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—\;;‘"‘ ¢ _ -PLANNING STAFF TRAINING &
‘s /
4 Introduction P _ o .
i o .
H N
? Th|s monograph is written to help workers in the “‘people serving professxons
b plan staff training programs. These people will be responsiblé for staff training m'
é schools hospitals, summer camps,.churches and social agencies. Examples will be -
. b used from my own experience consulting on. training programs for staff nurses in
‘E, ‘hospitals, counselors in summer camps, high schooi teachers, socxall agency
i " volunieer-‘and staff leaders, librarians, community and overseas workers, church’
v n leaders, and- interdisciplinary staff groups from single ‘organizations. Special, -
i emphasis is placed on training people to work with other people rather than on |
{ teaching technical skalls ) . : ,
g P The overall goals of staff education are to help an organization run more
- § - efficiently and do a better job of sefving its clients. Training is a nwmjor component
i in the development of an -organization and. helping it to deal with social,
» organizational and technological -change: Providing staff with an opportunity to
{, learn and grow .usually. raises morale, decreases. tumover and absenteeism, and
%3 increases personal satisfaction i ina _]Ob : . €
5 Planninig training - activities or deveIOpmg an inservice education program
\//“ . i , involves several systematic steps. These are:
,"' ;' -
& —  Establishing goals for training. .
& ' —  Planning a training design with sequence and continuity.
’ 3 ’ —  Selecting and preparing for specific trammg activities.
. — Conducting the training program, T .
, -~ Evaluating the effectiveness of the training program. . g
. . ‘ -~

As each of thess areas is considered, an emphasis is placed on presenting a practical

cutline and opening.up a range of poss:ble methods for consideration — o one
approach is sultable to’ a(l sitbations. .

- .
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- An Orientation to Training

: % During the past fifteen years [ have evaluated about fifty different education
~ and training programs using several different approaches to training including role
playing, case method, T-group or lab training, project groups. oh-the-job
supervision, etc. I found the major factor that separated the successful from the less
successful.-programs was the ‘degree to which'the learners paruupaled in the

_ in making decisions about what they would do in the pro;,ram and then were active
in taking responsibility and carrying out activities refated to their own learning. The
training methods were not at all as Imp()l'ldlll as 4 training dcsxgn whn.h encouraged
the active participation of the learners. ! o

Vo

i The first assumptlon about effectwe trall?‘fng th:yt I want to put forth is:

~

\ ) ,
- the training process i$ a 000pemtive' process a/ld all learners (participants and
trainers) should partjcipate in.planning the progeam and be mvolvcd in the
S N . brocess of making other decisions which affect| them. L
- . . . . .
co o N .~ T have put out this assumpuon in many diffarent places and 1 have -a feeling
that it has sometimes been used to support a nonh-planning approach to training
whefe it is hoped that educational ‘experiences will just happen. Let me therefore
~ E T emphasize that this assumption implies collaborative, planning tather than unilageral
B N meng which is usual in schools and many- formal, cducation courses. The whole
‘contribution of a planned training de31gn is to increase the efficiency of learning by

providing orgamLed Jnd structured ieammgs in an eﬁ“e(\:tnve sequence.

cher assumptxom about effective training whlch\ha\?e been useful in guiding
my consultatlons on training and evdluating the quality, of training desngns are the

i following: .
‘ o . By .
' ' * —  Training must be related to the %xpressed needs and interests of the staff
R a in their work. e : .
s, ! -

.
‘

- People learn by ds‘mg and practxsmg what they have learned.

. .

~ Learning is enhanced by a supportive chmate where a hxgh trust level is
* develeped and communication is open.

, . , - . .
K AN
] . \ ) . \\

P I The research supporting ‘this conclusion is described in the first monograph in this series —.
L . Factors in Working with Groups, Montreal: Sir George Williams University, 1970. )

. /\/) . : ) 2
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program. By participation | mean the extent to whichi they were actively mvolved -
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~  Relationships and interactions among learners should be encouraged fora

group of learners is a powerful’ motwatmg force and a mgjor influence on
attitudes and bethr

Each participant should be able to measure how well he is progréss‘ing‘urld
what he has learned. Training should include a frequent systematic
evaluation of progress toward goals. ¢..

3

It js mtcrestmp to note that while all of these ‘msumptlons are taught in teacher-

education programs, few of themn show up in practice in the clas ssroom. All of us
may have « tendency to fall back on our own experiences as learncrs when we have
the responsibility to develop a training experience for others. Certainly, I am no
exaeption for after | completed my teacher training and was given responsibility for
the training program of a summer‘cump, I planned a great program all by myself
two months before camp started. And in my enthusiasm to plan something reatly
useful for the staff I left the camp dll’CClOl‘ out of parucipatmg in, any part of the
week long precamp program. The tiaining desngns and methods described here are,

. by and large, not ones which will have been c<penenced in traditional ‘education

and will, I expect, require a certain amgunt of risk in trying new thmg< to

implemeat them in practice. . .

-

d The Planning Cominittee

The assumptions about training that have been discussed up to this point make
it clear that thesinvolvement of some or all of the participants in the planning
process is very desirable. Probably the best way of starting this involvement is with
the formation of a planmng committee. in a program for a small group of peopleit

*may be pOSbele for™ull of them to becomé the planmng committee. However, a

good workmg size-fcra planmng committec is five to ten people and large groups of
participants will nced to form a planning comniittee representing the rest of the

‘group. Those people not involved in the planning comimittee can still be involved

indirectly by providing the committee with information on the training necds and

“in helping to establish the prioritigs for training. The planning committee should

include the person- responsibi: for training, the +senior executive (agency
administrator, principal, staff director, etc.), interested re presendatives of the, senjor
and junior staff (oldtimers and newcomcrs) and perhaps an. outsnde consuléant or
resource person.

-3- - . . x
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ln/&(ing aside adequate time for planning. my expgrience has been that it
dakes about a day to plan for a day of-training and ansther day to actually prepare
for it. For a series of two hour programyonce a month. it would take a somewhat
higher | ratio of planning time. Needless to say planning 2 training progran is a rich

“educational experience -and the benéfits of a training program start vith the
-planning committee. ‘ ’ S

. .
/ . -

Educators are often.concerned that iuvolving other people in planning trziir{ing

“programs may result in lower quality programs than if they had done it themselves.

This is- quite a real risk in practice. However, the Key te education and change is to
get the-staff to agree on goals and accept some responsibility for working on them.
[deas for improvement-ar¢ a dime a dozen  we have always known more in any
field than we have ben able to implenmiént in practice. A low quality- program; with
good acceptance is a fair start in training. A high- q\mllty program without staff
acceptance is a fade out. A pldnmn;, wmmlttcc and staff involvement in setting

goals insures aceeptance.
///' - ' .
- . . a P !
It has also been my cxpericnce that a staft group’ will come together on
important training needs over, 4 peried of time. For example. a few years ago | was .
brought into a high school by the principal to work out an inservice program jot

the entire staff. [ set up a planmnb committee dlon;, the lines described above md

as they worked out their traiging nceds and sct up the first programs. the principal \\
became agitated. The'v staff plunned to work on timetable, extra-curricular \
responsibilities. and schiool rules for students but the principal wanted to work on \

gurriculum and teaching methods. He felt these were more important to the welfare
of the school and wanted me to put them’into the program, but, of course, |
supported the total p):mnmg committee. After the staff worked through some of

' /thc nitty-gritty problems that-were troubling them (and thus tcsted the principal’s
/' reddxgess to deal with fheir cancerns) they were. anxions to move on to.the»
7 cusrichldn. and tcduhmg methndﬁ areas, o

VAT

. : \
The maior source of goals or Objectives “for a training program are the
participants who the program willfserve but, in some sifuations, they may be

. supplemented by goals orlgmatmg from senior executive, textbooks ‘or expert

. e oo

\
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sresources, agency policy or the organizations clients. Occasionally. the staff may
" .not be sware of policy changes in the organization or recent developments in the .

field which may effect their work. Hence. there may be some outside influence on
the focus of the training.which is quite appropriate to consider. Lacking. these

spuum. needs the basic question is how to pnll the staft and assess thcu~ training
needs. - : h

Problem census

One of the most cffective ways of collecting information on a staff's training
needs is to gather them together and ask them to list the problems they would like
to work on in a training program, Usually these suggestiorfs come out as “How to
do- semething or othér.” In this problem census all the members contribute their
ideas and a composite Iist is drawn up including all the arcas suggested. Then the

‘group works on combining overlapping areas and g grouping similar arcas together.

Finally, the reworked list"is ruutcd to or pcrlmps voted on by the staff in order to
establish-priority needs. The areas receiving the greatest number of votes are put at
the top of the list and this order sets the priorities for, training,

4 ©

- T-
. »
‘ "ol

. o o C : '
Procedurally, a managcable grou% can be set up in several ways. if a group of -

twenty or so staff come to work ona problem census, they can be worked with.as a

total group. A larger group mrlnng together at one time: can be broken down into .

groups of ten with cach group following the above procedure and then selecting a
representative to report on their work. The representatives then gather together and
repeat the same process, establishing traiting priorities that represent the whole

group. -Or, groups of ten to fifteen may be collected at different times in-

convenience to the staff-and each group can submit its probfem census and agreed
on priorities. Theylanmng committee is then responsjble for putting all the reports
together and integrating the requests lor the first serles of training programs.

. N L e . ¢

N -
Pencil and paper survey . - N -

A péncil and paper quesnonnarre is sent to each staff person and he is askcd to
describe his training- needs as part of the, total \ ssurvey. The response to such:
questionndires are summarized and if 2 or 3 areas Qome ‘out as cledr cut interests

they, would be decided on by the planmng commitféee as the targets for the first -

series of tfaining programs If Ho one afea stood o g the ten most frequently
mentioned interests would be listed in another questro naire. This would be sent
back to all staff who wonld be asked to rank the ten afeds‘}n terms of mterest to -

them This procedure should clarify the major areas))o. interest, X —

S [
© . .

—5-
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Trammg Interest Survey Sample A

1. What are some 01 the problems you, are now facing in your work th: ll
you would like to see dcvelupcd in a tr.unmg, prog,ram

4 What kind of training do you tluuk would help you with these:
w problems? , ) S |-
3. List any other ;,encral problems with the _ ____ R

(.u,cm,y hospital, camp, ete.) that you are awaﬁ: of that you tfunk
g . estaff should receive help w1th ina tr.umn;, program

i___,___,;a_,‘,._,, v e m s mame mnlen .- o e m e P— 75 [ e o e - .,,!
Lo . Training Interest Survey Sample B ‘
’ [.- What are some ot the tlun;:,s you '\vuuld hkc to understand better .
ey ] about your work? |
: |
v ! 2, }Whut are some of the’ things in work ‘relatidnships (attitudes; )
i .uc,ommumcduon ‘cooperation, job asslﬂnmcnt supervisioy. etc.) that .S '
P you would like to’improve? o ;
| PV . )
? 3. What are some of thc skills that you would hke to lea{l how to do
| better? - o : ‘
] e st e aa e e e e et e —J
r T e o e :
ST ‘ Trammg Interest Survey - Sample C
. [4
{. Please hst the areas that you think sl\\’ould be covered m a training
program for thé total staff. :
2. Which, area .interests you the most and is therefore the topic you
would like to see dealt :vith first? , .
3. Describe a problem which you are now facing which wou)d be typical
.. of the way this toprc atfcn.ts you.. i o ,/

B - ay . 2

Cheek list quesuonnalre

Followmg along»the lines of a pencil and paper survey , an alternative is to Ilst a.
wide variety of training interest and ask the staff to check off the areas that
concern them.-To help establish pnontres they nught also be asked to number 1,
and 3 their first three choices Interests not included in the list can be added by

' each staff at the bottem. Such a check list should include a wide range of possible
- areas of training including needs for technical skills, new knowledge, and

development of selfmsnght and sensmvnty

[N

hY
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- Co [ A check list survey is especially usetul with a large group. Tt can also be given
to the staff again, say after a series of several training programs. to evaluate progress
;made.and ascertain new areas of great interest,

\

Interviews and group discussions

In situations where a new director of tramm;; is gust stdrtmg or in an

: organization that has never had a training program before, it may be worthwhile to

: assess training needs through individual interviews. If the director of training were '

-ty carry out a series of interviews with a cross section of the staff he would get not

only a gredt deal of understanding about. training needs, but also establish some
N ~ good contacts in the staff group. Both would reap ric_h dividends in future work.

ok ] The questions asked in the lnlCI‘Vlt,WS could be similar to the A,B, and (¥sample .
o Training Interest Surveys but ‘the face to facé situation permlts more probing and °

3 follow-up of mterestm;;, important or prOVOCdlch areas. An interview situation

might make it casier to assess. the readiness of a staff group to Jparticipate in

tmmlng The followmg questlons are suggeatlve of this hne ot approuch 5 .
i~ ~ i , Readmess for Tralnmg Survey Sumplc D SN
» ; 4 ~ 1. What. percent of the staff here'do you think are sincerely mterested in__ :
J T, e partlupfhng in an inservice training program? )
. £ N
- . 2. What are some of the reasons for readiness to participate?. .

. - ' . - f .
3. What are some of the reasons for reluctance to parttcnpute" / -

-1 4. Wlmt do you think would help set a good cllnmtc for tmlnmg and
_reduce the reluctance to partwlpate” “ v . oa ]

]

N o,
A

_Group interviews, along very much the same’lines as.an individual interview,”
can be carried out by the person responsible for training with'four to six-people at a

know each ‘other. While the information gleaned may not ‘be in quite as great a- =
depth it provideg much broader coverage (one--hundred—people™Cc could be
Hntcmewcd in small groups in a week) and helps to estabhsh the all importan’
personal contact .

\ ~

' Another procedurc is to use some of the regular meetmgs that are held in the
organizatipn and ask that twenty or thirty minutes bg devoted to discussing training
interests. These group discussions might bring forth much of the information of the
group interviews or greup problem census but they weuld be carried out in usual :
groups using their own chairman or leadership resources. Each group would be

ERIC |

[Arun e provided oy eric [N

time. It helps if the groups are all in similar positions and more preferable if tiey all 2~



K

O

JA Fuiimext provided by R .

B e ah

Tt AT

s
S0

/ , / . _““““ -

!
i .
i

. expected to submit report on its dm.umon to the pldnmng mmnnttec on slati

training, ' ‘ : o . ) -
i
-“ ! -
\ " Planning a Training Design
\ .
\ » .
“

Thinking of thé planning committee on statf training now at work i planninig
24 program to work towards the Ot‘lek.llVCb established tor worker improvement,
there are a number of operational mlmdemnom to deal™With, a training design to

. . establish, activities to be sclcutcd and hnally a program to be conducted amd
evalugted. . ' - :

> .

Operational,¢ considerations - -

Although some of the opemtmn.xl wfmdcr itions have alrcady been described.
there are several more that shoufd e looked into before going much further. These

k3 .
- are spelled out below. _—
. ow.

— -

., -t Who decides about training? .

C

Basic decisions about the possibilities for training in an organizatiqn are
i usual!y made at the pohgy or administrativ ‘evel. They may be made h%/ the

/ board, the executive " director, the polic. 1d planning committee or the

department heads. It is important to identity what group or groups have made
p()ll\.y decisions about training and what the decisions are. The planuing
committge on staff training can only function effectively if they know within
what area they are free to make decisions. And. if other policy questions ¢chme
up during:planning they will know the procedure for testing their suggcslion.‘;?

* In.practice, it i§ best if these decisions can be sh f ed as widely as possxbh’,

“with the staff. Qur principle of good training practice (and good- dd)mmxlrdllye
procedure).is that those people affected’ by a decision should Wave -a. part in
makmg that decision. :

* 2. Extent of training =

What will be the fre‘que'ngy‘;: duration and length of a training program?
Will the sessions be once a week, every two weeks or once a month? How
-~ many of them will there be in one unit and how long will they Iast - one hour,,

8-

a



D

" ~a half day or a day? ;What priority does training have in the organization -
© setting, how much time will be' devoted to it (and agrin who makes this
oo L decision)? The goals for training and the interests of the ‘trainees should

i : determine the amount of time that will be given to tr‘ri}friing, fowever, this is
‘rarely, the case. Usually, some guidelines will need to be Lnd down about the
amount of time that can be devoted to.‘r‘umng .

—

. ,
. Along with the question of the amount of time to be devmed»to_tr"umng

goes the accompanying decision about training going on during reguiar- work T+

hours. during off hours, or during part of both. Related to this is the question

‘of what kind ‘of training.is best seen as orientation for the job, what should -« -

take place on the job and through regular supervision, what fits into- the

‘category of ‘inservice training, and what areas are best left to off the’ }ob o

training-which include professicnal meetings, conferences, workshops etc. On

the job training is~vlearly the responsibility of the organization while off the

job training may be seeanonsrmlrty, or in some Situatious it is
a shared responsibility. Obviously, ove riod of time, some policy on staff -

.pe ) ,
development and training will have to be w take all of these factors

. into consideration. -

S At s DF Mo N

~
-

»
IO £ My R BPETY

3. Costof trammg : - , .

- . ~ *
) , Training- can be a very costly actrvrty especially “when you include the\
— . i ) salary of the director of training and the lost time salary equivalents of those »
: N _participating in the training. There will also:be costs for materials, resources, e

g and any outside personnel -used. Who will pay these costs? Will it be the 7
; L 4 ’ organization through the operatmg budget? Will a separate staff development

) ' B fund be established with contributions from outside? Or, will the trainces pay
for it themselves? These decisions are usually outside of the sphere of those
who are desrgmng the training programs but ‘it js important that a polrcv
covenng this be established and made known to the staff. |

¢

. ‘ e o . 47 Who will partrcrpate"

e _ ¥ " This” questron is a two fold one invoiving: both the varrety of staff
f\' s .. Tk . groupings attending a training program "and the nature of participation,
: » ; . whether voluntary or expected. We-think of mast training programs as being of
: a voluntary nature but the situatign may be-such that the lack of participation
» ' 5 by a few handicaps the learnings and possible rmplementdtron of learnings of
‘ ’ ok those whdlflo attend. The organization may also feel that if training programs

are part of the procedures to keep the competency of staff up-to-date, ‘and the -
_._Organization operating efficiently at a peak, than all staff should be expected /
“to attend, I T 7

“-Some.. trarmng programs are of a very -techm@al nature. and would only R
rnterest one category ‘of “workers. but other programs might be of rnterest to

Aruitoxt provided by Eic:
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many :groups and, in fact, enhanu{d if'more than one staff group attended,
-Careful consideration necds to be made of the basi¢ of attendance as well as
those who witl be invited or free to attend if they desire. One type of training
is designed for teams of staff workers and learnings are increased if the total
team part'mpates Then, how wiil we select ‘participants if more are ‘interested
than- can be ddéquately handled? Should administrators and- senior staff be,
ex_pecte(_l to corhe,.free to come if they wish, or dS_de not‘te come in view of
their possibly inhibiting influence?, Well, there are no casy answers to these
questions. Our principles of learning make it quite clear that interests should

surely ‘be the most, “important criteria gfor at'tenddnge -and that the staff ‘

p]annmg committée representing all staff is in the' bcst posmon to lmke wise
decisions.around the other choices. ‘ T
- \ . R i e A -,_* i

5. Physxcalﬂrrangements o | Q\‘\”

\

W|l] the training sessnom be held in thc organization, or will they be held
outside’such as in a school, university, conference .centre, hotel, etc.? And,
what kinds of physical arrangements will. most fauhmtc the training prcess?
While the organization is:the usual ]ocatmn in View of cogtand convenience, it

is lmportdnt to consider the use of oufside facilities eespecially for half day or-

fonger trammg sessions. The change of location is’ itself aanotivating factor and
it-is helpful for staff to feel more free from their usual duties and to be dble to
retax in a less work oriented envnrqnment “The size of the staff group to be
trained is another consideration here and it may be this(the seating space-in the
room “available for trating may limit the number of possible participants. Th:s
would also be another reason to consider an vutside location.

4 .

i
A

The Training Design,
|

Once the prlormes for training ‘have _been established and the basic

organizatfonal and operational considerations of training have been made the.

planning commitiee on staff training is now ready. to set up a. destgn In seftingup a

training desxgn it isimportant to consnder the following factors:~ -

Sequence— Training actlvmas shou}d have either a loglcal or psycho}ogma} o

- sequence. A logical program might review organizatioh goals and
. ~ practices ‘designed to meet these goals. It would then analyze

3
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where practices break down, etc. A psychological Sequence.stur-ts
with the area of greatest concern to the staff and works from
there. -

Lt #™

S ! Co
Rhythm - The activigies should have movement and flow that is fun and
casy to follow. Rhythm and pace are closely related and it is

important that a training program does not get bogged down in
the same rut or level of concentration,

.

. Variety — Different techniques and uéﬁrouches should be used such as small

S groups and large groups, case studies, role playing, films,

demonstrations, lectures, etc. A variety of activity contnbutes to
a change of pace and helps keep a high interest level

Continuity - Theie should be some carry over from one training activity or W

program to the next.. This is especially important when sessions
are held every two weeks or less frequently.

In setting up a training design it is important that the objectives for the
program are clearly in the minds of all the planning committee. The training design
and the activities - selected should ‘be carefully chosen to work toward these
objectives and appear meaningful to all of the staff. Some bridging activities may
need:to be built in to help relate the training programs to on the jb experience.
Training design should be written up in a time sequence and checked for clarity
with the planning committee. Its tentative form should have rough estimates of the

" time to be devoted to each activity in the training session. Playing it by ear rarely
"makes best use of the resources avaxlable Flexibility at the. option of the planmng

committee can be built into the demgn by on-the-spot changes in timing, or through
planned alternates to specific training activities. For example, a planning conmimittec
could plan to have questions from the floor followmg a lecture presentation. If,
however, questions were not forthe ommg, an alternate plan might be to divide up
into small buzz groups to discuss thc presentauon and then §ee if questions arise
from the buzz groups, Consxderable flexibility can be put into a carefully planned
desxgn by provxdmg a number of these check-points fot alternatives.

2

_Following the completion ofé trax’ning'dzsig,n itis_helpful to check it against

_the psychological principles of education and training whichr are listed earlier in this
.section, or check it against whatever other assumptions about |eammg the planning

committee feel are important. The training design can-also be tested against the

types of training activities related to training goalsiisted on the following page.

oo )
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Selecting Training Activities
On the fO“OWll"f, two pages are a ]lst of types of-training activities related to

training goals and a list of possible learning activities for'staff edueahon programs.
The first should be  helpful in suggesting the training activities to consider

depending on the specific nature of the tiaining goal. The second list will be helpful .
for the memng committee to check over from time to time to make sure that they
" are considering the broadest possible range of activities in order to'select the most
_appropriate’ ones. The following sections on role playing, case method and

Fudio-visual methods suggest specific ways of using each method in a variety of
situations, and will help to suggest. meaningful alternatives to the tried and true
lectu re-discussion method. —————

P

It is well to use the experience ‘of the planning committee in seleltxrg training
aetlvmes They may be aware of certain activities that.are likely t
with' the group. For éxample, they may feel the staff would be
involved in roje playing, but would respond well to a case studw/

liey may also feel

that a panel discussion loses inter2st after thirty minutes as does a-debate or the:

usual lecture. However, a well made film may hold attention for an hour and a
laboratory exercise may require at least an hour, for its completion. Such judgement

would be extremely helpful in setting up activities that. are timely and that fit

appropriately into the time available. Other criteria that may be helpful in selecting
training activities are: - .- . ’
JActivities should be thhm the range of: competence of the leaders or {.ainers.
It is important to select activities that the staff feel comfortable in using.

Activities should be ones with yvhxch the staff can 1dent1fy and that they feel
are related to their draining needs. . ' '

-~

Activities should be related as much as possible to_the actual situations of the
staff. If non organization situations are used, bridging activities should be
mcluded to t1e them into staff needs ‘

Amltxes should be stnmulatmg and provide some emotiondl 1mpaet on the*

staff. This ean be enhanced by provndmg opportunmes for the staff to
participate in the activity. -

Activities should present opportunifies for a number of learnings and provide
~several points for action suggestions, and job implications to be made.
|

If possible, it should provide an opportunity for the staff to ha\_/e guided
practice in ‘the specific skills that are required to carry out the new learning.

- —12-
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The training activity shouid beé educationally sound (test it against my

psychological assumptlons of educatxon and training).

Possible Learning Activities for Stﬁff Education Proprams .

1. General Sessions -

()

2 ()

" (@)

(b)’

©)

(d)

e

(.

(g)
()
()
()

‘One way presentations

-

— talks, experience or research reports, book reviews
— group inferviews . :

—  panels, symposiums, debates

—  films, video tape

— demonstrations, skits, role playing

Audience Participation s

—  listening teams or watching groups

- reaction panels .
—- audience role playing

— " buzz sessions.

—  question periods

- group reports

-7 open discussion _

— skil} exercises o

—  case problem discussion

— consultation groups (2’s, 3’s, or 4s)

L

2. Work Groups_ S : . .

.Labofétory groups or T-groups

Special interzst groups

Problem solving groups |~ - -

Discussion grfoups (developmental free, risk technique)
Planning groups

Task groups .

Research and evaluation groups
Skills training groups
Consultation groups

Study groups (case studies, members’ experiences)

.«

R 8 . .
3. Prepared Readings (staff manual, resource books, etc.)

4. Field tnp (observmg other organizations, visiting chents in other settmgs
. watchmg other leaders at work) :

wce

1

5. Practlce penods (technical s\qﬁs ﬁrst zud procedures etc.)

.
i

-13— .
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Types of Training Activities Related to
: Traihing Goals

a

. L]
) A
v ‘
Training Goal ‘ Related Training Activities

Knowledge and understarding -

. (Facts and information based on
experience and research; general-
izatibns or theory to facilitate
applicztion. of learning.) '

Lectures, panels, reports.

_ Repding and discussion of reading.
Fiirns, video tape recording
Group discussions, theory building
exercises, and applicajion tests.

Sensitivity
(.&wa}eness of and empathy with other
people’s feelings, perceptions and
attitudes.)

-

Case Studies. -
T-groups. o
Role playing and rols reversal.
Group dis¢lssions.
Laboratory methods.

\

Self-Insight

(Incressing self-awareness,
understanding of own behavior,
and assessment of personal
strengths and weaknesses. )

Personal feetback such as in sen:
sitivity training (T-groups), video
or sound recordings.

Role playing and psyghodrama. -
Psychological tests, personal
counseling. '

Attitudes

(Modifying biases and prejudices,
frecing one’s-potential by

’ ‘,r‘ed'ucing fears and other personal
blogks.)

Philosophical and personal discussions.

T-groups or laborator'yomethods.
Case method. :

- Role playing and role reversal. .
‘Field experiences and intergroup
activities.

Films.

Skills

(Learning.new ways of behav'ihg .
and-implementing understandings; + '
technical skifls related to job

Y
Skill training exercises.
. -Practice experiences.’
“Role playing.
+.'Demonstrations.
“Drill.
Sipervised prectice.

' developed through practice.)

—14— ) c; . i . . g
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Coitducting the Training Program

-~

Most of the operational considerations important in conducting the training

program have already been mentioned, but let us quickly add the tollowing.

Plans for leadership and direction of the session. Who is going to take which
roles such as master of ceremonies, discussion leader or recorder in small

groups,and what kind of briefing or special pr7pardtron do they require?

Preparatlon of trarnrng equipment — chalkboard newsprmt film projector,
tape recorder etc

Physical arrangements for the meeting, including adequate seating, arrange.nent
of the seating to facilitate the training activity, arrangements for smoking and
coffee, check lighting, ventilation, electrical Qutléts, and possible sources of

_ distraction.  Are special seating"arrangemq&ts needed. for possible late arrivals or
‘early departures?

-

- Availability_ of resource materials for follow-up study (it is not helpful to

suggest books or other resource materials if they are not readrly available to the
staff). ™

- Evaluation and Replanning

Before the training desrgn becomes  too defmte it is well to grve some

attention to the subject of assessment and evaluation which will guide the direction
of :the future training sessio... Training designs that provide a great deal of -
ﬂexrbrlrty will “‘wint to- get- fairly “frequent feedback from the trainees to help
provide a realistic basis for changmg the design and setting up alternate activities.
With such a design it would be best to have an “bvajuation: followrng each training .
sessron ?f on the other hand the design is fairly rigid and it is not planned to make
mariy. changes in it, frequent feedback from the p.rrtrcrpdnts is not as necessary.

In any. case, as the desrgn approaches the end of the sequence presently

planned, it is well to cullect the information that will be helpful in planning further
training experiences. It is important t6 know the reactions of the trainees to the
 training experience and what progress towards training objectives has already taken

e ' . o -15- R R
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staff and assessing thelr interesfs dnd need% e /
~ T . .. ! //

; The pldnmng committes will want to t.mmder how it Ldll best evaluatc/the

extent to which the training is achieving its objectives. They will need to spelf out. .. ¢

what information is neceded before, during” and after “the program. Plant for

reporting the results of this evaluation to the staff should be made. Then,.

responsibility for carrying out the -evaluation should be allocated and the
committee can consider how it will use the information in p]annmg further training
experiences. All of these Questions are dealt avith more fully in the final section on
evaluating training programs.

A
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PART II o
' TRAINING METHODS ]

@

" Lecture and Discussion Methods

f
r

.

All of us are quite familiar with the traditional lec ture method. Other methods

that have been found useful in conveyrng information. are panel’ drscus*;rons
symposiums, reports and- debates. A panel discussion usually has three to five
discussants often with a moderator or chairman {0 coordinate and regulatP the
discussion. Specific topics or questions dre raised-and the panelists respond on an
extemporaneous basis, responding to each other and the.questions of the
~moderator. A symposium is a series of prepared speeches by different people
“around some common theme. It presents the information more sysiemdtically .than
a panel but lacks the open discussion and sspontaneity of the panel. Similar to a
symposium is the experience report method where different people tell how they
handled a particular problem or srtuatron ‘ -

N -

2

Lectures anck assouated method have little cffc(.t on attitudes and behavior and
-run the risk of loosing the attumon of the partrcrpani% However, when lectures are
combined with group discussions and Gecisions about‘action, their impact is greatly
enhanced. My own rule of thumb is to; combine a not more than thirty “minute
lectute .or panel with some audience rnvolvmg technique. Wftchrng groups or small
groups for discussion are my prefercnces over general discussions or question
periods. \ -

Watching groups are formed before the lec,ture film or other one way
presentation starts. Four to eight people are assigned to each group with a task of
watching for a specific thing during the presentation. In a large audience moge than
one group may be.given the same topic. Sample assignments from a lecture on

‘eadership could include: : \ %
o .
- work out. examplcs from you? own cxperrences that support pomts made
in the lecture. .

- work out examples from your own axperiences that drsagree with'] pornts
, made in the lecture.
. — identify parts of the lecture thrrt you think would be worth trying out in"

your work. . -
—  list’ the areas that are not clear in the lecture or ‘that you think should have
further elaboratron x

-17-"
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Following the lecture, the watching groups get together for five to fifteen minutes -

to work out their assignments wnd prepare to report back to the total group. Each
group report usually takes five'to ten minutes.
< . '

Discussion groups are usually formed following the presentation and likely
have from six to ten participants. They may be free to discuss any area of their
choosing or may be assigned a topic. A chairman is usually helpful to facilitate the
discussion and a recorder can make nates on the discussion to report to the total
group later. I usually ask each group to‘sc;lect their own chairman and fecorder and

encourage them mot to take too tong in doing this, reminding them of the time {imit i

for their discussion. Other people use an arbitrary assignment procedure effectively
~ “the person in each group (.losest to the door will be the chairman and the person
on their right, the recorder’™. ¢

Discussion groups may work Yor five minutes or perhaps as long as an hour or

‘two. While I have found the time in the group to be wused quite well; 1 have

encountered frustration with long reports from six or more discussion groups. In
facilitating these report back sessions, -1 try, to limit all reporting to fiftecen or
twenty minutes. If it looks like it might run longer I consider such condensing
techniques as having only a few of the groups report (picked on a random basis),

. askmg the recorders to réport their two or three ma)or points or to report on areas

not already mentioned. Five or six of the recorders might be asked to form a panel
and discuss some of their ideas and in longer sessions the recorders reports can be
duplicated and dlstrlbuted to everyone. !

The work group inethod is rather similar to a long discussion group. Again. six
to ten or perhaps twelve people compose a group which has a chairnian and

recorder. In response to some genéral input - alecture, film, case study, etc. -- the.
“work groups- are-jgiven a specific -assignment and may work: on it for an hour to

several 'hours ~Usually, there is some kind of report of presentdtion‘to the total
group but . these. may take many forms. For example, after a tecfure on
interpersonal communu,ahon four work groups were given six hours to prepare a
demonstration or exercise, illustrating one or more points fronr the lecture. Each
demonstration with the other three work groups could last up to an hour., The total
program with introduction and evaluatlon ran for twelve houts - in this case
divided into two sessions of six hours.2

J/imalv'tvzzids uSually increase the interest and attention given to a lecture. These

! Rapid '\:pccdv phlolocopym‘g machines make this possible or having recorders write on ﬂundis
of the older spirit copying machmcx which can then be inserted and a hundred copies will be
printed in a mmulc j :

“

"2 For more mformatl,on on developmental and free discussions including the use of. the risk

technique sce: Maicr, Norman R.F. Principles of Human Relations. New York: Wiley, 1952

. - +
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may include notes or ‘diagrams on a blacl,’ aurd, prepared material on newsprint or
;} overhead projector, or papers passcd oire £ ull-p‘articipuntsl In giving a lecture to
. « large groups, especially when I suspect attention may iwander [ try to work out
- -some way in which people can be involved. Thismay,take the form of waiching
’ gropps. or, 1 may work out an_exercise with' them to illustrate a point, or prepare i
quick quiz questionnaire which I ask them to complete sometime during the lc‘cture
' to alert them to the pomts l was trying to get across; ,

The Case Method

(<4

14

¢
a

‘ - o The case lehOd has been a favorite’ for many. years in teaehmg law. business
- : ' administration and humar relations. In more recent years it has been widely used in
nursing, camping, and training teachers and group leaders. There are now good
source books of cases in these fields.! In general, there are three types of cases used
in the case method: the case study the case problcm and the ease mudent

e VR

o

AT

A P B

The Case Study . . ' A

A case study usually attempts to describe the llfc history of an mdmdual or
group and all the factors affecting the situation. It is the longest and most formal of
the three. It tries to give some depth to a picture of the individual or sifuation and a -
;. sufficient amourit of. information about the case to enable decisions about it to b¢ ~
Lo . = made. A complete case study does not leave the reader with a number of questions- . - '
3 about it. A case study of a group, for example, would give a well rounded
i ~ description of that group on several different dimensions. It would give ashistory of
the group, some information about the background personatity and behavior of its
individual members, a description of their work positions, and some picture of the
goals or task of the group. A case study of a client would describe his home, job
and social activities as well as details about his personal life. .

AU AL T

. The Case Problem oL St N e
5 .A-case prob)em focnscs on-one. central situation which usually requires some '
a decision orlﬁolutlon 1t may be an’ excerpt of a case study or simply a descnpt:on of
» R 1 For case in “‘Human aspe.cts of Administration”, sce our scrics With that title by Hem Jain. T
o Montreal: Centre for’ Human RLlatxom and (‘ommumty Studies, Sir George Wlllmms\
Lo ! ¥ University, 1973. _ e t
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immediate factors affecting a problem situation. Usually a case problem is set up in

&

3

hos

¢ . - s
ST o

a way that asks the person to work out its solution. The decision the case problem
_ asks for may deal with individual behavior, staff relations. technical procedures,

group problem solving procedures ad so forth. For example. the cise problem
might state: Yol are alone on the malé medical ward with twenty-three patients at
three o'clpck in the morning when the fite alarm rings. Describe what you would

do.

« /

~ - g

The Case Incident ' o BN

The case mudent describes very”brietly a critical or crucial situation. It does,

not present any background -information but just pinpouts an incident requiring
some ‘(‘lzusmn The decisions about an incident come from the background and

experiehces of the reader Tather than through an mterpretdtmn of the bael\ground@

informatjon sich as a case study presents. This makes a case incident a type of *
projective teehmque A case incident may be used in such.a way that part of the
procedure is to gather the background information on it .or to describe what
background information would be needed in.ordef to make a logical decision
regarding it. The objective here iy to develop a systematic way of thinking about.
problem situations. For example, picture yourself as the teacher in an eighth grade
class off hirty students where a girl who has beemsvttmg quietly all morning
sudden jumps up and throws 'her lunch across “he room at another, student,
brmgmg the whole class to a standstill. What more mformat;gn would you want in
jprder to handle this situation? - ‘

l

-

Procedural Techniques in Using the Case Method

The most usual way’ of usmg the case method has been to ask the participants

what they would do in the described situation and then discuss their answers. The
participants analysis and interpretation of the case are often written ﬁrst and then

EN

« discussed verbally s . ~ .

a

AN

Let us now descnbe some of the other techniques that can - be used in

C()l]_]unt,ll()n wnth the case method to make it more cffcctlve )

J. Guides can be used as.an ui(l to the analysis and interpretation of cases. A

written guide encourages a more thorough and systematic job of analyzing -

a case. 1f a case involves interpersonal relations between two people, ‘the
following questions could be used as a guide. ‘

Y
»

Case Study Guide RIS " "

(a) What is the major: problem" N -7
(b) What are the obvious factors contnbutmg to this problem?
(c) What other posslble explanations are there f(gr this problem?

- (d) What other information would-be helpful in understanding.the problem?

< (e) Is the problenr described.in the case study thee real problem_ or is it just a

>;20—'~: N E R l
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symp'tom’.)‘ If it is not the real problem, what is? :
(f) How does the person involved explain the problem; feel about the
problem; see himself in relationship to those involved? ~

(g) MHow accurate a picture does the person_ involved have cof the problcm
situation? : A

- (h) What approachres can be uscd to work constructively on this problem?

(i) What.are the major principles of hunman relations that have guided you in

selecting a solution for this case prablem? S
At the time when the participants suggest their solution to the problem or
situation it js often helpful if they can-show what they would do rather
than just deseribe it. For example, if a wunse!or says that he would try to
reason with a camper who refuses to ¢at his lunch, he would be asked to
. pretend he was in tlie situadion and show what he would actually do.
»Another counselor would pretend' to be the Lampcr in que%tlon ThlsJ,s
called role playing.

8]

o

3. Ir the staff education group is rather large, small group discussions may be
héipful stimulants to thinking ullong a number of different lines. The small
groups can be used effectively in helping to bring together many different
opinions and interpretations. Small groups because of their size encourage. .
everyon€. to share ideas and increases the participation ‘in the staff
education program. In a reLmv ly short time everyone in the group can |

discuss their interpretation, “if small groups, such as dcsulbed in the
previous section, are used.

4 Cdﬁes may be selected that help to 1llustmte leenng opmmm about-basic |

prmuples or procedures. To help bring. out.the thinking behind these
-principles debates can be staged- with the participants replying to the
questions raised by the members of the other side. This procedure gets all
the feelings into the open where they may be examined. It must be
watched closely, however, to see thatdit does not turn mto a straight
argument and that opinions don’ i become rigid just out of Lomm:tmcnt to
a side. -

-

5. Very often case problems and incidents can he presented through

.simulated live media rather than the usual written records. If a case

" involves a situation in which people are talking, it can be put.on sougd or

- video tape. Staffract the part of the people involved while the case study is

being recordéd. Or, if the case~study invGives some action, it may be

presented very effectively through a little skit or demonstration. Agam

"participants act the parts of the people involved in the case: Such

presentations give cases a greater flavour of reality. The suggestion of

real-life action may make it easier for those waiching to empdthxze or
identify with the chamcters in the case. -

o ' ) ‘ _21_ L T ’
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6. An exciting innovation in the cise method is to have staff prepare a case
study based on their own experienice rather than use a case from published

. sources. A good way of handling a home grown case study is to develop it.

to the point where something needz to be dore and then ask the
participants te figure out how they would handle it. Later, after they have
pr(‘sented their solutions the person who was in the case can report how he
solved the probtemn. «This encourages a problem solving approach and
affows for a full discussion of why the person involved in the case did what
he did.

An Example’of the Case lnc:dent Process

The followmg example represents one use of the case incident. The incident
process follows five steps. First, cach member of. the group studies the incident
which is no more then a paragraph in length. He asks.himself what seems to be
going on, and what does iie need to find out in order to get at the basic issues. In

the fact finding phase, which comes second, these questions are'put into words. The *

answers are given by the discussion !zader who has read all th¢ material available
pertaining to the incident. In the third phase the members work on the decisive
questions — what is the immediate issue and how can it be stated most effectivel/

In the fourth stage each member writes his decision on the issue backing it up with
his reasons: A count can be taken to show what the group as a whole feels should

. be the answer. A group discussion or debate about ah apj«opriate solutinn may

now follow. The decisions and reasons are then tested by what actually happened in

the case, which ‘was not necessarily the correct answer but it gives the members
some- frame of reference for considering their own answers, hi; the fifth stage

generalkzauons are made from the case and these are then converted into workable
prmcnp}es ‘

This exaf;lp}e of ‘the incident process was condensed from a tape recording of a
one hour class” It is a class-of twenty-five student nurses (on pediatric affiliation)
studymg the psychology of the hospitalized c‘uld

N

Teaéher:‘ Yesterday, we described and discussed the factors affecting the behavior

and personality of children in the hospital. Now we are going to look at the case of

" a child who was here several months ago. We will develop the factors affecting his

behavicr as described in the following incident. I am going 10, describe a problem
situation that occurred for a student nurse: You are going-td imagine yourselves as
this student and decide what you would have done in this situation. As' :
questions you want untit you have all the information you think necessa')

the most effective decnslon :

The scene takes place on Ward D at 4 30 p.m, oru Thursday afternoon Miss
Watkins, a student nurse, i$ passing out theswpper trays. “After passmg out
i several trays she brings one up to Alan Redino. “'lere’s your supper Alan.”

~22- " : s
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___ (Teacher, pretending he is Miss Watkins,is acting out the situation). (Teacher now

~-pretendifig s is " Alan). T dof " want it (Miss- Watkins). “Why don’t you want
your supper? > (Alan) “I am not going to eat my supper. You breathed on it and |
am not going to eat it.” (Miss Watkins) “I breathed on it . . . but Alan I didn’t . ,..”
(Alan lntermptmg) “I'saw you breathe on it- and I'm not gomg to eat it.’*
Teacher: In a few_‘ minutes you are al} going to be asked what you ‘would have done

_in this situation. Before you' decide, what would you like to know about Alan and
the factors. mvolved in this situation in order to make the most effective and
intelligent dec:sron (Tear.her roves to baard to list questions).

Student 3 - How old was he?. \\\\ i
Teacher: Alan had just had }us tenth brrthday (Lists AGE on the board)

o

Studerft 19: What was wrong wrth him?

'?Teacr‘\er_:- He was a diabetic, had a lapse and was in for treatment (Lists
DIAGNOSIS on the boaru ) - :

Student 8: Did his parents come to visit him very often?

Teacher: No,-he came from a broken home and neither Lis mother nor father
had visited him.for some time. His uncle, however, frequently
dropped in to see him. (Lists VISITORS on the board).

The students continue to ask questions for tweniy minutes, When they have
finighed, the list on-the board includes: home situation; length of stay in hospital;

previous admlssrons, special diet; unusual occurrances during the day (anything

about germs-and, breathing); relation- of nurse to Alan; previous situations of this
type; Alan’s relphons w:th other chrldren relations with other nurses; 1.Q.; and SO
forth, Dos .

g

Teacher qu ‘a sheet-of paper now and write very bnefly what you would have
done in this situation. Then, state briefly why you think this would have been the

most effective thing to do. (Nurses take five mmutes\\uutmg\out their decisions and

reasons for them.) = . : .
Teacher: It locks like everyone has finished. now. Let’ s just start around theircle

and see wtmt your different answers and reasons are, (Moves to board where he lists . |

-

opinions.) G

.
btudent 1: I would have left Alan and gone about serving the rest of the trays I
think Alan just wanted attention and if I had given in, to }um he would have

commued to-do these things to get it.

_2_3'__' S | N
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E Student 2: 1 don’t think Alztuﬂwas serious about the breathing and I would have
made a sort ijQkC about the whole thing.

Teache;r: Well, brétend you are there and tell us and show us what you would do.

2

»

Student 2: (Acts out situation holding tray at arms length with other hand ‘over her ™ % 4,
mouth and nose. She sets tray down and with her hand brushes away imaginary .
~ bacteria). That should fix those old bacteria. If it doesn’t I'll really beat them up .
{Double up fists and pretends she is punchmg somethmg) ' ‘

BT
r

Other solutions follow from the rcst of the students.'Two other students with

unusual solutions are asked to show (role playing) what” they’ would have done:

(This phase takes about twenty minutes).”

4 ’ s -

"« Teacher and class now classify the factors about. which the questions were
asked. These they find fit into the categories they described in the préevious session
5 as the factors affecting the behavior of children in the hospital. The factors thought
i to have a possible effect on Alan’s behavior were then checked to show whether

R
ey T R S e e e een
-~ -

R i,\m this information could have been secured from the records, from observations, or’
T from. talkmg with Alan. The process of systematlc thmkmg about this incident was’
. ‘reviewed’ for the class—.. o ‘ - _

Teacher: (Geing back now to the incident.) It is intéresting and perhaps helpful, to
: .note what. Miss Watking did in this situation. Remember that she was’ forced to
: . make her decision immediately and couldn’t think about it in the detached
atmosphere of the classroom like we did. Consequently, she did what many of us
would have done in that situation. She was quite upset about Alan'sréfusal to eat
supper. ‘After vigoroudly denying that she had breathed on the food, she turned
around and left. Alan didn’t 2at the supper and after a while she took it back to the -
kitchen. Unbeknown: to Miss Watkins, Alan later went to the kitchen and ate his
supper. (The students asked how he got along with her in the’ future and how Alan’ s

i o _ life story ended ) This ended the hour session.
b __ : ) S B AN
’_’___‘_,_,_.__————————”4—_—’_——“"——#.._ - : i
\ . ' : Role Playing ' 3 \_

7

° In its simplest form role playin.g'is the acting out of situation or problem. It is a
way of practising or living through a situation-which is imagined to be real. Instead

o | L -24~
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of tatking about a situation and how you would handle. it, y8u pretend that you are .
actually involved in the situation and show. what you would do. For example, Jane,

a Sunday School teacher, said she had a lot of trouble getting her class started. The
childgen wouldn’t quiet down and it took some time to get them started”on their
lesson. She asked the other teachers if they had any.suggestions about getting )
started. The other teachers started giving snggestions when the superintendent asked® . v
- the teachers.to show what.they'would do.and the others would pretend they were ’
Janes unruly class. Several teachers took turns demonstrating their solid starting
approaches and Jane said they were really hetpful to see. This was role playing.

A

bl

- The major purpose of role playirrg is to make problem solving more real. People
_are put into 4 situation and interact as if they were in real situation. Once people
get involved in the role playing they may react with very real emotions and get
quite caught up in the experience. In this sense it is real and consequently has been

referred to as reality practice.
4

- 9

Role playrng can take the form of a skit or demonstration where the

participants plan ahead of time what’?i ey are going to do. For example, in a camp

. training program when the topic of discipline was coming up, the director asked
five staff to put on a demonstration of a discipline situation. The five staff worked-
out a scene in which two campers were fighting in the presence of two more o ‘
campérs gr_n{‘ the counselor felt he had to intervene and break it'up. They put on '
this demonstration, which they had rehearsed several timies, for the entire camp
staff and a lively discussion followed with sevérat staff showing how they would
have handled the fight. Other forms of role playmg can be unrehearsed such as a ' /
‘person who is presented with a problem situation and just makes up what he would "
say or'do-as he goes along. Or, it can be an opportunity to practice technical skills
such as first aid treatment or mouth te mouth . resuscitation.” The following
examples of role playing: show how the techmque cam be used in typrcal situations
for staff trarmng - : S

B . £
4 A group of erght nev, volunteer club leaders were being prepared to work with
_ boys' and girls’ club. The staff supervisor was- trying. to give the group some idea of -
+ ——their responsibility in the clubs and how- these responsibilities might be carried out
most effectively. The supervisor outlined the usual procedures for 2 nomination and
. election of officers and the role that.these officers performed-in the club meetings.
* When he had finished he asked if there were any questions. One of the volunteers ‘
said, “Yes I understand what you say, but I- don’t know how it actually works out o |
in’ practice.” At least 1 don’t feel I know how to do it. SuppOSmg they don’t have S
any jideas as to who might take on the different offices.” The ‘supervisor pointed .
out that there were many. ways in which officers could be nominated and elected
and that their use depended a great deal on the advisor and on the club‘members.
He pointed out that what might work in one group might not work at ail in -

§ K . . 1
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another. The supervisor suggested, however, that if some different ways of handling
nominations and ele¢tions were shown, everyone might get some idea and begin to

see what might work out well and what ‘method thiey would like to try with their

group. He suggested that seven of the volunteers pretend they were members of the
club and that the eighth volunteer actually go through the proeedure of nomination
and election of officers with the group. He suggested that they take turns doing this
so that each advisor wouid have an opportunity -to practice the techniques of

nomination and election of officers.- Puring the first three, sequences, the group

members were well behaved and the elections went off very smoothly For each of
the next five scenes he briefed the members on some typxca] role§ to play that
would be: most usual of the children that they would hkely encounter in their
groups. One group did not have any names to suggest for the office of secretary.

. Another group suggested everybody for all of the offices. Another group Spli\t three

and three in voting with one member abstaining. Each of the fcenes lasted about
four minutes and during this part of the traifting program ea¢h of "the volunteer

advisors had an oppostunity to actually try out a specific procedure for nommatmgl' ;

and electing officers. After the last voluniteer had taken his turn as advisor. in the

make believe graup they talked about the.different methods that had been used,

hich ones had worked out well, aitd which ones could be xmproved on. Those who
had been acting-as—members told how they had felt when different” methods had

een used and ‘what they thought woul‘d‘havew in their partxcular case:

\\A

Example B .

Dunng thexr third week of pediatric affhahor in a cluldren s hosp\tal a.group
of student purses were discussing their experiences and problems encounteied to

date. One.iof the problem areas most frequently brought out by the students was -

around the”feeding of children. Some children were just not hungry, others very
selective of the food that they ate, some wanted to eat their desert befqre their

. .main course, and chers.-,very’teS'istant-towards the nurse for trying to get them to

eat. Following a general discussion of some of these problems a student nurse

. asked! “Well, just how do you get kids to.eat their meals? ™ “What do you ¢ if-
The clinical instructor pointed out that there were a -
- variety of ways in which.these problems might be met and that'a great deal of the

9 v

they don’t want to eat?

success of the different approaches was dependent upon the person for whom they
were used. She pointed out, however, that if some of the different ways of handling
the feeding problem were shown, everyone might get some ideas an_d begin .to
enlarge their repertoiré in meeting this kind of a situation. She suggested that some
of the nurses who had encountered feeding problems ‘with children might take the
part of the children and demonstrate the problem. Then other nurses.could take
turns trying out their method of handling that problem. In the role playing
situations which- followed, five nurses took on"the part of various children and- the
problems they created arolnd meal times. Two or three nurses demonstrated how
they would attempt to handle the problems wnth each of these “chlldren" Each
scene lasted just a few mmutes
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" After each set of scenes was completed, the nurses who had played the children

" were asked to comment on how they felt when,the__dif_fercnt nurses-had moved in
to deal with their feeding concerns. They expregssed a variety of reactions.to the.

attempts and were especially resentful of t_'hose‘,nurses who put pressure on th=m by
attempting to wield a big stick, who threate;red them, or whe implied that they

would get sicker if they did not cat. They remarked that thzy liked being talked to-
as responsible pdtsons and felt that the best approach w:: one of interest and

conicerit with a readiness to vespect the decision of the child. These comments

hclped,evﬁ;ryone evaluate the probable outcome and success of the different : =

methods that had been demonstrated.

: At ‘a later session of the nurses pediatric training program the group was
discussing how discipline probléms should be handled. The clinical instructor broke
into the"discussion and said :that she thought a demonstration might help to make
the discussion more clear and concrete. She .asked for six people to be in a role

" playing situation. Each of the six was given a brief description of the role that she

was to take in‘the situation. One participant was asked to he the nurse and she was
instructed to act just as she thought she would in a similar situation if it were real.
The other five were instructed to be patients and were asked to create a disturbance
at bedtime. One was to pretend she was a silly patient and laugh and giggle at all of
the happenings. Another was instructed to be a smart aleckand talk back to the

\;rTﬁ'rse. A third was directed to refuse to-get into bed and to think of all possible
reasons why she shouldn’t. The Q_ther two were instructed to act just as they felt
the)} would if they were in a real situation like this one.

‘While the role: playérs were looking over their parts and getting ready to take
them on, the clinical instructor set the scene for the role _playiné by saying this was
‘Ward D, a medical ward in_the hospital, and thatit was now nine thirty and well past
the time for lights out and quietness on the ward. She said that the children were
involved in a'lot:of horseplay, were being very silly with one another, and were
resisting efforts to get them into bed. She then started the rolé playing and the
nurse moved in to quiet the children down-and get them into bed. She physically
separated the children, turned out the lights on the ward, and then sat on the bed
of the most rambunctious child talking to‘him and trying to settle him down. At
this point the role playing was stopped. ‘

There: was a brief discussion of the whole situation. The participants were
asked to discuss how they felt in the situation and then tue audience made
observations\ on the important points they noticed. Then the clinical instructor
asked the group to divide up into small groups of six. Eacli group was instructed to
replay the situation that they Had seen and to take turns being the nurse. This part
took another half hour. Then the clinical instructor said that each group’\}vould
have fen minutes to talk over the differént ways they had handled the situation and
asked that one person in each group keep track of the discussion so that she could
report it back to the rest of the groups. At the end of the ten minutes each group

27—
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' Example D

A}

reported. They gave some idea of what had happened in the role playing and what
the group had scen as implications for handling discipline problems on the wards.
The instructor made a compilation of these and returned a ceinplete list in prrnted
form to the participants-at a later session.

]

Examp|e C

Dunng a monthly ‘meeting of group advnsors in a YMCA, the question was

raised of how to help groups make decisions in a4 democratic fashion. The advisors
pointed out that they were committed to the principle of democratic leadership
and letting the members thake-the decisions but they had trouble implementing it
with their groups. The members wanted action, not to sit around and décide things
and time was short. Role playing was introduced at this point into the advisors’
training to help them understand-decision making procedures and to develop the
skills to cnable them to use it ¢ffectively with their groups. The group of twelve
advisors was divided into two groups of six each. Each group was given a similar
problem to work on — namely, the selection of a service project for the group. One
advisor was appointed as the presrdent or chairman of the group of six and his job

~was to help the group reach a decision with as many of the members ggreeing to it

as possible. Each member in the group was briefed privately as té what service

. project he favoured the total group workingon. This made certain that there were

different opinions in the group and that the situation would be s real as possible-

Both groups used thrs problem of the service project and another one about.a

* dance that the supervisor had prepared. Towards the end of the training session or®
;group worked on an additional decision making problem while the other group
‘acted as observers. They were watching to see whether the problem was clear to
" everyone, how the pﬂl’llClpdnlS reacted to each other, what solutions were suggested

and discussed, who *was blockrng, seeking recognition, supportrng, encouraging,

' faerlrmtrng, etc. These_observers were able to see a number of things.that the role

players did not sce and they added s great-deal to ‘he analysis of the problem at the

. 1

. The campers in cabin F in the older boys’ sectrgn thought therr counselor was
pickjng on them when he tried-to get theni to clean dp thecabin. One mornlng as

~ the 3‘campers were resisting the clean-up, Bill, the counselor, asked Joe, the ring
: leader to pretend that he \vas ‘the counselor while he would pretend he was a

eo,mper Joe thought this was*a grand idea. Brll then -gave him the problem of

working out cabin clean-up in such a2 way that he was satisfied with it. Joe started -

right in, and ordered all the fellows to clean up the cabin. Bill Yesisted in the same

- way that Joe' had, and the other campers took their cue from him. Joe threatened

hrm and shouted that he was-the counselor. When the campers still refused to. obey
him, he stopped role playing and then said that the cabin would just have to stay
drrty Everyone taughed and then startad cleaning up the cabin, The next morning

_ <
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.can often .provide the permissive atmosphere in.\f\'fhioh there is freedom to try with
- no pedalty for failure. This may help people who would not otherwise experiment

wlren the cabin wasn’ cleaned up, Bill playfully asked who wanted to be counselor
today, Everyone including Joe laughed. Soon. they started cleaning up the cabrn
The problem did not come up agarn

"
., :

Two chief Jrffreultres in role playing are startrng off and gettrng the actors to
relax and he themselves It may be difficult to find sufficignt motivation for role

'playmr', to some it is a threat, to others it is too childish.-

A good warm-up 'o\f some kind is often helpful to get a group into the spirit of
role playing. For groups that are not used to role playing or not sure of the values P~
in it, it is best to slip into role playing naturally in the training experience. At a
point where a person tells how he would handle a situation, just suggest that he
show the group rather than tell them about it. To stop and say “Oh, let’s-do role

- playing™ 4dnd fhake a production out of briefing the players, setting the scene and
. lo«.atrng appropyiate props.is unnecessary and may create apprehension and negative
i responses. Preplanned skill -training exer’uses are a good way to start a group using
“fole playing or.to rntroduce a group accustomed to/ role playmg to some new uses

of lt - . . |
o ’ : o
. - " ! . ‘
‘Role playing:is especially useful in helping personriel develop:new skills. Very
often a change® that is being initiated in an organization requires: the staff to use
different skills. Trying to bring.in a concept of den}ocrlmc supervision, for example,
requires the staff to work with one another in quite’different ways. Role playing ’ ‘

with new skills to try them out. Within the make believe context of role playing

they can gain a great deal of practice and some confrdence in the.use of askill. I * ¢

summary, role playing is useful in portrayrng any situation that could really

happen. Its great scope and flexibility give-it almost unlimited variety. Among the

ordin: ary uses of role playing are the following: ‘ . _ o ]
H

1. To demonstrate a situation so all can see it. f

f;

2..~To show and perhaps evaluate different wa)fs of handling the same situation.

3. To share feelings and develop sensitivityli to the feelings and viewpoints of s
others. This can be_done by having drfferent people act out their concept of ° ’
the same role. Nurses can assume tlie role of patients or doctors to gain insight
into their feelrngs in certain situations. z \ :

4. Tolearn new behavror patterns and strengthen them through practlce

5. To work out actual problems in human relatrons by sharrng and understandmg )
opposrng roles s

6. To practice specrﬁc skrlls ’I‘o practice tallmg role in which the person is
unsure. ' ¥
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7. To evaluate procedures, role playing can be used beforg: and after the learning
experience to sec how much improvement has taken place.

|
1
| @
Tixe Lab Method

Probably the most effectwe_ way of learning about group process, and
developing more interpersonal sensitivity and self-awareness is through a laboratory
method experience. The lab method focuses on learriing through actual experiences,
People learn about group dyframics a}ld interpersonal relations by forming a group
and studying the experiences they have together in that group. As the group starts
working together, it has -to worlf out its goals, solve problems,’ develop
communication patterns, dlscover its leadership resources, and get to know the
interests of each member. From time to time, the group reviews what has been

" happenif nd looks at leadership, communication, control, interaction, member

roles ‘an{ tries to understand the experience as it has been happening to them. In
this” procegs, members may also become more aware of the effect of ‘their own
behavior in the group, and become more in tune with themselves and others. The

‘examination of group process and interpersonal relations is usually assisted by a
+ skilled"person with special training in the lab method.

One, form of the lab method is the unstructured T-group type where there is no
structure of agenda for the group. Lookmg at how the group handles the lack of

- structure and leadership is an important part of the experience. I Another form of

the lab method is to use a series of exercises or preplanned experiences Whl(,l’l Thave
specific training goals. There are a number of sources of descnptxons of useful
exercises and they usually include notes fo help the leader adapt them to different
situations. 2 : ;

y
\

\1 Lakin, Martm 'Interpersonal Encounter. New York: McGraw-Hill, 1972 Schun, F .ind W.

Bennis. Personal and Orgamzanonal Change Through Group Methods Nuv York: Wiley,
1965. :

2 Dcsmpuom of these exercises ‘are found in: Pfciffer and Jones. Handbook of Stnuturca'
Exercises. (3 vols) lowa City: Univérsity ‘Associate Press, 1971,
Malamud, Daniel. Toward Self Understanding: Group Techniques in Self Confronmtzon

. Springfield, L. Thomas, 1965.

Schutz, William. Joy. New York: Grove Press, 1968, \

Miles, Matthew B. Learnmg to Work in Groups New York: Tuchus Cullel&, Columbu

Umvcrsnty‘ 1959 . : . \
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- schodl in North America. In recent years flannel boards, newsprint, and¢ averhead
- _-prajectors have gamed consrderably in poputarlty and effectiveness. A blackboard is

* turn his back to the audience to use it. The laiger cIaserOms in.the new Sir George

. something to write, he ‘will use’an overhiead. pro;ector where he can write the same’

An ‘ekamination of group process and r“ﬁterpersonal relations can -also

-accompany the other training methods described in this monograph. For example, .
following a two hour session studying and discussing a case incident, a half hour

could be added to study the dynamics of the group as they studied and discussed
the case. The number of people participating, the impact of reporting- different
opinions, and leader and member roles couid be looked at. In a way, this is a form
of evaluatmg the experience on a process and personal basis. My bias is that most
training programs can incorporate the lpb method in this way rather easily wrth a |
great deal of value.

The lab method can also be used effecuvery & a warm. up for a more

: comprehenswe? staff training program. For example, a new camp staff might spend
" the first day ar two of their week pre camp training in a T-group.. The lab niathod is- |

a frequent Vrtervenuon in team- training and- organizational development. Also

" many training sessions could be started more profitably by using some of the

relaxation, sensory awareness and tuning in, or gesta{t methods pioneered in the fab g
related eiperiences Nonverbal methods could also be demonstrated as a way of . - .
establishing contact, expressing feelings, and’ burldmg relatronshlps with positive .
results in many training programs.

Audio-Visual Methods.

This sectidn on audro visual methods focuses on th° use of mo*ron-prctures and’
tape recordmgs in staff education. Much of what is said about movies applies equally
well to slides and film strips except that for both of these some dlalogue is usually :
needed- to accompany them

5

'Ihe blackboard and its use is familiar, 1 guess, to evefyone who has goné- to

difficult;to use with a large group as the audience.can’t see it anq the speaker hasto
building do not have blackboards and"tthpectatlon is that if the. professor has

as on a blackboard but on a screen wtule ‘he remams facmg the group and ina way
thar everyone can see rt kS _' : : L

o
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For smaller groups, such as we usually. work with in staff education and
training programs, | prefer to use newsprint. These are sheets of newspaper without
the printing and are the usual two by three feet size. Sheets of newsprint are very
inexpensive and can be written on with felt pens. With newsprint, material can be
prepared in advance and then hung up at the appropriate- time. and dnythmg
wntten during one session can be saved to use again. ,

Motion Pictures T
There are at least four different ways ofusmg motion pu,turcs in staff trdlmng
programs. They include: . :

Watching and dlscu551ng

Special watching groups reporting to the toml group

Skit completion methods

Pre-showing sensitizing or shocking procedures to help people ldentlfy

Eal A

h\)ﬁl the theme or the problem depicted

Watching and Discussing

The' most straightforward way of using movies is to tell the audience the
subject of the film, show it to them, and then discuss it afterwards. There are many
ways of organizing the discussion following a film but this method chiefly consists
of involving the people after the showing of the fitm. This is a widely used and
successful method ‘if a‘good discussion can be generated. It is important to use
appropriate discussion techniques to keep the session lively and to have as many as
possible. participate. There .are a variety of méthods that can be used in conducting
the discussion and it is suggested that different variations at this point might be
considered by those who favor *his method.

Special Watchmg Groups -

Before a film starts the audience can be briefed to watch for specific things in
the film either asindividuals or in small groups. This.tends to involve them more for
as they are watching the filmi they are looking for specific things, which they will

» repdrt on in the discussion following the film. They may be given a specific

\assngrﬂent such as watching group process. They bec?me observers and watch such
things as:~who spoke to whom; how many times each person spoke; what roles were
taken by the different people in the film; how were decisions made; and so forth. If
the audience is large, thcy may be divided up into subgroups, with each group
watching for dlfferent thmgs or watching diffsrent people and then reporting back
to the total group following the completior of the film. The specific things that the
audience would watch - for depends upon the film used *and the educational
objectives of the session. Several suggestions, however, are found m the efamples

4

given below.
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A Film Guide

Another way of increasing the -value of a film and the discussion following it is
to prepare a film guide which the audience use during the film. This follows upon

“thelidea above of the special ‘\vut(:hing groups but adds to the variety and-depth-of
. things that are watched for during the film. A carefully prepared guide focuses

attention on prcsclcutcd areas which may.develop a theme or .uld)u)ntnuuty to the
.
pomts the trainer wunts to come out of the film” - /

The following is a brief excerpt from the beginning of a film guide for the
movie “Teeling of Rejection’ (National Film Board).

I.  Margaret is feaving her office.

This is the story of Margaret. Like everyone ¢lse she has personal problems. In
this movie we-are going to cxplorg how she came to be the kind ofpcrson who

. would have such problems. There is a little bit of Margaret in all of us and what -

we learn about her may help us in our own understanding of ourselves.
- L) N

& s

2. Margeret is looking at movie advertisement.

The next scene is a brief one but if vou observe closely you'll see how much it
reveals about Margaret’s relationship with her family.

3. Margaret’s family walks in to iuppe‘i'. ' . . |

Notice the grouping-as they walk in to supper . watch Margaret now,

4. Margaret agrees to do the ironing.

. Why does she give in so casity?

Sklt Completion Method - ' q '

Many films tell-a story in sequence and in these films you can watch the action
develop. Such films cun be stopped- at certain strategic points and the audience can
be askad what they thinl-l\t\is going:.to happen. Or, the audience can be asked to,
describe what they would do in such a situation, This prouedurc pulls the audience
in as participants and gets them thinking specifically fibout \VhdtJS happemng in‘the -
film and how it related to their specific situations. If they praject themselves into

" the scene being described in the film and think through what they woulddc m the

situation, it then pmv:dcs them- with. an opportunity to check their behavior or
problem solving prot.cdure along side that shown in the film. It gives the audience.
some yardstick against which they .can compare what they would have done. For
cxample‘ in the public health film *Broken Appointment”, the nurse is faced with
some hostility from the client's lmsbdnd and this encourages rcsistunc,e'-rfrq_m the
client. At this point, the film can be stopped and the group asked how they would
handle this situation - how they would try to uncover the basis-for the husband’s

hostility and gain the client’s cooperation in her health program. Following a..

N - E N ) - —_’3.,3A‘_
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slm\vn and dll wuuld see~ hmv tlm pubhc hmlth nurse \vanuL thmgs out (with,a
happy cndmg,, of course).

An alternative to discussing possible approaches to a problem presented in a

film is to act out the situation and have people demonstrate how they would handie .

it. In the example above people would take the part of the client, and her husband,
and someone would be the nurse picking up where the nurse in the filn lcft of .

. This is the role playing procedure ugain.

There are two particular values of the skit conipletion method. One is that the

" participants become very much involved in the actual film. The,other is that each

participant has an opportunity to suggest his behavior in a specific situation and
then get some comparative material as to how likc‘ly his approach was to succeed or
fail. A film provides these kinds of answers rcgarding,‘the proposed behavior of the
participants without putting the trainer into the role of giving the answers .md
saymg what would or would not have worked in any given situation.

Pre-showing Sensitizing or Shocking Procedures !

It may be helpful to warm up a group‘ before a film showing and get him-
. involved in the subject or problems portrayed in the film. This might be along the

lines of the skit, completion, method where™ the group would be presented with a
particutar problem .and asked to solve it. Following their solutions and a discussion

-of them they would be told that this film shows ways of hmidling this particular
probiem. Or, the subject in the film might be discussed through guiding questions
from the trainer. A quick quiz asking for written responses to questions covered in-

the film could also serve as a warm up. [t could be given again at the dme of the
film to compare answers and stimulate discsion

Or, perhaps a more attention forcusing or shocking procedure might be used.
For example, the film “Fears of Children™ dramatizes what, deveiops when a child’s
anger for his parents is not accepted as a natural part of the growing up process.
Before the movie is shown to a group of nursery school teathers, three of the group
are asked in turn to play the part of a mothér asking her five yedr old son to stop
watching, television and come for diyner. The trainer, taking the part of the five
year old, responds with anger and tells “mother” to. "just drop dead and stop

" bothering me”. Fhe teacher playing the part of mother oftun réact sharply to tlm as

do some of the rest of the audience. All bcwmc more interested in how angef in
young children should be handled. The film, as it deals with this-real interest, is
watched muchi more closely and has more meaning for the group.

e,

_ Before a showing of the film "Shyncss”l(_Nution:il Film Board), the audience.
“might be asked to describe some of their experiences in situations, where they lelt

insecure or left out, and to report any particular incidents they could remember

N
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where people tried to bring them out of their shyness. Having recalled to mind their *
own particular feeling around shyness, this group would likely be a great deal more
sensitive to the feelings of the girl depicted in the. film and more aware of the .
consequences of the -actionis taKen by the adults in her llfe to help her overcome
o ' s -7 these feelings of inadequacy. p
In all four of these ge,_r}erul‘methodé the amount of action under discussion can
be limited by stopping the film. In some cases. then, the film might. be stoppad
every few minutes while in other cases only segments of films might be used to start
a discussion or to make a point. Some method of presensitization or stopping the
film for audience involvement is éssential to prevent the trainees from just watching
the film for enjoyment and neglecting to look at its applications.

Examples of Using Films _

Let us now take a film such as “Meeting ‘in Session”™ (Teachers College,
Columbia Univ.) and look at a variety of ways in using this film for training-and
educational purposes. The filim “Meeting in Session™ is twenty minutes long and
shows two meetings of a sma!l group of nurses as they try to solve the problem of
staffing their hospltal on the four to twelve shift; In each meetmg, the problem and
the participants are the same. The differences are in the general approach, the
attitudes displayed, the techniques used and the results achieved. In the first
meeting the participants enact the negative roles characteristic of individuals intent
on their own feelings and problems. In the second meeting the nurses assume the .
roles of cooperative group.” members, interested in desirable solutions and
sympathetically aware of each others feelings. The meeting is not at all perfect but
it demonstrates some very good techniques of group procedures. [t is a good film to
use in helping staff fearn methods for problem solving and decision niaking. SR
Example A . .

Before showing the film, thé audiencé might be divided into small groups, with
each group responsible’ for analyzing and reporting on some aspect of the film
presentation of the two meetings. Such as:

’ }. How the persons in the film attempted to define and solve their problem.
2.  The interpersonal relationsitip shown and their effect on decision-making.
3. Theuse made of the ideas of members.

4. The roles played by the: leader and other individuals.

5. .Good techniques of group procedures depicted.

: N :
. The patticipants might be given_ observation sheets on which to make specific.

recordings of the roles of grovp members, etc. Following showing of"the full movie,

,the’peo;ﬁe responsible for these different arcas would meet, collect their ideas and '

then report.back to the whole group. Or, the film might be shown in two segments
~and each half reported on and discussed in turn.. ‘

}
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Example B

During the showing of the film the participants are asked to keep a record of
the helping and hindering forces within the group. The first rather poor meeting is
shown, the film stopped and the helping and hindering forces in it are discussed. A
summary can be made, then, of the typical kinds of factors which are likely to help
and hinder the groups in which we work. Qr, following. the showm;3 of the first  «
rather poor meeting, the trainees might be asked how they \vould improve. the
meeting. They would divide into groups of threes or fours’ to work an thclr
suggestions. They could be further asked to assume the roles of thc chardcters in’
the film and role play a meeting which” would ircorporate their sl%cmons “Lither
method is an example of the skit completion method fis the participants would have -
described how they felt a similar meeting should be conducted. The “good™
meeting is then shown to give comparable data to the participants on how a better
meeting is conducted. In some cases the participants will have had good ideas which
were not shown in the second scene but it will likely show some progeduru which
they did not think about. '

-Examiple C - - " i . .

A training group is warmed up to the film Muctm;3 In Session™ by selecting

several members of the group. giving them a problem’ and asking them to spend

several minutes in front of the group attempting to solve this problem. The rest of

the group are ‘nsn;,ned tasks as observers to collect'informatish on the hclpm& and
hindering aspects of the group's procedures ar they can be assigned more spcum
things to watch for in the areas of climate, mvolvcment mlerautlon whesmn taek
roles, and produulvny - . © s

. Following a brief demonstmtimf‘tl]e observers report on what they saw and. . /
whether they felt it was helpful or hindering to the process of the group. The

- trainer then points out to the group that the following film “Meeting In Session™

shows a group in t\vo_differcnt scenes. working on a specific problem. He suggests .
that the group collect the same kind of information to enable them.to compare
their cffectiveness in problem solving to the ineffective methods used in 1he first

. ']mlfof the film aiid the good efforts made in the secand half.

P

The most mvolvmg ot all of these examples are thoge where thc partjcipants are
asked to role play a second scene pretending they are thé characf8rs shown in the
first scene .of the film. |n such a case all the trainecs identify very closely with the >
participants in the fihn. During the showing of the second “‘good™ part, they are *

o
3

" very watchful of the behuvior of the members and the procedure used by the group

to work effectively on the problemy. If the training group is larger thah the six
needed as the participants in the filra, the group can be divided by multiples of sik
and eagh group can simultaneou;ly put on a second meeting through rote playing. If
the participants are dtlempt:bg to -gain skilis in the observation of theroles and
behavior of group members, the methods requiring them to utilize these
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observational teehmques in watching the fitm are very helpful If this is the goal of ®
the training experience, one meetmg alone might be used and shown through a first
time, while the-members collected. their observational data. A second showing of
the same part can take the film bit by bit to allow:the members to check their
observitional record and see where it was correct-and where they had made errors.

Tane and Video Tape- Recordmgs

. 'There are three somewhat different types of material that can be used by way
of tape recordings. Real or simulated case studies or case problems can be presented
by way of-a tane. A real case would be an excerpt from a group’s meeting, a
supervisory session, Ot an interview with a parent or prospective employee, or it

“might be a recording of a worker handling 2 drfﬁcylt situation with a greup or’

individpal. A simulated case study is prepared by writing up a script.from the case
materid! and then having people enact the different roles requrred These case study
tapés can be especially useful for training purposes if they require a participant to
work qut his own reaction-to the case situation. For example to help partlupants

* . practicg the observation and recording of the rolés of individual group members a

srmulaled tape can be made up to_inctude a variety of roles of group members. A
fifteen! seeond pause between each-member’s contrit1tjon allows the’ participants

who are observing time to check off on their observation sheets the role it is felt the

person’ is taking.at that time. Each item on the tape is numbered to enable a
comparison to be made following the playing of the tape. Or. the tape can be
played again and the eorrPct answers given to enable each participant to compare
his answer.

[y

If the training group is working on procedures in interviewing or supervising, a

sound -or video tape, of a supervisory: situation can be played for the group to
analyze: Of better yet, a tape can be made with a pause after each statement by the ’
* supervisee to facilitate the tape bgrng stopped in order that the participants can try_
_ their hand at, being the supervisor and responding to the questions or comments of___

the supervisee. This is a1 useful teaching technique in déveloping skills in
interviewing or supervising. Again the tape is stopped after each comment by the
client and the trainees try to respond as a supervrsor would. They may write down
their response, then compare their.interventions, discussing the various approaches

" they used, As the tapc continues, they hear the response of . the real supervisor and

hence ha=# semiething to help evaluate how well they are doing.

The second general use of- tape recordings is where an actual meeting or
decision-making session of the training group .is.recorded to be studied at a tater
time. This use of recordings cannot be duplicated. by any other method. Recordrngs

"made in this way are open to the same variety of techniques that have been

discussed. above under the heading of Motion Pictures. For example, the meeting
can be played back to the. uining group with an opportunity to stop it whéneverﬂ’
member wishes to comment on what has been happenmg Members can analyze
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their ~wn roles. the ioles of Gthers in the group.! ‘or study the group s proccdure~
“and- sec “what leads to what'". This method is vesy helpful in gaining insight into
one’s actual role in a group situation. Or. a reu)rdmg may be played or shown while
the trainees use an observation shéet. respond to a member role check list, fill out a
rating form, or write down estimates of what they thought was actually happening
in the taped situation. These observations and records can be discussed and

compared with the tape recording to check on their accuracy. To help highlight

* non-verbal communication the video tape can be shown with the sound off and
analyzed. Later, it can be shown With both sound and plcturc to check on how

- much the sound adds. ! » S

i
Mdny people-have r;ever had an opportunity to really look at how they appcar

in a group situction, Some are very surprised to,find how much they talk. or how

‘emotmnally .they react to some of the ideas of otlier members, Staff may want to -
record a planning scss;on or group activity and then watch it later on to see exactly
how they handled it, Or it may be a supervisory sessmn which can then be studied -

and reflected on fater. - -

"The last general use of recording is td preserve lectures, panels, or group

discussions which have especially va]uablc%rt::t and have them available to be

replayed at a later tinie: Lectures, descriptions~and talks can Be put on tape and-

played to many different -training groups in any situation whether or not the
resource person is ‘available. Or, if the resource person who made the tape is
present it leaves him free to write on the blackbourd: Very often a talk can be put
more concisely ‘on a tape recording and playing the tape recording then saves time
over an unrehearsed lecture o “ S
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.PART HI
EVALUATING STAFF TRAINING PROGRAMS

The most |mportzmt purpose of appraising a staff LdLlLdllOl] pro[,mm is to help

\

improve future programs. Often, dn) evaluation is conducted followmg a program 1o
tell the organizers “how well the;Ir did”. While this.is interesting, it is not very
helpful and is not worth taking mu‘ch time to do. Uscﬁrl'zvaluation is best seen as

an,m&cg,ral‘pdrt of - the planning” prmqss An assessinent i made of what interests

7nd concerms Yhe staff want to build training progrdms dround. the programs are

planned afid conducmd. and another assessment is made to see how much progress
was made and what the priority interests now u're.for future trajning.
[ v
Staff trdmrng programs can belhke a merry-go- round Thcre can bc exc.temem
fun and interest, bu' the partu,rpapts get-off right' where they got on. “There have
been activities but everyone enderl up where_they sfarted.- To prevent programs

from becoming merry-go- -rounds there need to be cledrly stated, functional goals

) and continuous assessqent of movement foward thesc goals SR

The focus of this section is. to sugg,est ways of makmg evaluations more
accurate and nrore useful in plannrn;> staff training programs. It.is a simple. task for
the trainer to sit in his office and plan a program based on his asszssment of ‘the
situation (and this is exactly what | did with the fifst inservice program | planned)
But. this is not good enough in rdentlfymg the most important training areas nor
does it involve the triinees in the rmportdnt process of assessing their- tmrnmg

needs.

What Can Be F.valuated"

There are three major areas- timt can be medsurcd in an attempt to assess thc '

impact of a trmnrng program: !

Changes in pardcr,panls on-the-job effectiveness.
.>_ Changes in knowledge, attitudes-and skills'of participants.
Responses of participants’t¢ what they think they have learned.

W o -

Areas which are not as closely related to the effectiveness of training programs

bttt which may add some information include attendance. at training programs,
readiness of staff to use their own time and "money for training, and more
indirectly, staff morale, turnover, and absenteeism. Unfortunately all of these areas
are affen.ted by a large numbcr of factors in addition to staff training. -~

The most vahd way to evaluate a training program is to assess ‘the improvement
in ]ob performance of those who participated in the progrim and perhaps compare

" it with those who did not participate. It is very difficult to assess job perfomlance

but a standard questionnaire.or job assessment sheet can be used by those people

’
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: making the assessment. As one person’s view is often biased, it is best-to have three /
s or four people assess each participant. The people can be colleagues and do not

- ¢ need to be supervisors. ' ' /

‘The knowledge, attitudes and skills of the participants can also be measured
: before and after a training program to see if they imprdvel Increased knowledge, or
improved attitudes and skills usually suggests more effective job performance. but
we all know of people who can read a new technical book or take a professional
development course and not do anything differently on the job. :

The response of participants about what they think they have learned in a--
program is a valuable source of information and a guide to replanning. Such .
responses, however, are not indicative of changes in job performance. People who
© are happiest with a training program may be those who didn’t really get involved
A personally. While- their level of satisfaction may decide the focus of the next
1 v training program, it is not necessarily related tc what they are trying out on the job
(in fact those really trying out new skills may, be struggling to work things out and
hence be somewhat fnjstratc;d with the training). -

The Evaluation Process . ' ' i
‘Evaluation, like any other part of a traiﬁing'progrum requires planning if it is to
provide accurate and useful information. For this purpose, the trainer and the
. planning conimittee shoufd try to describe;some of the desired. outcomes of the
Jot training program, set up a procedure for colleciing information about any such . )
) - i T TT——-changes, and be prepared to analyze the data and suggest imp]ica'!'io%s for the =
‘ training - activities. Some tools to help gather the inf’prmation may -need to be
.- prepared or selected from among those available. The plan for evaluation should be*
prepared at the same time as the rest of the training program and doing% will help ~
"« tosharpen up the specificity of the goals identified.and selected for the program.
' : - . q ‘ ’ B N
! Methods of Evaluation . , o ' < v
The three most common methods of evaluafing change brought about by a
tzaining program are to observe the trainee, get him to report on the exp'erience_, or . =,
test his possible learnings. - o - )

Observation

Watching and recording the actual performance of training group memf)ers 2t
_ following a training program is the most direct methdd of measuring change. Best
. " results are obtained'by standardized, systematic observations by more than two
Teow ‘ people. To standardize observations some sort of guide questions or check list is
' _ helpful. Such a guide may ask the observer to describe the person’s actions related
[ " to the training goal, such as commugication with staff. The raters for each trainee
ST : " are asked the same three or<four questions such as: -

.
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Sample A — Observation Report Form

. '
-1. To what éxtent has lhlS person’s eﬂcctlvcness in stdtf mectm;,s
changed since the training program .
( e i - .._ﬂ,_f'__;l_____*__._._J
‘none abit a fair amount a gredt deal
2. Describe briefly some of the things which he is now doing differently.
3. Whai changes have you noticed in the way other people have reacted
to him during this time? - ,
4. What changes have occurred in your relationship to hinr during this
time? .
Reporhng

“Two types of reports are helpful from partmpants in trammg programs: their
immediate reactions ‘to the content and methods of the program, and their
experience over a period of time in making use of possible learnings. Below is a
sample of a reaction sheet that would be given to participants immediately
following a training program. Signing names is optional although jf it is a wmixed
staff group it might give additional perspective if job area were mentioned.

' Sample B ~ Post Meeting Report Form

oA W

tralmng program? - - -

On the whoie, how helpful did you feel tlns tmxnmg progmm was’
(circle one). .

1 L] | I
very poor fair - mediocre”” -good  ‘!very excellent
poor o : good

)

To-what extent did it deal with your real interests?

I I L I l

not at - a bit © some very. right

all - . much on -}

What were the major strengths of the program?.
What were the majot weaknesses?

What part, if any, of thls program do you se¢ yourself using in your
work?

What suggestions do you havc for what should be done'/a the next

Y
v
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A month.to six months after a training program, i f()llow-up questionnaire can
be sent to the participants to see how they feel about the training program (the
rosy glow may have worn off) and what things they have been trying to do that
they think were related to the tr'rmm;,

-

Sample C -~ One Month After Report Form

1. Looking back on the training program now, how helpful do you feel it
. ~ was? (circle one)

I R ] |

very poor fair mediocre good very excellent
. poor good

.

189

What ‘weaknesses or strengths of the program still stand out in your
mind? (describe briefly)

3. In your work here, are there any things which youy are doing'

differently that you feel are related to the training program?
(describe briefly) - . .

4. Have you noticed any changes in you, your attitudes or relationships -
that you feel were related to the training program? (describe briefly)

5. What problems or drawbacks have you encountered in trying out ideas -
from the training program?

6. Describe the kind of training tlmt you feel would be most helpful to

you now.

3

' . ’ \
Usually a report will include more thoughtful information if iis discussed with
other people first. A small group discussion for ten or fifteen minutes after a
training program with each group working on the questions in Sample B’s form is a
way ,,Qf doing this. Each’ group should have a recorder and he can either make a ‘
report for the group showing the range of opinions, report a summary (o the total
trar_nmg group, or both. To get thinking going as a sort of pump primer, smab
groups can be convened for five or six minutes followed by each person-completing”
their own form. A betfer way, although it takes more time, is to_have several people
who would undertake to interview the participants or a good size sample of them if
‘it was a large group: Thc interviewers de not need to have been participants but
“they do need to ask similar questions. Sample B report form could also be used as
this interview guide. All three of these discussion methods are workable in the one
to six month follow-up. The small group approach to preparing a report is
especially useful if the staff are involved in planning the training Their assessment
of the previous program: can-lead to an identification of new training goals and a
selection of privrities among them. )

o
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+ Skill Ratmgs and ‘Attitude Surveys

~ Training objectives that have spcclﬁc measurable ob]ectwcs may be evaluated
by ratmg the participants’ performance in these areas, For example, a camp
program fiay hope counselors will learn a variety of' mny day activities, how to set
up a tent, and procedures fer writing campers’ parents. These tasks could include

specific standards and counselors could be rated on their performance to determine
the success of the trainin'g ogram.

In fhany organizatiogs leaders keep- recordl of their group work These records
can semve as a source of evaluation data by looking over several months that include

a mdnth before the training program, and perhaps three months after. the program
to sef jf they reflect any changes related to the Ob_]CCllVCS of the training.

_ ‘Z Several years ago, | developed a Leadershrp lnvcntory Wthh is closely related
ST

ctual success as a group leader. This pencil and paper ins{rument has been nsed
by many “groups_| before and after training programs to assess the’ 1mpact of the
training. There are other “standardized qucsuonnarrcs that “are ayarlable on the
market related to many typical training areas\(lcadershrp style, commumcatron
supervision, etc.) that can be used on a before and all\cr\basrs-mnsrmﬂar wa

. PR
.

I

1 The Dimock Leadership Inventory (1970). Available from the Boekstore, Sir George Witliams
Unlversrty, Montreal 107, Qucbcc

or more information on evaluauon techniques and designs see: Dimock, H.G. How to
Anal)(‘e and Evaluate Group Growth. Montreal: Sir George Williams University, 1972.°
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