attempt to use the new skill on the job,

Summary
The time and effort you invest in lesson planning is one that is guaranteed to pay off
in high dividends. Like a cookbook, it should contain a listing of all the ingredients
that must be blended together.

By reviewing the suggested forms shown in this chapter, ferret out the individual
points and items that may fit your own instructional style. It matters little what your
preference might be. It matters much that you "plan your work and you work your
plan."



CHAPTER 6

Methods of Instruction

There's madness in my method.

Well, we really hope not, but it may drive one "mad" trying to answer the question
"Which method is the most effective?"

In trying to answer this query, let's turn our attention to methodology. By explor-
ing several of the more commonly used techniques and methods for training, you
will be able to decide which method may be best for a given lesson. While several
techniques are listed, it is important to recognize that you as the trainer should have
a working knowledge of all of them. In some cases, one or two techniques will be
preferable, depending upon the objectives of the session and the background and in-
terest of the people involved.

What is the most effective method? There is no simple answer. To help you make
your decision, though, let's discuss the pros and cons of each. Certainly, good train-
ers will have a variety of techniques in their repertoires. As trainers gain experience,
they tend to favor one or two methods and then continue to use only those. "Because
this one is easier," is a weak reason to select a method. Unfortunately, however, even
senior trainers have fallen into that trap.

There are some important items to consider in choosing a particular method. Ob-
viously, there is merit in picking one with which we feel comfortable. We should, of
course, consider first the objectives of that particular session. How about cost? Time,
of course, is also important For example, while we know that discussion may be
better for learning, it may be we simply cannot afford the extra time and must settle
instead for the lecture method. The size of the group and type of room are also rele-
vant considerations in choosing appropriate methods,

Here, then, are some commonly used methods.

Lecture
Without question, the lecture method is both the most widely used and the most
abused technique of training. It is primarily a one-way communication: one person
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presents a prepared talk or a series of facts or information of a particular subject. The
lecture is very economical in that little time is wasted with discussion. If it is prop-
erly prepared, the meaning of a message can be clearly stated and illustrated. Some
of the prime advantages of the lecture include these items:

Tune-saving. When there is a lot of material to present to a group, the lecture is
often the best choice since it allows the entire group to be given the information
in a relatively short period of time.

Control of topic. The trainer is in complete control of the session since all of the
information is presented with little if any time for questions or feedback. This
enables trainers with well-prepared lesson plans to gauge accurately the time
elements of their presentations.

Repetition. Because the trainer is in such control of the meeting, points can eas-
ily be repeated for emphasis and clarification.

Economy. As suggested previously, the trainer can present a lot of new material
to most any size group, thus saving time and talent. Assuming that the trainees
are listening to the material being presented, it is easy to see that giving large
groups the same information is an economical training method.

Flexible group size. The lecture is applicable to any size group. With appropri-
ate audio and visual aids, the lecture can be used with large groups.

We must also consider the disadvantages of the lecture method:

One-way communication. Without some method of testing or evaluation, the
trainer has little assurance that the message is really being understood or re-
ceived properly. Because of a lack of participation, there is no feedback or no
real reinforcement of the learning process.

Boredom. Too many trainers or teachers forget that a lack of variety of voice
style and methodologies will undercut the effectiveness of the session. A dull,
dreary monotone makes it extremely difficult for the trainee to listen to what is
being presented.

Attention span. Most people listening to a lecture have an extremely limited
span of attention. Studies indicate that immediately after hearing something,
the average person will have forgotten 50 percent of that material! The lecturer
must repeat and summarize frequently to overcome this drawback.

Lower retention rate. Because of a lack of involvement or participation, the lec-
ture has a much lower rate of learning as measured by long- and short-term re-
tention.

The canned talk. Too many trainers forget the individualization of their trainees
and are too prone to "pull" a session out of the file drawer and merely redo it
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for that "new group." The canned talk is inherently boring and contributes to
lack of attention on the part of the trainees. Listeners can quickly see through
canned talks and hence they lose any value for the individual.

Feedback. Because of the one-way communication of the lecture, the speakers
or trainers have no way of knowing whether they are staying on track or going
completely afield in regard to the interests of the group. They may be expand-
ing on a point that is of no interest whatever to their listeners; hence, the group
loses all interest. Since the lack of feedback is an inherent disadvantage of the
lecture, trainers roust be assured that their content and presentation are such as
to overcome this negative point.

A lecture is useful for presenting new material such as policy changes or general
information that has not previously been available to the trainees. Questions are usu-
ally restricted to clarifying the lecture material. The main advantage of the lecture is
speed.

Lecture Discussion

The lecture discussion is a modified version of the lecture, combining the content ses-
sion with some discussion on the part of the trainees. This easy modification helps to
overcome some of the earlier disadvantages of the lecture technique used by itself.

A lecture can be improved by asking questions that make the audience think about
your ideas or concepts. The following questions can be adapted to this purpose:

How does this compare with what you used to do?
What do you think the reason for this is?
What do you think the outcome will be?
What are the alternative methods that could be used?

A discussion allows individual participation even with large training programs. As
implied by the term, discussion involves the people in either large or small group
sessions to further comment on the training session at hand.

Discussion brings many views into play and brings out details required for under-
standing. By promoting a free exchange of ideas, the members take responsibility
for learning. The purpose is to explore a subject and permit questioning that will
bring out the unclear areas so they can be cleared up. The advantage of discussion is
that you get immediate feedback and can, therefore, immediately correct any misun-
derstanding. One of the disadvantages is that the group may stray away from the in-
tended topic. More time is required than for the lecture.

Discussion can be made more effective by careful preparation. Prepare questions
and statements in advance to guide trainees in case they get off track. Watch the time
each participant takes and don't let one person monopolize the conversation. Be pre-
pared to redirect the conversation to the intended topic.
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Buzz Groups
Large group discussion is often used to allow for questions and feedback but a far
preferable approach is the use of what is termed the buzz group. Buzz groups are sub-
divisions of a large group-—they are small groups of from five to ten people formed
for the purpose of discussing a chosen or selected topic, A variation of the buzz group
method is the "66" technique, wherein six people are given six minutes to discuss the
topic at hand. Some advantages of the buzz groups include the following:

Involvement of everyone. Whereas in a large group session or large group dis-
cussion only a few voices may be heard, the small group session allows almost
everyone to express his or her opinion or thinking on the topic.

Reduced peer pressure. People are often hesitant or reluctant to express their
opinions in a large group because of fear of what their fellow trainees may
think. In a small group session, of course, this pressure is far less apparent and
individuals may be much more willing to express their opinions.

Variety of experience. The small group session allows for a tremendous variety
of experience, knowledge, and background to come to the fore. Whereas in
large groups only a few voices are heard, the use of buzz groups in a training
session allows a large number of ideas to come forward. This greater volume of
ideas, comments, and opinions is of real value to the learning process.

Exchange of ideas. Visualize two people seated across the room from one an-
other. One person walks over to the other and hands that person a dollar bill.
Before leaving, however, she takes from that person a different dollar bill and
then returns to her place. The net result of this, of course, is that each person
started with a dollar, and, while it is a different dollar, each person also finished
with a dollar. Contrast that scene with the exchange of an idea rather than a dol-
lar. The net result, of course, is that the person has two ideas instead of the one
he or she had initially. This is one of the roost important advantages of the dis-
cussion technique because it does allow for a free flow of ideas, thus enhancing
the totality of all ideas, A far greater volume of ideas can be gathered in a short
period of time.

In spite of the many advantages of buzz groups, it must be recognized that there
may be some offsetting disadvantages. Some of these include the following:

Unfamiliarity. Depending upon the time constraints of the program, it may take
some time for the trainee to become acclimated to this technique. For some
people, it may be a brand-new method and may take some getting used to.

Voluntary participation. While it is felt that most people will contribute to the
small group discussion, there is no rule that they must do so and some individu-
als may still feel no desire to participate. While this is a limited drawback, it
should be recognized as a possibility.
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Lack of leadership. Unless the buzz group leaders completely understand their
responsibility, the buzz group is nothing more than the proverbial "blind lead-
ing the blind." The discussion leader must have been oriented to the situation
and should be given some hints as to how to best use the group for participa-
tion. Sometimes the buzz group is both leaderless and without direction. The
net result is a large waste of time.

Lack of organization. Without proper coaching, the individual participant may
feel both lost and disorganized. This, of course, hampers the entire training effort.

Role Play
The role-play technique allows participants to "play" the role of one or more individ-
uals in a real-life situation. Some of the advantages of role play include:

Participation. By definition, the role play directly involves the individuals in the
training session, It is usually best to ask volunteers from the group to take part;
at times, however, it may be necessary for all members to participate. Rather
than select two or three volunteers, form triads and have each person rotate roles,
with the third person acting as an observer who assists in the critique.

Increased self-confidence. When the role play involves situations that individu-
als are likely to encounter, the methods can build self-confidence in a training
situation. When the real case occurs, individuals can be more confident know-
ing they have met and conquered similar situations and are better prepared to
deal with such incidents.

Empathy. Since the role play involves case studies, individuals have a chance to
put themselves in the other person's position. By so doing, they can empathize
with both sides of the role.

Variety of solutions. Although there may be a "school solution" as such for the
role-play method being used, it is far preferable to let the individuals work out
the actual solution. Often a variety of possible answers will evolve that can be
used in this and future training programs.

Real-world solutions. The end result of the exercise is typically a practical, us-
able answer.

Like other methods, the role play is not without its disadvantages as well. Some of
the more important items to consider are these:

Artificiality of situation. Since the role play is done in an unreal or artificial at-
mosphere, some participants may have difficulty imagining themselves in the
real situation. A classroom or training situation is not the same as a customer's
office or other place where the situations being portrayed really will take place.
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Discomfort of participants. There may be trainees who feel very uncomfortable
portraying any type of a role. If the role play involves other trainees acting as
observers, some participants may simply go through the motions and the result
is far from ideal. If participants are forced to play roles, the play oftentimes
overtakes the real work of the program.

Lack of productivity. Without proper counseling in advance, the role play is
nothing more than a game. If the participants are not convinced that this is a vi-
able and important technique for training, the role play loses all value.

Time-consuming. Since this method takes much more time than other types of
training, the cost-conscious trainer must be certain that the time is worth the ef-
fort. If the role play is given too much time, the participants may lose interest
and again all value is lost. Within specified time periods, however, role play
performs a function. Role play may be made more effective if the participants
are given time to prepare with the help of other group members. They practice
before their own group prior to playing before the larger group. Make it a team
effort rather than an individual one.

Task Force

A group can be put together as a task force to find the answer to a specific problem
or to research a program to achieve a specified result. In the training situation, the
problem or program is structured so that the group must go through an educational
process to accomplish its mission.

For example, the group might be required to develop a new, more powerful, re-
placement part for an electric motor. The first step of the project will require an
analysis of the old part. The group will (1) discover that they need to acquire a new
knowledge or skill. In the process of analyzing the part, they will (2) prepare them-
selves by learning the information necessary for the analysis. The task can require a
test of the new part. Here the group will (3) gain practice in this new skill. The final
research report will provide you with the feedback necessary to determine the suc-
cess of the learning project, and your grade or comments will in turn provide feed-
back and will reinforce the behavior of the trainees.

Case Study
The case study is another important technique that trainers should become familiar
with and know how to use properly. The case study is an actual presentation, either
written or verbal, of an incident that either did or could happen in a related area.
Some schools of business administration rely primarily on the case study as a
method of instruction. As with all the other techniques, we should consider both its
pros and its cons. Among the advantages of the case study are the following:
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Participation, After having read or being given the case, small groups typically
spend a prescribed period of time discussing it and its possible solutions fully,

Applicability, Since the case should be an incident of relevance to the training
situation, its "real-world" application is obvious. Often the trainee may en-
counter a similar type of situation after the training program has been con-
cluded.

Specificity of case. Since the case should be directly related to the training situ-
ation, the training administrator can select or can write those cases that are of
real relevance and concern to the group at hand.

Some disadvantages of the case study are as follows:

Artificiality. If the case study does not reflect a real-life situation, trainees may
view the case as too theatrical and not recognize its applicability to their situa-
tion.

Time-consuming. Depending on the length and scope of the case presented, the
time spent in discussion may be far more than is warranted by whatever point is
being made. It must be recognized that the case study is a very time-consuming
tool.

Cost. If commercially prepared cases are not available for or adaptable to par-
ticular training situations, the training administrators may be forced to prepare
cases themselves. If such is the case, a well-prepared case study becomes very
expensive in terms of time and preparation.

Lack of information. Too many cases do not give a sufficient number of facts or
enough information for the trainees to take action.

Identifiability. While the case study should be realistic, if some participants can
identify the case as one on which they may have been involved, this will materi-
ally stifle their participation. Cases, of course, should be identified as general
examples of situations and not identifiable with a specific department or indi-
vidual in the organization.

Demonstration
An excellent way to practice the "show and tell" technique is to use the demonstra-
tion to illustrate your points. By simulating actual job situations, the trainer gives the
learner a "hands-on" experience. It follows a step-by-step procedure so that every
process to be taught can be followed.

Because the demonstration method is best with small groups, there is a cost-bene-
fit factor to consider. For some training situations, it may well be prohibitive on a



This method can be used in a variety of ways. It is somewhat time-consuming, but
the results, both qualitatively and quantitatively, are well worth the investment.

Business Games
The last few years have seen a surging interest in computer and noncomputer busi-
ness game exercises. A business game is an activity in which a type of business oper-
ation can be "played" over a few minutes or a few hours. It is experientially based
and, of course, highly participative.

Sophisticated computer games can run the course of several days, often in concert
with other more traditional methods. Once decisions are made, that is, marketing, sell-
ing, buying, etc., are fed into the computer, the short- and long-term effects are quickly
printed out. thus showing what would likely have happened in real-life situations.

Other types of experiential learning activities or games may be used for a variety
of training subjects. These games are often very inexpensive and are excellent for
climate-setting. A word of caution, however, is very much in order. Use these games
for a specific purpose or to enhance or fortify a skill, knowledge, or attitude. They
can be too "gimmicky" or too much fun and, without an expressed purpose, can be
counterproductive.

Subdivide the larger group into subsets of five to eight people.
Pose the open-ended question or problem to the group as a whole.
Individuals spend a few minutes silently thinking about the questions and
jotting down all the responses they can think of.
Each group lists on a flipchart all the ideas generated. This is done in round-
robin fashion and continues until every idea from every person is recorded.
This is done without discussion.
Discussion within each group is now allowed to clarify or expand the items
listed on the flipchart.
Each individual now votes for the top five or top ten (or whatever number is
felt to be appropriate). This step can be repeated until the group makes a pri-
ority list of three to four solutions.
Each subgroup then reports its results to the entire group.
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cost basis. Before discarding it, however, you will want to be certain that its substi-
tute will fulfill your objectives satisfactorily in terms of costs and results.

Nominal Group Technique (NGT)
A refinement of the small group discussion, the nominal group technique is a
method that subtly gets everyone to participate. Designed by Dr. Andre Delbecq at
the University of Wisconsin, the NGT approach is an excellent tool that results in
high energy and excellent ideas.

The technique suggests these steps for a problem-solving meeting:



The first rule is the most important. In most business meetings, someone is always
ready to throw "cold water" on what we may think of as a "hot idea," Not so in
brainstoroning. Criticism is not allowed.

In an open, "freewheeling" system, we are looking for a concept that indicates
"the wilder, the better," It may take some training to convince the participants you
are, indeed, looking for what some may feel are crazy, outlandish ideas. In fact, as
outlined by rule 3, the more, the better. Don't even concern yourself with quality-
only quantity.

The last rule prompts us to keep building or "hitchhiking" on previous ideas.
Proponents of brainstorming declare it an excellent way to bring forth new ideas

in a creative atmosphere. Critics cite the time-consuming element as wasteful of
time and money,

Delivery Methods
With ever-increasing technology and electronic delivery methods, would this not in-
fer the end of the so-called "stand-up" trainer? Dependent on the different learning
styles of your attendees, perhaps delivering information to their respective work sites
(at home, on a plane, or at the office) via e-mail and the Internet is a more expedient
method.

The argument of the demise of the stand-up trainer has been the subject of much
debate the past two decades. One school of thought, i.e., "High Tech-High Touch"
would claim that the importance of group dynamics, the learning environment of a
conference center, and the expertise of a skilled facilitator is the best way to ensure
learning. On the other side of the coin, one might hear that with the changing demo-
graphics, a younger workforce, and a group that literally "learned" from their days
of Sesame Street, that classroom learning is passe.

So where is the answer? Clearly, the authors are of one voice in suggesting that a
group learning approach is the way to go. However, lest there be misunderstanding
on this point, let it be made clear that the "old-guard" trainer of old had best freshen
up that presentation with interactive learning methods, powerpoint visuals, and a
flair for making learning an enjoyable activity. Without a doubt, the lecture method

Judicial judgment is ruled out.
"Freewheeling" is welcomed.
Quantity is wanted.
Combination and improvement are sought.
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Brainstorming
A method that merges the discussion technique with a creative twist is a group
ideation process called brainstorming. Its purpose is simply to elicit a number of new
ideas about and responses to a problem. Unlike a typical discussion or buzz-group
method, brainstorming is based on four basic rules:
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in most all cases, should be laid to rest. Adult learning theory demands that learning
not be a "spectator sport!"

Each year, the American Society for Training and Development publishes its
"State of the Training Industry" report. On this very matter, a study of more than 50
leading organizations, including ATT, Dow Chemical, Ford, IBM, Motorola, and
Xerox, provided some interesting, albeit contrasting, data on this point.

Since 1996, the amount of instructor-led classroom training has steadily declined.
As of this writing (2000), it is estimated that this type of training has decreased from
the 1996 figure of 86% to around 63%.

On the other hand, the percentage of training time using training technologies has
increased threefold in that same time period (1996-2000). In 1996, these leading
global companies devoted around 8% of attendees training time to technology. Con-
trast that to the estimated 27% for 2000. This means, of course, that if you're spend-
ing less than one-fourth of your training time with the newer delivery methods,
you're in for some retooling time yourself!

Grouping together different types of delivery methods, over 90% of the respon-
dent organizations use videotapes, almost the same number use workbooks, over
half use business books, audiotapes, and computer-assisted training. Only a third use
CD-ROM or videoconferencing.

Before one puts too much stock in these numbers, remember that the increasing
pace of technological advances is going to continue—at an even faster pace! Without
question, the HRD professional must be on the leading edge of that technology
curve.

Summary
Let's return to our earlier question. Which method is best? There is no one best
method. It depends on the objectives, size of group, time frame, and comfort zone of
both trainer and learner.

The preceding list of methods is not intended to be a complete list of methodolo-
gies. In fact, there are probably dozens of different methods and techniques avail-
able. Our intent was to enumerate some of the more commonly used methods and
provide our readers with some pros and cons to consider. Whatever your choice,
don't rely only on one!



CHAPTER 7

Audio visuals in Training

A picture is worth 1,000 words,,,

The Value of Audiovisuals in Training

This age-old maxim has a definite place in the training process. It is no secret, of
course, that people hear and see things differently. We live in a world of visuals; we
should also realize that the addition of a visual aid may well contribute to the learn-
ing process.

Some studies indicate that of all the five senses, we learn most through sight. As a
point of interest, it is estimated that 83 percent of all we learn is learned through
sight! On a related note, research indicates that trainees generally remember 10 per-
cent of what they read, 20 percent of what they hear, 30 percent of what they see, and
50 percent of what they hear and see.

Visuals, combined with lectures and other oral presentations, stimulate the audi-
tory and visual senses simultaneously. The crack of rifle fire, for example, backed up
by a picture of a hunter holding a smoking gun, leaves no room for doubt about the
cause of the noise. To be effective, visuals must support the content of the spoken
message. They must relate closely to the narrative and they must be interesting to the
participants. If net profit is being discussed, for example, an eye-catching visual can
be used to demonstrate graphically the portion of the sales dollar that is profit and
the portion that represents the cost of doing business.

The visual portion of the presentation, in keeping with our design policy regarding
all elements for evaluation, should be directed toward the achievement of the train-
ing goals. Visuals also offer an excellent method for overcoming possible boredom.
They provide the variety that keeps the participant attentive.

Some of the main reasons that visuals are so effective are

Expectation. Since the advent of television, people are visual-minded. The in-
fluences of home television, movies, and so on have prompted people to simply
expect visual aids to be used in meetings.
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Retention. As indicated earlier, most of what we learn is learned visually. When
we rely on only the spoken word to communicate, as much as 75 percent or
more of a message is often misinterpreted or forgotten completely.

Organization, Because visual planning prompts the trainer to collect and
arrange the lesson content in an orderly fashion, the session is that much better.

Criteria for Selecting Audiovisual Aids
In choosing which pieces of equipment to use for your sessions, there is never one
best answer. The choices are many and may be determined by such things as

Session objectives. This is perhaps the foremost item for consideration. Just ex-
actly what is the purpose of this session and the desired behavior change?
Which acts most closely fit in with your goals? Perhaps a film can best fulfill
your objectives in a shorter period of time.

Group size. Absurd as it may sound, we occasionally see even experienced
trainers attempt to use a flipchart or chalkboard when the size of the group
makes those items a poor choice. The statement "I know you can't see this back
there, but.. ." is inexcusable! It is the responsibility of the presenter to ensure
that the selected visual can be seen by all.

While some of these pieces of equipment have an important place in small
group meetings, the overhead projector is an excellent replacement for larger
groups.

Size and shape of room. When training sessions are held in motels, hotels, or
other sites away from your own training facility, a host of problems may sur-
face. Most of these rooms were simply not designed with a training purpose in
mind, so the preparation and placement of visuals can be very burdensome.
Low ceilings, obstructing posts and pillars, too many windows, and so on are
but a sampling of problems that must be faced.

Your preferences. Like the proverbial old shoe, we may tend to use (and
overuse) a particular piece of equipment. While it certainly makes sense for us
to become as familiar as we can with visual aids, we must caution ourselves on
overreliance on just one item.

There is merit, however, on our becoming expert on one or two particular
items. Learn as much as you possibly can about the advantages and disadvan-
tages, and continually quiz other trainers on their experiences. You will gradu-
ally amass a wealth of knowledge on those items and will be looked to as a
resource in your organization.

Session, content. Some subjects are simply better geared to a visual approach
than are others. The mere fact that already prepared visual material is not read-
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ily accessible is not an excuse for bypassing the use of visuals. Even homemade
charts, transparencies, chalk talks, and so on will add life to your presentation.
Review your lesson plan and insert visuals where they can best reinforce or em-
phasize a point.

Audiovisual assistance. Most organizations with human resource or training de-
partments will also have some type of audiovisual production resource avail-
able. Consult with your colleagues and borrow their ideas liberally. Many large
companies and organizations have well-staffed departments that can help you
in creating new and exciting visual presentations.

Costs. Although most HRD agencies have a multitude of audiovisual aids
available, few departments provide a total inventory of everything you may
need. With the increasing use of television, many trainers have found it eco-
nomical to purchase this equipment. Larger cities have audiovisual supply
centers and almost all hotels and motels can rent anything you may need in
the line of visuals.

Portability. If your session is one that will be presented to other personnel at lo-
cations across the country, you'll want to check the portability of your chosen
items. You may find it less costly to secure items locally rather than transport
them with you.

Types of Visuals

Let's discuss several of the more commonly used visuals and suggest ways in which
they could be used as well as the pros and cons of their use in training situations.

Chalkboard
Like its predecessor the old-fashioned blackboard, the chalkboard is a commonly
used visual. While blackboards are still found in schools and some training facilities,
newer adaptations of color and materials are making them obsolete.

Ever wonder why so many of the highway signs are printed in white on a green
background? It's the same reason you see so many chalkboards that are green rather
than black. It's been proven that this combination (white on green) significantly in-
creases visibility. While a variety of other colors are available, most training rooms
and hotels seem to favor the color green.

A newer model, called a whiteboard, offers both visibility and flexibility. Used
with special colored marking pens, these boards are rapidly gaining favor among
HRD professionals.

Because whiteboards can also be used as screens for projector use, they pro-
vide an added dimension. Many hotels and in-house training facilities have pur-
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chased multiuse wall-hanging units that contain a whiteboard, flipchart, screen,
corkboard, and Velcro board. These are excellent for small group training ses-
sions.

Let's look at some of the advantages and disadvantages of the chalkboard:

Low cost. Available in a wide variety of sizes, the chalkboard is a relatively in-
expensive visual aid. Once purchased, it is a long-lasting tool and needs little
maintenance,

Simplicity'. It takes little experience or preparation to use a chalkboard effec-
tively. Different color chalks or writing materials make its use even more sim-
ple and attractive,

Erasability, Rather than cluttering up a room with a lot of material that may not
be needed later, you can simply erase the chalkboard when its purpose has been
served. There are times when one wants to refer back to some material pre-
sented earlier but, in most cases, when the point has been completed the mater-
ial can and should be erased. Another obvious point is that an error or mistake
can quickly be removed.

Flexibility. It can be used to illustrate most subjects. Portable chalkboards,
available in most hotels, are usually two-sided, thus allowing advance prepara-
tion. When the points written on the back are ready to be discussed, merely ro-
tate or flip the surface and continue on.

Like any other visual, the chalkboard is not without its disadvantages. Some of
these are:

Visibility. For large groups, the chalkboard is not big enough to be effective be-
cause it cannot be seen clearly beyond the first few rows of seats.

Legibility, Many trainers are not overly proficient in handwriting or drawing
skills. A chalkboard bearing information presented in poor or unreadable hand-
writing is a real disadvantage for the trainee.

Eye contact. At times, trainers will make a point while writing on the chalk-
board and at the same time talk to the chalkboard. This lack of eye contact pre-
cludes complete communication with the audience. Trainers should use the
chalkboard to make a few key points and then face the audience for the discus-
sion of these key points.

Appearance. Unless previously presented material is neatly and cleanly erased,
the chalkboard may appear cluttered or messy. This will distract from an other-
wise professional presentation.

Tricks of the Trade. Experienced trainers have found numerous ways to make the
chalkboard an even better medium. Here are some ideas you will find useful.
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Crib notes: It is a simple task to jot down your crib notes as you use your equip-
ment. For example, with a chalkboard, lightly write in the main points you want
to cover. Your audience cannot see your notes and your presentation is greatly
enhanced. Don't overuse this technique. This is not the main use of a chalk-
board. If this idea appeals to you for continued use, write your crib notes on
3" x 5" index cards and place them in the tray of the chalkboard. They still will
not be visible to your audience.

Colors: Use different colored chalk or markers to add variety and visibility.
When listing points, for example, the use of alternating colors improves note-
taking and focuses attention.

Illustration: Don't worry if you want to do cartooning, and your artistic skills
aren't the best. Make a transparency of the picture or illustration you need and
then position the overhead projector using the chalkboard like a screen. If you
simply "follow the lines," your illustration will be a perfect reproduction of the
original!

Reference: Suppose you need to record or save all the items written on the
chalkboard for future reference. Borrow a Polaroid camera to take a picture that
quickly captures what you need and is handsomely available for review as you
need it.

Overhead Projector

The overhead is perhaps the most versatile of any visual aid. Certainly it still seems
to be the most often used!

The overhead projector is a machine that is easy to operate and, with minimal
practice, it can be used to full effectiveness. With the convenience and accessibility
of today's copying machines, transparencies can be made in a moment's time. With
blank transparencies or a roller-type attachment, it can be used in lieu of chalkboards
or flipcharts.

Some additional advantages are:

Face-to-face contact. Everyone can see the screen clearly. The trainer can react
to the mood of the audience.

Note-taking, You project in full daylight, with no need to darken the room.
Hence, note-taking is easy.

Color, The addition of colored inks on transparencies adds zest to your projection.

Good visibility. By moving the screen or projector, you can enlarge the image,
thus assuring good visibility even for large groups.
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Reproduction, With the use of many copying machines, you can prepare your
own visuals. If you want to copy illustrations, a transparency can be projected
and traced on a chalkboard or flipchart

Focus of attention. If you are presenting several points and want your audience
to focus on each point with you, merely covering the balance of the trans-
parency will direct their attention where you want it.

Easy reference. You can always refer back to a transparency. By contrast, work
once erased from the chalkboard is lost.

Reusability, Individual transparencies or complete sets for projects can be filed
away and used over and over again.

Methodical. Step-by-step teaching is easy using overlay transparencies. You
can reveal material point by point.

Sometimes the disadvantages are reduced by proper utilization of the overhead
projector. Sloppily written materials or inadequately prepared visuals do little to en-
hance the training effort. Also, if transparencies that are too small or too hard to read
are used, the overhead is not effective.

Tricks of the Trade
Crib notes: Write your notes on the cardboard frames. Glancing down, you can
quickly recall the points you want to make.

Cartoons: As indicated with chalkboards, it is a simple task to reproduce any
drawing or illustration you need.

Readability: Limit your transparencies to a maximum of seven lines. Needless
to say, a full typewritten page should not be made into a transparency.

Colors: By alternating colors or adding color to your own transparencies, you'll
add zest to your session. Incidentally, remember that regular felt-tip pens are
not suitable, as they will quickly fade.

Motion: Another dramatic attention-getting device can be added through the
use of polarized materials that will give an impressive array of color and motion
to a transparency. Commercial supply houses sometimes sell these special
items. While they can also be produced in house, they are still a novelty to
many audiovisual departments.

Many television weather reporters use this same principle when they give
their reports. For example, you may have seen such reports where the sun
seems to radiate or rain clouds appear to be showering rain. This is often done
with polar materials.

Reverse image: Newer materials that appear to be opaque are now available in a
variety of forms. With a special pen, they chemically remove a film on the sheet



Aiidiovisuals in Training 65

and your writing appears. Another variation offers a colored transparency with
which a special marking pen can be used to highlight parts of the transparency.

Attention: Make sure to turn the machine off when you want the audience's at-
tention to return to you. If you are using the overhead intermittently with numer-
ous transparencies and prefer not to keep turning the machine on and off, a small
piece of cardboard taped to the upper lens of the overhead can be flipped over to
block the image. When changing transparencies, always make certain the ma-
chine is off to avoid the annoying bright glare on the screen.

Spotlight: The overhead can be used as an improvised spotlight for speaker,
flipchart, chalkboard, etc.

Revelation: By covering up the several items on a transparency, your audience
cannot read ahead of the point being discussed. If you use a sheet of paper to do
so, place the paper under the transparency so it won't slide off the surface.

Full-color photos: You can add a dramatic touch to your presentation by using a
full-color photograph. Many office studios can enlarge a colored slide to an 8"
x 10" transparency. While costly, its impact is impressive.

Keystone effect: You can eliminate the distortion of a projected image (keyston-
ing) by shifting either the screen or projector. Many screens now have an exten-
sion arm that provides the necessary angle.

Flipchart

The flipchart is another commonly used aid in training situations. It is inexpensive,
easy to use, and can be an attractive addition to the training session. Other advan-
tages include:

Prepared material. Professionally prepared material will enhance the training
effort. Use of stencils, cartoons, or transfer letters helps make the flipchart a
professional and attractive medium. The use of color adds further to the attrac-
tiveness of this device. When the flipchart is used in concert with other visuals,
the training room becomes a real stage for learning.

Ease of use. Since there are no mechanical or moving parts as such, the
flipchart is usually a foolproof technique. It requires a minimum of setup time
and can be utilized easily.

Ease of reference. By using tabs (stapled to the edge of the sheets), the flipchart
can easily be returned to earlier points should they be recalled for reference.

Reusability of material. Should the content of your session be one that will be
repeated frequently, prepared flipcharts are a good choice. If they are prepared
neatly and proper care is taken during their use, flipcharts can be used over and
over again.



66 H U M A N RESOURCE DEVELOPMENT

Accessibility. If there is any one piece of equipment that seems to be universally
found in every training facility, it's likely to be the flipchart. In fact, it has sup-
plemented the chalkboard in many sites. Even in hotel/motel facilities,
flipcharts are becoming increasingly popular when there are no chalkboards
mounted to the wall.

Visibility. Best used with small groups, the flipchart allows full visibility for
group discussion. In demonstrations that require several sheets, the individual
sheets are easily removed from the pad and can be taped to any wall surface
with masking tape. Posting of these sheets provides full and complete visibility
and reference on all items discussed earlier.

Portability. With folding easels commonly available, flipcharts are extremely
portable. Typically light in weight, these units with a rolled-up flipchart and
carrying case can be transported with ease. Table-top and fold-up units are also
available.

Focus of attention. The same advantage discussed with the use of the overhead
is also found in flipcharts. Sheets to be used in a later part of the presentation
are, of course, hidden from view until you flip the chart to that particular page.
Another variation, using a process of covering points, focuses attention on the
respective item you are addressing. By removing the masked portion of the
chart, you reveal the items you want to discuss point by point.

Tricks of the Trade
Lining: If your chart is unlined, simply prepare a lined card that can be placed
behind the sheet on which you are working. The card, of course, can be used
over and over.

Bleed: Because many marking pens tend to "bleed through," use every second
sheet. Stapling the two sheets together makes this easier.

Reverse movement: Some trainers prefer to use their flipcharts in reverse; that
is, instead of the entire pad being flipped over to the back of the easel sheet by
sheet, it is far easier to start with the pad entirely behind the easel and merely
flip over to the front. Try it and you will find it easier and less noisy.

Index: If your presentation is prepared in advance, use small index-type tabs on
the side of the sheets. This makes it easy to return to an earlier point. Rather
than paging through sheet after sheet until you find the page you want, you
quickly locate the tab and easily flip to that spot.

Cartooning: If you want to draw cartoons, illustrations, and so on, it is easy to
make a transparency in a copying machine and then merely project the trans-
parency on the chart.
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Posting: If your discussion requires the posting of the flipchart sheets, tape sev-
eral pieces of masking tape to the back sides of the easel. When you want to
post the sheet, your tape is readily available,

Colors: If recording a discussion, use alternating colored markers for better vis-
ibility. For meetings where minutes are being taken, use the flipchart to write
major points or actions taken, then post these for all to see.

Revelation: Like the overhead, you can reveal select portions of the chart pad
when you want to draw the group's attention to them. By merely folding the
sheets to the appropriate place or covering up subsequent points with strips of
paper or cardboard, you can uncover the points as you address them.

35-mm Slide Projector

The slide or carousel projector can add life to most any training session. Readily
available in most facilities, commercial as well as homemade slides can be used.
Such a combination can make an attractive training package.

A dramatic presentation can be constructed with the use of two or more projec-
tors, creating a multiscreen result. Other advantages of 35-mm projection are

Accessibility. Every training facility should have at least one such projector
available. Even at off-site facilities, these projectors are commonly available
from hotel/mote! sites or can be rented from commercial audiovisual stores.

Portability. The 35-mm projector is easily transported from site to site. Sturdy
carrying cases protect the equipment and accessories in transit. In those in-
stances when one prefers not to transport equipment, most carousel-type pro-
jectors are compatible and the circular trays are interchangeable. This is not the
case, however, with all equipment, so be certain to specify the exact model or
brand you need if you choose to rent projectors.

Professional presentation. Commercially available sound-slide presentations
can be purchased from, a number of sources for a variety of training topics and
needs. If your organization has a media department or similar agency that pro-
vides assistance with audio and visual needs, their assistance can be invaluable
in helping you create your own productions. The addition of background music
adds polish to your efforts.

Ease of operation. The 35-mm projector is relatively easy to operate. Although
each model may have different features, each is similar in operation.

Visibility. Depending on the size of the screen, the image is adaptable for small
and large audiences. Many hotel/motel sites are using white or light-colored
wall coverings on at least one part of the room so that the wall can be used
when available screens are inadequate for good visibility.
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Flexibility, For in-house prepared presentations, it is a simple matter to change or
revise portions of the slides. For example, in an orientation session showing ac-
tual pictures of corporate or organizational VIPs, personnel changes can quickly
be taken care of by merely inserting new slides in place of the earlier pictures.

We should also consider a few disadvantages to 35-mm projection. Since a darkened
room should be used, it is difficult to take notes. If you are using a room that is hard to
darken because of windows or direct sunlight, visibility is greatly reduced. Addition-
ally, some rooms are awkward because of pillars, posts, or their size and shape.

Tricks of the Trade
Blank slides: Always use a blank plastic slide as the first slide and the last slide
of a prepared slide presentation to eliminate the glare of the bright screen. Also,
with electronic or remote extension cord, the machine can be turned on earlier
and you can totally control the presentation without worrying about having
someone to turn the machine on or off for you.

Numbered slides: Murphy's Law tends to function during slide presentations.
Slides often fall out of the carousel at the worst possible time. Number all your
slides in the upper right-hand corner; that way, if they should fall out, you will
be able to reconstruct the correct order.

Screen size: Make certain the projector is positioned far enough away so the
image will fill the screen. If that is not possible, elevate the projector so that the
image will be at the very top of the screen. Then raise that lower portion of the
screen so that the lower part of the projected slide will be at the same level.

Extra bulbs: Always carry an extra bulb and know how to replace a burned-out
one. Remember Murphy's Law!

Zoom lens: The availability of a zoom lens adds a touch of professionalism as
well as offering better visibility.

Computerized slides: Computer-generated slides are readily available through
commercial sources and many in-house audiovisual departments. These are
particularly useful for graphs, pie charts, etc.

Videotapes

Because of the ready availability of hundreds of training videos on virtually any
topic, the VCR is another piece of equipment that should be in every training facility.
These professionally produced films are available for rent or purchase throughout
the country. Other advantages include."

Authority. By using videos that feature acknowledged and recognized leaders in
the field, you can give an air of authenticity to your session. Since many videos
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feature these authorities, it is a relatively inexpensive way to bring the expert to
your locale.

Graphic presentation. In those cases in which you want to illustrate a skill,
videos can be used to show close-ups and slow motion. By observing mock-ups
in a procedural fashion, trainees can see a methodical progression of the skill
being taught. Because of the larger image presented, groups of any size can be
trained together.

Audience involvement Some training videos are available in which the VCR is
turned off at various points to allow group discussion on interim points. Certain
decision points are incorporated in the film and questions are posed for discussion.

While types that can be turned off at various points are more conducive to audi-
ence involvement, every video used should be followed by some group discussion. If
an instructional guide is not available, as you preview it in advance of the group
showing, develop several questions that you can use after viewing.

You should also be aware of some disadvantages with the use of VCRs. Since the
room may be darkened, the attention of the group may be hard to maintain. This is
particularly true if your session follows a filling meal!

If the video is somewhat dated, the style of fashion (clothing, hairstyle, and so on)
may tend to detract from its effectiveness, even though the content may be excellent.
Also, if the video has had heavy use, the quality may be less than satisfactory.

Tricks of the Tirade
Film clips: Rather than showing an entire twenty-five to thirty minute video,
perhaps one or two short five to ten minute clips may be just as effective. In
addition, short "fun" videos such as those by the Muppets are available on a
variety of meeting planning topics.

Television

The use of television and videotape has rapidly gained popularity and acceptance in
human resource development. Frequently used in role play and sales training ses-
sions, it provides immediate feedback for critique and presentation skills.

Some additional advantages are

Availability, Commercial videotapes that cover a multitude of topics can be
rented or purchased. Moreover, in-house productions can be easily constructed.
Since tapes can be reused, costs are not prohibitive.

Replay. For specialized skill-building sessions, the tape can be played over and
over again until the skill is mastered. This can be done either on an individual
or a group basis.
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On the other hand, the equipment may be bulky and not easily transported. Be-
cause of the pace of technological change, obsolescence is a factor. Television is best
used with smaller groups, but additional monitors could provide added visibility.
Costs, too, may be a factor in considering this equipment.

Tricks of the Trade
In-house production; Many training departments regularly produce their own
videotapes. The cost is reasonable and the result can be a professional produc-
tion. Be honest about your skills, however; your audience will expect a first-
class production. Anything less is not satisfactory.

In-house actions: With proper coaching, company executives and other em-
ployees can be used effectively.

Group viewing: Since most sets are 23- to 25-inch units, make sure you have a
sufficient number of viewing sets available. For some large conferences, the
speaker appears on a large screen as well as on several monitors placed
throughout the audience.

Velcro Board
This device, also known as a hook and loop board, offers complete flexibility for dis-
playing graphics, products, or most any type of training aid. Its principle is simple—•
namely, rows and rows of hooks and loops that adhere together in a tightly locked
fashion. Almost any type of object can be displayed. As with the flannel board, one
can build points throughout the presentation. It is a dramatic aid in that the viewer is
often surprised to see three-dimensional objects displayed so effortlessly.

Its main disadvantage is its bulkiness. While fold-up models are commercially
available, they are not easily portable.

Electronic Presentations

Ever since the advent of the laptop, new and exciting types of electronic presenta-
tions are now readily available to any HRD professional. Although originally very
costly and not very portable, newer models of projection equipment are relatively in-
expensive and extremely portable.

The still popular "PowerPoint" type presentations offer state-of-the-art presenta-
tions. Many facilitators print out the visuals and use them as reference materials for
their attendees. By so doing, participants have a ready reminder of the content and
also can take whatever notes they so desire. As shown by the accompanying format,
it is a quick and easy task.

Because today's attendees are younger, far more educated and critical, the days of
chalkboards, slides, and overheads are numbered. Since most of these audiences
grew up on MTV, it is imperative that a fast-moving presentation be accompanied by
equally fast-moving visuals. Electronic presentations-—used properly—can fill that
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bill. However, always be aware of Murphy's Law and always bring along backup
transparencies—-just in case!

Summary
Visual aids are just that—aids. They should be used to assist the presentation and not
as a crutch to replace the presentation. Well-planned visuals can be of real assistance
in illustrating or reinforcing your session,

Of the several kinds of visual aids discussed, you will likely choose your own fa-
vorites. By becoming completely familiar with a few pieces of equipment, you will
soon begin to develop new concepts and ideas to enhance your presentation.

As in any presentation, planning is critical. The room, equipment, outlets, spare
parts, and so on must all be checked and double-checked. You will, of course, want
to rehearse your session so that you can use the visuals easily and comfortably.

Whether your selection is the simple chalkboard or a multiscreen, multimedia pre-
sentation, properly used visuals will make an excellent session just that much better.



CHAPTER 8

Computer-Assisted Training

"I'm always ready to learn., although I don't always like
being taught."

•—WINSTON CHURCHILL

Oh God! What's next? I have to keep learning just to keep up with myself. It has been
estimated that 60 percent of the new jobs created in America require advanced technical
skills; computer proficiency is just the beginning. It is clear that as computers permeate
nearly every aspect of our lives, they are transforming the ways in which we work,
teach, and learn. A government-sponsored project, Computers for Learning, is placing
thousands of computers in classrooms across the nation to teach our children to use
computers and contribute to our rapidly expanding economy. Virtually every school in
the country reports some use of computers in the classroom. Similarly, organizations of
all shapes and sizes are investing in computer-assisted training programs to enhance the
skills of their employees and remain competitive. In this chapter, we explore the many
facets of computer-assisted training, show you how to build some computer-based les-
son plans, and offer a list of teaching-related resources on the World Wide Web.

The Many Values of Computer-Assisted Training
The first use of computer-assisted instruction (CAI) probably evolved from pro-
grammed instruction modules, which provided training questions with fill-in-the-an-
swer blanks, followed by the answers. Eventually, this system was advanced to
"immediate-answer feedback," permitting the trainee to know in real time whether
or not his or her answer was correct. This type of immediate response enhances the
learning process by preventing the trainee from internalizing wrong or inappropriate
answers while reinforcing positive learning patterns.

Other terms used in the field include computer-based instruction (CBI), computer-
based training (CUT), and computer-mediated learning (CML). Examples of how
these programs have been used in training may be found at www.computers.fed.gov,
Other terms you may encounter include "programming aid" (a visual or text-based
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training module used to teach trainees how to program a computer) and "computer
productivity," the process by which learning to use computer hardware and software
results directly in enhanced workplace capabilities.

Computer-assisted training offers many benefits to both the instructor and the
trainee. But a word of warning: the computer is not the answer to all training chal-
lenges! Think of it as a toolbox with enormous, but not limitless, capabilities. Pic-
ture, for example, a large captive group in an auditorium and no way to project a
computer image onto the screen. An old-fashioned lecture might do the trick, with
no high-tech gadgetry.

Computers can be enormously cost-effective when training must be done away from
the corporate headquarters, If you have to travel to conduct a training session, you can
have your entire program recorded on a disk and loaded up on the local computer, or
accessed electronically through the network, greatly reducing the amount of materials
you have to transport. In many cases you will be able to send or transmit the program
and arrange for someone at the field location—the local sales manager, for example—
to conduct the session. Consider the tremendous savings in travel time and expenses!

Other advantages are realized when training new hires or individuals in outlying
locations. You don't have to gear up to conduct a full-house training program; local
managers can train individuals one at a time or in small groups, or individuals can
train on their own, at their own pace. If the same program is used for all trainees, the
information can be consistent, and everyone will be guided to acquire the same
skills. This method also allows trainees to discuss the material with others to gauge
progress and reinforce the principles that are being taught.

Perhaps most importantly, computers allow you to provide training to everyone,
even if you have limited resources. From the chair next to you to the most distant lo-
cation, you can provide the same high-quality training across the extended enterprise.
Where available, programs can offer "at-the-wheel" training without disrupting the
operation of equipment and systems that are already in use. The flexibility also frees
up supervisors and trainers, who can develop new programs while trainees progress
through lessons from the convenience of their own offices or workstations.

Using Computers to Enhance
Trainee-Centered Learning

At a more philosophical level, computer-aided techniques can greatly enhance the
learning process by offering a wider variety of teaching and learning methods and by
encouraging the process of discovery. We believe that student- or trainee-centered
techniques, where the trainer serves as guide, counselor, or coach, can result in pow-
erful learning experiences; when students are encouraged to search for answers or
solutions, rather than learning by rote, they feel a sense of accomplishment, which,
in turn, motivates greater interest, enthusiasm, curiosity, retention, and mastery.

Computer programs and the incorporation of Internet and World Wide Web into
training sessions serve to make the training experience more interactive, collabora-
tive, and creative. "Problem-based," "inquiry-based," and "research-based" methods,
all of which encourage discovery, are enhanced by using computers.
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The underlying approach in trainee-centered techniques is to allow the trainee to de-
termine which learning methods will be most effective for mastering the material, given
their own experiences and background. The trainer can determine whether this process
is successful by evaluating results against the methods selected by the trainees. Gener-
ally speaking, the more resources available the more choices both trainers and trainees
have in terms of selecting the most productive and effective combination of teaching
and learning elements. Access to computers and the Internet expands the possibilities.

The ideal trainee-centered training program will provide a variety of resources
from which the trainee chooses the sequence of activities he or she will pursue. Ob-
viously, some training is purely sequential in design and the trainee cannot deter-
mine the sequence, though they can choose from a variety of materials to customize
the path by which they move through the sequence. This process can also work for
small groups, who collectively customize their program, or build a set of activities to
augment the trainer-developed program; for example, the group might set up study
or practice sessions to reinforce the material covered in the more formally structured
lesson or to tease out questions or points of confusion.

When a training session and its evaluation have been completed, weaknesses and
misunderstandings can be identified. Small groups can be excellent forums for eval-
uating and improving the training programs. Say a program is comprised of five
modules; a group of five trainees could work together through the program and then
assign each participant to report on one of the modules. Encourage the trainees to
use any materials, including the computer, in their post-session presentations. This
process serves many purposes: it sharpens understanding of the material and the
ways in which it can be presented; it uncovers weak spots in the training program or
in the methods by which it was delivered; it helps trainees recognize their own
strengths and weaknesses; and it reinforces the discovery process.

Training Lesson
At the most basic level, computer-assisted instruction is simply the use of the com-
puter in the training process. It may involve interactive lessons to present new skills
and techniques or using the Internet to conduct research. Every trainer must assess the
needs and resources of their organization to determine the level and extent of their in-
vestment in computer-based learning programs. Whatever lesson or program you are
planning, you should assess the basic skill levels of the trainees, consult corporate
policies and procedures, clearly outline objectives, and provide a mechanism for in-
corporating feedback. The computer is not a magic pill, and you must exercise disci-
pline when incorporating it into programs. All of the rules of lesson planning,
outlined in Chapter 5, apply when building computer-assisted training programs.

When you develop a program, take the time to outline every element. Start by
clearly defining the lesson subject, in as specific terms as possible, so the trainee
knows exactly what to expect:

Develping a Computer-Assisted 
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The Subject of This Training Program Is

Next, evaluate the background of the trainees. Are they computer-literate or do they
need basic computer training in order to participate? You may have to develop a
questionnaire to determine their basic level of computer literacy. If you are dealing
with a group that has no computer background at all, you'll need to build in com-
puter training as the first step in the program. If you intend to use Internet searches
as part of your training program, you'll need to assess the trainees' familiarity with
the Internet and build in an introduction to the World Wide Web, if necessary. An in-
troduction to personal computers and the Web can be found at the University of Ari-
zona Web site, www.arizona.edu.

Background of Your Trainees

You won't be operating in a vacuum. Usually there will be standard operating pro-
cedures for the jobs or skills you will be teaching. Consult policy manuals and/or
frontline supervisors to make sure that you are training for the appropriate skills and
competencies. Write these details into your plan, so they don't come back to haunt
you later.

Are There Standard Operating Procedures Required for the Skills to
Be Taught? List Them Here:

State precisely which skills, abilities, and knowledge you expect your trainees to
learn from completing the lesson. These objectives should be presented to your
trainees at the beginning of the program, and then referred to during the session, as
necessary, in order to maintain focus.

The Learning Objectives of This Program Are:

It is easy to get distracted, especially when the Web provides access to so much
information. Be sure to outline all activities precisely.
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Describe the Activities the Trainees Need to Perform in Order to
Learn the Skills or Knowledge to Complete the Lesson

Next, identify the specific computer-related resources that will be incorporated
into the training. Make a list of all available computer programs that relate to the les-
son. Provide a list of Web-based resources to which you or the trainees can refer dur-
ing the course of the program, and annotate this list for future use.

Every lesson or training program should conclude with an evaluation. Evaluations
(which we will cover in greater detail in Chapter 18) serve two primary purposes.
First, they help assess the degree to which trainees have mastered the material and
achieved the objectives of the program. Second, they help trainers determine the ef-
fectiveness of the materials and presentation. Additionally, how trainees (and their
supervisor) perceive the effectiveness of a training program can provide valuable in-
put for improving and/or developing new training materials.

An Example of a Computer-Assisted
Programmed Training Lesson

Here is a simple example of how a computer-based lesson can be designed to pro-
vide real-time, interactive learning.

1. How to use this computer program: Click on the answer that applies to you.
A. I need instruction. (Go to B.}

B. Instructions. When completed, go to C.

C. I am able to use this computer program. {Go to #2.}

D. Wrong answer. {Go to B.}

2. What is the most important function in the warehouse?
A. I need instruction (or wrong answer). {Go to B.}

B. Safety lesson. When complete, go to C.

C. Correct answer. {Go to #3.}

3. How do supervisors most effectively increase productivity?
A. I need instruction (or wrong answer). {Go to B.}

B. Productivity lesson. When complete, go to #4.

C. Correct answer. {Go to #4.}
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4. How do I select and process orders for shipment?
A. I need instruction (or wrong answer), {Go to B.}

B. Order selection training. When complete, go to #5.

C. Correct answer. {Go to #5.}

etc.
You can use this sequence ad infinitum. If the trainee answers correctly, he or she

advances to the next question until the lesson is complete. If they answer any ques-
tion incorrectly, they are routed back to the previous level. Each level should include
explanations to ensure that the trainee internalizes the material. The process can be
repeated over and over, with increasingly extensive explanation, until the trainee an-
swers correctly and is routed to the next question.

After completing the lesson, the trainee can be routed to a second set of questions
for evaluation, the results of which can be incorporated in new materials for the trainee
or the program developer. Results from dozens, hundreds, or even thousands of
trainees can easily be tabulated and analyzed, and incorporated into future programs,

Teaching and Training Materials
on the World Wide Web

The Internet and its associated graphic interface, the World Wide Web, offer an in-
credible wealth of materials for trainers and trainees alike. We have assembled a list
of some of the most interesting and useful sites, but this list is by no means compre-
hensive. We encourage you to visit these sites and continue exploring the Web for
more creative ideas and materials.

Examples of how computer-assisted training, computer-based instruction,
and other programs have been used in training can be found at www.comput-
ers.fed.gov.

Web-based training for educators can be found at www.yorku.edu, which
includes on-line courses and a variety of links. This site also includes an ex-
panded discussion of the value of the Web in learning and education.

Also try the commercial site, www.rmcdenver.com/, for The Teachers' Inter-
net Use Guide.

The Directory of Internet Learning Resources is located at www.rgu.ac.uk
(The Robert Gordon School at Aberdeen).

New Tools for Teaching, an introduction to the Internet as a learning envi-
ronment, is found at www.umass.edu.

The Center for Instructional Technology, at the University of North Car-
olina, is found at www.unc.edu. This "just-in-time" resource provides practical
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suggestions for instructors who want to use technology to meet instructional
objectives. The site also provides a helpful list of educational tips.

Composition in Cyberspace is a program funded by the Annenberg/CPB
Project. Their home page may be found at www.learner.org/edtech.

At the Web site for the University of Indiana (www.indiana.edu) we
counted more than twenty links to sites on computer-assisted training. The list
includes a number of papers on computer-supported collaborative learning at
all educational levels.

Volweb.utk.edu/ has Web links, teacher links, shareware links, and a link to
the Digital Education Network. This site provides links to the following sites:
www.educause.edu (a discussion on learning options on the Internet) and
www.onlineclass.com (which provides interactive learning tools for teachers to
integrate technology into the classroom).

At www.acs.edu.au, an Australian correspondence school, you'll find Inter-
net courses with instruction and resources online. An interesting home page for
primary education teachers is found at www.teacherpathfinder.org.

The American Society for Training and Development (www.astd.org) has
an online job bank in addition to educational resources.

The Training Registry at www.tregistry.com is a commercial company with
an interesting assortment of training resources.

A framework for technology-mediated inter-institutional distance learning
relationships at www.ascusc.org (the Annenberg School of Communication at
USC) offers a good discussion of video conferencing, computer-mediated
teamwork and Lotus Notes. The American Society of Association Executives,
at www.asaenet.org, offers additional insights on using video conferencing in
education programs. Video Conferencing for Learning at www.pacbell.com is
designed to help teachers, librarians, and students use video conferencing for
interactive learning and collaboration.

U.S. News provides a teaching resource library and weekly teaching guides
at www.usnews.com,

An introduction to personal computers is found at wwvv.arfeona,erfM/. This
site is a good beginning location for a trainee who is required to use the Web
but has no experience. In addition to the higher education courses taught com-
pletely on the Internet there is a list of courses covering the use of the Web.

For an on-line virtual tour, check out www.uoregon.edu. The tour is a little
slow and you probably won't want to explore it all, but there are other interest-
ing links at the site,

Check out the Catalogs of Web Sites for Teachers at www.sdsu.edu (San
Diego State University).
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The BBC site, www.bbc.co.uk, contains an archive for teachers, a web-
based course guide, and a skills for work section with games, stories, quizzes,
and excellent graphics.

The Internet Tour Bus, www.toMrftMjr.com/, contains links to two hundred
special interest topics,

Doreen Hayek at the University of Northern Iowa requested respondents to
provide URLs of web sites that could be considered models for web-based cur-
ricula. These include: www.cbtcorp.com/ (this site for the Computer Based
Training Corporation has a free demo course online); www.maricopa.edu/(th&
Maricopa Community Colleges site includes over 500 examples of teaching
and learning on the Internet; check out Rio Salado from the list of colleges for
information on on-line training and distance learning); www.tminingplace.com/
(another good source for Web-based training information); and www.mwc.edu
(the site for Mary Washington College contains two presentations by Ernest C.
Ackerman on teaching for the Web, along with links to books on using the In-
ternet).

Minnesota State University (mankato.msus.edu) has a great on-line re-
source center with evaluation criteria.

Other universities with strong sites and many links include Stanford
(www.stanford.edu), Princeton (www.princeton.edu), and Columbia (www.co-
lumbia.edu; see Institute for Learning Technologies for a list of research
sources and a guide to designing learning projects on the Web).



CHAPTER 9

Communication

You cannot not communicate!

While this statement may not be grammatically correct, it is totally correct in the real
world of human resource development. Think about it. Anytime you're around peo-
ple, it's all but impossible not to communicate. You may not even utter a word, but
people "read" you all the time. And as we're sure you'll agree, the unspoken word
sometimes may "speak" more loudly than anything else. So whether you're leading
a group training session or are in a group practicing quiet meditation, it's a sure bet
that you're communicating.

Ask a dozen trainers to define communication and you'll likely get a dozen dif-
ferent answers. Probably few words are used so often with so little common under-
standing. This chapter will first suggest a definition for communication, then
identify some goals for our communication efforts, and, finally, build a chain of
communication. Since communication presents a possible problem area for many
of us, we will enumerate several barriers to effective communication and offer
some techniques for helping us to improve our training efforts by improving our
communication ability.

Definition
The dictionary and other sources list several different meanings for communication.
Consider these:

The art or fact of imparting or transmitting . . . facts or information communi-
cated ... a letter, note, or other instance of written information . . . interchange
of thoughts or opinions: a process by which meanings are exchanged between
individuals through a common system of symbols (as language, signs, or ges-
tures) ... an art that deals with expressing and exchanging ideas effectively in
speech or writing ...

80
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For our purpose, let's use the following as a basic yet workable definition: "Com-
munication is the mutual exchange of information and understanding by any effec-
tive means."

What we are saying is that to be effective, communication must have mutuality of
understanding. Unless we have a two-way street, there simply is no communication.
Giving information is not enough; just because a person hears does not necessarily
mean that person also understands. Take, as an illustration, a trainer dutifully reading
from a lesson plan to a room full of trainees. Is this communication? Of course not,
but how often do we find ourselves doing about the same thing? One-way communi-
cation is not communication!

Our definition ended with the words "by any effective means," In other words, it
includes body language or kinesics. As you fully realize, communication can be spo-
ken, written, heard, or seen. While much of our time as trainers is spent communi-
cating verbally, we often "communicate" by not saying a word! In fact, often our
body language will "speak" much more loudly or emphatically than will the spoken
or written word. Kinesics, unconsciously transmitted to an astute observer, will ei-
ther reinforce or contradict our verbal utterances.

For example, an instructor pounding on the podium may communicate very
clearly. By the same token, a new employee who nervously fingers his collar while
sitting in on your training program also communicates.

In brief, we, as trainers, are always communicating.

Importance of Communication in Training
We've all seen teachers who can't teach and perhaps even trainers who can't train.
We could be the world's foremost authority on any given topic, but if we had diffi-
culty transmitting and transferring that knowledge to others, we would be totally in-
effective in our training.

Why is so much importance placed on communication in today's organizational
setting? For one reason, it's the number one problem in most firms, agencies, and or-
ganizations. As a trainer, you will be able to sell your ideas if you can communicate
effectively. Whether you are in business, industry, government, education, or a ser-
vice organization, the ability to express yourself clearly can be your most valuable
asset.

Regardless of anyone's job, the most important part of that job is dealing with
people. As John D. Rockefeller once stated, "The ability to deal with people is as
purchasable as sugar or coffee and I will pay more for that ability than any other un-
der the sun."

Communication is becoming an increasingly popular term in all phases of hu-
man resource development. Hardly a day passes that some slipup, some problem,
or some error is not laid to a "breakdown in communication." It becomes a handy
scapegoat.

Experts tell us that as much as 70 percent of our communications efforts are likely
to be misunderstood, misinterpreted, rejected, disliked, or distorted; in other words,
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we operate at only a 30-percent efficiency rate. While a .300 batting average is fine
for baseball, the game of training demands a much better mark!

To further pinpoint the importance of communication, you need only ask yourself
the question, "How much time do I spend in communicating?" If today for you can be
considered an average day, what percentage of your time did you spend in some form
or phase of communication, for example, reading, writing, listening, or speaking?

That question has been researched time and time again, and the results are uni-
formly shocking. The average person spends 80 percent of his or her waking hours
in some form of communication! Now begin to compare that with your own percent-
age. Increasingly, and perhaps surprisingly, we find most trainers well above that 80
percent rate!

Now we have an obvious question for you: How much are you paid to communi-
cate? Now then, in comparing and contrasting that earlier mentioned 30 percent effi-
ciency factor with your own efficiency rate, would you say you are overpaid or
underpaid?

Goals of Training Communication
We spoke earlier of keeping behavioral objectives in mind while preparing lesson
plans and training sessions. So, too, for our communication efforts we should have
some specific goals in mind. Here are a few for consideration:

To Change Behavior. It would seem evident that our first goal would coincide with
what learning is all about—effecting a change in the behavior of our participants.
Through effective training and effective communication, we can alter patterns of be-
havior.

To Get Action. You've all heard management defined as "the art of getting things
done through others." Let's amend that just a bit to "the art of getting the right things
done through others." Isn't it strange that there never seems to be enough time to do
things right the first time, and yet there's always time to do them over!

Through effective training your participants will learn how to get the job done.
Work simplification experts tell us that there is always a better way. Effective com-
munication helps your participants learn a better way.

To Give (Get) Information. New subject matter, skills, or attitudes are conveyed
through training sessions. Remember, it's not only the "what" of a topic, it's also the
"why."

To Ensure Understanding. Closely aligned to the preceding goal, this involves giv-
ing as well as receiving understanding. Through the two-way communication effort,
your instructional technique helps ensure that your participants really understand the
content being presented. Coupled with this problem of understanding, we must be
ever alert to prevent misunderstanding!



Communication 83

To Persuade. Setting a climate for the self-motivation of your participants is an im-
portant task. Persuasive communications can assist in this effort. After all, you are
selling your ideas and concepts to your participants,

A Communication Chain
Think for a moment of a recent training session, conference, or meeting when things
didn't seem to go quite right. In retrospect, can you pinpoint the reason for an unsat-
isfactory result? In this section, we will construct a chain of communication and
identify the links in this chain. Effective communication demands a strong chain
with equally strong links. Your total effort will be only as strong as the individual el-
ements that comprise it. Here are the links:

Sender. You as the trainer, or sender, of the communication are totally responsible
for the chain's sturdiness. Unless you have a clear and complete understanding of the
message, content, or concept you are presenting, it is extremely presumptive to as-
sume your participants will really learn. As you begin to prepare your material for
presentation, study these questions:

Who?—Who am I speaking to? What kind of people are they? Do they
know enough about this subject to act on my message? Who should be told?
What?—What is the purpose of this message? What am I trying to say?
What background information should I pass on? What things should I leave
out? What is the best medium to use?
Why?—Why is it important? Why should they receive the information?
Why is this change being made?
When?—When should I tell them? When will they be ready for this?
How?—How should this be communicated? How can I be sure they will learn?

Idea. Unless you have a clear idea of the message and its purpose, there is little likeli-
hood you can communicate it effectively. One of the most common causes of commu-
nication breakdown is that the sender doesn't understand the message. The sender must
be able to express the idea in words, symbols, or sounds that can be easily understood.

Information. In your sessions, you should provide a sufficient amount of factual
information for the learner. Unless there are enough facts for proper action, the par-
ticipant is left wanting and the chain breaks down.

Language. Occasionally in oral and written communication, trainers use "25- and
50-cent words" that are really meant to impress rather than express. These words
may look very nice on paper or sound quite eloquent when heard, but if they are not
understood, they are not performing their task. Your job is to inform, not necessarily
to impress. You needn't be ashamed of choosing a short, commonly used word in
place of a five-syllable "tongue twister" that no one can understand.
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Medium. Your method of instruction or visual aid is always an important consider-
ation. The lecture method is perhaps appropriate for large groups, but coupled with
another method (TV or discussion, for example) it becomes a more effective device,

Computer-assisted instruction is another medium becoming more popular in hu-
man resource development. Whatever your choice, select media carefully to
strengthen your presentation. Remember too that audiovisual aids are just that—
aids—and used strategically will strengthen your chain.

Receiver. The receiver, of course, is the learner. In group learning activities, it is
difficult to ascertain whether each person completely and fully understands the ses-
sion content. By learning more about their background, experience, age, and job de-
scriptions, you can tailor the content to the wants and needs of your participants.

As shown here, the chain is a closed system. The sender and receiver must obvi-
ously be in tune with each other. Unless we are on the same wavelength, there is no
communication. Damage one link and the chain weakens.

Return now to an earlier question—think of a recent session that never reached its
mark. Now review the six links in our chain and analyze which one(s) were the cul-
prit. Most often, the very first link:—the sender—is the weak link in the chain.

Barriers to Effective Communication
Why is it that things do go wrong so often in communication? Why is it that our par-
ticipants can't or won't understand?

There is not a reader who, at this very moment, can't think of two or three recent
incidents that would illustrate such problems.

What are the barriers that block clear understanding? Let's look at a few common
ones that typically affect the training session.

Perception, If you were asked to describe the picture you see below, what would
your answer be? Would you spend some time telling us the virtues of the young lady
pictured and go on in great detail about the fine person she is? Or would you tell us
instead about the wonderful old lady and describe her characteristics?

Yes, there are two pictures here. If you see only one, you may have some difficulty
seeing the other. If you saw the picture of the young lady first, you must change your

Figure 9-1.
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Figure 9-2.

perspective to see the old lady. In studying the picture, keep the dark hair and heavy
coat as they were. Looking then at the young lady's chin, you will slowly see it
transform into the old lady's nose; her left ear becomes the old woman's left eye; the
young woman's neckband soon appears as the older person's mouth. And so on until
the image is complete.

In short, if we "get the picture" of the old lady while the person to whom we are
talking sees the young lady, there really is no communication. As is now evident to
you, the picture contains both a young and an old lady. Do you get the picture?

There is an interesting point here. If you saw only one picture at first, you might
admit to having a rather difficult time finding the other. How often has it happened
that once we get our mind set, or once we see things our way, we have difficulty em-
pathizing with someone else? The adage "My mind is already made up, don't con-
fuse me with the facts," is all too appropriate. This barrier is perhaps the single most
important one in all of communication. People see things differently. Your partici-
pants will often "see" what they want to see. Your efforts will help them "see" what
the session purports to teach.

Language. We've already touched briefly on the language problem. Trainers often
fall prey to this trap. As we said, communication is for expression-—not impressing.
Here is a classic story that serves to illustrate. It concerns an exchange of letters be-
tween a plumber and an official with the National Bureau of Standards.

BUREAU OF STANDARDS
WASHINGTON, D.C.
Gentlemen:
I have been in the plumbing business for over 11 years and have found that hy-

drochloric acid works real fine for cleaning drains. Could you tell me if it's harm-
less.

Sincerely,
Tom Brown, Plumber
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MR, TOM BROWN, PLUMBER
YOURTOWN, U.S.A.
Dear Mr. Brown:
The efficacy of hydrochloric acid is indisputable, but the chlorine residue is in-

compatible with metallic permanence!
Sincerely,
Bureau of Standards

BUREAU OF STANDARDS
WASHINGTON, D.C.
Gentlemen:
I have your letter of last week and arn mightily glad you agree with me on the use

of hydrochloric acid.
Sincerely,
Tom Brown, Plumber

MR. TOM BROWN, PLUMBER
YOURTOWN, U.S.A.
Dear Mr. Brown:
We wish to inform you we have your letter of last week and advise that we cannot

assume responsibility for the production of toxic and noxious residues with hy-
drochloric acid and further suggest you use an alternate procedure.

Sincerely,
Bureau of Standards

BUREAU OF STANDARDS
WASHINGTON, D.C.
Gentlemen:
I have your roost recent letter and am happy to find that you still agree with me.
Sincerely,
Tom Brown, Plumber

MR. TOM BROWN, PLUMBER
YOURTOWN, U.S.A.
Dear Mr. Brown:
Don't use hydrochloric acid. It eats hell out of the pipes!
Sincerely,
Bureau of Standards

We are certain that Tom finally got the message! And that's what communication
is really all about.

Semantics. Closely connected is the meaning of words themselves. One must
quickly accept the fact that the multiple meanings of words present a serious road-



Communication 87

block to communication. Of the thousands of words in the English language, the five
hundred most frequently used words have an average of some twenty-eight different
meanings! Think of the confusion inherent in that alone.

To illustrate, the word round has over seventy meanings. The word fast also has
many meanings, some of which are contradictory. For example, a "fast" color is one
that won't run; a "fast" horse runs very well. Watch this when you are preparing les-
son plans.

Inflections. It's not what you say, it's how you say it. Tomorrow, experiment with a
simple "Good morning" to your staff and watch the reactions. A cheery salutation
communicates to all that a good day is in store; a grumpy "G'morning" conveys the
opposite.

Repeat this statement aloud with emphasis on the italicized words and watch the
different meanings result.

*7 didn't say he was a lousy trainer."

The meaning here is one of a disclaimer.

"I didn 't say he was a lousy trainer."

Here, a direct denial.

"I didn't say he was a lousy trainer."

Although not put in words, the implication is still clear.

"I didn't say he was a lousy trainer."

You see, it still is a lousy trainer.

And so on. Your participants may read between the lines, so be aware of these ob-
stacles.

Personal Interests. When the subject matter personally affects the trainee, commu-
nication efficiency picks up considerably. Instead of always talking of my interests,
let's instead speak of you and your interests. Too many of us forget that the most im-
portant word in the English language is you. When we talk in terms of the other per-
son, that person becomes involved and a more effective communication results.

Emotions. As we all know, emotions often produce devastating obstacles to good
communications. In any person-to-person relationship, emotions play a prominent
role. If they are kept in check, no problems arise. But let one person say the wrong
thing-—and blast off!

If we recognize that emotions can play havoc in dealing with others, this barrier
can be minimized. Sensitive topics or words (called red-flag words) must be identi-
fied and treated with care.
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Figure 9-3.

Incidentally, it's important to remember that emotions play a part in every com-
munications attempt. What a person means may not really be what that person says,
and often what the heart hears is quite different from what the ear hears. For exam-
ple, "Good job, Mr, Smith," may really be interpreted by Smith as ("Nice job, my
foot, what's he trying to get out of us this time?").

Preconceived Notions. All too often, we make assumptions and later wish we hadn't
In communications, we may see something and make inferences that are not valid.
Looking at this illustration, try reading the message;

If you can't see the word FLY, don't worry. It's there, but experience shows that
only about one in four will see the word. (If you're still having trouble, concentrate
on the white space instead of the black markings.) The point is simple. In the figure,
a first glance may have communicated several computerized symbols (the only
meaning we could infer, perhaps, from the seemingly unintelligible signs).

But how many times have wrong actions been taken because of "I thought you
meant . . . !"

Attention. Essential to getting one's message through to another person is the at-
tention of the receiver. In training programs, we must keep the session interesting
and informative enough to both capture and maintain the interest of the participants.
We've all been in situations where we've been subjected to an overly long and bor-
ing presentation. While we were undoubtedly physically present, mentally we may
have been miles away!

Wordiness. Becoming too wordy in both verbal and written communications in-
vites the receiver to turn off the sender. We've all heard the speaker who goes on and
on or who beats around the bush without ever making a point. As we politely sit
through such a session, we wonder just what it is the speaker is driving at.

In writing lesson plans, don't say in a paragraph what can be written in one sen-
tence. Time is far too precious to be wasted in words or pages that don't contribute to
the input of the message.

Inferences. Many of us jump to conclusions before all the facts are in. We often
make assumptions or inferences that later may prove to be incorrect. "But I thought
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Figure 9-4.

you said," "But didn't you mean," and statements like these often follow a communi-
cation where inferential thinking may have led us astray.

We see or hear or read something and may think it means something quite differ-
ent from what the sender intended it to mean,

Try this exercise: Quickly read aloud the phrases in the three triangles:
Try it again. It may take a few attempts before you detect the use of double arti-

cles in each phrase.
But don't worry—most of us don't catch the correct statement initially. "But I

thought it said ..." is a common response. In training, or in any communication ef-
fort, watch the assumptions barrier.

Listening
How well do you listen?

Some years ago, Loyola University in Chicago conducted an interesting survey.
For eighteen months, researchers attacked this single problem: "What is the single
most important attribute of an effective manager?" Based on interviews with thou-
sands of workers, the result was summarized thusly: "Of all the sources of informa-
tion a manager has by which he can come to know and accurately size up the
personalities of the people in his department, listening to the individual employee is
the most important."

A basic reason why most of us are poor at listening is that we practice it so sel-
dom. Though few of us have been taught how to listen, listening efficiency can actu-
ally be raised by merely giving some attention to it.

A prime cause of poor listening is the difference between the "think" speed and a
person's rate of speech. This refers to the difference between the average rate of
speech—about 125 to 175 words a minute—and the brain's capacity to "think"
words, which is at the rate of 500 to 1,000 words a minute or, in some cases, 5,000.
An analogy is a person traveling 55 miles an hour in a car and seeing a jet overhead
traveling at 550 miles an hour. Clearly, the car is left hopelessly behind. So, too, with
listening. The brain works so fast that the relatively slow input of those 125 to 175
words a minute leaves the mind much room to meander mentally about other things.
You can prove this point next time you are engaged in conversation. At times, the lis-
tener will be "miles away." Your participants will tune you in and tune you out
dozens of times, even in a brief presentation.
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Improving Your Listening

Your role as a trainer includes a responsibility to speak effectively and to listen ac-
tively. By listening carefully to your participants, you can gauge how your session is
being received. By listening patiently to their comments and questions, you can tell
how well your points are being understood. Your participants can use the following
ideas to improve their basic listening in the training session. And you can put them to
use to improve your overall listening ability.

Give Feedback, When you are giving or being given instructions, immediate feed-
back is very important, "So what you're saying, Miss Jones, is . . ." clarifies the
meaning on the spot. If there is a misunderstanding, the best time to rectify it is im-
mediately to avoid future problems.

Listen Between the Lines. Very often, we may say one thing while we really mean
something quite different. Your participants may do this also. So it is important to re-
member this advice: "Don't listen to what I say, listen to what I mean!"

Listen for Ideas. Every speaker hopefully has a purpose, but it may not relate to the
content of the speech. In order to determine the speaker's motive, free your mind of
traditional evaluative thoughts and ask yourself the question: What is the speaker's
purpose? Listen carefully and get an idea of the speaker's perspective. Try to under-
stand the framework and point of view.

By listening carefully, without overdue emphasis on evaluating, you learn new de-
tails, gain new ideas, develop new insight, and may even create an obligation for the
other person to listen to you!

Listen for Attitudes. Our behavior is a reflection of our attitudes, and our attitudes
are shaped by our motives. To understand a person's motives, you must listen care-
fully for expressions about other people, classes, groups, or ideas. People reveal their
attitudes in their comments about others. Research has shown that people attribute
their own attitudes to other people or groups, except when they clearly distinguish
between themselves and the group they are discussing. So listen attentively and
don't let a contrasting attitude or value stop you from listening.

Avoid Negative Feedback. To determine people's motives, you must provide an
open setting. The environment must be one in which the speaker feels free to express
opinions, feelings, ideas, and attitudes, without recrimination. These expressions, at-
titudes, and so on are all clues to motives and must be encouraged.

Two generally unrecognized forms of negative feedback that block free expres-
sion are (1) emotional reactions and (2) negative nonverbal reactions. When people
become emotionally upset they tend to interrupt, argue with, or criticize the speaker.
This, of course, is not listening and it immediately throws the speaker on the defen-
sive.
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If you feel disturbed or angry with a trainee's comments, remember that you will
be better able to deal with the situation if you fully understand the opposing position.
Count to ten, imagine yourself blowing your top, or think of the irony—the comic
side—of listening empathetically to something that disturbs you. If you are to learn
others' motives, you must keep your coo! and avoid emotional reactions.

Negative nonverbal feedback must also be avoided. Think what would happen if
in the middle of a participant's presentation you started shaking your head, indicat-
ing the student was wrong. This negative feedback could completely destroy the stu-
dent's confidence and cause suppression of further ideas and opinions. Although no
one would consciously do such a thing, many people unconsciously send the same
message through less obvious nonverbal behaviors, A bored manner, or a look of dis-
paragement, question, or surprise could have the same effect. Any of these nonverbal
behaviors or a stern gaze might create discomfort on the part of the speaker.

The best way to avoid negative feedback is to provide positive feedback. If you
smile, give your group undivided attention, and occasionally nod your head in ap-
proval, you are already giving positive reinforcement,

Empathize. Perhaps the best trait of a good listener is that of empathy. Being able
to put ourselves in others* places and sincerely trying to see things from their point
of view is truly an ability trainers should cultivate.

Listening is an active art that can be improved, Empathetic listening is an elusive
art that can be learned. For example, "I can see why you feel that way" immediately
tells the other person you're trying to be fair. Practice empathy and watch your lis-
tening efficiency rise.

Written Communication
Although a comprehensive treatise on email and written communication is beyond the
scope of this book, it is pertinent to touch on the topic as it relates to lesson planning.

Certainly all of the principles, goals, and barriers discussed earlier apply to our
written efforts as well.

The task of writing is often an arduous one for many trainers. It must be acknowl-
edged that putting ideas, concepts, or activities on paper can be very difficult. What
might seem simple or commonplace to do is often very difficult to say or to write. To
prove that, let's suppose your task right now is to write a lesson plan to teach some-
one how to tie a shoe. Sound simple? OK, here's some space to write out your in-
structions.

Give up? You can now sense the problem of written communication.
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When you write your lesson plans, give them a trial run with family, friends, or
colleagues. Let your audience assist you by pointing out ambiguities, unclear terms,
or other barriers we mentioned earlier.

Summary
Effective communication is the very heart of all human resource development. The
transmittal of knowledge, attitudes, and skills is really what training is all about.

All of us spend a majority of our time trying to communicate. All too often our ef-
forts may fall short because our goals were not clarified or known by us or the re-
ceiver. We can improve our ability to communicate by remembering to synthesize all
the links of the communication chain into a meaningful message. By overcoming
roadblocks and obstacles that may preclude effective communication, we can also
enhance our efforts.

Listening is an active art, not a passive science.
We can also better our own listening efforts by tuning in to the underlying state-

ments of our participants. With true empathy, we're well on the way.



CHAPTER 10

Principles of Learning

OK, here I am—learn me 'sumthin'!

Hopefully, you will never hear a trainee communicate that verbally, but you may
"see" a trainee communicate it nonverbally!

Our purpose in this chapter is to look at the field of adult learning in a very basic
way and present to you-—in a practical manner-—theory and research findings about
the way we learn. Some trainers are afraid to discuss the principles of learning be-
cause they hesitate to get involved in the maze of educational theories. You will soon
see why these fears are unfounded because much of what we know about the way we
learn is based on common sense and thoughtful application. Let's start.

Some Definitions
Before we get too involved with principles and learning, let's begin with some un-
derstanding of these two terms. A quick check of the dictionary shows:

Principle: a general truth or law, basic to other truths; a comprehensive or funda-
mental law, doctrine, or assumption.

Learning: knowledge obtained by study; the act of acquiring knowledge or skill; a
mental activity by means of which skills, habits, ideas, attitudes, and ideals are ac-
quired, retained, and utilized, resulting in the progressive adaptation and modifica-
tion of behavior.

Learning is a lifelong process in which experience leads to changes within the in-
dividual. It has also been defined as self-development through self-activity. Learning
is a change in behavior resulting from experience. In brief, learning means change!

Change
For many people, this change in behavior causes concern. As a matter of fact, for
many trainees (and trainers!), any change is uncomfortable. It is a well-known fact
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that people tend to resist change. A less well-known fact is that people don't resist
change as much as they resist being changed. At any rate, change may be uncomfort-
able for many of us. Perhaps we can prove this to you with a simple exercise:

Fold your arms as you normally would in front of you. Without glancing down,
can you tell which arm is on top? Quickly now, unfold your arms and refold them the
opposite way. For many of us, this presents no problem. For some, however, it is an
awkward, uncomfortable activity.

You might also try this one:

Clasp your hands together so that thumbs and fingers are interlaced. Glance
down and note how they are placed together. Then undo them and quickly re-
clasp your hands in exactly the opposite way. Again, for some of us, our thumbs
and fingers got in the way! Change can be difficult! These two activities may
help you better empathize with your trainees as they encounter new experiences
and new learning activities.

Pedagogy, Andragogy, and Synergogy
Pedagogy, the term generally used to describe the art and science of teaching chil-
dren, comes from a Greek derivation, paid meaning "child" and agogus meaning
"leader of." As still practiced in most levels of formal education (and malpracticed in
college and training environments), it is largely a teacher-centered approach to learn-
ing. Ostensibly, it was the teacher's role to teach and the learner's role to learn—al-
beit, a passive and dependent one.

Andragogy. refers to the art and science of helping adults to learn. This term was
coined by Dr. Malcolm Knowles, a noted lecturer and author in the field of adult edu-
cation. Its underlying foundation is simply that adults learn differently from children
and that, in applying learning techniques to the field of human resource development,
we should realize that our trainees are not kids and should not be treated as such.

Unfortunately, many of our college and university faculty members tend to over-
look that basic fact of life! We've all seen teachers who can't teach and we've also
observed trainers who can't train. Perhaps if more of our colleagues would acknowl-
edge the premises of Dr. Knowles's theory, we could all witness an upgrading in
both the teaching and the learning business. The andragogical theory of learning
makes these assumptions about adults:

The Need to Know. Once we are sold on why learning the new skill, knowledge, or
attitude is important, the motivation to learn follows. Without this knowledge, resis-
tance could result. The more adults can understand the importance of the "need to
know," the more effective and positive will be the learning experience.

The Need to Be Self-Directing. Most participants in our HRD programs want to be
self-respecting, responsible for their actions and activities, and involved in directing
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them. We have a strong need to take responsibility for our own lives. If possible, we
want to have a hand in designing our learning activities. This self-directed learning,
however, does not necessarily mean learning without help. Self-directed adult learn-
ers use networking and secure assistance whenever needed. Because participants
come to our programs with this experience, they are a keen resource for the astute
trainer. Correctly used, these areas of background and expertise can enrich the train-
ing effort.

Experience. Adults have more experience. Simple and obvious as this statement is,
too many of our training and development friends seem to ignore it. Adults can help
each other learn. In fact, this type of supportive learning can be very effective. If we
can ferret out this experience and make it an integral part of the learning process,
then we indeed are learning from each other.

Readiness to Learn, Adults must be ready to learn. This means that our partici-
pants must be ready, able, and willing to learn before we can ever hope to teach
them. Unless there is an innate motivation and an acknowledged readiness on the
part of the learner, even the most articulate, eloquent presentation will not fulfill its
goal. This further pinpoints the importance of practicality in our programs. Your par-
ticipants have every right to be told why this particular topic or session is included
and why they are expected to learn this skill, knowledge, or attitude. Without this in-
formation, it may be difficult for some trainees to recognize the value of a session or
to prepare themselves for learning.

Orientation to Learning. While there may be some training sessions where the
memorization of facts and figures is critical, certainly the majority of training situa-
tions call for "real-world" attitudes and values. Case studies or role-play techniques
allow the participants to "plug in" to realistic problems. Learning is best when this
closeness to the actual job or task is apparent. Transfer of learning, likewise, will
also be easier when this ready application to real problems can be shown to the
learner. Remember, children are usually "taught" with a teacher-centered approach;
adults are best "taught" with a real-world approach.

An even newer term, synergogy, is the creation of Robert Blake and Jane Srygley
Mouton of Management Grid fame. Synergogy describes a new approach to HRD
that claims to enhance motivation, learning, and retention. Its derivation, synergos,
that is, working together, and agogus, referring to "leader of" or teacher, means
"working together for shared teaching."

Blake and Mouton posit that synergogy is different from other theories in three
ways:

1. It offers meaningful direction through learning designs and instruments.
2. It relies on a team rather than an individual or group.
3. It is based on synergy, that is, the whole can be more than the sum of its

parts.
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Laws of Learning
Textbooks on educational psychology are often filled with dozens of laws of learn-
ing. Rather than reiterate them, let's discuss those few that are directly relevant to
your responsibilities.

Adult learners are more likely to accept and repeat those activities and responses
that are pleasant and satisfying to them. Think about this in physical terms as well
as psychological ones. Look at your own organization's training facilities. Comfort-
able furniture (tables and chairs) in a warm, pleasant environment will do much to
aid the learning process. Conversely, a training room filled with tablet arm chairs
may actually detract from effective learning. For some, the staid rows of tablet arm
chairs may be an unpleasant reminder of a less-than-satisfactory school or college
experience. Moreover, an attitude of unpleasantness or an air of hostility sensed by
participants will definitely hamper the learning process. A pat on the back for a
trainee after a particular task or activity is an excellent way to practice the law of ef-
fect.

The Law of Exercise. Remember how you first learned your arithmetic tables . . . 2
times 2 equals 4; 3 times 2 equals 6; and so on? Well, you were learning them by
"overlearning," that is, by doing something over and over and over again. This is
what the law of exercise is all about. Think back to how you learned to ride a bicy-
cle. With the helping hand of a parent or older friend, you learned to ride a bike by
riding that bike—the redundant activity of trying again and again until you mastered
the coordination necessary to complete that learning activity.

We know that retention is highest with participant involvement. The law of exer-
cise recognizes this principle and suggests you involve your learners as much as pos-
sible, consistent with the time and goals of your session.

"Practice makes perfect" is another maxim of this law. This assumes that the prac-
tice or activity is the correct action to begin with. There are times when you may
have to "unlearn" an improper method or incorrect exercise prior to learning the
right way. Any reader who has been in the military service can recall the way in
which firearms training was conducted. Considerable time is typically spent in "un-
learning" the usual way of pulling the trigger and then more time is spent in teaching
one to "squeeze" the trigger. This same analogy holds in our own training activities.
If you are teaching a skill, you will want to be certain that previous patterns or earlier
actions are in line with your desired outcomes. If not, you will want to correct those
psychomotor skills before attempting to develop the new activity.

The Law of Readiness. Research clearly shows that adults can-—and will-—learn
when the need to know is there. In other words, you will learn when you feel it is im-
portant to know more about a particular skill, knowledge, or attitude. Simplistic as
this may appear to you, it is a proven truism in adult learning theory. When a person
senses that need to know, the motivation and readiness are there and your task be-

The Law of Effect. This law states that people learn best in pleasant surroundings.
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comes that much easier. If we can show the trainee why the content is important and
relate the immediacy of its application to the job situation, we can put the learner in
a readiness position.

The Law of Association. This is a basic foundation of all of our learning activities.
It essentially means that every new fact, idea, or concept is best learned if we can re-
late it to already known information. Learning can be likened to a series of children's
building blocks where each new block is added to the existing set: we literally add
each new bit of information to our existing body of information. If the new "block"
of information can be related or associated to already known information, long-term
learning is more easily assured. For example, as you hear someone tell a story or
anecdote, you may be reminded of a similar story or experience. Association is the
basis of much of our learning. We are often conditioned to items through subtle
means of association. For example, through association of colors, a green traffic
light means "go"; the red traffic light "tells" us to stop.

The more we can build on earlier experiences or knowledge, the better our train-
ing effort becomes. As in any kind of educational process, our task is to guide people
from "where they are" to "where you want them to be." After all, this is the change
in behavior we identify as "learning."

Underlying Principles
In addition to these basic laws of learning, there are several other principles that will
help us better understand how adults learn.

Learning Is a Self-Activity, The accumulation of knowledge, skills, and attitudes is
an experience that occurs within the learner and is really activated by the learner.
While we as trainers can set the stage and do much to orchestrate a climate con-
ducive to learning, it is an internal process. One of the richest resources for learning
is the learners themselves, and the learning process may be different for each of
them. For this reason, human resource developers must recognize and respect the in-
dividuality of the trainees.

We Learn at Different Rates. We all have "good" days and "bad" days. It is per-
fectly natural to experience some "ups and downs" in the learning process. Although
one might expect that tomorrow's performance or learning achievements should al-
ways be better than yesterday's, things don't always turn out that way! While we
may observe a ready and enthusiastic early rate of learning, it might be unrealistic to
expect a steady marked increase throughout every successive session. Psychological
as well as physiological factors can curtail effective learning. These "learning
plateaus"—so called because the skill or knowledge may seem to taper off and even
regress—are commonly observed in many training situations. Unfortunately, most
trainees don't know this, so it is important for us to step in quickly with a word of
encouragement during these "off days." Reassurance and empathy are key elements
in this task.
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Learning Is a Continuing and a Continual Process, We hear more and more about
the term continuing education. Indeed, we must be vocal proponents of this lifelong
process. Moreover, we should be living examples of this principle by being continu-
ous learners ourselves. This does not necessarily refer to an academic setting; on the
contrary, the astute and observant trainer can always be learning from colleagues and
trainees.

Learning Results from Stimulation to the Senses, This is probably a familiar one.
Your trainees will learn better when you can appeal to all their senses. This premise
substantiates the need for visuals to reinforce your session. In studies of how people
learn and how they forget, estimates indicate that we can increase learning threefold
by letting them see rather than only letting them hear. By practicing the age-old
"show and tell" concept, we can dramatically increase the resultant learning. The
more we can involve the learner with "hands-on" experiences, the better the learning
is. Retention, too, is by far enhanced with greater use of the senses.

Positive Reinforcement Enhances Learning. Your participants will more likely re-
peat those activities wherein a positive reinforcement occurred. Credit and recogni-
tion will provide a rich incentive for learning. Trainees will repeat those behavior
patterns that may be accompanied by a feeling of self-esteem. It could be claimed
that we are all concerned about increasing our own potential as people. When we are
given that nod of encouragement or the verbal pat on the back for a task well done,
we generally have a good feeling toward ourselves and the situation in general. Ad-
mittedly a controversial area among senior trainers, reinforcement theory does have
its place in the HRD arena.

We Learn Best by Doing. This principle is closely related to earlier items. If you
want your participants to really learn to perform a task, have them actually do the
task. The use of on-the-job training techniques clearly proves its value. The "learn-
by-doing" concept will enable your trainees to garner self-confidence since they can
show you—and themselves—that they can satisfactorily perform the prescribed
tasks. Research tells us that the most effective learning results when the initial train-
ing is followed immediately by an application process. The more similar this appli-
cation is to the actual job situation, the better the long-term learning.

"Whole-Part-Whole" Learning Is Best. This is an important concept to follow. It
means that we start the training process by looking first at the "big picture," or the
entire job. After discussion of the total picture, making sure there is complete under-
standing, we break down the task into its component parts and show how each piece
fits into the puzzle. Individual parts of a job should be explained in detail only after
your participants understand the overall job. For example, in an orientation session
for new employees, it is preferable to describe, or explain the company or organiza-
tion in total before describing the respective job in particular. By so doing, you show
the new employees where their duties fit into the overall picture of the organization.
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If they know how a particular department relates to other offices or departments, the
employees gain a better appreciation of how it all fits together.

So, too, with learning a new skill. Start with the complete process—the whole job.
Then follow up describing how the individual intricate parts come together to make
that whole.

Anxieties and Nervousness Are Natural. Many of us approach a new task or a new
activity with innate fears, preconceptions, and a general feeling of nervousness. Em-
pathy and understanding of these frustrations will help the trainee feel more at ease.

Consider using "climate-setting" activities or icebreakers to ease these tensions.
They'll work to ease the trainees' (and the trainers*!) anxieties.

Training Must Be Properly Timed. Several short training periods are more effective
than one long session. Whenever possible or practical, "spaced" learning is preferred
over concentrated sessions.

Obviously there are times when these intermittent sessions are simply not practi-
cal or possible. Perhaps because of time and travel costs, the training must be con-
centrated. For these situations, use a variety of teaching techniques and participative
exercises to change the pace of training.

Applying the Principles
It does little good to memorize a few theories or principles of learning if we cannot
apply them directly to our field of human resource development.

As a new trainer, you will be comforted to know that there are many ways in
which you can use the basic laws of learning to enhance your effectiveness in the
training room. For example, you help establish the climate in your own sessions. A
warm, friendly atmosphere, as suggested by the law of effect, will provide a conge-
nial yet businesslike environment. Similarly, by realizing that "practice may make
perfect," as shown by the law of exercise, we can make certain that the activity is
learned correctly. By rewarding or praising the new trainee after successful comple-
tion of the tasks being taught, you further reinforce the proper action.

Knowing that learning is a self-activity should not be used as a cop-out. Merely
because the law of readiness states there must be the internalized desire to learn, we
cannot shirk our own responsibility as trainer. Your professional responsibility is to
help cause that change in behavior we call "learning."

Because we know that we construct our body of knowledge much like a child
builds with toy blocks, we go from the simple to the complex. The law of association
is useful as we write out our lesson plans and design our training programs. Learning
is based on past experiences, and early successes will help the trainee maintain inter-
est and enthusiasm for the training effort.

Regardless of the kind of training or training program in which you are involved,
these fundamental principles will apply to you and your participants.
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Summary
This brief overview of the principles of learning and their application is only the tip
of the proverbial iceberg. In an attempt to keep this volume usable and practical, we
have had to exclude many of the recognized theorists of adult learning. Serious stu-
dents of learning theory are advised to continue independently by referring to the
bibliography in this book,

The few laws and principles identified in this chapter have been proven to be use-
ful to our field. By mastering and practicing these, you are already well on your way
to being an effective facilitator for learning.



CHAPTER 11

Motivation

If the learner hasn't learned, the teacher hasn't taught.

How would you respond to that statement?
We would be surprised if there is any initial disagreement with that opening sen-

tence. Certainly, one could argue that if the learner did not learn anything, then it
must be obvious the teacher did not teach.

But is it really a truism? We think not.
Perhaps nothing could stir as much controversy—even among experienced

trainers-—as does our beginning premise. This chapter may begin to change your
thinking—or at least let you raise some valid arguments on either side of the dis-
cussion.

We will also explore some of the more commonly accepted theories of motivation
and show their direct application to the training function. Finally, you will be given
several ideas that will help you better understand the nature of motivation and some
workable methods to assist you in motivating your own participants.

What Is Motivation?
Learning, like any human endeavor, is enhanced or attenuated by each person's in-
ternal motivations. Each of us has a wide range of needs that seek satisfaction. These
needs, while vying for satisfaction, excite the drive or motive that determines our be-
havior. The need that is least satisfied dominates our behavior at that time.

Let's look at the word motivation and see precisely what it means. Managers and
supervisors probably spend more time and effort in their attempts to motivate than in
any other managerial function. And yet, the word-—motivation—is often misused
and very often misunderstood by many of us.

Our definition comes straight from the dictionary: "That within the individual,
rather than without, which incites him to action. Any need, idea, emotion, or organic
state that prompts an action."
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Motivation, Behavior, and Needs
The old argument about motivation being internal or external can be easily resolved.
Motivation is 100 percent internal. It is the immediate pressing drive resulting from
the internal tension that occurs when a need has not been satisfied. No external ac-
tion can extinguish the desire for the satisfaction of that need, even though an exter-
nal action may affect the way you behave (the action you take).

So, it's not motivation that's affected by external actions—it's behavior. Both
camps can win the argument if they agree on basic definitions. Motivation is inter-
nal, while behavior is affected by both internal and external pressures.

How to Motivate
It is generally acknowledged that there is really only one way to make anybody do
anything. Did you ever really think about that?

As you do so, you will come to realize that there is, indeed, only one way that you
can motivate your trainees, your colleagues, or your subordinates to ever do any-
thing. The answer is all too simple—you must make them want to do it. There is no
other way.

Carrying this premise a bit further, we could continue by stating that there are two
general ways to make that person want to do something. The first, which is the better
of the two, is the positive approach. It suggests that people may be motivated to gain
an increase in satisfaction. It says merely that our participants—and everyone else—
react better in a friendly atmosphere.

In order to get someone to do something to gain or increase satisfaction, use the
following procedure:

1. First determine what the trainee's needs are. (See page 109, below, for spe-
cific techniques).

2. Try to determine how the individual normally satisfies his or her needs.
(Again, use the techniques described in the material beginning on page 109.)

3. Demonstrate how doing what you want done will provide an increase in sat-
isfaction to the trainee. This could be anything from feeling like an expert to
earning a higher level of pay.

The second method, while workable, should be used sparingly. It essentially states
that people may be motivated to do things to avoid a decrease in satisfaction. People
may be motivated through fear or danger. This approach should be used only when
all efforts at positive motivation fail.

To show the trainee a cause for decrease in satisfaction, you might want to indi-
cate that not learning to perform satisfactorily could result in lower pay, reassign-
ment to a lower job category, or even the loss of employment.

Be careful in using fear tactics. The employee might decide that the environment
is too hostile and decide to seek employment elsewhere.
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The Nature of Motivation
What we have said so far may be paraphrased simply by stating that to learn, we
must want to learn. Without that basic desire on the part of the trainee, it is extremely
difficult for even the most articulate trainer to force learning. It is all but impossible
in today's society to force anyone to perform tasks he or she simply does not want to
do.

In learning, the want and need for instruction must be recognized and acknowl-
edged. As we discussed in an earlier chapter, learning is the process of changing be-
havior so that these wants and needs can be satisfied or achieved. In all learning, the
person must want to learn.

In training sessions in which attendance is voluntary, the trainer may tend to as-
sume that the attendees have recognized the need and that the want—and motiva-
tion—is already there. In those sessions your participants have to attend, the
picture, of course, is completely different. Your task, then, is to change the atti-
tudes of a person or a group to a positive one first. This, of course, is easier said
than done. But by using the techniques outlined in this chapter, you can make your
job easier.

Theories of Motivation
Of the hundreds of studies conducted in the field of motivation, we shall discuss
only a few that seem to have the most direct application in the field of human re-
source development. Let's review these five:

Western Electric Studies
Theory X and Theory Y
Maslow's Hierarchy of Needs
Skinner's Behavior Modification
Expectancy Theory

Don't be dismayed by the dates of these studies. They still have relevance after all of
these years.

Western Electric Studies
One of the most quoted studies in motivation and human relations was conducted in
the late 1920s at the Hawthorne works of the Western Electric Company near
Chicago, Illinois.

After doing some preliminary investigations regarding the effect of illumination
on productivity, a team of industrial psychologists entered this plant and picked six
women to continue as the control group in a new series of experiments. Several tech-
niques were tried on this control group to determine how they would affect produc-
tivity.



104 H U M A N RESOURCE DEVELOPMENT

A special effort was made to encourage the cooperation of the women. They were
even consulted before any of the conditions were altered. The hope, of course, was to
show that if free communications between worker and management were encour-
aged, mutual respect would follow.

Initially, rest periods were introduced. Productivity increased. And oddly, no mat-
ter what the length of the break, output continued to increase.

A piecework program was then initiated. This, too, was greeted by an increase in
productivity. Changes were then made in the length of the work day. Even with a de-
crease in the number of work hours, output increased.

On the surface, it would appear that rest periods, piecework, and shorter hours
might increase productivity. To further validate the findings, the team began to re-
move the conditions. The rest periods were eliminated. Longer work hours were re-
stored. The piecework rate was replaced by a straight salary. The result? Increased
output in every case!

What could have caused this? What made this group of women different from
their coworkers is that they were made to feel as if they were "something special."
Being chosen for the test gave these people a feeling of importance.

This conclusion was further supported in over 20,000 interviews. When instilled with
a feeling of importance, workers were willing to cooperate. If, on the other hand, they
were merely "numbers" to management, there was no reason for wanting to cooperate.

So what does all this mean to you as you go about your responsibilities in training?
The most important thing to remember is that you can build an "esprit de corps" in all
of your classes and sessions by recognizing the individuality and the importance of
each person. The team effort so necessary in any organization is equally important
with any group. Recognize that all these people, regardless of background or experi-
ence (or lack of it), are important to you as well as to themselves. Your role, especially
for the trainee who might feel out of place or less than adequate, is critical. Help that
person become part of the team and your effort will be a truly rewarding one.

Theory X and Theory Y

Another classic study was undertaken by the late Douglas Murray McGregor of the
Massachusetts Institute of Technology. He described two theories of management
and their implications for motivation; Theory X and Theory Y.

McGregor's Theory X basically has five premises: (1) Most people, by nature,
don't like to work. (2) Most people lack ambition and need a club over their heads in
order to make them work. (3) Most people prefer to be told what to do. (4) Most
people resist change. (5) Most people are gullible and not overly intelligent.

Theory Y, on the other hand, is more "people oriented" and has four cornerstones:
(1) People do not dislike work but may actively seek it. (2) People do not need the
authoritative type of leadership but prefer a participative kind of management. (3)
People prefer setting their own goals rather than have someone else set them. (4)
People do not shirk responsibility but rather seek it.

It is evident that Theory X and Theory Y have conflicting and contradictory points
of view. The studies show that Theory X, the task-centered approach, may be effec-
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live in some cases, but that Theory Y, the people-centered approach, is likely to be
more effective.

The relevance for human resources is readily apparent. By definition, we are in
the people business. While the task (training activity) is crucial, we must always
temper it with the Theory Y approach. Classroom and training facility conditions
should be provided to allow for individuals to develop at their own rate and to help
them set their own training objectives.

Maslow's Hierarchy of Needs
A concise and interesting framework of workable ideas is offered by Professor Abra-
ham H. Maslow. In his well-known and operational hierarchy of needs, he views an
individual's motives in a priority ranking. As the needs of a lower level are satisfied,
others quickly become apparent. A completely satisfied need is not a motivator. For
example, take the air we breathe. Unless we are deprived of it, we don't even think
about it. By the same token, when starvation is impending, you could care little
about higher needs!

It is recognized that each of us has certain basic needs in any kind of social orga-
nization. What are these needs? How can we as trainers help our participants satisfy
them?

Maslow's hierarchy of needs includes (1) physiological needs, (2) safety and se-
curity needs, (3) social needs, (4) esteem and self-respect needs, and (5) self-realiza-
tion needs.

Physiological Needs. First and foremost in the priority of needs are the biological
and physiological things that we need to survive. These are the basic drives, includ-
ing the needs for food, rest, drink, and shelter.

Safety and Security Needs. When the first-level needs are largely satisfied, the next
level comes into play. These needs include freedom from fear, danger, threats, and so
forth. If we encounter certain policies that arouse fear or uncertainty, these needs
may become powerful motivators.

Social Needs. When we are no longer fearful about the first two levels, our social
needs begin to surface. The need for belonging and for peer acceptance is important
to us. We want to give-—and to receive-—friendship.

Esteem and Self-Respect Needs. Personal recognition—personal wealth and self-
esteem-—is the fourth item in the hierarchy of needs. The pat on the back for a job
well done or the word of praise given in the presence of others are important meth-
ods of fulfilling this need. These are sometimes called the ego or status needs.

Self-Realization. A capstone of our needs is self-actualization. The basic need of
self-fulfillment is one that few ever really satisfy. It can be a constant motivator,
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since most people will never fully attain it. However, the need to "keep trying"
nudges us to keep moving toward that goal.

The implications of this important theory are both many and varied. Let's review
each of the five basic needs and show how they apply to the training area:

Physiological
The basic physical conditions of your training rooms will help or hinder the learning
process. For example, the types of chairs and/or tables, the lighting, the room tem-
perature, and the decor of the room are but a few items that play a subtle role in mo-
tivation. See that facilities are as good as you can make them.

Safety and Security
In addition to the obvious factors of safety, there are other equally important things
to consider. For example, students who feel insecure will fail to participate, avoid
risks, and keep low profiles. They don't take chances so that they won't get into trou-
ble. If they know the ground rules and expectations of the program, this fear can be
allayed.

Give a word of praise for a job well done. Provide reasonable opportunities for the
students to talk over their special problems with you.

Social
By making the new attendee a part of the group, we're offering a basic satisfaction.
The office cliques that carry on into the conference room may be fine for its estab-
lished members, but how about the newcomer?

Students who feel they are not accepted members of the group will try to gain
group identification by conforming to group standards. They'll speak up and partici-
pate but only in agreement with group-supported issues. Their actions are guided by
their motivation to win group acceptance.

Esteem

The drive for recognition, status, and prestige can be fulfilled with a kind word or a
compliment given in front of the group. The motive for recognition directs behavior.
Esteem needs may be exhibited by active participation in group discussions or con-
tinued attempts at subgroup leadership. For some, this satisfaction may be internal-
ized; for others, it must be overt.

Call students by name. Let them work in groups occasionally. Find ways of appro-
priately recognizing good achievement. Use their exhibits and displays of outstand-
ing work.

Self-Actualization
People motivated by self-realization are seeking and usually attain a sense of accom-
plishment. Motivated by challenges, new systems, and new methods, these individu-
als often perform in a creative way. They are growth oriented and seek new tasks and
positive feedback on past performance.

Remember, a learning climate must be established at the outset and reaffirmed
continuously.
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Skinner's Behavior Modification

B. F. Skinner's work with learning theory is a classic. Behavior modification is a
type of reinforcement that recognizes and rewards positive actions or behavioral pat-
terns. We know from learning theory that people tend to repeat those activities that
are pleasant and satisfying. Positive reinforcement, as practiced by a word of encour-
agement, a verbal pat on the back, or some other act of affirmation subtly tells the
employees or the trainees that their work is good. The motivation, of course, through
these positive types of reinforcement, provides the climate that prompts and encour-
ages repetition of these patterns of behavior.

As a corollary of positive reinforcement, negative reinforcement is in evidence
when the behavior pattern is coupled with the removal of a negative consequence.
It is important to note that this is not to be equated with punishment, because in
reprimands or other negative tools something unpleasant or unfavorable usually
results.

How Positive Reinforcement Works, As indicated previously, reinforcement the-
ory—in its simplest form—says that if a behavior is rewarded it will recur. If ig-
nored, it will become extinct and, if punished, it will cease for the immediate term
but may cause undesirable side effects.

A positive reinforcer is a stimulus that provides a feeling of satisfaction or plea-
sure. If the feeling occurs immediately after a specific behavior and is perceived as
resulting from that behavior, then the behavior is reinforced as being an appropriate
way to act. People who receive positive reinforcement for their behavior will repeat
that behavior in an effort to reexperience the pleasure or satisfaction.

How to Apply Positive Reinforcement in Training. There are two ways to apply
positive reinforcement to reward desirable behavior or learning—pairing and shap-
ing. Pairing is used when the specific desirable behavior occurs and shaping is used
when a close approximation of the desired behavior occurs.

Pairing
When a pleasure-evoking stimulus occurs simultaneously with or immediately after
a certain behavior, the stimulus and the behavior are said to be paired. The stimulus
could be the satisfaction from eating, sleeping, drinking, swimming, or any mental
or emotional activity. The implications for training are that you can reinforce learn-
ing by pairing a positive reinforcer with a learned behavior. You can provide rewards
such as a smile, an affirmative nod of the head, cheerful comments and actions, at-
tention, and recognition through questioning and feedback.

Shaping
Shaping is more difficult and takes more time. The same principle applies in that a
positive reinforcer is provided to reinforce behavior. In this case, however, you are
working with an approximation of the desired behavior.

When the student expresses a behavior that is close to the desired behavior, you
reward that behavior with a mild reinforcer. As the student exhibits behavior closer
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and closer to the desired behavior, the reinforcing stimulus is increased. Slowly, step
by step, you guide the student to the desired behavior.

An instructor in a management training course told the story of a corporate vice
president who was trying to shape the behavior of a newly appointed first line man-
ager. This new manager had a habit of attacking his subordinates verbally and wildly
for every small offense. The vice president, during an evaluation meeting, brought
the negative aspects of this behavior to the new manager's attention. The vice presi-
dent suggested that the manager try to overcome his reputation by showing some
concern for the subordinates. The new manager agreed.

Shortly thereafter, the vice president heard the new manager yelling at the same
subordinate. The vice president stuck his head out the door just in time to see the
new manager put his arm around the new employee and say, "By the way, how is
your mother?"

The vice president used this small step and congratulated the manager for making
some beginning progress. He then cautioned the manager again about being abusive
to the employees.

Cautions. You must carefully observe the students' reactions to the positive stimuli
that you provide. Each person is different, and the same stimuli may not evoke plea-
sure or satisfaction from all students. When proper stimuli are provided, the stu-
dents' expressions will reveal their pleasure.

Another problem to watch for is the simultaneous occurrence of complicating
stimuli. If other stimuli are perceived by the students as negative, they may be more
influenced by the negative stimuli, especially if it comes from their peers. In this
case, try to provide additional positive stimuli so that, on balance, the students per-
ceive the situation as rewarding.

One final caution—a reinforcing stimulus that is used over and over or a rein-
forcement that is continually used for a specific behavior becomes predictable to the
students. Once a predictable pattern is established, the reinforcement loses its im-
pact. In order to avoid this situation, vary the reward and use it intermittently.

Expectancy Theory
The expectancy model was initially developed by Victor H. Vroom, but it has since
been given many names and attracted many followers. The self-fulfilling prophecy

Vroom suggests that motivation is directly correlated to how much we want some-
thing and the probability that certain activities and actions will lead to obtaining it.
The strength of an individual's belief that something will lead to something else is
what's called an expectancy. As one builds and mentally imagines an outcome, the
expectancy is that one can make it happen.

Success stories of star athletes who have achieved their stardom through mental
imagery are legend. The same can be true for trainers.

Informal research indicates clearly that the expectations of a teacher or trainer
definitely affect the behavior of the learner. In other words, if a trainer believes the

and the Pygmalion effect are two terms very much in vogue.
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room is full of lazy, passive, and inarticulate people, the group is so treated and will
probably perform accordingly. Conversely, if you walk into a room knowing your
group is alive, vibrant, and enthusiastic, more often than not, this is what you will
end up having! A basic fact of human behavior is that people will tend to play the
roles and act out the behavior patterns expected of them. Remember this, and your
sessions will be that much better!

The Practicality of Subconscious Motives
Fortunately, most of our motives are subconscious. We generally act to fulfill our
needs without being aware that everything we do, every action we take, is the result
of some motive. As Maslow said, "All behavior is motivated."

If we were consciously aware of all our needs, we would not be able to think logi-
cally or function smoothly. As we began to formulate a thought about the use of rein-
forcement in training, for example, our thought would be deflected by a thought
about sticking with secure techniques and only those with which we feel comfort-
able. This thought would not be completed either—it might be deflected by a
thought to gain recognition, which would be deflected by ... and so on indefinitely.

So the suppression of our motives to our subconscious level permits us to keep our
thoughts and actions clear, logical, and structurally sound. We are able to function
efficiently without considering the hundreds of motives that might be directing our
behavior.

How to Determine What People's Motives Are
It is much easier to recognize other people's motives than our own. The verbal and
physical actions of people provide us with and draw our attention to specific behav-
ior that we can analyze and evaluate. There are two specific types of techniques that
you can use to determine people's motives—observational techniques and listening
techniques,

Observation Techniques
Just as you recognize that people are nervous, anxious, or bored when they tap their
fingers, so, too, can you determine their motives by observing their behavior over a
period of time. Since behavior is often the result of a complex array of motives, you
can't identify motives with complete accuracy, but you can make inferences from
observed behavior. You can watch the things people do and the actions they take and
infer with reasonable accuracy what motive incited the action.

If you see that a particular person consistently avoids the limelight, tries to keep a
low profile, does very little talking, withholds information, expresses more than nor-
mal doubts, avoids new undertakings and risks, and generally tries to stick with the
tried and true, you may infer that this person is motivated by security. Any action
that is taken to keep out of trouble or give a safe feeling is generally motivated by se-
curity.
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A person who is overly friendly, who participates openly in discussions, and who
joins groups, clubs, and sports teams is generally motivated by social needs. People
who seek office, high class standing, and high grades, and who try to gain status or
recognition for their achievements, may be motivated by prestige needs.

Finally, the self-actualizing person will be trying new things and will be at-
tracted to subject matter from a wide variety of fields. This person will participate
to learn, to find new challenges, and to increase personal competence in every
area. The self-actualizing person will be helpful to others without being pedantic
or domineering,

By carefully observing people's behavior, you can often determine the motives
that dominate that behavior. Remember that the most deprived need that a person has
will be the dominating motive. If you know that someone has recently lost a job, for
example, you may expect most of that person's behavior to be security oriented.

In order to avoid an impression that only one need is motivating at any one time,
let's consider an example of a person who is being simultaneously motivated by
two needs of the same strength. Let's suppose a first level manager has lost her po-
sition and has been out of" work for three or four months. The security motive is
strongly activated and she is extremely eager to find a job. But she also has an es-
teem need to fill. Even though she is offered a position with more money, she will
be unlikely to take the job without a "manager" title. If she is offered another job
with a managerial title, at less pay, the managerial position is the one she will most
likely choose.

Listening Techniques
Most people are poor listeners. One reason for poor listening habits is that as we lis-
ten we generally are evaluating what people say to determine whether or not we are
being misled. We are on guard against people who may try to trick, fool, or manipu-
late us. These habits may be valuable protectors, but they may also cause us to miss
valuable information,

In determining people's motives, the traditional way of defensive listening must
be put aside. You must take an exploratory approach rather than an evaluative one.

How to Trigger the Desire to Learn
To initiate the desire to learn, you must relate the content of your training pro-
gram to one or more motives of your trainees. Research has shown that employ-
ees do not always see the relationship between their job assignments and their
own personal goals. This may be because they are not consciously aware of their
motives.

You can evoke a partial awareness of the underlying motives by stating and thus
reminding a trainee that a specific action (learning a specific skill) will fulfill an ac-
knowledged need. Your influence, then, in triggering the desire to learn is to remind
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the trainee how the course content will fulfill job needs for competence and personal
needs for security, affiliation, esteem, and self-realization. You do this by mentioning
a specific benefit—one that relates to a specific need that will result from learning
the course content or the job skill.

Relating Benefits to Job Needs
If employees can see how learning a new skill or behavior will help on the job, the
internal motivational drives will take over. Employees will be internally directed or
motivated to learn the skill in order to achieve the job goal. By reminding them or
making them aware that the training activity will fulfill specific needs, you will trig-
ger an internal motivation to learn.

Job needs are those that are tangible and specific in nature. People are usually
aware of them and are willing to discuss them. Through class discussion you may
get the participants to develop a list. This list of job needs then becomes your target.
You relate the various elements of the training program to this list and thus influence
the class members' motivation to learn.

The following list of job needs is typical of the list that a group may generate
when asked to do so:

Job needs

Doing a good job
Adequate salary
Promotions
Salary increase
Easier work
Lack of confusion on the job
Titles commensurate with responsibility
Fair treatment
Equal opportunities
Good working conditions
Interesting work
Security
Recognition
Feeling of belonging

To trigger the internal drives that create the desire to learn, again, all you really
have to do is remind members of the class that a particular bit of knowledge or skill
will help them achieve their job needs. You might say, for example: "Learning how
our company policy applies to receiving and distributing raw materials will elimi-
nate confusion on the job," All of those participants who have felt confused in this
area will be internally motivated to learn the policy.
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When dealing with one person, a single reference to a single job need will usually
be sufficient. In a class, however, a number of references or reminders must be used
in order to appeal to the needs of the entire class. You may do this by relating one el-
ement of the training function to a number of the job needs and/or by relating differ-
ent elements of the training program to different job needs.

Relating Benefits to Personal Needs
Relating training benefits to personal needs is no different from relating them to job
needs. In both cases you are reminding the participants that the training will fulfill a
need. Since personal needs are often unconscious, you must first bring them into
awareness.

A small group or total class discussion could be used to do this. As the group
members discuss what personal needs are, they will come to the realization that
many of these needs are their own. At the very least, they will realize that the needs
apply to people in general.

Let the class or subgroups develop a list of personal needs immediately after the
discussion. By the end of this activity, many trainees will have experienced an
"aha!" feeling of enlightenment. They will see that some of their own personal needs
are being discussed. The following is a representative list of the personal needs that
may evolve.

Personal needs

A sense of accomplishment
An opportunity to grow
A feeling of pride
Recognition for ability and efforts
A voice in decisions that affect me
Authority
Honest praise
Time to socialize
Being in the know
Being comfortable in associations and tasks
Security
Friendship and approval
Lack of worry
Lack of risks
Lack of embarrassment
Knowledge of the environment

Again, all you need to do to initiate the internal motives to fulfill these needs is to
pick out an element in your training program, match it to one or more of these needs,
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and remind the participants that the learning will fulfill those needs. Then their inter-
nal drives will be triggered into action and your training will become easier.

Summary
Having completed this chapter on motivation, you probably realize as we do, how
deceivingly simple motivation is. We know enough about it, thanks to Maslow and
others, to know how it works, but are left with very few skills to apply in performing
our jobs. As human resource developers, we must continually study human behavior
to increase our understanding of motivation.

It has been demonstrated time and again that people, regardless of age or back-
ground, can learn if they want to learn. We can help them learn by determining
something about their motivation and creating a learning environment, consistent
with their motivation, and that is conducive to the learning process. Because motiva-
tion is internal, it is difficult to judge motives. We can only observe the trainee's be-
havior and listen to what they say in our attempt to understand.

We realize that something internal causes the motives to develop and these mo-
tives will result in behavior of some type. We may appeal to the needs of the individ-
ual in order to change their behavior in a positive direction if we can show that the
behavior we desire will satisfy those needs. Our function then, as trainers, is to un-
derstand and acknowledge these needs and channel them into the appropriate learn-
ing climate.



CHAPTER 12

Facilitation Skills

"We can't teach anyone. What we do is facilitate learning..."

—CARL ROGERS

Let's begin by explaining what we mean by the role of facilitation. Although its use
is becoming increasingly popular among HRD professionals, it is not always uni-
formly understood.

A facilitative role is quite different from that of a traditional teacher role. Let's
compare and contrast some of the differences:

Teacher

Presents information
Provides the right answers
One-way communication
Gives assignments
Dictates objectives
Teacher-centered

Facilitator
Guides discussion
Provides the right questions
Two-way communication
Coordinates learning activities
Melds group's goals
Learner-centered

As you can begin to see, the facilitator's role is considerably different from that of
the teachers (or trainers!) you have known.

114
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The facilitator fully understands and practices the learner-centered mode of pre-
senting information. A skillful and attentive listener, he or she has mastered the art of
questioning and guides the group toward its mutually agreed upon objectives. Know-
ing the group's needs and interests, the facilitator adroitly uses the group members*
experiences to help them leant. Quickly established as a team member, he or she still
maintains a subtle control over the participants.

As you probably now agree, the facilitator is a very special kind of trainer. By pro-
viding a variety of learning experiences, the facilitator creates a climate conducive to
effective training. Even though the facilitator has the answers, questions are rico-
cheted back to the group. So much for background; let's get started.

Facilitate
As you progress from novice to seasoned trainer, you will begin to see that facilita-
tion is a key skill for the professional. The professional trainer must learn to manage
the entire range of elements that make up the training program. We learn, for exam-
ple, to use questions to facilitate and to deal with difficult trainees in a constructive
rather than destructive way. This chapter provides the basis for learning these group
facilitation skills.

Getting a Good Start
It is important to begin a session in a way that creates a good climate and develops
interest The following ideas will help you set the stage and keep interest and atten-
tion throughout the session.

Be Prepared. In addition to being prepared to make a presentation, you must also
make sure all your materials are on location in their proper place and in proper order.
You should arrive at the class location at least an hour before the session starts. This
will give you time to check the room and your materials, and still have time to re-
view your presentation,

Build Interest from the First Minute. People are interested in other people as well
as themselves. One way to develop interest is to tell the group about yourself and
then ask each of them to tell about themselves. Other variations are mentioned ear-
lier in this book.

Use Case Studies. The use of case studies is an excellent way to develop interest.
People can get involved in using the skills you are teaching to solve the case. Make
sure the case is relevant to the material so that the trainees can see the value of the
ideas and skills you are teaching.

Keep the Training on the Track. The session should move at a pace rapid enough to
hold interest. Time should be allowed for the material to sink in but not so much that
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the group gets sidetracked with other topics. Extraneous conversation within the
group indicates it's time to move on.

Change the Pace, You can keep interest high by changing back and forth between
discussion, case study, problem solving, work activities, or personal presentations by
the trainees.

Ask for Questions. Allow time for questions after each major point. Present an
idea, discuss it, provide an exercise to use it, and ask for questions. Many people will
let you move to a new point before they understand the material unless you specifi-
cally ask for questions.

Keep Control, Remember, you have a specific quantity of material to cover. Pro-
vide enough time in your schedule to cover each point thoroughly but be prepared to
take control and move ahead if time is becoming a concern.

Encourage Humor. In some sessions, humor may evolve naturally. If it's comfort-
able for you, encourage an informal atmosphere of humor. Humor relaxes the partic-
ipants and enhances learning.

Summarize. Summarize each section of material before starting a new section.
This not only enhances learning but also offers participants a final chance to ques-
tion material they may have missed earlier.

End on a High. Save a new idea or important point to make at the end of the pro-
gram. Make sure the summary recaps a few of the ideas presented, but still present
something special the trainees can use and remember. If the program ends on a high
note, the participants will look forward to the next program.

Creative Questioning Skills
In the role of facilitator, the skill of asking questions is an important one. Questions
are especially useful because they are learner-centered and ask the participant to
think through the problem, analyze the question, or evaluate his or her behavior.
Questioning, if done properly, can be used to control behavior by bringing the indi-
vidual's own intellectual processes to bear on the situation.

Why Ask Questions?
Many instructors complain that their participants seldom become completely in-
volved in group activities. There are many reasons for this lack of involvement in
class activities (including a dull or uninteresting presentation!). But the answer to
correcting the problem may be found without analyzing all the causes. Although you
may wish to determine causes for the purpose of improving the overall program, you
may develop interest and participation by asking questions.
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Questioning encourages involvement by providing an opportunity for exchanging
ideas and information. One way that questioning encourages involvement is through
the interest that participants develop in sharing their ideas. Once a question has been
asked, participants in the group begin to think about the question and generate ideas.
Different participants obviously have different ideas and may want to express them.
They then attempt to get time to express these ideas and thus become involved in the
program.

Questioning elicits comments from the class, which enables the instructor to as-
sess what the participants already know as well as what they need to learn. The par-
ticipants, in answering questions, show the depth of their knowledge. Their
comments and questions reveal those areas in which they are weak and give the in-
structor a better grasp of their needs. By making a few notes while a discussion is
occurring in the class, the instructor can prepare additional comments to clarify any
area of misunderstanding.

Asking questions provides a way to arouse interest and create curiosity. Not only
do questions arouse interest by directing attention to a particular problem, but they
also create curiosity. Very seldom do you find a question being dealt with on the ba-
sis of facts alone. Usually people express their feelings and opinions when answer-
ing questions. These feelings and opinions grew out of personal experiences. As
feelings and opinions are expressed, curiosity develops on the part of the other par-
ticipants and this results in additional comments and questions.

Asking questions can be used to emphasize and reinforce the significant points of
information presented. By asking a question, you draw the person's attention to the
point you are trying to make. You might ask, "How would you apply this in your
own work?" Or, you could present the question "How would it work if you mixed
this with the system you've been using?" You could ask for an evaluation of the prin-
ciple expressed or a comparison of the new principle with one previously discussed.
Any question that gets the participant to think through an application of the principle
you are describing will emphasize that principle and enhance learning.

Asking questions also teaches critical thinking. Again, asking the students to com-
pare, contrast, test, evaluate, and use the information you teach encourages critical
thinking. One of the best applications of this principle is to pose a problem for the
students to solve. In trying to solve the problem, they must think critically about the
principle involved. If the problem is one that can be presented to the group to work
on together, the participants get the benefit of seeing how the critical thinking skills
of their peers are applied.

Types of Questions
Let's take a look at several different types of questions. You'll soon see how each or
any of these might be employed to involve your participants.

Direct questions. This type of question is aimed at one person. For example,
"John, what are some ways we can improve sales in this region?" Although it
may elicit a response, it can also be dangerous in that the potential respondent
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may be embarrassed if he or she does not know the answer. Moreover, as soon
as the instructor calls an individual by name, there is a natural tendency for
other participants to stop listening; they may think, "Poor John, but at least I'm
off the hook this time!"

Indirect question. As contrasted with the direct question, the indirect—or over-
head—question is presented to the entire group. While the direct question is a
rifle-type question, overhead questioning is often termed the "shotgun" ap-
proach because it involves all participants. For example, "What are a couple of
ways we can increase sales?" is an indirect question. Hopefully, a quick re-
sponse or two may be forthcoming. However, the experienced facilitator knows
that quick responses may not necessarily follow! So be prepared. If there are no
verbal responses, merely pause for a few seconds, then watch for a nonverbal
cue that might suggest someone has an idea.

Incidentally, if you're a new trainer, we recommend that you seek out a friendly
participant or two in advance and tell them you may call on them if no one else re-
sponds.

Experienced trainers agree that, once "the ice is broken," additional responses
seem to flow much more easily.

Factual questions. These are closed-end questions and, while not recommended
for continuing discussion, they can serve as a check on progress. "What's the
number one reason people lose their jobs?" is a factual question. The typical an-
swer, of course, is lack of interpersonal skills. Although some participants may
discuss the pros or cons of the answer, it remains fairly academic.

Attitude questions. Strictly speaking, this type of inquiry is more of a subtle
check on overall feelings or the pulse of the group. A "What do you think.. . ?"
question evokes a response and, since there is no right or wrong answer, it en-
courages others to also comment.

Double-check questions. This approach allows the facilitator to assess partici-
pants' understanding. For example, "So what you mean is ..." can very nicely
confirm one's position. It is also a nonthreatening way to get feedback and
make certain everyone is on the same wavelength.

Assumptive questions. Here is another good method to assist your participants
in a positive way. By phrasing the question "You'll probably be using a
flipchart for your practice session, won't you?" you're subtly suggesting that a
flipchart should be used. Even if the person had not thought about it, he or she
probably gets the hint that its use would enhance the practice session.

Summary questions. A final way to recap or review respective parts of the ses-
sion, the summary question attempts to bring closure to a point. "So what we've
agreed on is ..." suggests that participants will agree or disagree to the extent
required. It is an excellent tool with which the facilitator can determine if he or
she is on target.
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Summary
By definition, facilitate means "to make easier," Admittedly a rather simplistic ap-
proach, its application is far more difficult to practice. As this chapter illustrates, fa-
cilitation skills are quite different from the typical trainer's role. It is obviously
learner-centered rather than trainer-centered. While it places responsibility for learn-
ing on the learner, the responsibility of the facilitator is of prime importance.
Through artful questioning—and truly knowing the participants and responding to
their needs—the entire learning process becomes more fruitful. The facilitation
process is, of course, very group-oriented, and the trainer-oriented instructor may
have difficulty in relinquishing overt control of the group. This is not necessary if
proper questioning techniques are employed. Indeed, it is a skill that must be mas-
tered by the master trainer. So, practice these skills and make the transition from
teacher to facilitator a rewarding one for you and your participants.



CHAPTER 13

Presentation Skills

Unaccustomed as I am,,,,

In a recent well-publicized listing of all the fears of the American people, the num-
ber one fear was "speaking before a group," Not surprising to most of us, this fear is
one to which we can probably all relate.

Certainly we all recognize the importance of a well-planned and well-presented
training program. We are probably a little envious when we see and hear a seasoned
trainer who seems to have the uncanny ability to keep the audience members "sitting
on the edge of their chairs" awaiting the speaker's next words.
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"Gee," we fantasize, "I wish I could do that someday." Well, that "someday" could
start this day if you're willing to put some effort into it.

The steps are simple ones, but that doesn't necessarily mean they are easy ones. If
you're like most of us who never have taken a course in public speaking, don't
worry. Many exciting platform personalities still confess to getting the "butterflies"
and other similar "first-day jitters" that we've all experienced,

So, if we've established a comfort zone for you, let's get started. For ease of refer-
ence, we'll use the basic four-step approach of

1. Preparing
2. Presenting
3. Participating
4. Summarizing

Preparing

In a word, plan! Don't be misled when you see the seemingly spontaneous "off the
cuff' remarks made by veteran trainers. They've done their homework and prepared
thoroughly. Probably, they have given the same session before—or have been in sim-
ilar situations—and their words, gestures, and responses are now all but second na-
ture. But make no mistake—when these same people started out, they very likely
used the same approach we're suggesting.

Preparation covers a lot of territory. It's the first step and may well be the most im-
portant. Let's look at a few of the items that require our attention.
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Audience, Who are you speaking to? What are their backgrounds? These are but
two of the questions you'll want to consider. The pro is always inquisitive about his
or her audience. If we've dooe a thorough job of needs analysis, we already know
something about our group. The more we know them, the more easily we can tailor
our remarks to their needs and interests. And yet, many of us have had the unfortu-
nate experience of listening to a trainer or speaker who apparently didn't have the
slightest idea to whom she or he was speaking! The result is often a waste of time for
both trainer and trainee.

If you're giving a talk to an outside group, find out about the kinds of organiza-
tions they represent and what kinds of job responsibilities your audience has.

If all this sounds like a lot of work, it is! But the results you'll get will definitely
make up for the time and effort expended.

Interests, The interests, wants, and needs of the group should in large part dictate
the central message of the program. This does not necessarily imply that we cover
only those things they want to hear. Empty platitudes and flattery are quickly de-
tected by an audience. Don't use compliments unless they are few and sincere. But
any presentation should be tailored to be relevant to those listening.

Goals. You'll recall that we discussed objectives in Chapter 4. Again, we're al-
ready ahead of the game. Make certain, however, that your goals are consistent with
the trainees*. A session for a special conference, sales meeting, or any other type of
training program roust have some goal in mind.

Visual Aids. Examples, illustrations, and statistics can all be emphasized and made
more understandable by the use of visual aids. Visual aids also can highlight and
summarize each point as it is made, as well as show the relationship of one point to
another.

Properly used, visual aids can be very effective. People enjoy watching something
besides the trainer. A visual presentation captures their eyes as well as their ears. The
more attention a trainer can focus on the subject, the more successful the session will
be.

If you're using visuals, it's imperative that you check and double-check the pro-
jectors, slides, and transparencies. While visual aids may add a vibrant dimension to
your program, the upside-down slide or the burned-out projection bulb can cause an-
guish and embarrassment. So be prepared.

Keep the illustrations as simple and as dramatic as possible. Don't try to cram too
much material into each card or slide. Charts should be brief, showing only major
comparisons. Line drawings should be bold and clear. If a complicated relationship
is to be presented, do it in a series of illustrations, not just one. To summarize the
major points of the session, words can be used as illustrations (so can brief sen-
tences), but keep those words to a minimum. If the point can be condensed in a half-
dozen words, those words are far more likely to be remembered by an audience than
a half-dozen sentences of explanation.
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Everything Else! We could probably fill volumes with the myriad things that de-
mand some advance checking and preparation. For example, the room in which your
talk will be given must be checked beforehand. If it's in a local restaurant or hotel, a
casual visit is very much in order. If your talk is scheduled for a different city, try to
arrive the day before your scheduled presentation. With all due respect, printed hotel
diagrams of meeting rooms may not precisely describe the actual room, seating con-
figuration, or space requirements. Check it out in advance.

Presenting the Message
Comes the big day! If the previous steps of planning, organizing, and preparing have
been followed, the presentation will be challenging and satisfying. There are still a
few things, however, that must be considered to ensure a successful session. A few
tasks are performed before you approach the podium; some are done as the speech is
in progress. Let's look at them briefly.

Notes, Should I use notes? There is some disagreement on whether any speaker or
trainer should refer to notes when making a presentation. One school of thought says
we must be completely prepared for the talk and that the open use of notes admits
lack, of preparation. On the other hand, some feel that notes are obvious evidence of
preparation, and we should not feel the least embarrassed to show and use them. Un-
less the trainer is an experienced orator, the second course is preferable. Certainly,
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most audiences know that no appearance is undertaken without preparation. Except
for rare occasions, don't read from a prepared manuscript. By the same token, a to-
tally memorized presentation may lack sincerity.

The recommended way to prepare the content of the talk is to use a basic outline.
More experienced trainers reduce the outline to a list of major ideas and subheads.
Someone who fully knows the ideas he or she wants to express needs only to glance
at the notes for a key word or phrase. If you feel more comfortable having your talk
initially written out in full—fine. But the preferred way is then to reduce it to outline
form. Many experienced speakers use 5" x 8" cards.

Don't pretend to be an extemporaneous speaker if you're not. Occasionally speak-
ers try to give the impression they are talking completely "off the cuff" and will not
let the audience see they are using notes. Often this works fine until the speaker loses
his place or his train of thought The fumbling that results embarrasses both speaker
and audience. Don't be ashamed to use notes,

The Parts of a Talk. With some of the preliminaries out of the way, you're ready
now to transfer your thoughts to an organized presentation. How does one go about
putting all these ideas into some workable form? What organization is best? This
story provides a clue: Many years ago a Southern minister was acclaimed an excel-
lent speaker. Though his command of the language was weak, his sermons were un-
forgettable. When asked his technique for getting people to listen on Sunday
mornings, his response was simple. "First I tell them what I'm going to tell them.
Then I tell them. Then I tell them what I told them." Any speaker will do well to
copy that method.
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Briefly, then, there are three parts to a presentation: (1) the introduction, (2) the
body, and (3) the conclusion or summary. Leave out any part and the message is not
complete.

1. The introduction. The initial part of your session is a brief opening to cap-
ture the audience's attention. The introduction may be a humorous anec-
dote, a severe challenge, a serious question, or anything else to capture the
interest of the group. The introduction also usually includes a brief pre-
view of the program. Essentially, what is it that's in the message? What is
the purpose of being there? What will the people in attendance gain? In
other words, what return on their investment of time and attention can you
give them?

2. The body. The central theme of your session unfolds in its body. Although
a sneak preview has been given in the introduction, the detailed message is
delivered now. Recall the initial purpose of your appearance, and start
from there in planning the heart of the presentation. Follow this up with
the major premises and subtopics. Make no attempt to categorize them; the
sequence and order of importance will come naturally later. Review all of
the points you have noted, then combine and group them into as few major
points as possible. Keep in mind that no one will be able to remember
more than a few points from any speech. As we said earlier, make it easy
on the audience by setting forth only three or four major ideas in one talk.
After the major subheadings are set, back them up with outside experi-
ences, readings, etc.

Thus, the body of the speech contains the meat of the speech—the setting
forth of the subjects to be covered and the discussion of those subjects. This
is where the informing or the inspiring of the audience takes place. To
achieve that goal, you need to pick the right technique or combination of
techniques in light of the particular subject, the audience, and the occasion.

3. The summary. At this point your audience has been led through the entire
message. Although it may seem redundant to repeat the major points, don't
fail to do so. Repetition reinforces memory. If the audience was taking
notes, you favor them by letting them catch a point or two they may have
missed the first time. You might restate the purpose of the talk, review a few
major points, and thank the audience for listening. At times, a speaker may
abruptly finish with the summary before the audience even knows he or she
is concluding. The actual words "in conclusion" or "to summarize" give the
audience a clue that the speaker is ready to finish.

Appearance. For any business group, conservative dress is always in proper taste.
This holds true for men or women speakers. It is obvious that the speaker's appear-
ance should not be "louder" than the speaker. Dress for the occasion, but don't over-
dress.
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Stage Fright. If your nerves are jumping all over your body, things are normal. In
fact, some experts even claim this is a healthy and helpful sign. It keeps one "up" for
the appearance. Several professional speakers freely admit to "butterflies" in the
stomach before luncheon and dinner speeches. The important thing is not the ner-
vousness but rather how to channel it to proper advantage. In other words, we want
the "butterflies to fly in formation." For some people, engaging in social chitchat be-
fore the program takes their mind off the talk and minimizes nervousness. For oth-
ers, concentration on the message, not the method, seems to relax the nerves.

In either case, nervousness can be minimized by first not becoming nervous at be-
coming nervous! A few short, deep breaths will help. Sit erect and don't slouch. A
slouching position is not only offensive, but also pushes the stomach into the di-
aphragm and makes breathing more difficult. Another hint is to take two or three
short breaths just before your session begins. This, too, cuts tension and helps one
through the hardest part—the first few sentences of the talk.

Humor. Many public speaking handbooks suggest that humor is essential. Con-
trary to this popular belief, however, a speech does not have to be funny to be good;
a speaker or trainer does not have to be a stand-up comedian or have a witty story for
every example in order to be accepted by the audience. At the same time, the proper
use of a humorous story or incident can do wonders in getting the audience to be re-
sponsive. Although a speaker may be correctly advised that "if they wanted enter-
tainment, they would have hired a clown," most audiences like a spice of humor
added to a talk. The use of an opening story, for example, is well accepted. But jokes
and anecdotes should be used to illustrate a point or be relevant to the subject under
discussion. This, in fact, should be a cardinal rule for all humor in public speaking.
Tying the joke in with the message will not only make the point clearer but will also
help the audience to remember it.

Many speakers feel that an occasional off-color story or profanity is all right and
identifies the speaker as a person "who's with it." This is risky advice. The reason is
simply that one can never fully know the audience and what may be a pleasant laugh
to most might be very offensive to one person. The risk is just not worth it! Too
many otherwise excellent trainers have been given sour receptions because of care-
less storytelling.

Audiences warm up quickly to good storytellers. Keep in mind, though, the over-
all purpose of the talk. If a person can amuse as well as inform, humor is an excellent
technique for holding the attention and interest of the audience.

Practicing. No producer would ever dream of putting on a stage show without sev-
eral rehearsals to check how well the actors play their roles. The same is true for a
public speaker. While you can't have a dress rehearsal without a real audience, you
still can use associates or perhaps family members as an audience.

If you are preparing the talk from an outline or a manuscript, reread the contents
several times in order to become thoroughly familiar with them. Don't memorize,
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but obtain a good working knowledge of all the points being considered. If some
parts seem awkward, reword them. Become completely natural with the tone and
temper of the language. To be credible, a talk must reflect the speaker. Falseness is
quickly detected by the listeners.

After the talk has been rewritten once or twice and words and phrases become fa-
miliar, it is time to get on with the show. A cassette recorder can be your best friend.

Delivery. When you practice the talk with a tape recorder, playback will reveal ex-
actly what the audience would have heard had the speech been delivered that day. A
recorder picks up all the "ahs" and "ers" and "you knows" a speaker uses. With a bit
of conscious effort, these can be deleted. It is better to be silent than use space fillers.
Ah-ing and er-ing is an unfortunate habit that must be corrected if a speaker is to
have the audience's full attention.

Enthusiasm. Deliver a message with a bubbling and vibrant presentation and peo-
ple yearn to hear more. A sincere feeling of enthusiasm quickly draws out the same
feeling from the crowd. The orator who solemnly reads page after page in a dull and
dreary monotone deserves no audience and rarely gets one. With a little life and a
spark of enthusiasm, your entire talk is enhanced. When a speaker says, "I'm glad to
be here," people usually pass it off as a required part of the introduction. But when
the speaker shows he's "glad to be here" by an exciting voice and friendly smile,
people believe it. Vary the rate of speech, change inflection, and become charged up
inside. You'll find enthusiasm a must in the delivery.

Participating

Get 'Em Involved

Communication is a two-way street. Your presentation will be more effective if you
allow some kind of involvement or participation on the part of the listeners. If you
want your audience to remember your talk, you'll do well to make some provision
for them to be an active part of your session.

Adult learning theory suggests that retention is best when the learner is involved.
That we learn by doing is a proven theory. Depending on the specific purpose or type
of presentation you're giving, consider using some methods that will get the audi-
ence to take part in the program. While it is not the purpose of this section to de-
scribe the different techniques or methods available, consider such things as
questions, discussion, buzz groups, or similar exercises.

Even if your time is limited and you can't employ some of these methods, you'll
still get feedback. Watch for it. It may be nonverbal but will speak loudly if you
catch it. The astute speaker is ever alert to these signals and will change the style or
manner of presentation if so dictated by the participants.
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Summarizing
As was indicated earlier, the summary is the last part of the talk. If there are several
different parts to your talk, you may be well advised to summarize frequently
throughout rather than do it all at the conclusion of your presentation.

This kind of review is a favor to your listeners. Rather thao reiterate the major
points in precisely the same words, a slight rewording or rephrasing is always in or-
der.

Finally, a word about "thank yous." Some authors of public speaking books stress
that speakers should never thank their audiences. This is strange and curious advice.
It seems only common courtesy for a speaker to at least thank the audience members
for their attendance. If appropriate, certainly a "thank you" for their interest and at-
tention is also in order.

A Final Word
Before you grab your notes and start rushing off to anyone who will listen to you,
you'll want to do some more homework and practice. Like any well-orchestrated
production, the time and effort behind the scenes really make the difference in a pol-
ished product. So, too, with your speaking efforts. Lots of practice will perfect your
style and delivery. Your local Toastmaster's Club is an excellent place to learn or
brush up on these skills. If you've already been involved with Toastmasters, check
into such groups as the National Speakers Association, an organization of both sea-
soned professionals and newcomers to the field.



CHAPTER 14

Planning a Meeting

Whatever can go wmng—will!

You've all heard of Murphy's Law, It is an ever-present possibility. (Incidentally, do
you know what O'TooIe's Law is? O'Toole says Murphy is an optimist!)

The field of meeting planning is a relatively new profession. Trainers can learn
much from association and corporate meeting planners. Don't overlook hotel sales,
convention, and catering staffs, as they can be extremely helpful in planning your
off-site meetings.

In planning a training session, we can refer to the oft-used "five Ws" to remind us
of certain factors that have real bearing on the effect of our sessions. They are

Who—Who will be attending the training session?
What—What is the main topic to present? What are the stated objectives of my

session?
Where—Where should the session be held?
Why—Why is this particular session included? Why are these participants at-

tending?
When—When should the presentation take place?

These are but a few of the questions that should be raised.
The aspects of meeting planning that are most relevant to effective training are de-

veloping an agenda, preparing participants for attendance, and checking the facili-
ties. In this chapter, we'll cover these three topics in ample detail to help you avoid
the problems that befall the trainer who does not prepare a specific meeting plan.

Why Meetings Fal
We have all had the unfortunate experience of attending meetings or training ses-
sions that were largely wasteful of time. What were the reasons a session "bombed"?
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When this question was posed to hundreds of experienced trainers around the
country, one single answer always surfaced-—"lack of preparation!" Without ques-
tion, poor planning and preparation take their toll far too often.

Other items also play a role in ineffective meetings. These include

Lack of a Common Goal
Unless your participants are briefed as to the purpose of the conference or training
session, there is no way they can steer toward that end. Your own sights, of course,
are set toward an objective; however, if you fail to inform your participants what that
objective is, it is very easy for the people in attendance to start down a wrong road
and never reach the desired goal. It is up to us to set the ground rules for the meeting
and to make sure everyone understands what is expected of them during the session.

The Wrong People

You have all had the experience of sitting in a meeting and asking yourself, "I won-
der why they asked me to come here today?" A common error in many organizations
is to issue blanket invitations to people. Very often the people that might be invited to
a meeting have no interest, experience, background, or involvement in that confer-
ence.

Poor Scheduling

Even the best communications expert cannot hold the attention of all people at all
times. If a meeting does not have a predetermined time length, the participants will
tend to sit there and think, "When is this thing going to end?"

Developing an Agenda

Prior to selection of a site, an agenda should be developed. The agenda establishes
the meeting's or training session's requirements. To ensure that your agenda is devel-
oped into an effective meeting, use the following guidelines:

1. List the objectives of the meeting.
2. Decide who should attend.
3. Develop criteria for measuring results.
4. Determine the activities that will best achieve the meeting's objectives.
5. Write the content of the program.

What Are the Objectives of the Meeting?
Like all objectives, the objectives of a meeting must be specific rather than general.
The more specific they are, the easier they will be to evaluate. Objectives should be
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realistic, achievable, measurable, time-related, and ranked in importance, and they
should have observable results.

Think carefully about your purpose in developing objectives. Your purpose may
be to entertain, educate, change attitudes, change behavior, or solve problems. After
deciding which of these broad categories your program falls under, you can then de-
velop more specific objectives.

Who Should Attend?
Often meetings are called in organizations without regard as to who should or who
should not attend. This practice leads to resentment, boredom, and lack of participa-
tion. Inviting accountants to a sales training course, for example, might be a waste of
their time. They may not be interested, perhaps have no use for the information pre-
sented, and would have no way to practice the new skills. Invite only those people
who will benefit from your program.

How Do We Measure Results?
The program results can be measured against the objectives you establish. If the ob-
jectives are clear and specific, you will be able to measure them. To test this, make
up a few sample questions to check the results. Then attempt to answer the questions
and tabulate the answers. If you have trouble in answering the questions, you proba-
bly do not have specific objectives. Go back and rewrite the objectives so that they
will be measurable.

Now that the objectives have been corrected, prepare the questions and use them for
both a pretest and posttest. By giving the same test before and after the meeting, you can
measure the change that took place—the learning that occurred during the meeting.

What Activities Will Best Achieve Those Results?
Developing the activities that achieve the objectives you listed for the meeting is re-
ally developing the content of your program. Having zeroed in on specific objec-
tives, you can now develop content and include any game, buzz session, or other
activity that will best get the point across to the participants. Techniques to achieve
specific training objectives are covered in other chapters.

Meeting Site
Many organizations have excellent facilities for their own training sessions. As
the field of human resource development receives ever-increasing recognition by
these organizations, handsomely equipped training rooms have been added or
renovated.

Certainly, if your organization has such facilities, you will likely want to conduct
most of your programs on site.
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There may be times, however, when you decide to hold a training session at a
different location. Perhaps your training responsibilities are such that your classes
are held in different cities around the country. How do you pick a site in these
cases?

In preparing for an off-site meeting or conference, there are a number of impor-
tant decisions to be made. While many of these items are relevant to on-site train-
ing programs as well, it is doubly important to ensure that all of these factors be
considered. In dealing with hotel sales, catering, or convention services departments,
you're well advised to look upon these people as part of your team. After all the
success of your meeting is important to them also, and they can be of immeasurable
help.

Selecting Meeting Facilities
In selecting a meeting facility, your first concern is to find one that has adequate and
comfortable meeting rooms for the number of people you will have at the session. If
your group is small, you may find it advantageous to consider a small hotel or motel
site.

There are several major questions that you might use as a guide in selecting your
meeting site.

What physical requirements must the facility meet?
What services must be provided?
What equipment is necessary?
Where is the room located?
How about parking?
What food service will I need?
What about costs?
What is the facility's track record?
What other concurrent meetings are planned in the hotel?

An on-site inspection gives you an opportunity to visualize the entire program in
the actual room(s) it will be conducted in. You can discuss and inform the hotel or
convention center personnel of your needs. Problems can often be resolved at this
stage that might not be thought of if these premeeting inspections were not made.
Misunderstandings about the number of people to attend, the configuration of the
class setting, etc., can be cleared up at this time. At this point, you may want to
change locations if the hotel can't or won't accommodate you in the way you ex-
pect. If everything is satisfactory, get a written agreement at this time spelling out
all functions and services to be performed including room rates, complimentary
services, etc.

Write an Information Letter. Write a letter to all meeting participants spelling out
the details of the meeting. The following checklist may be altered to fit your own
needs.
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List the meeting dates, arrival and departure day and time.
Give the meeting location, hotel or convention center name, and the name of
the meeting rooms in the letter.
Suggested or required dress code.
Directions by car as well as directions to and from the airport, including
courtesy, limo, or cab information.
The hotel or meeting site phone number.
Collateral material that may be useful (swim suits, golf clubs, etc.).
Time and agenda for the meeting.
Check-out arrangements, including prepaid versus expense items.
Breakfast, lunch, dinner, and cocktail arrangements.
Advance registration procedures, if available.

Develop a Checklist to Caver Every Phase of the Meeting, The following check-
lists will provide a starting point from which you may develop your own. Pick and
choose those items that are relevant and pertinent to your use. You'll find that your
tailor-made checklists are an invaluable aid for organizing your meeting.

What Physical Requirements Must the Facility Meet? Generally speaking, nothing
can be taken for granted. Many commercial properties, especially the older ones,
may not have sufficient electrical outlets, storage space, rest rooms in close proxim-
ity to the meeting rooms, proper ventilation, or soundproof meeting rooms.

The only way you can be certain that a meeting facility meets your physical require-
ments is to develop a checklist of your particular requirements and personally visit the
site. The following checklist may be helpful and should be altered to fit your needs.

Size and location of meeting room(s)
Proximity to additional meeting rooms
Proximity to rest rooms
Number and location of electrical outlets
Lighting, switch locations, and dimmer controls
Ventilation, air-conditioning, and heat controls
Storage areas
Wastebaskets
Transportation
Union clearances
Audiovisual equipment

What Services Must Be Provided? The design of each program, of course, will de-
termine the specific services that will be required. After you have determined the
services required for a particular program, you will need to find out who is responsi-
ble for that particular activity. The same service may be provided by different service
managers in various hotels and motels. To resolve this problem, simply meet with
the sales, catering, and food-service managers and find out who is responsible for
each of the services you need.
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You may wish to develop a checklist of services similar to the one for physical re-
quirements. You might begin the list with

Meals
Menus
Cocktail parties
Coffee service
Message service
Cleanup services

What Equipment Is Necessary? You may have your owe equipment and not be
concerned with that provided by the oil-site property. Often, however, you may find
it more convenient to use the facility's equipment than to bring your own. Check
first, of course, as to the rental costs and union regulations involved. Many of the
newer hotels and convention centers have built-in projectors, screens, tape recorders,
and closed-circuit television systems.

A list of equipment will be useful for checking out both the facility's and your
own equipment. Items on the following list may be provided partially by the facility
and partially from your own stock.

Projection booth
Public address system
Lecterns
Tables, chairs, and so on
Display areas
Projectors and screens
Easels and chart pads
Marking pens
Chalkboards
Extension cords and adapters

What Is the location? If your participants are coming from different geographic ar-
eas, you will want to check out the accessibility of the selected site. How convenient
to freeways, public transportation, or the airport is the location? Is it easy to find for
those who may not know the city?

How About Parking? Don't overlook this all-important item. Is adequate parking
space available? Will parking fees be paid by your organization? How handy are
loading docks for delivery and pickup of your training materials?

What Food Service Will 1 Need? If you are responsible for meal functions, you will
consider the menus and costs for all activities. Don't assume that because a food func-
tion is held that the meeting room can be used without cost. The trend is for commer-
cial properties to charge for meeting space even though a catering function is held.
Check with the property involved to determine its policy. Another possible catch is in
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the way costs may be quoted. Some hotels and motels may give you a base price for
lunches, coffee breaks, and so on without adding the extra charge for tax and gratuity.

What Is the Facility '$ Track Record? In most cases, you are well advised to choose
hotels and motels with good reputations for catering to groups such as yours. By
checking with experienced trainers in your organization or area, you can quickly
find out the past record of a respective site. If you can deal with other professional
meeting planners, your own session will be just that much more successful.

What Other Events Are Planned? When you are finalizing your choice of location,
ask the sales department what other groups, if any, will be in the facility when your
meeting is scheduled. This is especially important in regard to meeting rooms.
Soundproof walls seldom are! Satisfy yourself that the rooms scheduled for your
session meet all your criteria.

Room Arrangements
When dealing with hotel or motel sales or catering personnel, misunderstandings
may occur because of terminology. What to one meeting planner may be "school-
room" setup may mean "theater style" to someone else. The following terms are
generally accepted by professional meeting planners.

Theater Style. This term is used to describe a room setup in which there are chairs
only. As shown in the illustration below, the chairs are typically lined up in straight
rows.

Classroom Style. This term describes a table-and-chair setup as shown. Ordinarily
the furniture is arranged in straight rows. A modified arrangement often affords bet-
ter eye contact.

Figure 14-1. Theater Style Figure 14-2. Classroom Style
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Figure 14-3. U-shape Figure 14-4. Conference Table

Conference Style. This may take any of several arrangements. Typically, we use
this term to define a table-and-chair setup slightly different from the classroom style.
A few variations are as illustrated.

Banquet Style. In most cases, this refers to a round table setup. Effective for small
group discussions, it is not recommended for lecture sessions or where audio or vi-
sual aids may present sight or sound problems.

Suggested Form
Because of the aforementioned confusion with terms, experienced meeting plan-
ners will often sketch out their requirements. A sample is shown on page 139. It is
a simple worksheet used to serve as a checksheet for times and setups.

Program Planning
The term "Marketing Concept" suggests everything one does in any organization is
geared toward that final end, i.e., the consumer. Well-tested in both theory and practice,
it states that essentially all of the marketing functions start with that "customer,", i.e.,
the trainee, and that all the myriad and varied tasks from training needs right through
evaluation activities emanate from, and to, that target market. Applying this marketing
concept to your training and programming efforts appears, then, to be a relevant and
instructive task. That is to say, quite simply, yet forcefully, that all your training pro-
grams, meetings, conferences, etc., must be aimed at your target market.

Indeed, your employee, attendee, or colleague is your "customer"! Although this
is an obvious and seemingly evident truism, we still find too many situations in our
field where this simple truth is overlooked. We've come a long way since Henry
Ford's classic statement, "Give them any color they want, as long as it's black!" We
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Figure 14-5. Closed Square Figure 14-6. Hexagon

Figure 14-7. Herringbone Figure 14-8. V-Shape

still find those cases where programming and marketing are done at the whims and
wishes of the "marketer" rather than the market.

We'll borrow another marketing term known as the "Marketing Mix." The Mar-
keting Mix identifies the so-called Four P's of Marketing, namely the Product, the
Place, the Promotion, and the Price. With some additional modification, we'll pro-
pose the "Program Mix" or the "Meetings Mix" as follows. We'll start our process,
of course, with our "Customer" or the first P, the Participant. The meeting or training
program must be designed in terms of his/her needs, wants, background, education,
experience, etc. Our Meeting Mix looks like this:

1. The Participant. As suggested, all planning must start with your participant,
whomever that trainee or "customer" might be. Recognizing that most orga-
nizations have a diverse workforce, it is important to leam as much as possi-
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We about the people coming to your meeting. Because of the diversity, this,
of course, is much easier said than done! Needs assessment, observation, fo-
cus groups, surveys, and other types of informal research will help get some
idea as to the profile of the prospective audience.

2. The Product (program). For our purposes, we'll substitute the "Program" for
the Product. After all, the program really is the item we're selling! This is
the real heart of our Meeting Mix. The program content, the speakers, top-
ics, etc., are important factors in one's choosing to attend a meeting. With
the continued attention and emphasis in the new millennium toward the con-
tinuing education of the populace and the "Learning Organization" popular-
ized by Peter Senge's The Fifth Discipline, our participants, that is our
"customers," demand state-of-the-art information.

3. The Place. In retailing, experts tell us the three most important parts are (1)
Location, (2) Location, and of course, (3) Location! While one might debate
the transferability of that premise to your upcoming training programs and
meetings, it is, without question, a critically important factor. With ever-in-
creasing attention to ROI (Return on Investment), costs of travel and lodg-
ing, centralized locales may bring higher attendances. However, in many
cases, coast-to-coast airfares are less than intermediate stops! For corporate
meetings, many HRD professionals will opt to use a local hotel rather than
using in-plant facilities.

4. Promotion. The old adage, "... Build a better mousetrap ...," never was
and never will be true. Your best programs or meetings will go for naught if
nobody knows about them! Simple as that sounds, we still find colleagues
who forget all about "selling" that meeting. A continuing promotional effort
is important in getting the word out.

5. The Price. In these days of accountability and continual references to the
bottom line, it is imperative we give quality and value in all our offerings.
As indicated above, costs continually escalate, and ways must be discovered
to make every meeting cost-effective. On the other hand, people tend to
equate price with value, so bear in mind that it is quite possible to price
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something too low, i.e., if the prospective participant believes "at that price,
it can't be very good!" you see our point.

6. The Plan. Although listed here as the last item in our mix, it's also the very
first. For it is with the overall marketing or meeting plan that we begin our
activities. What are the objectives of the meeting? What about the theme?
Food functions? These are but a few of the ingredients that go into this part
of the blending,

7. The Mix. In reviewing these elements, it is not unlike the skillful chef who
can take the proper ingredients and make a masterpiece, whereas another
person using the same ingredients comes out with a different result! So too
with the HRD professional the skillful blending of these six elements will
help ensure effective programming.

Figure 14-9. Sample Meeting Planners Form

Meeting Planners International
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CHAPTER 15

Conducting a Meeting

Lights.,. camera.,, action!

Much as on the Hollywood sound set, your efforts during the days and weeks or
months of planning all peak on "opening day." Whether it's really your first day or
your fiftieth year in the training business, you should realize that all those nervous
"first-day" feelings are not only commonplace, but even welcomed! Senior trainers
are of the firm opinion that these nervous tensions make us even more anxious to
overcome them and do a better job.

This chapter will offer you some tested and workable ideas that you will find help-
ful in conducting meetings. You will learn several methods to acclimate a new group
to the training process. You will find that by using these "warm-up exercises," you
are also putting yourself more at ease with your trainees and therefore establishing
an atmosphere truly conductive to learning.

This chapter also covers all aspects of leading or conducting a meeting or confer-
ence. Whether your training session is composed of only two or three individuals, or
two or three hundred, you will find useful techniques in this chapter that will make
your meeting successful.

Opening Activities
The initial activities used to open a meeting set the flavor for the entire session. If the
opening is interesting and purposeful, and if it relates to the needs of the participants,
then you will capture their interest. They will then be attentive and probably partici-
pate in the meeting activities.

Remember those first-day jitters? Don't forget that your new trainees have the
same fears and anxieties you have!

In questioning participants attending actual sessions in which the people did not
know each other, the authors have found these types of unasked questions:

140



Conducting a Meeting 141

"What kind of a teacher are we going to have?"
"How come my boss told me I had to corne?"
"Are they going to give tests?"
"Who else is going to be here?"
"Do I have as good a background as the rest of these people?"

These are but a few of the questions and concerns people have. Remember that for
some people "going back to school"—that is, your training session—is a serious,
traumatic experience. Perhaps their own formal schooling was less than adequate.
Perhaps they have a deep psychological fear of not being able to learn. Your task is
keenly important. You must dispel those fears and establish a friendly climate.

Breaking the Ice

There are several ways you can help set a foundation of informality, which is so of-
ten a prerequisite to learning. As discussed in Chapter 10, the law of effect suggests
that people learn best in a friendly setting. To assist you in building that atmosphere,
here are some proven ways to help new participants (and yourself!) get things
started.

Self-introductions, This is by far the most commonly used technique. Simply
stated, each person introduces himself or herself and gives a brief background
sketch. Keep it light and informal.

Mutual introductions. As a refreshing variation of the typical self-introduction,
this method has each person introduce someone else. For example, in a group
of twenty-four people, have them count off one to twelve (or to half of whatever
group size is involved). The thirteenth person restarts the sequence as number
one; the fourteenth, number two; and so on. Then ask each half of each paired
number (number one meets number one, number twelve meets number twelve,
and so on) to find his or her counterpart across the room. Allow them five to
eight minutes to give each other enough background information so they can be
introduced by the other person to the entire group. After they all return to their
original seats, start the introductions.

Circle introductions. If your training is set in a U-shape or some other circular or
horseshoe fashion where everyone can physically see the entire group, try this:

You as the trainer start the process by saying, "My name is (Pat)." The first per-
son at your front left says, "My name is (Joe)" then repeats your name and re-
states his own, in other words, (Pat, Joe). The person to Joe's left repeats the
process adding her name, "My name is Jane—Pat, Joe, Jane" and so on until
the entire group is completed.
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As you introduce this game, you will have to reassure your participants they can
actually accomplish this feat. They will have grave reservations until they prove to
themselves it actually works. The authors have used this technique with groups as
large as 75 to 100. As long as people can see each other, it can work.
It is also an excellent illustration of the law of repetition, that is, performing a task
over and over and over again.

Name cards. Table tent cards showing the name, department, and so on of the
participant are always helpful in assisting us to learn each other's names. Make
sure the names are large enough to be seen and are written on both sides of the
tent card so fellow participants can also see the name.

Humor. An opening story or two, given in good taste and relating to something
about the topic, is usually well received. If you don't feel comfortable with this,
however, don't do it!

Climate Setting
In a training session, you can establish a favorable learning climate by subtly sug-
gesting that the session will be informal. Your actions, as conference leader, indicate
to the participants the kind of climate they can expect. If you act relaxed and
friendly, smile, and open the meeting in a warm and informal way, your participants
will feel comfortable and be more relaxed and willing to participate.

The following techniques will help establish a favorable climate:

Specify the benefits and objectives that the participants will derive from
attending the meeting. If the benefits appeal to the participants, they will
be more willing to share the responsibility for learning the material pre-
sented.
Speak to the participants as peers rather than as students or subordinates.
Give them a feeling of "We're doing this together" by using "we" and "our"
rather than "you" and "your."
Treat mistakes as steps in the learning process. When mistakes are treated as
a natural occurrence, the participants get a feeling of freedom. They feel free
to try new activities without fear of criticism. Trust is also developed in an
atmosphere that provides the proper climate for change.
Relate part of the new material to the past experiences of the participants.
Also use words and examples that are familiar to them—words that are part
of their job vocabulary.
Provide an easy task related to the meeting objectives so the participants
can experience early success. Research has shown that early success cre-
ates a more comfortable feeling and motivates participants to try to learn
more.



Conducting a Meeting 143

You can develop other climate-setting techniques to add to the preceding list. Just
think of good practices that you have observed when attending a meeting and incor-
porate those into your plan.

Interest-Building Techniques
Even when your opening activities are outstanding, they will not necessarily guaran-
tee that you will retain your participants* attention and interest throughout the meet-
ing. Climate building must continue throughout the meeting. The following are only
a few of the techniques that will build and retain interest.

Some Meeting Guides
The following climate-building techniques are especially useful in training or prob-
lem-solving meetings. These techniques have been tested and used successfully in
numerous meetings.

Clearly state the objectives of the meeting and the benefits the participants
will receive.
Provide an opportunity for group discussion.
Design participation into the meeting by posing problems for class solution.
Provide achievement-oriented activities.
Relate all examples and anecdotes to the training situation and to the back-
ground of the participants.
Try to determine and relate to the skill level of each participant.
Permit some class input in determining what part of your presentation to
concentrate on.

Testing the Agenda: A Seven-Point Guide
You can develop interest and at the same time determine what parts of the meeting
require more emphasis and what parts should be downgraded. By testing the agenda,
you see firsthand the items the participants are concerned with and those they find
boring or of little value. The following points, if recorded and utilized, will enable
you to react to participant interest and improve your meeting.

List the major meeting topics on a flipchart.
Get agreement from the group on the ground rules.
Ask for comments, opinions, ideas, and feelings about each of the topics
listed on the flipchart.
Ask "let's suppose" or "in your experience" questions to draw out all mem-
bers of the group.
If one topic is seriously criticized, ask for other opinions. Remember, dis-
agreement can be used to trigger further discussion.



144 H U M A N RESOURCE DEVELOPMENT

Summarize frequently what the group has said.
Record responses on a note pad to use as a guide in conducting the meeting.

Small Group Discussion Sessions
Small groups become affable and provide members with a method of fulfilling their
social and esteem needs. Small groups have a motivating influence on the individual
group members. Members develop an elite feeling about membership in the group.
Because of the synergy (the whole being greater than the sum of its parts) developed
in group interactions, and the positive support the group gives the members, mem-
bers may feel that they are more productive than other groups. This feeling motivates
more interest, attention, and harder work. It's easy to see why such groups become
more productive,

The obvious generalization for training is that learning can be enhanced by small
discussion groups. In a small group, the members can discuss and digest information
in a neutral environment. They are free to examine and test ideas without the pres-
sure of old habits that have formed under specific work conditions affecting their
evaluations of the new techniques.

Resolving Disagreements
Some disagreement will occur in every meeting, even if the meeting involves only
two people. It is utterly impossible for everyone to agree on every point that is
covered in a meeting. Different perceptions, based upon each individual's unique
experiences, lead to confusion, misinterpretation, and, of course, disagreement,
Disagreement cannot be avoided, but it can be confronted and managed.

Use disagreement to stimulate group discussion.
Explore each side in depth and watch for possible applications for each view.
Expand the discussion to subjects that take on more importance than the
original question to gain collaboration from the group.
Look for segments within each argument that both sides can agree upon,
thus lessening the area of disagreement.
Summarize and clarify the points made by both sides.
Let the group decide the issue.
If agreement can't be reached, state the problem as being unresolved and
move to the next topic.

How to Lead a Conference

A simplified and workable approach to leading conferences can be modified from
the four-step method discussed in Chapter 3. These four steps—preparation, presen-
tation, discussion, and summarization-—are the same four that should be followed
when you are ready to make your plans for leading a group meeting.



Conducting a Meeting 145

Preparation
In planning for any type of a conference, the first question that must be seriously an-
swered is "Do you really need a conference? Why?"

While this may seem like a rather basic question, it is all too often taken for
granted; for example, "We always meet on Tuesday mornings," or "But we always
meet to discuss these items," or "When Mr, Smith was here, we always ,.." In other
words, because we've always held a conference for staff meetings, training sessions,
or a host of other items is simply not a good enough answer as to why this meeting
should be held,

Assuming, however, that the first question is satisfactorily answered, then the
four-step method will fall neatly into place. In planning and preparing for the group
meeting, it goes without saying that you as the trainer or conference leader will have
first determined the need and set forth the objective of the particular session. If the
group is not aware of the time limitations for this particular conference, those, too,
should be explained.

In putting the group at ease, the new trainer has a real advantage over a senior
counterpart. Since the new trainer is likely to feel a bit ill at ease, then it stands to
reason that the new trainees or conference attendees will be coming from that same
mold. By putting the group at ease with a cordial greeting and a sincere and warm
welcome to the meeting, the trainer sets the stage for the air of informality. As men-
tioned earlier, an appropriate anecdote or story may break the ice and help create the
right atmosphere, but the trainer is again cautioned to make certain the point or
punch line of the story is relevant to the item or situation being discussed. Other in-
troductory comments on the part of the trainer would include setting up the ground
rules and defining the overall procedural plan for that particular meeting.

It is also imperative that the trainer or discussion leader redefine the purposes for
that meeting or the goals or objectives for that training session. While this may seem
like a very basic point, it is so often forgotten that the question is often asked by the
attendee, "Why arn I here, I wonder if I am really in the right meeting?"

In short, we are really talking about a total preparation of yourself as the confer-
ence leader, the room, the equipment (visual aids and so on), your training materials,
your lesson plan, and a multitude of items that will help make this session effective.

Presentation
After setting forth the ground rules and preparing the group and yourself for the
meeting, it is wise to move right into the topic of the conference. Experienced con-
ference leaders attest to the fact that it is very common to experience difficulty in
eliciting the first comment from the participants, but once that first comment is of-
fered, there seems to be a free and full flow of ideas and comments back and forth
across the room. Let us discuss a simple method that will help you in your goal of
starting the discussion off in a proper way. If you use this method, these simple steps
should be followed in sequence:
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1. Broad introduction. By giving a broad introductory statement of the confer-
ence or problem to be discussed, the trainer or conference leader purposely
tries to draw a general picture of the topic that is on the table. It is easy to
see, of course, that the bigger the picture, the more likely the participants
will feel a part of—as opposed to apart from-—the problem. Therefore, it is
important that the introductory statement be very broad and encompassing
in nature.

2. Delimitation, The next step is for you to acknowledge that while the broad
statement outlined in step 1 is of real import, there is simply not the time to
discuss all the ramifications of that major issue. Therefore, the second step
is to delimit the problem into manageable portions for your conference.

3. Information. To ascertain that all of the participants are coming from the
same background and have the same general bits of information, the trainer
is well advised to give specific information concerning the problems or is-
sues for the meeting. For example, if the session is for the purpose of dis-
cussing ways of reducing absenteeism in a particular department, the first
step (broad statement) would be to identify the problem and perhaps give
some general facts and figures illustrating the severity of absenteeism in the
industry or organization. The second step then follows, of course, to pin-
point the information and to narrow down the problem as it affects our par-
ticular division, department, or agency. Here, then, in our third step, we
would relate specific bits of information as they pertain only in and solely to
our particular group. Another advantage of giving specific information is
that it overcomes the common problem of assuming that everybody knows
what we are talking about. This way we can ensure that all of the conferees
have the same background and information.

In following the previous three steps and narrowing down the problem, the way
we phrase the initial question is of extreme importance. Obviously a simple question
that can be answered with a "yes" or a "no" is usually not a sufficiently important
problem on which to have a conference. But attitudinal types of questions can be
phrased to really draw out the participants. For example, questions that begin with a
"what, why, when, how, or where" usually succeed in getting a good discussion go-
ing.

While this basic method has been field-tested and is acknowledged as being work-
able, we are not trying to say that it is a guaranteed way to get participants quickly
involved in the discussion. The art of questioning is a tool that the new trainer must
learn. For our purposes in this section, two basic types of questions will be illus-
trated:

1. The overhead question. The overhead question is essentially one that is
thrown out to the entire group for discussion. It is a shotgun type of inquiry
that is really directed at no one in particular. For example, "How might we
be able to lessen absenteeism in our department?" followed momentarily by
a pause is an overhead question.
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2. The direct question. The second type of question, the direct question, im-
plies that the inquiry is targeted at a specific individual. For example, "Bill,
how do you thiok we might lessen absenteeism in our department?" directs
that question to one respondent.

While there are pros and cons to both sides of the coin, in most cases the overhead
question is preferred. Better yet would be a combination of the two. As an example,
ask the question "How might we lessen absenteeism in our department?" wait a few
seconds, and then ask, "Bill, what are your ideas?" With this method all of the par-
ticipants are hopefully going to pay attention to the question since they know they
might be asked for a response. Since we are throwing a question out to the entire
group, we are really demanding the attention of all. The direct question, by its very
nature, may let the rest of the group "off the hook" after the trainer calls on someone
for a response.

Another way to start discussion is for the trainer to give his or her own opinion on
the topic at the outset of the program. You are cautioned, however, on the possible
controversy this may cause. While in most cases this is not a recommended tactic,
there are times when a planted item such as this—which you know will stir contro-
versy—will really get discussion going in a hurry. Use this technique with caution
and only if you are fully aware of its impact.

Discussion
At this point, after the sequential planning and presentation, the discussion is ready
to go full speed ahead. By definition, a conference is an exchange of ideas. And the
conference leader is exactly that. In other words, she or he is not a lecturer but rather
a facilitator for a group discussion. It is, therefore, the function of conference leaders
to encourage participation m a free and full flow of comments, ideas, and attitudes. It
is important, too, for them to readily acknowledge that they do not have all the an-
swers. They should encourage the group to pool their ideas and exchange their expe-
riences so that all can benefit from the various backgrounds and experiences.

While discussion is an instructive tool, we should also look at some problem areas
of how to control discussion. Occasionally, we will run into a type of personality,
such as a talkative person, who tends to monopolize the conversation. In this case, it
is very important for the conference leader to talk tactfully to that person during a
break period to point out that he or she is monopolizing the conversation and pre-
venting others from being heard. Sometimes a form of group pressure will perform
that task for the discussion leader.

Keeping the discussion on target is perhaps one of the most difficult chores of the
trainer. In conferences, we must always realize what our goal is for that particular
meeting. If we find we are straying somewhat from the topic at hand, we as discus-
sion leaders must quickly bring the group back whenever necessary. Certainly there
are times when side discussions might be encouraged, but more often than not we
tend to get too far off base and run off on dozens of tangents that are really not perti-
nent to the meeting.
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Summarization
Experienced conference leaders recognize the need to summarize and recap the
comments of their group at frequent intervals. By pointing out some of the highlights
and major points discussed, the entire group will review the progress of the discus-
sion. So many times we attend a meeting and leave that meeting wondering "what
next?" Unfortunately, many times we never seem to find out the results of our dis-
cussions. For this reason, the discussion leader must indicate what follow-through, if
any, will be taken. If the group has reached the end of the discussion and has pretty
much attained the goal of that conference, of course, it is time to stop. The group
should decide on a follow-through plan of action and then should be advised at a
later date what happened after the meeting in the way of any additional action taken
by others in the company.

Making the Most at Team, Board,
Staff, and Committee Meetings

As the "team" effort continues in our profession, we are seeing more and more of
our HRD colleagues being called in to serve as facilitators for a variety of other or-
ganizational meetings. Because of the experience and expertise required of our disci-
pline, CEOs and others are recognizing the importance of having outside experts
orchestrate their meetings. They take the place of teams, staff, committee, and even
board meetings. These board meetings are often done for volunteer groups such as
ASTD, MPI, NSA or other industry groups. So, how does one keep that board meet-
ing from becoming a "bored" meeting?

The same question, of course, could be posed for any other training program, as
well as the staff, sales, committee, or for that matter, just about any kind of group
get-together. How's your team functioning? Could your meetings with your team
members be more productive?

Ask most any colleague about any of these, or any other kind of meeting, and
you'll likely get a response clearly less than positive. In fact, many of us would em-
phatically state that far too many meetings are clearly a waste of time. Unfortunately,
in many organizations, they truly are! Far too many meetings miss their mark simply
because of lack of planning or preparation. One study of over 1,000 middle man-
agers identified the top three reasons why meetings fail as

1. Getting off subject
2. Lack of agenda or goals
3. Last too long

Sound familiar? How about that meeting you ran the other day? How much
time-—and money—-is wasted every day in meetings that are unproductive? To give
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you an idea of the volume we're talking about, consider that every single business
day, these scenes are repeated—far too often with the same negative results.

Whether we're talking about training programs, staff meetings, committee or
board meetings, it will be helpful to review some of the basics we often tend to over-
look. The purpose of this section is to identify some types of meetings, review a few
other reasons why meetings fail, and then offer several concrete, usable ideas that
will make your next meeting more effective.

Types of Meetings
Since we're using the term, "meetings" in its most generic sense, let's categorize
them into these areas:

/. Information. This includes a two-edged sword of both giving and getting infor-
mation. Many training programs fall into this category since they may be providing
cognitive information for new skills, knowledge or attitudes. It's sharing experiences
that the astute facilitators can use to further develop their trainees and colleagues.

2. Action, This type of meeting could be as brief as two people addressing a spe-
cific problem and getting closure and action.

3. Problem Solving. This could be a group or team effort that gets together to at-
tack a single problem. Perhaps conflict resolution is the goal.

4. Brainstomiing. With the continuing attention to TQM (Total Quality Manage-
ment), we're seeing a real resurgence of the creative group-think process. The typi-
cal ground rules, i.e., no criticism, wilder the better, etc. are the bases for these
creative exercises.

This brief listing, of course, is not meant to be an exhaustive listing. There are not
clear-cut lines, for example, that necessarily may distinguish or differentiate one
type of meeting from another.

Why Meetings Fail
The reasons cited earlier (no agenda or goals, the wrong people and poor schedul-
ing) are ones to which we can all relate. In addition, several other factors can con-
tribute to an ineffective meeting.

/. Lack of Planning. Regardless of the type of meeting, preparation is always im-
perative. Obviously, even the novice trainer would not think of conducting a session
without adequate planning. Why then, would anyone be so naive as to think any
meeting could be conducted without ample preparation? The answer is obvious, but
too many of our colleagues (or bosses!) forget this basic point.
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2. Lack of Objectives, Are there any of us in HRD who have not heard the phrase,
"You can't get lost if you don't know where you're going?" Regardless of the kind of
meeting, objectives must be stated and "bought into" by those in attendance.

3. Lack of Agenda. Just as a lesson plan or outline is an integral part of a training
module, the agenda must be a critical part of any meeting. In the worst case scenario,
an outline on a flip chart is the minimum acceptable standard. Far better is the
agenda that is sent out in advance to all attendees,

4. Wrong People, Have you ever sat through a meeting wondering "What am I do-
ing here?" or "Why did I have to attend this'?*' or dozens of similar questions. Make
sure the people attending your meetings are the proper persons to be there. Do they
have the background, experience or expertise to contribute to our desired outcomes?
Meetings are costly vehicles; if a number of attendees shouldn't be there, those costs
rise measurably.

5. Wrong Place. There are times when the wrong meeting site can kill an otherwise
effective meeting. Corporate retreats are often held away from the office. There is
real merit in considering off-site meetings, both in the physical, as well as the psy-
chological sense. With fewer interruptions, phone calls, etc., the business at hand can
usually be conducted more efficiently,

6. Wrong Times. Doubtless, there is not a reader who cannot, at this moment, recall a
meeting in which the timing was not the culprit. Maybe it was the day of the week—or
even the time of day. But timing can also work to your advantage. It is amazing how
quickly decisions or problems can be handled with an 11:30 AM meeting! Or better yet,
if you really want action, schedule one for next Friday at 4:30 PM!

Making Meetings Work

With all this rhetoric about why meetings fail, how do we make them better? Con-
sider these ideas as starters and you'll see how they can really work for you.

/. Agenda. As already stated, you need a game plan for any meeting. As stated ear-
lier, these should be sent out in advance so participants can be prepared for discus-
sion on those items,

2. Expectations, To ensure that the stated objectives are in "sync" with those of the
attendees, why not simply ask them? While not necessarily appropriate for weekly
staff meetings or other events of an hour or so, it is an excellent idea for longer ses-
sions. Experienced facilitators always incorporate this technique at the early stages
of their meetings.

Here's how it works. Initially, after the traditional welcome and introductions, an
overview of the program or schedule is given. The objectives are then identified, at
which time the group is asked, "OK, you know my objectives. But to make sure your
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goals are similar to my goals, tell me what your objectives are for this meeting. In
other words, what has to happen between now and 4:00 o'clock this afternoon to re-
ally make sure your goals or objectives are met."

Since participants may be reticent or hesitant to respond individually, get them in
groups of three or four and ask them to synthesize their comments. Ask a spokesper-
son from each group to list two or three of these objectives and post them on a flip
chart. Make adjustments as necessary and appropriate, and add them to the agenda
as scheduled meeting time allows. Now, your meeting is their meeting.

3. Facilitator. As already noted, this term is continually being used in our pro-
fession and roost human resource professionals are skilled in its function. All but
unknown a decade ago, it has become the "in" thing for trainers. To paraphrase
Carl Rogers, we really cannot "teach" anyone anything, all we do is facilitate their
learning. Many trainers, in fact, have abandoned their "trainer" hats and term
themselves "facilitators" instead. For meetings, the role of the facilitator is an im-
portant one. Essentially, this task is one of a "chauffeur" who is the driver of the
meeting, but in a very subtle way. The facilitator, typically from outside the group
or organization, plays a neutral role and helps "steer" the meeting toward its desti-
nation, i.e., its stated objective. He or she keeps things going and ensures that all
sides of an issue are heard. The facilitator has no vote and always maintains that
middle-ground position.

By using an outside facilitator, the presiding officer can concentrate on the discus-
sion, and is an active listener. Because they don't have to worry about the "order" or
conduct of the procedures, they can give full attention to the motion on the floor.

4. Consent Calendar. In most associations and professional organizations, there
are always a multitude of items that according to their bylaws, must be voted on by
the board. As surprising as this may seem, these might include the secretary's report,
membership reports, committee updates, etc. All too often, needless time is wasted
on these somewhat mundane items, but since it's mandated by policy, the board
plows through these, one by one, in slow methodical fashion.

An effective and efficient way to handle these is by use of the consent calendar. As
its name implies, it requires the consensus or consent of the entire governing body.
Here's how it works. Well in advance, the president, secretary, and the chief staff
officer of the association or society survey all the items on the agenda. They discuss
these and make a thoughtful judgment on which items would likely be passed with
little or no board discussion. These items are all compiled and listed on a "Consent
Calendar." They are presented to the attendees in advance of the meeting, and if no-
one (that means nobody!) has a question, concern or issue with any item, the calendar
is passed in total. However, if anyone raises even a minor question, it is pulled.

5. Living Minutes. This tool is an excellent one to use for small group, staff, and
board meetings. A skilled recorder, using flip charts and marking pens, captures the
salient points of each comment brought forth. He or she does not attempt to write
everything down that someone says, but merely the real "meat" of that content.
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6. Walking Meetings. If you've been involved in a meeting where things got a bit
"hot and heavy," here's another tool you can use. For example, let's say an item
comes up on the agenda which proves to be a very sensitive one. Before things get
out of hand and pandemonium breaks loose, suggest a "walking meeting," Assign
groups of two or three people to a team. If possible, get adversaries on the same
team. Their task for the next 15—20 minutes is to "take a walk" to discuss the issue at
hand and come back at the prescribed time with either a compromise, suggested so-
lution, or some other ideas to reach consensus.

Some Final Thoughts

Here are some additional thoughts that might be of use:

/. "Motion Sickness," Far too many groups catch "motion sickness." While it's im-
portant to use parliamentary procedures, don't get carried away. Some items don't
require motions. Merely get consensus or agreement and move on.

2. Starting Times. Why not call a meeting for 2:03 PM rather than 2:00 PM or
2:30 PM? People will remember these odd starting times and are more likely to show
upon time!

.?. Stand-Up Meetings. Why not try a meeting room with no furniture? It is amaz-
ing how things can be accomplished in a much shorter time frame when everyone is
standing up! Try it and you'll be pleasantly surprised!

4. Discussion Time. Limit discussion time on issues. More time is wasted on need-
less "discussion" where one person may take twenty minutes to simply echo what
someone else just said! There is evidence to suggest that in most meetings, when
presented an issue, 60% of the group makes up their mind in 60 seconds! If this is
true, then why waste all that time. Certainly, don't curtail relevant argument, but
don't let it become wasteful.

Summary
Far too many meetings waste far too much time with far too few results! Use these
tools. They've been time-tested and they work!



CHAPTER 16

Experiential
Learning Activities

Using Games and Exercises

Introduction
Experienced HRD professionals fully understand that the audiences of the new mil-
lennium are considerably different from their counterparts of even a few years ago.
They are younger, more educated, often less formal, and really are interested in
learning. They want information that is practical, relevant, timely, and user-friendly.
They want to learn to be sure—but they also want to have fun in the process?

Using Games in Training Programs
Interactive exercises or games have been used to liven up presentations ever since it
was discovered that people have a very short attention span. In fact, there are studies
to suggest that the average attention span of most adults is at best three to four min-
utes ! If you doubt that, think of a meeting or presentation you may have attended last
week and ask yourself how much of what that speaker or facilitator said last week
can you remember?

While we've already addressed the laws of learning in Chapter 10, it might be ap-
propriate at this point to discuss the "Law of Forgetting." In essence, the law of for-
getting states that immediately upon hearing something, the average person forgets
50% of what he or she has just heard! Startling to be sure, but it's true.

Let's reiterate. As point of fact, some recent studies claim that the span of atten-
tion for most of us varies anywhere from ten seconds to three or four minutes. It's
easy to see, then, why people become easily bored (or underwhelmed) with overly
technical material and respond much better when there is life and variety in the train-
ing programs and presentations they attend.
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In addition, our television-oriented society has conditioned many of us to expect
drama, excitement, and involvement in our everyday lives. In short, there is strong
expectation by our audiences, especially those Generation Xers, that all presenta-
tions should be lively, fast-paced, innovative, participative, and imaginative. (Just for
the fun of it, how many times have your audiences used words like these to describe
your last presentation or training program?)

Characteristics of Games
Let's take a look at some of the characteristics of activities, games, and other types of
involvement techniques and show how they can be used in most any of your training
presentations.

Games usually

1. Are quick to use. They can range from a five or ten second physical activity,
to a one minute visual illustration or verbal vignette. However, since the ac-
tivity should be used to add to or supplement the main purpose or content of
the meeting, the time devoted to the game should be minimal.

2. Are inexpensive. In general, nothing has to be purchased, nor does an out-
side facilitator or consultant have to be engaged. With few exceptions, many
training games can be used at little, if any, cost.

3. Are participative. To be used effectively, the games should involve the par-
ticipants physically (through movement) or psychologically (through visual
or mental activity, thought, or action). Games typically help people focus
their attention, and make them think, react, speak, and most importantly,
even have fun learning!

4. Are low-risk. The authors have been using games in their training programs
for a number of years, and have tested dozens of games in a variety of set-
tings with a variety of audiences. When matched to the proper content, the
right context, the right people, the right climate, and when used in a positive
manner, they will work for you. Games and other relevant activities are user-
friendly, and people respond to them in that same positive manner.

5. Are adaptable. The best activities, just like the best humorous stories, can be
adapted to fit most any situation, and help reinforce the points you want to
make in your program. They can be modified slightly and still retain their
original flavor and character. In fact, it is highly recommended that you tai-
lor games as much as possible to fit your goal.

6. Are single-focus. Games are best used when they demonstrate or illustrate
just one major point. As such, they are oriented to micro issues rather than
macro issues. Keep them simple and focused, and they will do their job for
you!

On the following pages, you'll see examples of games that can be adapted to fit
most any training program.



Ten Commandments for Using Games
As trainers, speakers, or facilitators, we have the opportunity to make or break that
meeting. Research has shown that people will react more favorably to your presenta-
tion when they enjoy the learning experience and are not subjected to sophomoric or
boring meetings. You can enhance their learning of knowledge, skills, and attitudes
by using games to supplement or reinforce that point,

Here are several suggestions—some "do's and don'ts" that you'll want to keep in
mind when planning how and when to use involvement techniques.

1. Thou Shalt Be Prepared, Before you try any activity, plan and practice the
game several times. Try it out with friends or coworkers in a trial run. Make
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wtwmmmm
None.

PROCEDURE

Ask each team member to state his or her name and attach
an adjective that not only describes a dominant characteris-
tic, but also starts with the first letter of her or his name
(e.g., Serious Stan, Mathematical Mary, Bicycling Bill, Cre-
ative Cathy, etc.).

TffS

Allow one minute per person.
This activity is not limited to use with newly formed

teams. It also can be effective as a meeting warm-up with
established teams. When introducing the activity to groups
whose members already know each other, point out that
there is always something new team members can learn
about each other that will increase rapport and make the
team members aware of each other's strengths and applica-
ble experiences.

To provide innovative ways of intro-
ducing members to each other.
To build team spirit by helping mem-
bers to learn more about each
other.
To help establish self-disclosure as a team norm.

OBJECTIVES

SELF-OJSCLOSURI INTRODUCTIONS--
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DIRECTIONS:
Each blank space identifin something about the people in this
KSBOflt ftc-). Seek out your fellow partscipano and if one of the listed items pertains to them, ask them
to sign their namct in the appropriate place on your Bingo card. !i«*n chough more than on* it»m nay b*
relevant to any person, only one Wank spot should be signed.)

PLAYS TENNIS

DRIVES A
SPORTS CAR

PLAYS PIANO

HAS RED HAIR

FIRST TIME
ATTENDEE

IS WEARING RED

HATES FOOTBALL

<AS TROPICAL P|$fr

HATES SPINACH

DRIVES PICKUP

SOCCER

tOVIS FOQTSALL

FREE

HAS 2 CHILDREN

BROWN EYES

CHASTER OFRCER

FLIES A PLAN!

SKIS

LIKES CAMPING

READS NEWSWEEK

HAS
GRANDCHILDREN

SPEAKS FOREIGN
LANGUAGE

COMMITTil
CHAIRPERSON

NATIONAL
CONFERENCE.

VISITED FOREIGN
COUNTRY

certain you have established a comfort zone for yourself before you use the
game in a real situation. Then practice, practice, practice!

2. Thou Shalt Be Brief, Remember, the games are only to add on to your
points. Don't let them become the main course! A two or three climate set-
ting activity at the start of the meeting or presentation is fine, but don't get
carried away. If you're just giving a thirty minute orientation, use at most
two or three short activities. For the typical longer workshop or seminar, you
may want to use several games sprinkled throughout the time period.

3. Thou Shalt Have a Purpose. Remember the saying, "You can't get lost if
you don't know where you're going." Make certain you've identified a goal
or objective for each activity. When the activity is over, spend a few minutes
processing the game so everyone understands how that particular exercise
aided the point you were making.

4. Thou Shalt Involve Thy Audience. No one ever proved that learning is a
spectator sport! Games help facilitate change and understanding. No one
wants to be "lectured" at in a five-minute—or a five-hour session. People
want to get involved, and those presenters and trainers who don't understand
this will continue to be doomed to failure.

5. Thou Shalt Have Fun. Throughout this book, you will find examples that
prove learning can be fun. While there are exceptions to this, and there are
clearly times when games or humor should not be used in a situation, for the
most part, lighten up! Your audiences will see that you're a "for-real" person

(ismltur, meeting,ASTD

HAS ATTEMDED

ASTD
NATIONAL

CONFERENCE
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and you'll both be better for it. On the other hand, there are some cautions
we'd like to make you aware of in planning your training programs. Here
are some of the caveats for you to consider:

6. Thou Shalt Not Overdo. Don't get carried away because everyone seems to
be having so much fun. Don't let the game or activity become the proverbial
tail wagging the dog. As indicated earlier, be judicious in your selection and
always be conscious that your audience is in attendance primarily to learn
something.

7. Thou Shalt Not Be Gimmicky. If a speaker is using games only to pass the
time, or is seen to be "cutesy" or "gimmicky," then that person should be shot
on the spot! Using too many gimmicks wastes time. If you're seen as overly
entertaining with little substance or content, you're on the wrong track. Some
audiences, i.e., accountants, engineers, etc., seem to be especially critical—
and rightly so-—if all they're doing is "playing games." On the other hand,
these very groups are often enthusiastic players if they can see the transfer of
the activity to their everyday jobs or a real-world situation.
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ANSWER SHEET-JO TEST f 1

1. Head Over Heels in Love
2. Long Letter from Honw

3. Tiptoe Thraygh the Tulips
4. Harmonizt
5. Roger, Over and Gut
6. Split Right Down the MWdte
7. Fullback, Half Ba<*, Qyarterbactt
8. Shape Up or Ship Out
9. Anyone for Tennis?

10, A Step Backward
11, Mutiny on the High Seas
12, EyeShadow
13, ThfttnsitteDope
14, Tall Tale
15, Wort to the Wise

16, Split Loose

8. Thou Shalt Not Be Boring. Jacob Braude said, "A speaker who does not
strike oil in ten minutes should stop boring," Great advice! Get people in-
volved quickly—even in the first few minutes of your training program or
presentation. With the short attention span of all people, they are quick to
take mental side trips and turn their attention away from you. Have fun and
let your audience do the same. When people are involved in the presenta-
tion, time goes faster and they always seem to learn more,

9. Thou Shalt Not Kill Time. If you're using games only to fill some time or
space, and the activity has no relevance to the topic, you're in a danger zone.
With time being such a precious commodity, make certain you respect the
audience and ensure that the time they invest with you will bring a return on
that investment. Don't play games just for the sake of playing games. By so
doing, you're also playing with fire, and one might get "burned."

10. Thou Shalt Not Have Hardening of the Categories. Don't get in a rat. Be
creative. As you use a particular game, you may well discover a way to
change it to also fit another situation. Be on the lookout for new ways to
make that next presentation even better!

In summary, games have a rightful place in most any type of training program and
can materially make that session more enjoyable and interactive. Remember the
"Thou Shalts" but also review the others as well. Use these hints and suggestions
properly in their correct perspective and you're on the way to being not only a more
polished trainer and presenter, but a more effective "people person" as well!
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TREASURE HUNT

Directions: Circulate around the room, finding one trait you have in common (such
as "newcomer to city") and one item dissimilar ("has worked for same organization
over 10 years" vs. "third job this year!* for example) for each of the first 10 people
you meet. Note their names.

Name Alike Different

1.

2.

3.

4,

5.

6.

7.

8,

9.

10.
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OBJECTIVE; To give participants the opportunity to describe qualities about themselves
and to learn more about other attendees,

PROCEDURE: Reproduce the coat of arms as illustrated on this page, or ask participants
to draw a similar sketch,

In space 1, draw something that characterizes a recent "Peak
Performance,"

In space 2, sketch oat something stoat yourself that very few people
know.

Draw in space 3 a symbol of how you like to spend your spare tin».
For space 4, fill in something you really are very good at.
In space 5, write or draw something that epitomizes your personal motto.

After each person finishes, form triads (preferably of attendees who don't
know each other), and try to identify what the others' coats of arms
signify.

Ask for several participants to describe their coats of arms to the group,

MATERIALS
REQUIRED: None.

APPROXIMATE
TIME REQUIRED; 15-20 minutes,

SOURCE: Varied,

COAT OF ARMS



CHAPTER 17

Problem Participants

Where 'd I lose control?

There comes a time in every trainer's life when something goes wrong! Sometimes
these things are beyond the trainer's control—most times, they are not.

This chapter will introduce several potential problem areas or pesky personalities
that may surface on occasion.

Let's agree at the start that by far the majority of people in your session will be
positive, friendly, and supportive of your efforts. But it would be naive to suggest
that this is always the case. Let's prepare for those rare situations so you'll know
how to handle them if they ever come up.

We'll start by looking at a few situations that may arise during a training session,
then we'll discuss some types of distracting or "people-problem" areas.

Handling Problems

Speeding Up the Session

This common problem occurs in a number of training meetings. Maybe the people
just can't seem to get fired up about the problem under discussion. If you find silent
faces, you might call on individuals by name for their responses. You occasionally
may even want to misstate a reply on the part of a respondent, which should bring
additional comments from others in the room. Many times your frank comment that
things are moving too slowly will spark some of the people to get the session back
on the beam. If a comment provokes a quizzical stare or shaking of a head in dis-
agreement, call on that person to ask how he/she feels about the comment You can
also use debatable questions to get things moving. Finally, if your items are moving
along too slowly, merely move to another point.

161
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Slowing Down the Session

You've dooe so well with the first problem of speeding things up that now things
may be going too quickly. Occasionally you may have a group that is quite excited
about the topic and the ideas are coming too fast to synthesize and summarize prop-
erly. Should this be the case, your job is to slow down the program by asking certain
respondents to clarify their comments and amplify some of them. You will also sum-
marize more frequently and occasionally write some of the items on the chalkboard
or flipehart you are using in the room. You can usually tell from some of the looks
around the room if participants are being hurried to cover too many topics in full
measure. If this is the case, merely stop and ask for full discussion on some of the
points already discussed.

Sidetracking of Problems
Another common problem is that your participants may tend to get off on side issues
that have no relevance to the main problem. If this is the case, quickly restate the
problem or write it on the board to make sure all are back in tune with you. You
might also want to ask someone how the item or comment might apply to the prob-
lem being discussed. Listen attentively because you may find that what to you is a
side issue is very much a part of the item under discussion. If you find you can tell a
quick or humorous anecdote about the side issue, it is then easy to restart the confer-
ence after the people have had a quick laugh. As mentioned earlier, there are times
when you may want to sidetrack the conference if the topic or time is in your favor,

People Problems
At some time, you might encounter a difficult "people problem." Some people may
exhibit a negative behavior pattern that could interfere with learning and cause diffi-
culty for the trainer and the rest of the group. The professional trainer must learn to
deal with these disruptive matters in a way that wins the respect of the group.

Keep in mind that it may not be necessary to intervene each time a participant dis-
rupts the class with seemingly inappropriate behavior. Some negative behavior may
not be worthy of intervention and often other participants will assist and correct the
unruly individual. You, as the instructor, should intervene when the disruptive behav-
ior becomes repetitive or is having a negative impact on the group.

There are a number of roles that participants may play, depending upon their own
ego needs and psychological background. Since these behaviors are ego-related, we
need to deal with them in a way that preserves the ego, if possible. The points sug-
gested for the disruptive roles listed are designed to respect the individual where
possible, but also to handle the situation using a win-win method.

The Know-lt-AU, This type of individual is the self-styled expert on any and all
questions. He or she seemingly has an opinion about everything and may confront,
correct, or even contradict what you say.
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First, and most important, don't respond in kind; that is, don't embarrass the per-
son or be sarcastic. Oddly enough, this person can often be a strong ally and sup-
porter, so don't make him or her look bad.

Often the group will handle this type of behavior by nonverbal or verbal re-
sponses. Your position can be to "disagree agreeably." If this negative behavior con-
tinues, the group typically becomes more vocal for you.

If the debate continues, privately and tactfully suggest that the offender give oth-
ers a chance to participate. You can assign this person the role of recorder, keeping
him or her too busy writing to talk.

The Talkative Individual, Closely aligned but far less negative, you may find one or
two people who tend to be extremely vocal on any issue or point raised. They may or
may not be talking from experience, but one thing is certain—they are talking!
While we have stressed the importance of getting all people to take part in your ses-
sion, you cannot let one or two monopolize the entire conversation. Therefore, in or-
der to be fair to the rest of the people in your program, you must deal firmly but
fairly with this type of individual. If they insist on "blowing steam," make them give
reasons for their thinking. Consistently ask them to back up their opinions or com-
ments. Instead of your commenting on their remarks, again direct them to the rest of
the group and ask for the group's opinions on what is being said. While we are treat-
ing "talkers" as a problem area, it is well to recognize that they, too, may be the peo-
ple who can really make the conference an excellent one. We are concerned here
only with the people who tend to overplay their hand and do not give others the
chance for full participation.

The Silent Person, Just as you might have vocal and argumentative people in
your session, you might also encounter the person who never says anything. Per-
haps he or she is bored, indifferent, or even insecure. This is a silent type who sin-
cerely needs your assistance at the meeting. Seat these people in the front of the
room so that they can be close to you. You will be able to see their faces and, when
you see a twinkle in their eyes, call for a comment. People who are sensitive or
silent may simply need reassurance. They may be fearful of the rest of the group or
afraid that their comments or ideas may be laughed at by the other conferees. Give
them all the moral support you can, even if they stumble and make a comment that
seems to be irrelevant to the discussion. Quickly thank them for their comments
and add, "In other words, Jim, you are saying . . ." and then make the comment
that is as nearly pertinent as you possibly can. Your function as trainer is not to
embarrass anybody. This person can become your most fervent friend by being
properly handled during your program. Be careful also not to seat a silent type
alongside the argumentative or talkative type. Too often the verbal person will
squelch any possible comments that might have been forthcoming from the sensi-
tive individual. The silent person is indeed worthy of your attention. Ask easier
questions, and then when a quiet person answers, a word of praise will uplift his or
her morale and self-confidence.
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The Griper. The griper continually finds fault with all aspects of the program. He
or she may be dissatisfied with the classroom, the location, the materials being used,
the equipment, the methods, or the content of the course. Be prepared for comments
like, "I hate role play," "This equipment doesn't work very well," etc.

Try to determine the basis of the complaints. Check out the possibility of one vo-
cal comment really representing the opinion of several others who feel the same way
but did not say so. Obviously, if the complaints are justified, take prompt, corrective
action.

If their criticism concerns a policy or item that cannot be changed, point this out.
Sometimes, a minor change or adaptation may rectify the situation. Let the com-
plainer suggest a solution and have the group react. Channel the negative into a pos-
itive whenever possible. If all else fails, privately discuss the problem with the
individual. As a last resort, let the person withdraw from the program if the behavior
is disruptive.

The Rescuer, The rescuer means well and is motivated to protect others. By finding
excuses for others who make mistakes, he/she is attempting to excuse mistakes in
general. The rescuer apologizes, defends, explains, and interprets for others when
those others have been corrected or when they are obviously wrong.

The rescuer will say things like, "What Joe was trying to say was ..." or "I think
what Sally meant was ..." The appropriate intervention for the instructor is to say, "I
know you are speaking for Joe but, to avoid misunderstanding, let's let Joe speak for
himself," or you might say, "I know you mean well, but it would be more helpful to
Sally if we let her clarify her own thoughts."

The Wanderer, This individual continually seems to ramble farther and farther
away from the question being discussed. Glance at your watch, politely interrupt,
thank the person for the thought, but suggest that time is short and the group must re-
turn to the main issue. Don't let the wanderer carry on too long or you may lose the
entire group. Be courteous but firm.

Clashing Personalities. If you find a couple of participants engaged in heated discus-
sions, you'll need to play the role of a referee. Handle this quickly. Don't allow tempers
to flare. Suggest that each opinion may be correct or emphasize the points of agreement
Acknowledge that opposing viewpoints are healthy and can even be constructive, but
divorce the comment from the individual. Don't criticize either individual.

If conflicts persist, call a break and talk to the participants directly, asking that dis-
agreements be omitted.

Summary
It is important to restate our opening premise that most groups are great to work with
and are usually supportive and appreciative of your efforts. Remember, even in those
rare cases of confrontation or dissension, the majority will be on your side. Maintain
control and never lose your cool!



CHAPTER 18

Evaluation

You dun good.

Few things in the field of human resource development create as much controversy
or discussion as does the word evaluation. Serious trainers will always agree on the
need for critical appraisal and improvement; we seldom, however, agree on the best
method of evaluation.

This chapter will discuss the process of evaluation and offer several field-tested
models and techniques for such review.

A basic premise underlying our entire approach to evaluation is that it is a contin-
uing process. We must always be asking our peers and ourselves: "How can I make
my next session even better?" If we indeed believe that education is a continuing
process, it would seem to follow that we should always be learning and benefiting
from our own mistakes of omission and commission.

Why Evaluate?
Let's first ask why we need to evaluate in the first place. These few responses will
answer that inquiry:

Mandate. If your organization, like most, requires some type of evaluative re-
sponse to training from participants and instructors, that's not a bad reason in it-
self; in other words, "My boss told me I had to!"

Improvement. We should always strive to make tomorrow's sessions better than
today's. Certainly we want to continue to improve our own performance, and
participants* and colleagues* critiques can be used constructively to aid us in
that effort.

Justification, There are many times when we are called upon to defend or jus-
tify the continuation of a certain class or program. If we can produce objective
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data that honestly serve that purpose, a reviewer is able to quickly recognize the
real worth and value of the program to the organization,

As mentioned previously, experienced trainers are quick to attack or defend a par-
ticular form of evaluation. Many training directors feel that appraisals done by par-
ticipants at the conclusion of a program offer little more than a "happiness rating."
Appraisal forms, some trainers suggest, provide little more than a "halo effect." Per-
haps this is true, but experience indicates that, while some trainees may tell you only
what you want to hear, most participants, if given the protection of anonymity, will
be honest and fair in their critique.

Trainers are likely to be the most critical audience in the world—as well they
should be! Trainers and trainees have the right to expect the best, and most trainers
are ready to point out when these expectations aren't met.

Elements of Evaluation
In brief, evaluation can be seen as having four components. To be complete and thor-
ough, your plan should have provisions for all four segments. With the pressures of
time, money, and effort, however, we often will use only one of the key parts. While
this approach can be acknowledged as better than no evaluation at all, it must be re-
membered that our findings are never totally complete unless provision is made also
to check out the other segments.

Dr. Don Kirkpatrick formerly at the University of Wisconsin has conducted a con-
tinuing study of the evaluation areas for human resource development. He suggests
that the four main areas of evaluation are

1. Reaction. What did the participants say about the program?
2. Learning. What knowledge, skills, or attitudes were learned?
3. Behavior: As defined, learning is a change in behavior. Did the training actu-

ally bring forth a change in behavior?
4. Results. This could be the most important:—the bottom line. Did our training

pay off? Did it really do what it was supposed to do?

Instruments for Evaluation
There are numerous devices for collecting and measuring training effectiveness. You
may have to design one for the specific purpose of evaluating the training program
you conduct. The techniques listed here are commonly used:

Instrument
Pretests and posttests
Observation
Work reports
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Questionnaires
Interviews
Management ratings

Measures

Learning
Change in behavior
Results on the job
Trainees' perception of training or change
Interviewer's perception of change
Management's perception of change

Effective Evaluation
As indicated earlier, we believe that, to be effective and useful, evaluation must
cover every element in the program—beginning with program design and continuing
through to on-the-job performance results. This can be accomplished by evaluating
key elements:

The program
The presenter
The trainees
On-the-job results

The Process of Evaluation
If your program is designed with thought given to the evaluation process, evaluation
can be an easier task. Many trainers use an evaluation form as a guide in designing a
lesson or presentation. By so doing, they can anticipate and avoid future problems.
The basic process of evaluation is to collect data related to the program's objectives
and tabulate and analyze these data.

Data Collection
There are four basic data collection techniques that are useful to trainers. They are
the questionnaire, interview, tests, and observation. We will not explore these in de-
tail as there are many excellent books available on this subject. Our intent is to pro-
vide merely a brief overview of the value of each technique.

Questionnaires are the most popular instrument used by trainers. They are easily ad-
ministered but are deceivingly simple. Care must be taken to give the participants a
range of responses wide enough to express their true feelings. A wide variety of
questions is necessary to ensure validity. The value of questionnaires is that you can
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collect data on the feelings, opinions, thoughts, and beliefs of the respondents. Peo-
ple are often reluctant to express their views openly in a group, but will do so quite
willingly in writing, especially if they can do so anonymously.

Interviews are useful to gather in-depth information and reduce some of the bias in
questionnaires. If an answer indicates that the respondent doesn't understand the
question, the interviewer can clarify that item. The value of interviewing is its flexi-
bility. The interviewer can alter the kind of questioning to respond to the concerns of
the respondent. If the respondent introduces a new relevant topic, the interviewer can
explore it.

Tests are valuable in determining how much the student has learned. Tests in pro-
gram evaluation should be designed to test comprehension. Devise the test so that
each segment of the program can be evaluated individually. Then, individual seg-
ments can be rewritten to improve clarity.

Observation, one of the most valuable techniques an instructor has, is often the least
used. Students are reacting to a session either nonverbally or verbally all the time.
Instructors or presenters who watch the facial expressions and other body move-
ments of their trainees get immediate and valuable feedback. If you see blank stares
or puzzled looks, you'll know you're not getting through. You can then correct by
asking for questions or open discussion. The value of using observation for evalua-
tion is that you can immediately alter your presentation to fit class needs.

Analysis and Revision
Once the data have been collected, you must tabulate the results and determine their
significance. This may require a minimal or a great amount of time, depending upon
the number of the respondents and the number of questions asked.

The answers may be statistically analyzed or merely interpreted on the basis of the
larger number of answers being most significant. In analyzing data, look for causes.
Wherever possible, identify specific problems that can be corrected by revising the
program.

When making a program revision, look at the individual essay responses. Often
one comment will relate to a program weakness that does not show up in the statis-
tics. The only way to do this, of course, is to look at the raw data. When all data have
been reviewed, then make the necessary program revisions.

In summary, the evaluative process is one of comparing results against objectives.
The difficulty comes in determining what the results are. The process of evaluation
has been reduced to the following steps:

1. Collect the data.
2. Arrange and analyze the data.
3. Interpret and draw conclusions from the data.
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4. Compare the conclusions to the stated objectives.
5, Record recommendations for changes in the next program,

Evaluating the Program
Our primary question in evaluating the program should be "Was the purpose of the
training program accomplished?" To answer this question, we must look at the pro-
gram objectives. We then measure the program design in relation to those objectives.
Next we measure the value of the program content, and, finally, the usefulness of the
content, always relating to the stated objectives of the program.

Checking the Program Design Against Objectives
Lay out the specific objectives that were stated at the beginning of the program. Now
pick out specific portions of the training program and list the elements of the pro-
gram that will train the student to achieve that objective. Continue this process until
all the key elements have been shown to serve a specific function in reaching the
stated objectives.

If you have program elements that don't fit one of the objectives, then your evalu-
ation must identify that element as not relating to the objectives. If, on the other
hand, you have an objective with nothing listed under it, you must report the design
as being deficient in providing for that objective. If the objective was reached due to
some other activity, indicate so in your report so that it may be incorporated as a
planned activity.

The following checklist provides a general guide for design evaluation:

Were the program objectives stated in clear, specific terms?
Were the objectives measurable, realistically attainable, and performance
oriented?
Was the design flexible enough to be adapted to different student needs and
abilities?
Did the design embody adult training methods?
Did the design incorporate a method of testing the students to determine
what they learned?
Will what the student learned satisfy job requirements and management ex-
pectations?
Did the design reasonably fit the money budgeted for the program?

Measuring the Value of the Program Content
The value of program content can be determined by examining students' reactions. If
the students participate by making comments and asking questions, and show a gen-
eral interest in an activity, the activity has value. If, on the other hand, the students sit
quietly, act bored, and pay little attention, then the content likely has very little value
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to them. To have value the content should evoke interest and participation from the
students.

Measuring the Usefulness of the Program Content
The usefulness of the program content can be determined by relating it to specific
functions the trainee must perform. The question is "Will the content of this program
be useful to the trainee in performing the job?" This information can be acquired by
comparing the performance aspects of the training with individual job descriptions
or by questioning the trainee.

Throughout the program, you should continually check for usefulness. Ask the
trainee questions such as, "How will you be able to apply this on the job?" "Which
of these principles can you apply?" and "What problems do you see in applying
these ideas at work?" These same questions can be included in a questionnaire and
given at the end of the program. Even if you have asked them orally, repeat them on
the questionnaire to include those participants who do not normally respond orally.

Evaluating the Presenters
Experienced instructors welcome the feedback that comes from evaluation. They
recognize the opportunity for growth that evaluation provides. As a new trainer,
however, you may feel defensive when being evaluated. You may feel especially de-
fensive when the evaluation is in writing, where it seems to be a permanent criticism.
You will lose this feeling and welcome evaluation once you realise it is meant to be
helpful rather than critical and that it may be a reliable source of growth-producing
information for you.

Using the Trainees as Evaluators
You can never tell with complete accuracy how you come across to your partici-
pants—but they can and will tell you. The questionnaire, of course, is the most pop-
ular instrument for this purpose. Trainees are not professional trainers, however, and
should not be expected to evaluate highly technical aspects of the presenter's perfor-
mance. Questions for trainees should be tailored to personal reactions, feelings, and
general observations. The following list covers areas that the trainee may appropri-
ately be asked to evaluate.

Did the instructor hold your interest?
Did the explanations sufficiently answer your questions?
Did you understand the instructor's objectives?
What part of the presentation did you like best?
What part of the presentation did you like least?
Was the instructor's language clear or confusing?
How did the instructor help you?
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Was your learning affected by the instructor's personality and manner?
How well do you think the instructor knew the subject?
How well was the instructor prepared?
How appropriate was the instructor's rate of presentation (fast, slow)?
Were the instructor's summaries clear?

The following pages contain several sample forms of actual evaluations used in
training programs.

Figure 18-1.
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Figure 18-2.

Using Critical Observers as Evaluators

The best way to get a professional evaluation is to have professional trainers evaluate
the presenters. If you are making a presentation and there has been no arrangement
for professional evaluation, make your own. Ask a peer to act as a critical observer
and appraise your performance.

When you are responsible for the evaluation of a program, select a panel of three
or four observers. Provide them with an instructor evaluation form and ask them to

WE WANT "TO HEAR FROM YOU...
National Speakers Association

2000 Western Educational Workshop Evaluation
Burba!*, CA February II^-IS*

1 am a USA member: Yes » of Yearfe) ) No/Not Yet Chapter Member Only

How long have you been speaking professionally?

I am x (please check all that apply)
Member
Professional Bureau Partner Staff
PEG Member NoivMemljer Intl. Federation Member

Why did you register for this Workshop* (Please check all that apply)
Networking Presentations Reputation of Workshops

Qttwm

The two best aspects of trie Workshop were:

The Workshop could be improve* by:

My overall rating of the Workshop is; (Rease cirde ofte)

5 4 3 2 t
Outstanding Very Satisfying Satisfying Less Than Satisfying Not Satisfying

Additional Comments: ̂ Workshop-reMed Of general NSA):

Suflgestlons for next Workshop:.

Is there a Presenter, Member or ̂ aff Person from tfris Workshop wfsom you would like to eofrtmenet?

Please return this completed evaluation to the t*A Registration Desk or FAX to (480) 968-0011 by
Friday, March 17", 2000 to be reflistered for the drawing of a $100 Discount CertBcate forth* 2000
Coflverstkm in Washington, D.C. August 5*-®^. Thank you for your comments!

NAM6: DATE:

CSP CPAE CSP CuntfWate

Location Location Reputation of NSA
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SFE&KEK/SESSIOH EVALUATION

Figure 18-3,

observe and evaluate the presenter, After the program* they can provide each instruc-
tor with a composite of their group evaluation.

On page 176 is a suggested evaluation form for use by the observers. You may
wish to alter it or develop your own evaluation form.

Evaluating the Trainee's Reaction
There are three easily measured areas that will provide feedback on the impact of
the program on the trainee. The three are (1) trainee's reaction, in terms of feel-
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CONCURRENT SESSION EVALUATION

Figure 18-4,

PEESEmiEKCS)

1 _

Overall performance 4 3 2 1

Knowledge o f subject

Presentation skids 4 3 2 1

Ability CO respond t o questions 4 3 2 1

2,

Overall performance 4 3 2 1

Knowledge of subject 4 3 2 1

Presentation .skills 4 3 2 1

Ability to respond t o questions 4 3 2 1

3.

Overall performance 4 3 2 1

Knowledge o f .subject

Presentation skills 4 3 2 1

Ability to respond to questions 4 3 2 1

Did she Program Bcx>k description accurately reflect she content of this session? Yes No

The overall level of the content presented was Too advanced for me Just righ? Too basic for me

Did the pre.Henterts) inappropriately promote their products/services? Yes No

Genera! comments on the session or presenter^}.

OveiTtil session

Clarity and completeness o f .session content

Relevance o f content ?<> y o u
Application to or impact on current job or organixaikm
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Quality o f visual aids
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ings and opinions about the program, (2) the learning, and (3) the attitudinal
change.

Determining Trainee Reactions—
The First Evaluation Area

The way the trainees feel about the training program is vitally important to the con-
tinuation of the program. As soon as they are back on the job, they will comment on
and be questioned about the program. The feelings and opinions they express will be
rapidly communicated throughout the organization. Favorable reports can ensure the
continuation of the program. Whatever the participants* feelings are, positive or neg-
ative, you need to know so that you can use them to improve the program or to con-
vince management of its value.

Written questionnaires are best for written reports. With these, you have the back-
up evidence on file to support your evaluation. Questionnaires are ideally suited for
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Evaluation

FINAL COMMENT SHEET

Name of Propraai Date

L How would you rate the overall program m an educational experience?

Excellent Comments:

Very Good

Good

Fair

Poor

2. To what extent will it help you do a better job for your organization?
To a large extent Comments:

To some extent

Very little

3. What were the major benefits you received? (Check as many as you

wish.)
Helped confirm some of my ideas.

Presented new ideas and approaches.

Acquainted me with problems and solutions from other companies.

Gave me a good chance to look objectively at myself and my job.

Comments:

4. How were the meeting facilities?

Excellent Comments:

Very Good

Good

Fair
Poor
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Figure 18-6.

INSTRUCTOR EVALUATION FORM

1. Statement of objectives
a) not clear _—.barely clear dear very clear
b) Tested student's reactions yes no
c) Checked student's background yes no

2. Use of learning principles
s) Participation techniques? none a few just right

too many
b) Related to past experiences of group? yes no
c) Interest-building techniques? not used a few used

many used
d) Provided opportunities for students to practice? yes no
e) Presented a problem or challenge lo the group? yes no
f) Explained relationship between the various elements of the

presentation?
yes no

3. Instructional ted»«pes
a) Check the techniques that were used.

_—buzz group demonstration group activity
role play others

b) Did the technique used clearly illustrate the instructor's point?
_ yes no

4. Use of visual aids
a) List aid used
b) Did the aid effectively add to the participant's understanding of the

presentation? yes —_no

5. Design of lesson plan
a) Organization? .—poor fair good .very good

excellent
b) Transitions? poor fair _™~™good _ very good

excellent
c) Directed at specific objectives? yes —™iw
d) Interesting and informative? no barely yes

_—excellent
e) Summary related material to objectives? yes no

6. Platform skills
a) Voice? poor fair good excellent
b) Gestures? poor fair good excellent
c) Style? poor fair good excellent

7. Management and control
a) Management of time and materials? poor fair good

excellent
b) Control of group? poor fair good excellent

8. Suggested improvements:
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collecting trainee feelings and opinions. Questionnaires can be designed with open-
ended questions so that trainees are free to respond in their own words and express
their own feelings.

The following are examples of open-ended questions that might be used to mea-
sure student reactions:

How do you feel about the opening session?
What do you think abou t , , , ?
What is your opinion . . . ?
How do you think we could improve . . . ?
How would you rate the various parts of the program?

Testing Trainee Learning—The Second Evaluation Area
Pretesting and posttesting are reliable methods for determining what learning has
occurred as a result of the program. A single test (posttest) at the end of a pro-
gram may tell you what the students know but it doesn't tell you where they
learned it. The trainees may have known it before they came to the program. To
test what learning occurred in the program, administer the same type of test, sim-
ilar in content, both at the beginning (pretest) and at the conclusion (posttest) of
the program.

There are four basic techniques that may be used to test learning. They are the
written test, the demonstration, problem discussion, and role play. The use of the
written test is obvious. Demonstration by the student of the new skills gives the in-
structor a firsthand opportunity to evaluate the student's learning. By asking for stu-
dent demonstrations, you are able to identify problem areas and help correct them
before the program is concluded.

Program discussion is another way to test the participants' learning. By posing a
problem for the students to solve in small group discussion sessions, you can ob-
serve and evaluate the knowledge and skills they apply to the problem. The problem
should be designed so that its solution requires the knowledge, skills, and facts cov-
ered in the program.

Testing Trainee Attitude Changes—The Third Evaluation Area
In role play, a student is asked to act out a part in a specific situation. Role play is
similar to demonstration except that it usually requires interaction with another per-
son. You might ask a student to play the role of a supervisor who has to explain some
new techniques to the work group. The other participants play the part of the work
group. You evaluate the change in attitude by having students engage in role play be-
fore and after instruction. By observing how the trainees treat each other in the be-
fore and after role plays, you can measure their attitudinal change.
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Evaluating On-the-Job Results
The objective of training is to improve oo-the-job results. In the final analysis, if your
training programs are effective, they should result in such things as improved profits or
the elimination of factors that would reduce profits. If you train current employees to
be more productive, then profits eventually will increase. If you train new employees
to meet standards quickly and minimize mistakes, or if you reduce the turnover rate,
you help eliminate the factors that reduce profits. To evaluate training's impact on
profits, you must evaluate behavioral change and productivity changes on the job.

Earlier, we used the questionnaire attitudes and perceptions, and the pretest and
posttest to evaluate learning. Now we will use observation to evaluate behavioral
change and a control group to evaluate effectiveness or productivity. These four tools
may be laid out in chart form as a reminder.

Instrument Evaluates

Pretest and posttest Learning
Questionnaire Attitudes, opinions, and perceptions
Observation Behavioral change and use of skills
Control group Productivity and overall effectiveness

Evaluating Behavior Change
Behavioral change is measurable by observation on a before-and-after basis. Gener-
ally a trainee's peers, subordinates, or superiors will be most likely to notice and be
able to report on changes in behavior. Unless they have been asked to rate specific
characteristics before and after the training, however, their evaluation is likely to be
vague and unreliable.

The following items, altered by the objectives of your program, might be used in
before-and-after evaluations of a trainee's behavior.

Application of new knowledge
Use of new skills
High standards
Courtesy
Adherence to safety regulations
Teamwork
Perseverance
Honesty
Cooperation
Quality of work
Punctuality
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Effort
Initiative

An application of modern technology in evaluating behavioral change is the use of
videotape recorders. The ideal prerecording would be to show the trainee's activities
on the job with the video equipment. The trainee's behavior would be somewhat al-
tered, however, if he or she knew the cameras were there.

The best way to use video recordings to check before-and-after behavior is to con-
duct role plays at the beginning and at the end of the program. Prepare role-play ma-
terial that closely resembles the real work situation. Build in a problem or enough
stress to require the trainee to devote full attention to the problem. Then the trainee
will forget the audience and the video equipment, and will behave normally.

Evaluating Productivity Changes
There are a number of factors that affect productivity or profits. An improvement in
any one of them may result from training. You need only identify and relate your
training objectives to them and then evaluate those specific factors after the training
has been completed. If you can show management that training is responsible for im-
proving profit, you will gain its support for future training programs.

The following are factors that should be considered in evaluating results or pro-
ductivity changes.

Direct cost reductions
Grievance reductions
Productivity of trained versus untrained employees
Productivity after versus before training
Work quality
Quantitative results
Accident rates
Absenteeism
Employee suggestions
Supervisory ratings
Profits
Sales volumes
Turnover rates
Customer complaints
Worker efficiency
Training time required for proficiency
Cost per untrained employee
New product development
New customers
Public relations
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An Eight-Step System for Evaluating Results
Training programs must provide skills that the trainee can use on the job. This means
the trainee must accept the ideas presented as well as understand them. If a trainee
practices a skill and doesn't remember the rationale for applying the skill, he or she
may drift back into previously established patterns. When evaluating productivity six
months or a year after a training program, it's a good idea to check understanding
and acceptance at the same time. The following eight steps should include tests for
understanding and acceptance.

1. Trainees report their own results. Give the trainees a report form at the
workshop to fill out and return thirty days after they have completed the pro-
gram. The trainees report the results and/or problems they encountered us-
ing the techniques learned at the workshop. If all the trainees are located in
the same city, a follow-up meeting should be held. They bring their reports
to the meeting and get feedback from other trainees on their results. Gener-
ally, the positive results far outweigh the problems.

2. Prepare pretmining and posttraining productivity reports. This comparison
can be done for the month before and the month after the completion of
training or for some other equal periods. We have used the four weeks be-
fore and the four weeks after consistently as this also gives us a history with
which to compare current results. Use regular production reports if avail-
able; if not, you will have to arrange for special records to be kept for the
comparative periods.

3. Supervisory observation. After sixty days back on the job, the trainees
should have leveled off to a skill level that is comfortable for them. At this
point, ask the supervisor to spend a day working with the person to evaluate
progress. In some jobs it may be necessary to spend a longer time with the
trainee to fully evaluate performance.

The supervisor should keep records and reports on the trainee's results as
well as the understanding of concepts, attitudes, and skills. The report
should compare the trainee's skills to those of other workers and should
point out the trainee's strengths and weaknesses. The supervisor should also
recommend areas that require further training. Retraining may be provided
for major weaknesses at this point.

4. Usefulness and self-evaluation questionnaire. After ninety days back on the
job, the trainee should be asked to evaluate the usefulness of the training and
how well she or he is doing. The questions should be designed to elicit the
trainee's attitudes as well as the understanding and use of the skills. The fol-
lowing are simple questions that might be used:
A, Describe what you believe to be the best way to complete job X.
B. Describe the way you actually do complete job X.
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C. Have your skills improved or deteriorated as a result of the training pro-
gram?

D. What results have you achieved that are related directly to the new skills
that you learned in training?

E. Elaborate on any problems or successes you have had as a result of your
training.

5. Manager's productivity report. At the end of six months, after training, the
trainee's manager should be asked for a productivity report. This report not
only helps you evaluate the results of training, but also brings the results to
the attention of management, which helps sell training. This report is di-
rected at productivity changes. Ask for a six-month comparison of profits,
costs, and other improvements that the training program covered.

6. Filing of unsolicited reports. If your program is a good one, you will receive
many unsolicited reports. There will be letters or notes commending the pro-
gram. File these reports and refer to them when making your own written
evaluation of the program. You will also get verbal comments praising your
program and requests for future training. Make a note with the date and file
these requests for later use. You may need the names of those who requested
a specific program to get approval for it later,

7. Using a new program to evaluate the previous one. If you conduct a
pretest at the beginning of a new program, you can use it to evaluate re-
tained learning. Write questions into the pretest that cover the attitudes,
skills, and understanding of concepts covered in the previous seminar.
The answers to these questions can be compared to those given at the end
of the previous seminar. This system can be used continually, over time,
depending on how often you have people back for additional training ses-
sions.

8. Conduct role plays in the new program that require the use of skills learned
in the previous program. Again, design the role play to test the attitudes, un-
derstanding, and skills covered in the previous program. As the participants
act out the role, they will reveal their attitudes and you will be able to ob-
serve their skills and determine their understanding by carefully monitoring
the role plays.

These eight steps may not be the perfect system for you. Every training program
has unique qualities and unique objectives. You should be able to adapt our ideas to
your objectives and develop your own system. The perfect system for you is the one
that measures results in relation to your objectives.

Summary
There are four generally accepted parts of evaluation. These are reaction, learning,
behavior, and results. To be effective and useful, evaluation must cover every ele-
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ment in the program, beginning with program design and continuing through on-the-
job performance results. This can best be accomplished by evaluating individually
the following key elements:

Program
Presenter
Participants
Performance



CHAPTER 19

The All-Star Trainer

Always shoot for the moon, because even if you miss, you 'II
still end up among the stars.

That piece of advice holds very true not only in training but in life as well. By striving
for perfection or self-achievement, we can make all of our efforts "star" activities.

And yet we see so many training sessions and other general business activities that
simply fall short of their mark. The sad part of most of these failures is that with just
a little more effort, a bit more preparation, or a few more minutes of planning, the
activity could have been an excellent one,

When you really think about an extraordinarily well-done effort, all it is really is
an ordinary task with just a bit of "extra" effort. This is what the "All-Star Trainer" is
all about.

We've all been involved in attending training sessions, service club meetings,
small group meetings, and other types of gatherings in which we listen to a speaker.
Some sessions go well; some go very poorly. What makes the difference?

In a word, it's the trainer.
This chapter will build the foundation of the All-Star Trainer by offering a visual

aid for those of you who might also be involved in training other trainers. We will
explore some basic elements for the all-star and also discuss those traits exhibited by
a "falling star." By looking at those personal qualities of an effective instructor, you
will learn which items are most looked for as described by participants in actual
training situations.

The Star
What separates the star from one who is mediocre? What makes one instructor's
classes always "fill" while a colleague talks to a half-empty room? In brief, what
goes into building a star trainer?

The key words are the three Bs—Base, Blend, and Brighten.

183
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Base, Base your level of instruction at the level of the group. If you recall the defi-
nition of communication in Chapter 9, we said that communication was for "expres-
sion," not for "impression." Too many times these terms are confused. We can't
communicate very effectively by talking down to trainees—or, for that matter, to
anyone! Every once in a while, we'll observe a trainer who is so determined to im-
press (rather than express) that the big 50-cent and 75-cent words are used far too of-
ten. While these types of words may sound eloquent and sophisticated, they should
not be used if they are not understood. For example, this statement was taken verba-
tim from an educator's report: "Perhaps the task of developing proper motivation ex-
trinsic factors to that of keeping homeostatic needs and exterioceptive drive low, in
favor of facilitating basic information processing to maximize accurate anticipation
of reality" really means if you want to keep them interested, teach them something!

Be careful, too, to watch the jargon and technical language, which is so much a
part of every organization. While "Form 2517" or "MBO" or "SOR-16" may be
common terms to you, don't assume your participants have that same understanding.

Your session content should be relevant, of course, and adapted to the back-
grounds and experiences of your participants.

Blend. Blend your instructional content with the backgrounds and experiences of
your participants. As your group continues to build from their own experiences, new
subject matter, skills, or attitudes, your blending of these items helps make their
learning that much more effective. As they grasp new material and recognize how it
can be neatly added to their existing body of information, they are practicing the
principle of self-learning. As they begin to realize that regardless of age or experi-
ence, they can learn, your participants may enthusiastically become more vocally
active in the session and help you ensure the practicality and relevance of your con-
tent.

Brighten. Brighten your session by using a variety of instructional aids and meth-
ods. Vary your methods by using lecture, discussion, cases, and role play as your les-
son plan suggests. Coupled with visuals, an otherwise boring session can come alive.
With the use of different methods of instruction, participants will more likely keep
pace with you. A refreshing change of pace not only seems to make the time pass
faster, but your group is more likely to stay interested. An enthusiastic trainer can in-
still a like enthusiasm in the group. With such an atmosphere in the training session,
learning is easier and more interesting. As we have said, people learn best in a warm
and friendly atmosphere. A variety of techniques and an enthusiastic presentation
will build a climate conducive to a good learning experience.

Traits
In a continuing attempt to identify the traits and characteristics of the "All-Star
Trainer," dozens of groups were asked to do just that. Participants attending "Train-
the-Trainer" workshops across the country conducted by the authors listed the quali-
ties they felt were most important. In addition to enumerating these sought-after
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traits, the participants were further asked to identify the one most important skill
characteristic of the star trainer,

As might be expected, there is no consensus of opinion. However, two traits al-
ways seem to come out on top. These two top traits are (1) ability to communicate
and (2) knowledge of subject matter.

Since we've already covered the importance of communication in an earlier chap-
ter, we need not do so here.

Let's discuss the other qualities listed by the workshop participants:

Knowledge of Subject. Participants have every right to expect their instructors to
know their subjects thoroughly. This means the instructors are well prepared when
they enter the training room. Subject matter must be well planned and completely
understood by the trainer before it can ever be effectively communicated to the audi-
ence.

While it is acknowledged that thorough knowledge is almost imperative, no one
person could be expected to know everything on any given topic. In those cases
when a question may be posed by a trainee and the instructor simply does not know
the answer, it is important to note the suggested manner of response. In most situa-
tions, the best answer is an honest and forthright "I don't know." This candid re-
sponse is then followed by a promise to check out the answer and report it back at
the next session or earliest possible time.

Another response may be to throw the question right back at the group. Often, the
background or experience of the group itself may offer a good response to the dis-
cussion at hand. Moreover, a comment or idea expressed by a group member may
trigger an idea for the trainer also.

Adaptability. Top trainers exhibit the quality of being able to adapt their training
to the needs of the trainees. This flexibility refers to the quick and ready changes
that may have to be made in the lesson plan, the presentation, or anything else that
occurs with the training program. These are often on-the-spot decisions that must
be made. This is not to imply that one or two isolated comments by a trainee
should persuade the instructor to depart completely from the scheduled objectives.
It does, however, dictate that if the instructor determines that the session content is
clearly not geared to the needs, interests, or backgrounds of the majority of the
members of this particular group, then a change in approach or content is very def-
initely required.

In sales training, this statement is used: "To sell John Smith on what he buys, sell
John Smith through John Smith's eyes."

In other words, everything that happens in the training facility must be done
from—and for—the interest of the trainee. The most important word in the English
language is "you." Therefore, it would follow that the trainer must gear the presenta-
tion to the needs of the participants.

Sincerity. Trainees appreciate the real and honest show of sincerity in their instruc-
tors. By exhibiting a deep and serious interest in the field of human resource devel-
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opment and being completely professional in the performance of all the varied tasks
in the training situation, the star trainer will appear totally dedicated and sincere.

Sense of Humor. Learning can be fun. In discussions with trainees enumerating
most-desired qualities in their trainers, a sense of humor is invariably mentioned.
This is not to say we are looking for an entertainer or a clown, but rather someone
who really enjoys the work. Very often, a point can be made with a story or anec-
dote. Humorous stories should be told primarily if they can be related to a point be-
ing discussed.

Many trainers begin a new training session with a story or two to "warm up" the
group in an attempt to create an atmosphere of informality. Off-color jokes or sexist
stories are never acceptable. Further, if you are not comfortable telling stories, you
are well advised to not even try. It's always your own best judgment that should pre-
vail.

Interest, The star trainer is interested and interesting. This interest is keen and
readily felt by the group. The nonverbal communication cues that we may not even
realize we're sending are observed and read by the group. If the presenter is careless
or slovenly with handouts, discussion items, or literally anything in or about the
training session, these signs come through loud and clear. The group might feel, "If
the instructor doesn't care—why should I?"

Understanding and Willingness to Involve Group. We have already made the point
that effective learning must involve the student. This means that the two-way com-
munication discussed in Chapter 9 is always part of your instructional technique.

If your group is one that you, as the trainer, don't really know prior to the ses-
sions, it is well worth your time to make every effort to get to know your people.
Some instructors use a simple questionnaire or survey form filled out prior to, or at,
the first session. With such information, they can obtain some background on their
participants.

You may prefer to gather this information from the participants at the first session.
Perhaps during the introductions of the participants, you will ask them to offer this
information as they introduce themselves. You might consider using a written form
even with verbal introductions, since many participants may be reluctant to tell too
much of their background or experience for fear of "showing off' in front of their
peers.

But merely knowing this background information is of little value. As you review
the trainees' experiences, determine how their backgrounds and areas of expertise
can benefit other participants as well as yourself. During discussion on relevant
items, ask the respective individuals how their real-world experience fortifies or
strengthens a point. Lively discussion and learning can also result when one's back-
ground may differ from or seem to negate your points. This is to be expected, and
you shouldn't let a contrary point upset you. Quickly throw both points of view back
to the group for further discussion. If ensuing discussion further disputes your own
experience or lesson plan, recognize the opposing viewpoints and continue on with
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the presentation. If you are, in fact, operating on a wrong assumption or incorrect
premise, admit it freely, but don't apologize or get carried away with excuses. Your
participants will respect your acknowledgment of error and more than likely will
strongly empathize with you.

Getting back to our main point of group involvement, remember that learning is
not a spectator sport. The more active participation in guided discussions, the better
the learning experience.

Clear Instruction. A person conceivably might know just about all there is to know
about a given subject, but if that person does not possess good communication skills,
that wealth of knowledge cannot be transmitted to others. Talking with—not at—the
group is a communication skill. Review the four-step method of teaching:

1. Prepare
2. Present
3. Participate
4. Summarize

Prepare your session by preparing yourself and the group. Present the information
in easy-to-digest pieces. Use participation and group involvement to enhance the
learning effort. Finally, summarize and review what has been covered to help your
participants learn more easily.

To further amplify the importance of clear and articulate instruction, remember
the item mentioned in Chapter 9 regarding the efficiency of communications. Stud-
ies indicated that as much as 70 percent of our communication efforts can be misun-
derstood, mistaken, missed, or messed! An astute trainer makes certain the group
understands and accepts the two-pronged elements of communication.

Individual Assistance. The star trainer is willing to assist the individual participant
in—and out—of the classroom. In large groups, a person who finds the instruction at
too advanced a level may be hesitant to say so in the training session. By being ob-
servant and by actively exhibiting the desire to give individualized attention, the
trainer communicates a feeling of interest for each individual in the session. Even
though an individual may not vocally state a problem in staying up with the instruc-
tional pace, the star trainer is alert to the nonverbal cues of that person, and also lis-
tens to participants during breaks, between sessions, and so on. By making your time
available for questions, additional help, or other individual assistance, you are show-
ing your group that you are interested in it. You are also showing your colleagues
and superiors that "training" is more than just a job, and you are already well on
your way to becoming professional in your activities.

Practicality of Subject Matter. Another trait mentioned by participants in training
sessions deals with the practicality of the subject matter. The best trainer always at-
tempts to make the session as pragmatic and as "down-to-earth" as possible. While it
may be necessary to discuss theory or academic material for background or founda-
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tion purposes, most participants are problem oriented, not fact oriented. Constantly
show how the information you present is related to their job responsibilities. Practi-
cality is the byword,

Enthusiasm, Nothing is more pleasantly contagious than the quality of enthusiasm
in a trainer. A dynamic presentation and a vibrant personality show your participants
that your profession—people helping people—is the most important activity in the
universe. This is easier said than done, particularly if yours is a session repeated over
and over again.

Participants tend to respond in kind to an enthusiastic climate. The entire atmos-
phere of the training session becomes alive and your group is more inclined to want
to learn.

Other Personal Qualities, There are several other qualities that participants look
for in their trainers. They want a person who can facilitate group learning without
appearing to overly direct the exercise. Personal traits of promptness, neatness,
friendliness, and courtesy are all important. The ability to create a desire and interest
in the learning process is an excellent quality. And certainly, a modulated voice with
good English and proper grammar is essential.

The Falling Star
While most of your efforts will be "star" presentations and some may be "super-
star," hopefully none will be a "falling star." To make sure we will avoid the falling-
star syndrome, here are the items participants have indicated they dislike seeing in
their instructors. As you would guess, most of these are the corollary to our all-star
list.

Superiority. Trainees rightfully resent an air of snobbery or superiority. They fully
realize that their knowledge of the subject matter is less than the instructor's, but
they intensely dislike being talked down to! Trainers.—and trainees—can learn from
each other with the proper learning climate. Differences of age, background, and ex-
perience can be dispensed with if trainers and trainees understand that learning is
truly a collaborative process. For one person, namely the trainer, to relegate the
trainee to a subordinate level is to disregard a basic concept of mutual respect.

Lack of Knowledge, As earlier intimated, the exploding rate of total knowledge
makes it literally impossible for any one single individual to know everything about
everything! Your participants expect you to have a high degree of knowledge in your
chosen field of specialization, but there may be an occasional time when you may be
stumped by a question. Don't get flustered if a question is posed to which you hon-
estly don't have a response. Ask the group if any of them have had any experience
along the lines of the unanswered question. If no response, admit your lack of
knowledge freely, suggest you will attempt to find a suitable answer, and go on with
your presentation.
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Obviously if these incidents occur frequently, you'll want to spend additional time
in preparation and gain more knowledge,

Unclear Teaching, Participants are quick to point out they are not fond of trainers
who do not teach clearly. Inarticulate presentations, poor speech habits, and other
unsatisfactory communication traits detract from learning.

, An indifferent attitude toward self, participants, or your work can be
quickly observed by your group. A trainee tends to think, "If the trainer doesn't care
about this class, how can he (or she) possibly care about me?" This air of insolence
and indifference is a serious one. It carries over into all facets of the training pro-
gram and may even permeate the entire human resource department. Rightly or
wrongly, participants make those judgments. Indifference is communicated nonver-
bally and these cues are unmistakenly read by the group.

Impatience. People do learn at different speeds and it is imperative that the trainer
remember this. Put yourself in the place of a new trainee who is a bit slow to grasp
the ideas or content of the session. How would you like to be on the receiving end of
an impatient, growling trainer insinuating that you are a slow learner? There may be
a reason for the lack of comprehension—physical or psychological, mental or man-
ual. Be patient and always watch your temper.

Physical Qualities. A monotonous voice, a listless attitude, and a slovenly appear-
ance are but a few of the physical traits that turn participants away from a learning
atmosphere. There have been too many times when an otherwise excellent session
has been lessened by an indifferent trainer. A well-designed and carefully drawn out
lesson plan is virtually worthless if it is carried to the participants by a trainer who is
merely "going through the motions." Remember, too, that first impressions are last-
ing ones; and your physical appearance communicates to your new participants—in
a matter of seconds—what kind of person you are and what kind of program you're
instructing. Rightly or wrongly, people do make these snap judgments.

Seven Steps to Stardom
Here you are, ready to embark on an exciting and challenging assignment. You are
now about to join the ranks of a special group of people—human resource develop-
ment professionals.

In these final few pages of this book, we'd like to offer you, by way of review, sev-
eral proven points that you can use as tips to better training. These have been cov-
ered in many ways throughout these pages in different chapters. It is helpful,
however, to itemize them as a final summary for your consideration. These are not
theoretical principles based on academic research; they are tested points proven
through hundreds of training programs conducted by your authors. As you gain ex-
perience in this dynamic field, you will find your success may well depend on how
you use and practice these seven steps to stardom.

Indifference
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1. Trainees must want to learn. As you learned in Chapter 11 on motivation,
there is only one way to get anyone to do anything—and that is to make that
person want to do it. Simple as this must certainly sound, there is no other
way! The learning climate must be conducive to good learning. Learning, as
you know, is largely a self-activity. By providing the proper motivational cli-
mate, you enable your participants to establish their own desires and motiva-
tion. By letting them know why a task or job is important, you are
essentially telling your people they are important too!

By learning new techniques, your participants may find their jobs are made easier.
"Work smarter, not harder" is the keystone for work simplification.

2. We learn best by doing. The more we involve the use of the senses, the more
we can learn. The "hands-on" or "show and tell" exercises in which our par-
ticipants gain firsthand experience are best for retention. As involvement in-
creases, learning increases. On-the-job training is effective because of the
real-world activity being learned through actual performance. To verify the
importance of involvement, consider this fact of retention:

We will remember 5 to 10 percent of what we see; 30 to 50 percent of
what we see and hear; 50 to 70 percent of what we say; and 70 to 90 percent
of what we do and say.

As these figures indicate, we must involve our participants as much as
possible, visually and mentally, to let them learn more effectively.

3. Adults will learn what they need to learn. Although you can force-feed your
training, you cannot force learning. If a participant does not recognize the
desire or acknowledge the need to learn, it is all but impossible to force that
individual to learn. Properly motivated, trainees can learn if they feel a
need to learn. Give them the skills, attitudes, and knowledge they need and
can put to use right now! Practicality is the key word and immediacy of ap-
plication is often paramount. While some sessions may rightfully teach the
"nice to know," participants will respond better to the things they "need to
know."

4. Use problem-centered learning. Your participants will learn faster and better
if you use actual business or organizational problems and let them work out
the solutions. Often, you can derive some basic principles "after the fact."
This type of inductive reasoning is extremely well suited to mature groups.
The discovery of knowledge or the formulation of principles through the
case-study method is an excellent approach. Role playing also uses the same
basis for learning. The inductive process may start with a specific problem
that is discussed by the group. After thorough analysis and discussion
guided by the leader, certain principles may be deduced. Realistic problems
or cases are good learning vehicles since their relevance and practicality are
obvious. The rote learning of facts and figures has little place in most adult
learning situations.
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5. Experience connotes learning. Since we know adults learn from each other,
it behooves us to capitalize on the backgrounds and experience of our group.
Exploit this wealth of talent and expertise in a positive way. Make use of the
experience through discussion and group participation. If new knowledge
coincides with their past experiences, that reinforcement makes a more
forceful impact. If your comments are fortified and validated by concrete
examples offered by group members, the other participants will react and
learn more easily. No one likes a "know-it-all," and don't mistake your own
role as one that has all the answers. When questions are asked of you, turn
the questions back to the group first and let the experience of a participant
help frame an answer. By skillfully building a series of questions and an-
swers you can help guide the group to your stated objective.

6. Keep things informal. It is a proven fact that adults will learn best in an at-
mosphere of informality. The physical arrangements of your training facility
will do much to help or hinder the training effort. Vary the seating arrange-
ment and use the theater style only on rare occasions. Provide for smoking
and no smoking sections if possible. Keep things informal, yet businesslike.
Your own behavior and dress will set the stage for the entire group. Learning
seldom takes place in a hostile environment; learning often occurs in a
warm, congenial atmosphere. Let informality be your key word.

7. Give them variety. Artful use of visuals, coupled with a fast-paced presenta-
tion, makes for a good learning climate. A variety of methods and tech-
niques helps ensure a learning experience. Group participation is a very
effective tool for learning; the lecture is perhaps least effective. However,
each has its place dependent on time and goals. Spice up your presentation
with different visual aids. By so doing, you are providing the ingredients for
a better training session.

Summary
We've all seen living examples of the All-Star Trainer. Sad to state, we've probably
seen some versions of the negative counterpart as well. By knowing what qualities
participants look for in trainers, you can emulate these traits to make your presenta-
tion better. It's important, too, to alert ourselves to those negative items that "turn
off' participants. Since trainees will seldom verbalize these "falling-star" items, the
listing is needed.

Finally, the "seven steps to stardom" are nothing more than a recap and review of
this entire volume. Keep these tips in mind always and your every session will truly
be all star!
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