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STAFF DEVELOPMENT: TEACHING ADULT PROFESSIONALS

3

Sara R. Massgy *

Most leaders of adult professional workshops, classes, or conferences
have been teachers of children, adolescenﬁs, or college students. They
met groups of sfudents daily or weekly over many months. fThe content to
be learned was divided into small, -short steps and dg;ivered daily or
weekly to students. This approach to learning does not transfer to adult
profession;ls learning in short, inten;ive, instructional situations.

Adults are not little children or adolescents, and a different per-

spective is needed by teachers of adult professionals., Adult character-

istics must be considered in thé design and implementation of adult learning

environments. Adult characteristics of importance are:

#1. ADU;T% MAKE AND ARE RESPONSIBLE FOR. THEIR OWN DECISIONS

The process of growing up ipvolves moving.from dependence to indepen-
dence. Adults decide what they need.Sr what interests them and can take
action to get it. In a workshop we get up and move around when we are tired
of sitting, and sometimes we even leave or "drop out" for a short time. We

°

decide what sessions we want to attend or even if we want to attend any of

the sessions at that particular time. We decide what books or articles we

really are going to read. ’ .

§
Adult learners do not want to be treated as children or talked down to.

A workshop leader is in a peer situatica and the learning must become a
joint venture with mutual give-and-take in the learning experience.

-

* Dr. Massey is the Evaluator/Documentator for the New England Teacher Corps
Network.
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. #2.  ADULTS ARE EXPERIENCED.. =~ -

T
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The adult professiqnéls in any workshop havé a wea;fﬁ'&f'experiénee.

Ve

-

We have traveled; we have had many jobs;.many are raising families; many

are teaghers; and all h;ve been students Qith an educational history. We g
are not starting from scratch wit;.a«limited exgerience base.

All content must ultimately be.integrated into the personal schema of
the participant. Ther® needs to be constant exploration by the leader of

the cqp;égt to find the fit into each person's perceptual orientation built

3
A

from his/her own experience. AdulBs' experiences must be accommodated in
P u

.
-—

any wo}kshop fofﬁ&é. For examﬁle, the adult who has used simila? resourcé§
within their own classroom should be given the opportunity to make a mini-
presentation to the group about those resources.
#3. ADULTS ARE VERBAL

Children and youth throughout their education acquire an increasing
mastery of the language. As adults, language is in full verbal bloom. In
fact, most of us are too verbal. We don't listen very well, excep: to our
own grandiosity. We have our feelings under control and often deny they
even exist. To get us to participate in other than verbal_ activities re-
quires ﬁhch effort, ceoaxing, subterfuge, or trust. Most adult learning is
verbal, but variation from this norm is essential in any workshop.

#4. "ADULTS ARE ACHIEVEMENT ORIENTED -

As adults,qu continually strive to get better at what we do, to learn
more, to be successful. We don't like o "waste time" unless there is some.
inherent goal or purpose in the "wasting." We continually create new goals

for ourselves and set out to obtain them.

In many workshops the leisurely,'relaxed( informal environment works




o i

- against this expectation of achievement. Participants come expecting alot

to be going on, ready to go to work at learning, and then the workshop

becomes so slow and methodical that excitement and energy dissipate. A

packed agenaa with lots of resources keeps energies high and creates enough
options for adults to exercise decision-making responsibilities. -

These characteristics of adults have implications for the learning

o process. Any workshop must be based on the knowledge of how people learn. *
The following chart summarizes the components of the adult learning
. b
- process:
- ~
3
.
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THE LEARNING PROCESS

1.

EXPLORATION

Participants need an opportunity to get acquaigted
with the content. Think of exploration as getting
participants to view the goeds before the auction

.starts rather than just waiting for them to be put
up, one by one. Participants'can look at materials,
skim articles, generate questions, or share'opinions
with others, Participants need time to get involved
with the content in their own wav if useful learning
is to occur. !

. -

2.

INTERACTION

Participants' own experiences, feelings,'attitudgs
form the base ‘for the most important learning experi-
ehces. JInteraction is a way of removing participants
from their relative isolation, getting input from
other perspectives, and furthering thinking. vari- ..
abrle grbuping patterns - bhetween friends, strangers,
pairs, small group, large group - are necessary +to
encourage the most productive interaction.

«

ACTIVE *
PARTICIPATION

Twenty minutes is as long as most of us can sit in .
one place without fidgeting. Even concerts have in-
termissions. The. need of all participants for physi-|"
cal movement and us ~ of senses is often forgotten in
adult learning. Just changing aroups provides some
movement. Activities which demand active listening,
rather than passive listening, will increase the
alertness and, therefore, learning of most groups.,

L]

REFLECTION
AND
ARTICULATION

Refiection must remain open-ended with no expectation
of "right" or "wrong" responses and serve as a vehi-
cle for clarification and-understanding. a ‘do-stop-
think process is necessary,to make sense of activity
that can otherwise bé perceived as isolated and use-
less. Reflecting and articulating by participants

on what, how, and why of the activity raise learnin
from the unconscious to a conscious level. ’

.

SYNTHESIS
OR
INTEGRATION

Time is most often the majortfactor in synthesizing
and it cannot be programmed to occur. For partici-
pants to integrate new.- learning with what they al-
ready kifow, a task or assignment to be done later
is helpful, Comparing past with present also fur-
thers this process. Without synthesis, each new
technique, skill, or corecept becomes just one more
"innovetion."

Aruitoxt provided by Eic:
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[4he learning process must then i:e integrated with the specific content

to be learned.

Workshop content can be organized in the following manner:

4

Y

" THE CONTENT OF LEARNING

AWARENFESS:

Awareness sessioas are usually introductions to a concept
or tecthque. Participants rarely learn skills here but
should leave the session with the infsrmation necessary
for deciding whether they want tc know more or whether
the information presented could be useful in their work.
Such sessions. should be short - 2 hours: at most - and ex-
ploratory in hature.

-
< ~ - ¢ .
K3

SKILLS:,

Participants should, leave a skill session with at least
one new skill. Trainer demonstration and participant
practice with leadership shifting from the trainer to
sthe participants is a common sequence. The lenqth of
the session depends on the complexity of the skill, but

" participants must leave knowing' what they have learned.

s
'

TRANSFE
" OF
SKILLS:

. in my work o

Learning a skill and trying it “out on the job are two
cdifferent activities. A "transfer" session best directly
.follows a $kill- 1earn1ng session.  Providirg both activi-
ties eliminates premature judg@ents like "my students won't °
. do this," "this is dumb1$or “I.don't see how this will help
Part1c1pants need to separate themselves as
learners' from themsélve's as workers and be given a safe
situation to try out the sk114. Then problems can be dis-
cussodion the basis of real experiaence.

KNOWLEDGE:

Knowledge sessions include facts, theories, concepts, ideas.
The most successful knowledge sessions include exploration,
participation in short experimcnts, structured observaticns,
and reading interspersed w1th a number of structured reflec-
tions. The lectnre thdt holds the attention well enough or
long enough t., achieve undexstandlng is possible, but rare.

' ATTITUDE:

Changing or'doveloping attitudes is hard and at best can
only occur ‘through Yery intensive learning experiences over
a day period or over a very long time period with less
intense lneructlon.

+
I

i
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g Individualizing instruction with large groups to offer several levels ¥
- simultaneously in a short ambunt of time is almost impossible. ~To make i

offerings availablé-beyond awareness and skills-necessitates the commitment
of participants to expending more time and effort and requires dreater

financial resources for instructors. - .

»

- -

Adult characteristics, the learning process, and:the content to be_
learned determine the responsibilities of the workshop leader.

A workshop leader is: \ ' :

]
i

Pa . l. A designer : '

2. A hozt/hostess

» - % .

3. A manager

4. 2 moderator

v

As a designer, the first task of a workshop leader is to develop the -

© o

workshop experience. The design grows from proposed goals and objectives.
Activities must work towafd the objectives while considering the learning
process of adults.

Regardless of the specific design process used by the leader, we all

~

read,»think, scribble, talk and repeatedly go over the plans to get the

activities, methods, and guestions to the best'levels possible. Once-the
workshop begins, ou} attention can then focus on other dimensions of our
B ,"l

responsibility. The basic design must be in place - whether in our heads .

’

or on paper.,

l'

-

As a workshop begins, the initial role is one of a host or hostess.
The responsibility is to crecate a temporary environment, set the tore, and
establish the parameters »f what will be happening. As with a host or

hostess, the beginning point is to send invitations. Letters to each

8.
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participant prior to the workshop, giving times, places, expectation, dress,

materials to bring, etc., reduce gmbiguity and doubts. The letter sets a
> o

. A
personal tone and level (f comfort that participants appreciate. The ‘

. atmosphere of the workshop is e§%éblished through your arrangement of the
q: s . M .

room, your informal gréeting of participants as they arrive, helping with

registratiod; introducing them to others, and responding’ to individual
14

guestions, All this is done before thelworkshop starts. If pqrticipants

feel~welcomed, at ease, and comfortable in !your home," the work ahead

-

becomes much easier and more fun. . .- ’ ; .
* ° -

: '

Additionally, a @orkshop leader has managing duties which occur before,

during, and after the wbrkshop. Pefore the workshop, all the arrangement

details for materials, facilities, and equipment aust be done. Then it is

o

necessary to go over workshop plans with co-trainers, small érnup leaders,

’
A3

and other helpers. 'Experience prouwes that any long workshop necessitates.a -
"logistics helper." No amount’ of planning can overcome the last minute .

details and snags of *room assignmenﬁs, p}ll;ng proceaures, projectur cords,
R % .
emergency calls from home, etc. These details are all important to someone

-

and they do need care and attention, but the worksaop must go on and a helper
[ “‘y e .

.can be a key to the success of workshops. -

-
7

As the workshop develops, thc manager begins to manage other éimens;ons%

LR

the grouping, timing of activities, the pace of the day, the creation of ad
hoc activities, the coordination of simultaneous strands, the reintegration

of groups, etc.. Many workshop leaders seem ‘like drivers of cars charging .

< ‘

down the road. My preference is to bg,a mechanic who_keeps all parts of the

car in good, working ordexr as it moves down the road to the destination.

All problems have to be =nticipated and corrected before a breakdown ocgurs,

X




DI ' . .
because the arrival t}me is predetermined - everyone knows for sure when they
t s ) [ - '\)"' "q )
are going home and any lateness or failures only detracts f&om the overall

.« . P . , N ) B . o
pleasuge .of ‘the*trip. “ - .

The~manager's role after the workshop is- to analyze’, summarize,. evaluate,

~ P -

and report what happened.’ ‘Decisions and judgments will be made about follow-
- Al o ‘ . Tooe v N
% .
. up, additional workshops, or impact, "and the workshop leader must provide
: LS ’ ¢

information for that’brocess.

’ <
-

‘ . 3 .
The firal task of the workshop leader is that of a moderator. This task,
. ‘ . -
N ¢ ~

due to the verbal characteristic of adult learners, is of majorfimporgance in,

determining the outcomes and ;uccé§s of any workshop. -At least 50§'of the

> o

~

v / i LRGN : ) . "’ ’
total workshop time will be spent in some form of "talking." . Both the struc-

ture and the focus (or lack of focus) for this “tglking".is set by the-leader.
. . ) b

The failure of many workshops can be directly traced to 'the lack of value ia

) . -
-

the’ talking. L .
4 2 -

The skills of successfui moderators are preésented in the following chart:
/

B

ERI
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! © SKILLFUL HODERATORS KNOW HOR TO
~* . ° M 2
vy 1. INITIATE Good discussions are sparged by‘kuy‘quest{ons or state- .
e s ments that engage the person's imadination to rclook, to
DISCUSSIURS e . .
. see differently \ or to connect new points.
| . LN
2. o o ‘Too many discussions occur in a vacuum without a focus
. ) point, a place to begin, and no input to kcep them moving,
. PROVIDE ® The lecaders seem to be saying, "1 really don't know any-
) . INFORMATION thing. What do you think?" A good moderator knows what
- information, how much, and when to give 1t to further the
~xploration of the participants. \
¢ ) & .. . % . ' :
3. Discussions are structured to insure all the opportunity
. to participate. Techniques to do this include: 14 rota-
ENCOURAGE ting concentxie circle, questions on cards, collected and .
. . PARTICIPATION read by another person, oral completion of open statements
L around the room, small groups with specific open topics,
cte.
. ¢ .
- N =
4.~ - There should be clear expectations for the discussion ,

process:  Rey points are Written down, important infor-
mation is snared, information is swamarized, and all
contributions are “treated with respect.

. SET NOWi$

*» N .
5. ' Differences of opinion ana éifferent perceptions are the
. HARMONIZE essence of discussions but the value of the discussion
- - lies in finding the common goal, sorting the points of '
DIFFERENCES . L. S
disagredmnnt, fogusing on the various answers, angd keep-
. 1ng the group moving together toward the comason gocal.
~ — ' ’ .
1 6. Links and. connectiods must be maue between speakers to
COORDINATE keep the discussion focused and moving. The value of each
. THE INFORMATION | person's contribution is in the relating of scparate points
. ] to form the total. ’ '
. : - > / o
. P , I .
* ) b . . . 4
. 7. ¢ > - | JIf the time spent in discussion was of any value, there
.- . SUMMARIZE must be kdy points or .something of importance which adds :
THE DISCUSSINNS to the learning of participantﬁ. This needs to be clearly
) o and concis:ly stated by someone. . K
‘ v . .
. ' ~,
P ,
\)‘ ‘ . . " Ta

r * . .« ®
Full Tt Provided by ERIC. -
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. The importance of moderator's skills in leading discussions cannot be
. overemphasized. People talk about "leader style," but the nitty-gritty of

this style seems to be the way we conduct the "talk flow" of workshops.

S

Through the talk, participants feel that they are involved, inat thay are
heard and respected, that what they contribute is important. and that we

all had a part of the learning.

The following suggestions may be useful to keep in mind as the leader

and person responsible for workshop "talk."

[ GENERAL SUGGESTIONS FOR GROUP DISCUSSIONS

1. In leading a discussicn, remember a discussion is not just a conver-
sation. Many conversations are rambling and formless, jumping from
topic to topic--and thcy may be enjoyable just because of this. A
discussion, by contrast, should be more focused and directed to a
specific topic. It is your job to insure that the discussion remains
relevant, and that rambling is-minimized.

2. In discussions personal experiences are valuable--bhut beware of their
becoming too personal. Sowe participants may be tempted to use the
discussion as a confessional. " If you permit this to dcvelop, the re-
sult can be very difficult emotional situations, which have little
Jearning value. It is best to nip this tendency in the bud. Be po-
lite and empathetic, but firm. Later, in privaté, listen but don't

* waste the time of the total group.

3. Aim at achieving balanced participation from the group. Some people
may want to "say their piece," but often many in the group are not
intcrested~in such speeches. ‘Try to go thrdéugh the session in a re-
laxed, yet purposcful stvle, without prolonqiqg the session for the
entire group. Change the grouping format td&Ztreate different inter-
action patterns.

4. Remember that role plays and games, <ase studies, and written exer-
cises are valuable primarily in setting the stage for the related

: discussions. ‘Therefore, make sure that sufficient time is left for .

. thesn discussions and that the questions are focused and directed to

a specific topic.

ERIC




Leading workshops takes :skill and practice.

. ¥

taneous both in the design and the impleme:.tation of workshops occurs after

Being flexible and spon-

-

! &
substantial experience. The leader who "wings it," has continual "rap ses-

T sions," and kgeps¥changing direction is either irresponsible or a novice.

o

A final adult characteristic: o

. - 3
a4 N

#5. ADULTS ARE JUDGMENTAL.

¥
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