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INFORMATION COLLECTION & EXCHANGE

Peace Corps' Information Collection & Exchange (ICE) was
established so that the strategies and technologies devel-
oped by Peace Corps Volunteers, their co-workers, and their
counterparts could be made available to the wide range of
development organizations and individual workers who might
find them useful. Training gquides, curricula, lesson plans,
project reports, manuals and other Peace Corps-generated
materials developed in the field are collected and reviewed.
Same are reprinted “as is"; others provide a source of field
based information for the production of manuals or for re~
search in particular program areas. Materials that you sub-
mit to the Information Collection & Exchange thus became
part of the Peace Corps' larger contribution to develomment.

Information about ICE publications and services is available
through:

Peace Corps

Information Collection & Exchange
Office of Training and Program Support
806 Connecticut Avenue, N.W.
Washington, D.C. 20526
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2dd your experience to the ICE Resource Center. Send ma-
terials that you've prepared so that we can share them
with others working in the development field. Your tech-
nical insights serve as the basis for the generation of
ICE manuals, reprints and resource packets, and also
ensure that ICE is providing the most updated, innovative
problem-solving techniques and information available to
you and your fellow development workers.

Peace Corps
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PEACE CORPS
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INTRODUCTION
The Office of Training and Program Support (OTAPS) is
working to provide generic training materials that meet the
expressed needs of PC training staff. The manual on Working

As Counterparts is an example of our efforts. Our intention

in developing this manual was to provide a variety of PC
trainers with a clear and simple training model that deals
with work related frustrations of Volunteers.

Although this manual is intended for the In-Service
training programs, experienced trainers can adapt or modify
some of the materials for use during the Pre-Service training
programs. We are planning to develop introductory sessions on
these topics which would be more appropriate for PST. However,
until such time we encourage you to use these materials where
you feel they best meet your needs, and to keep us informed
as to their overall usefulness and any modifications that you
make. A brief critique sheet is included for this purpose.
After using any or all of the sessions in this manual, please
complete the critique sheet and return it to the Training
Division of OTAPS, room M-707, Washington.

Recognizing that many PC trainers may be recently re-
turned PCVs, with limited training experience, we have care-
fully detailed &1l sessions, including notes on the prepar-
ation and delivery of each session. We have also included a

Trainer's Reference Section which provides information on the
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manual, its format and methodology and which defines many of
the terms used in PC training. This information is provided
to assist less experienced trainers. More experienced train-
ers may find this information useful but may not need the
extensive detailing included for each session. We therefore
encourage the more experienced trainer to review these ses-

sions for content and exercises and to prepare their sessions

referring to the detailed sessions as needed.




Critique Sheet
for
Working As Counterparts

Please complete and return to Office of Training and Program
Support, Room M 707 Washington.

TRAINER REFERENCE SECTION

1. What did you find most helpful in this section?

2. What did you find least helpful?

3. In future drafts, what would you like to see included in this

section?

1. Which sessions did you actually use?

2. Did you use them as they were written? Yes/No

3. Were they used during PST or IST?

4. How did you find the goals of sessions? a) very clear, b)
clear, c) average, d) confusing, e) very confusing
If you found them confusing, please comment on how they could

have been made clearer:

5. Were the trainer preparation notes a) very helpful, bj help-
ful, c) not helpful, &) distracting, e) not read.

If they were not helpful, please explain why.




average in difficulty, d) difficult to follow, e) very difficult
to follow.
If they were difficult to follow, please explain what could have

made them easier to follow.

7. How would your rate the appropriateness of the sessions to
Volunteers needs? 1 - Very appropriate

2 - moderately appropriate
3 - appropriate

4 - not appropriate

5 - inappropriate

8. Please explain any problems you had with the sessions.

9. What would you change about the manual for future use?

10. What additional sessions would you like to see included in

any future revisions?

11. Additional remarks about the sessions or manual

Thank you for completing this critique sheet. August 1983
|
|
|

6. Were the sessions a) very easy to follow, b) easy to tollow, c¢) ‘




PREFACE

For over 20 years .Peace Corps Volunteers have been
living and working in countries around the world. One of
their major tasks has been to work within the constraints
of their host country's bureaucracies. Even when success-
ful, PCVs have experienced frustrations in trying to
understand and act within the boundaries ard idiosyncracies
of the host country organizations whether they have been
a large ministry, a health care center, a school, an
office or agency.

Up to this point there has been no organized effort
to design training materials to prepare volunteers in
how to work more effectively in host country bureaucracies
with counterparts. One obvious drawback is that PCVs
cannot easily be trained for such situations until they
have had first hand experience with the host country
bureaucracies. This means that sueh training should be
done Jin-service .and probably.in the first 3-6 months.

We hope that use of these materials in in-service
training will help Peace Corps Volunteers do their jobs
effectively and with a greater understanding of the systems
around them. We have had a wide-range of training exper-

ience with Peace Corps staff, both host country and American,

and Volunteers in all stages of their service. It has been
encoursging for us to see training and adult learning move
from a sometimes hit-and-miss support function to an
on-going requirement of Peace Corps effectiveness. We
recognize these materials are unique in style and subject
matter. We hope they set a precedence for many more to
follow.

The materials in this manual have been developed
specifically to address the need for training Volunteers
in the subtleties of working with host country bureau-
cracies and counterparts. They have been designed for use
in-in-service-training, although the more’ experienced
traéno:_can-iacoxgorata.soma_of-the-basic-eonoepts into
pre-service training. They were prepared for use by both
novice and experienced trainers. However, the individuals
who were consistently kept in mind as the sessions were
being developed are those Peace Corps Volunteers who so
sincerely want to do their jobs well, yet out of frus-
tration find themselves saying "you can't get anything
done here."

Dick Vittitow and Jan Elster
July 19863
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TRAINER REFERENCE
for

Bureaucratic Effectiveness and Working with Counterparts

Jan Elster and Dick Vittitow
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SUMMARY

TRAINER REFEREN CE

The Trainer Reference is designed to heip you, as
trainer, become familiar with the manual. It also offers
you guidelines on how to prepare yourself for your role.
This section should be read thoroughly before reviiewing
the modules or attempting to run any of the sessions.

The sections of the Trainer Referznce are as follows:

Part I Introduction

Part II Methodology

Part IiI Structure

Part IV Responsibilities of the Trai:or
Part v Suggestions for the Trainer
Part VI Training Techniques

Part VII Assessment

Part VIII Glossary of Training Terms

Supplement 1

" la
" 1B
" ic
" 1D
" 1E

Readings

Experiential Learni.ag

From Freedom to Learn

The Effective Trainer
Discussion Group Leadership

What to Observe in a Group

12




II.

III.

TRAINER RFFERENCE

INTRODUCTION

This manual has been developed especially for Peace
Corps trainers overseas. One advantage for the less
experienced trainer is that its design offers step

by step procecures on how to run each session contained
in the manual. Therefore, it can be used by individuals
with limited training experience as well as adapted

for use by more experienced trainers. In either case,
if you choose to use it with your trainees or volunteers,
you need tn familiarize yourself with the structure,
style and content of the sessions. This section will
help you in familiarizing yourself with how to manage
and conduct the sessions.

METHODOLOGY

The lesson plans in the manual do not use traditional
classroom technigques. Based on the theory that adults
learn most effectively by "doing" rather than "seeing"
or "hearing", the approach is experiential and parti-
cipatory. You will be more of a facilitator of
exercises, discussions and events than a traditional
lecturer or teacher imparting information. Much of the
information, conclusions and strategies that the parti-
cipants take with them after the sessions will help
them draw conclusions and plan strategies. The basis
for your work will be the many structured exercises
contained in the manual. There is a good deal of group
work, exercises and discussions and a minimum of
lecture.  Nen-formal education techniques are applied
so that you can use the manual with individuals of
varying levels of knowledge and experience.

STRUCTURE

The two sections of modules contained in the manual
represent a workshop that takes approximately 12 1/2
hours to complete. There are a number of ways you

can present the training, and it is up to you, the
trainer, to choose the most appropriate for your group.
For example:
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1. One approach is to present both modules consecu-
tively as one workshop during a 2-3 day IST
retreat or workshop. For instance, start on a
Friday evening, working for 3 hours, continue for
4-5 hours on Saturday and 4-5 hours on Sunday.

2. The sections are called modules because they are
modular and can ‘be used separately. Therefore,
& second approach is to split them and do one
during one In-service training (IST) workshop
Or retreat and the other at a later date.

The modules are sequenced as follows:
I Bureaucratic Effectiveness - 3 gessions

II Working with Counterparts - 3 sessions

Each module follows the same format. The first page
summarizes the contents of the module and time
necessary to complete it. Each of the sessions
contained within each module is structured with
these components:

® Rationale for Training Session - Gives the reasons
for why the session was deveioped and any background
information that might help you to explain why you
are spending time on the topic.

® Total Time - Indicates the total amount of time,
incIuEing breaks, the session will take to complete.

® Goals - Outlines the 3-5 purposes of the module.
Also serves as a basis for you to make newsprint
on goals to use at the beginning of each session
80 the participants will clearly understand what
they will learn and what is expected of them.

e Trainer Preparation for Session - Tells you what
you personagiy need to do to get ready to lead

the gession.

® Materials Needed - Lists all of the resources you
will need to run the session. Materials such as
newsprint and markers will be indicated first.
There will also be a 1ist of handouts for parti-
cipants to take with them to tearn more about a
certain subject.
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® Prepared Newsprint - Tells you how many newsprints
to prepare, and which steps within the lesson plan
calls for newsprint.

® Procedures - The prncedures in each lesson plan
are explicit and detailed so as to literally walk
you through the steps of making the lesson happen.
There is a two inch column on the side of the
page next to the instructions which allows you to
take notes and/or summarize each step in your words.
This is crucial to you being able to lead the
session comfortably when the time comes.

® Notes to Trainer - Will list any special things
you should do to make the session work well. Notes
to trainer are found within the body of the lecson
plan.

® Symbols - Three different symbols are used at
specific points in each session.

+ = reminds you that (1) the step being taken
is an appropriate time to use various host
country resources for background information:
and/or (2) it would be appropriate to integrate
- the-concepts into language and cultural
sessions.

** - indicates that you can look for an explan-
ation of the concept in the trainer reference.

* = tell you that the word is defined in the
glessary -at ‘the back of the Trainer Reference.

RESPONSIBILITIES OF THE TRAINER

You, as workshop leader or trainer, have four basic
responsibilities: :

l. Become familiar with the content and methodology
of the manual.

2. Train yourself on how to use it as is, and/or
adapt sessions to meet you and your volunteer's
special needs.

3. Incorporate ideas and opinions of host country
nationals.
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’ 4. Prepare other trainers and co-facilitators on
how to use the manual.

5. Run the sessions.

Responsibility 1: Become familiaf with the content
and approach of the manual.

The easiest step to help you obtain an overview of
the entire manual is to read-the -first page of each
module -which summarizes <4its content. It is also
important that well before you present each module,
you become thoroughly familiar with the exercises
and handouts so that you have achieved mastery of
the contents and process, You-are -given a -possible
3oript--to-use which appears im itafies. You need to
adapt the script to your own words so that your
presentation is comfortable for you. Use the margins
that have been provided for you to do this.

The knowledge that you have of adult learning theory,
group development and leadership techniques can
enhance both your comfort level in being the trainer
as well as your ability to lead the sessions. ¥You

. do-not.have to be an expert.to lead .the $es6ions as
they are -explained in the manual. However, your
interest in and knowledge of innovative, experiential
and nontraditional (opposite from classroom approaches)
will help you utilize the manual more comfortably.
Since you will be the primary trainer or leader, a
seli-instructional -learning oacket -is provided here
for your—use. It—eontains readings on learning
theory-and group -development .and .are attached din
this -section as Supplement 1. Read them before you
delve into the modules themselves. If additional
trainers will be running any of the other modules,
ask them to also read the articles so that you have
some common grounds in your knowledge of the theory
on which the manual is designed. Keep in mind that
these readings represent only a very basic overview
of the topics they represent and are hot meant to
make you an "expert®". Seek further resources if a
certain subject interests you or you need more back-
ground. The articles are as follows:

1A  "Experiential Learning”
1B "From Freedom to Learn"
1C  "The Effective Trainer"
1D  "Discussion Group Leadership"
1 "What to Observe in a Group"

16
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Responsibility 2A: Train yourself on how to use the
Banual.

If you are new to the field of training or have limited
experience, become familiar with the style in which

the manual is written. Review how the instructions
appear and the format that is consistently used for
each module and session. The manual is designed to
work for you and to help you work with ease. Remember
that as you read the lesson plan in each module, look
at the Notes to Trainer which appear throughout that
remind you of special steps that need to be taken.

Keep in mind that the training sequence-within each
module -is -designed: .

1. To provide participants basie information or an
introduction.

2. To allow them .to work through an activity (be it
individual or group) to reinforce basic information
or experience; and

3. To provide a processing phase. The processing
phase is to help them refisct-on-what they
Rave learned, to generalize the learnings; and
te—discuss how -they can- apply these learnings
t0.-their work -situations and community. (See
Training Technigues for more on processing.)

It is important to remember that each of these phases

is important. In fact, the lesson will not have its
intenced impact unless all the phases are implemented.

Do not try to cut corners by cutting out a phase.

It will affect the attainment of the intended objectives.

Responsibility 2B: Adapt. the sessions to fit both
you and your participant's needs.

If you already have extensive training background,

you may find that the step~by-step otyle in which the
gessions are explained is oversimplified for your
needs. In this case, congsider scanning the sessions
for basic concepts and/or exercises and adapting them
to your neds. (You can also use the Trainer Reference
aAnd/or detailed lesson plans to train other less
experienced gtaff).

17
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Responsibility 3: Incorporate ideas and opinions of
Host Country Nationals I
|

|

The manual has been designed to be easily used by
trainers in any country. It provides the framework
for conducting sessions about bureaucracies and
relations with host country counterparts. The key
to the sessions being culturally specific and appro-
priate, however, is your ability to pressent the
information so that it reflects the host country.
There are many opportunities to do this throughout
the sessionsand yeur-responsibility is to incorporate
this -country specific information, opinions, trends,
cultural -aspects,

Some of the most effective means of doing this are
for you to:

® Review the sessions with host country individuals
and "interview" them regarding topics. One example
1s Module I gession 1 which calls for an overview
of the changing trends in bureaucracies in the
Host Country. The ideas of more than one host
country national are important since everyone
brings varied information and perspectives. You

can present a collective overview during the session
since you may be the only trainer there.

e Invite host country nationals to the session and use
them as a resource to answer gquestions and/or
give oginlons. Use languagde teachers, technical
and cultural coordinators, office staff or
individuals from the community.

e Ask language and culture teachers to integrate
the topics covered in your sessions into their
Janguage classes. For example, if you are covering
topics such as characteristics of the bureaucracy,
see that language and culture teachers talk about
the history of bureaucracies in the host country
or the cultural norms of a bureaucracy in the host
country in their classes. )

However you decide to incorporate the ideas and infor-
mation of varied host country individuals, remember
that doing this is the key to the appropriateness

of these materials. They can be used anywhere Peace
Corps Volunteers are being trained. How effective
they are in terms of country specific information
depends on how much you utilize the resources around
you to make country specifc entries. Throughout the

18
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sesizions, thesymbol—+-wiill -be used to remind you

‘ that-—you—areat—-a-point where-it-would be possible
and -beneficial-to use host country persons as resources
or-for them -0 make sure the issues are included <4n
language and/or cultural sessions.

Responsibility 4: Train other trainers and co-
facilitators on how to use the
manual.,

The majority of exercises can be run by one person
in front of the group. However, in order to monitor
small group work and so that you have others to help
you with materials, handouts, and intricate, cultur-
ally specific topics or topics that merit various
points of view, it is a good idea to have at least
one or two backup people, or you may want to share
the lead trainer responsibility with another trainer.
However, if you decide to do this:

1) Make sure that you are on the same "wave length"
" with both your co-trainer and your backup people.
That means that you are a "team" and understand
the goals and how you will reach them.

, 2) Ensure that all staff members understand their
responsibilities whether they be to lead sessions,
to monitor groups, to prepare handouts or to act
as rescurces., It is up to you to determine these
roles and to clearly communicate them to the
individuals involved,

In your responsibility of determining who will be
doing the up-front training and who will be backups,
you must also build a team among yourselves and
prepare the team members to perform their respon-
sibilities. One way to do this is to hold a meeting
before conducting the sessionswith all of the staff
that will be assisting you. Make sure to cover the
following areas: )

- Time for staff to become acquainted
(if necessary)

= Overall goals of the session(s)

How the session will be run
e methodology

{ ¢ structure

10
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- Agendas (schedule for session(s)

= Roles (include one for everyone)

= Answer any questions, clarify any concepts.
Another way to help staff work effectively as a team
is to hold a brief staff meeting at the end of each

training day. Discuss the following topics:

= Feedback for trainer and co-trainer
(what he/she did well, poorly);

= Achievement/non-achievement of workshop
goals;

- Problems, special issues:
= Review (walk through) of how the

next day's (week's) session will be
run and who does what.

Responsibility 4: Run the sessions.

If you have done your homework so far, the fulfill-
ment of this responsibility should be second nature
to you! However, the next section, "Suggestions

for the Trainer" will provide you with information
that may help even more in running effective sessions.

SUGGESTIONS FOR TRAINER

In preparation for each session:

1. Remember that group needs always vary.
Research your audience to make sure the materials
in the manual are appropriate to use with them.
In some -cases, the materials will need to be
wodified because of varying levels of expertise,
sophistication, background and experience of a
given group. Be cautious in examining the
materials throughout. Think how each exercise
wil) be viewed and/or accepted given the group.
It -4i8 up 40 you to modify materials as necessary
to -meat the needs of the group. These materials
are especially designed for In-Service Training
and to be used with Volunteers who have at least
3 months experience in the field if not more.
You will need to adapt them considerably for use
in Pre-Service Training.

. 20
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2. Become familiar enough with each session so
that you understand the exercises and contents
well enough to run it with ease. If you do
not feel comfortable with a certain exercise,
alter it so that it suits you, yet still meets
the objectives.

3. Prepare an outline, or notes in the margin to
help you remember important points.

4. Make sure you have all the necessary equipment,
prepared flip charts and other materials.

5. Complete the following tasks before the parti-
cipants arrive:

a) Set up the seating arrangement in the
fashion that best suits the group and
number of participants. Avoid using

- desks and tables. They can get in the
way of group movement and interacticn.
Keep them on the sides of the room in
case participants want to use them for
writing when they are working on indivi-
dual or small group tasks.

X X XX XXX
' XXXXX
XX XXX
XXX XX

Horseshoe Style Theatre Style

xxx XX

XX

g

»

Circle Double Horseshoe

oo 12
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VI.

b) Put the newsprint stands or chalkboard
" in a place where everyone can gee them
and where you can use them to write
comfortably.

c) BHang your prepared newsprint on the stand,
covered by sheets of blank paper, or hang
the newsprint on the walls folded with
the bottom half covering the top so that
they will be readily available when you
need them,

d) Place the exercise sheets and handouts
you will be using in order on a shelf or
table so you can reach them easily when
you want to distribute them.

During each session:

1. To establish a tone of comfort, start each session
with some sort of climate building opening, be
it a statement of yours, an anecdote, an 'ice-
breaker' exercise or a review of the previous
session.

2. Acknowledge everyone's experience and try to
encourage participation. Quiet participants might
be drawn out with questions like: “What has
Yyour experience been?", or "How &2 you feel about
it?"

3. Remember your role as a facilitator. Allow
individuals time to make their points, Your
role is to encourage their learning, not to
dominate discussions.

4. Try to maintain the schedule and time frames as
much as possible. Keep control of what is hap-
pening and be firm, yet not abrupt, if you need
to bring people back onto the subject.

5. Make sure your co-trainers or host country
resource people understand their roles and what
you expect of them so they can respond a2s needs
arise,

TRAINING TECHNIQUES

The following paragraphs describe some of the training
techniques required in the sessions. Read them as

an introduction and refer to them later as you study
how to run the respective exercises.

13
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1. STRUCTURED EXPERIENCE. Almost all of the activities
n the manual are structured exercises.
A structurad-gxercise is -an experiential tearning
activity that is designed o .achieve a certain
purpose. Based on the theory that individuals
learn most effectively by "doing", structured
exercises are designed to allow the learner to
participate in an activity. You, -as trainer, may
help facilitate the learning, but the participant
discovers the learning for him/herself. This
method is based on the premise that guided exper-
ience (the structured exercise you will facilitate)
is the best teacher. After a structured exercise,
you, as trainer, must allow enough time to help
the participants in the 'processing’ stage. This
is where you help them discover what they have
learned so that they are sure to share, integrate
learning ard apply what they have. learned to their
daily lives.:

2. PROCESSING is the technique you will use to help
participants make generalizations* discuss what
they have learned, and verbally state how the
learnings can be used in their respective work,
community or home situations. The learning in
each session is designed to take place in the fol-
lowing sequence:

1. 1Introduction or information is provided

2. Participatory activi*y (structured exer-
cise) takes place

3. Processing is done

It is important that the processing stage never
be deleted. Every exercise provides you with
basic processing questions you can use. Your
role is to ask questions, carefully listen to the
respong2s, and help people come to conclusions
about what they have learned. )

Besides using the questions with which you are
provided data for processing, you can also ask
participants:

- What they have learned?

- What they discovered?

- What they noticed?

*See glossary
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- What they realized?

- How they can use this informatien/knowledge
in their work place or community.

When responding to such questions, ask participants
to respond with "I learned", "I discovered", etc.
The key in processing is to ask open-ended questions
that make people think about their responses instead
of a simple 'yes' or 'no'.

LECTURETTE. A lecturette is a brief, carefully
prepared oral presentation of information which you
offer for the purpose of having others understand
the information or to motivate or influence the
attitudes of the listeners. Sometimes your opening
statement which explains what the group will be
doing during the session or the explanation of the
topic is done in lecturette form.

GROUP DISCUSSION. Group discussions are conver-
sations and delliberation about a topic among 2 or
more participants under the guidance of a trainer.
It is a time for the individual participant to share
his/her ideas and experiences with others.

Because two of the purposes of the manual are to
help participants share information and give them
the opportunity to jointly design strategies, you
will see it used often as a technique. 1It is
useful for involving the entire group, to pool
the abilities, knowledge and experience of all

to reach a common understanding, conclusions or
strategy.

When you are leading a large group discussion
with all the participants, it is you»r responsi-
bility 4o keep it going, to ask the questions
and to keep participants on track. Each time

an exercise necessitates processing with the

entire group, you are given gquestions to use.

You should try to establish and maintain an atmos-
phere where participants feel they can comfortably
disagree, to try out new ideas, to discuss their
own experiences and to propose conclusions,
solutions and strategies.

There are many cases of small group discussions

where groups of only 4-7 work on a task. 1In this
case, your responsibility is to make the instruc-
tions clear and let the groups work on their own.

2 24
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A natural leader will usually emerge in each
group. However, you and other co-trainers can
"float™ from group to group to make sure the
asgignment is being done correctly. At the end
of the small group discussion, the conclusion
or ideas from each group are usually reported
to the large group.

ROLE PLAYING. Role playing is a training
technique where, without a script, participants
act out a situation in front of the zest of the
group. In order to decide what they will say
and do in the role play, participante are given
a situation described in detail and assigned a
role to play. Role players and observers are
aware of the general gituation, but individual
role players may be the only ones aware of the
intricacies of their respective role. The
intricacies are either told to the role players
individually, or written on a slip of paper for
each role player. After the role play is com-
Pleted, it is discussed by the entire group.

Role playing can = used to examine delicate
problems, to explore solutions and to provide
insights into attitudes differing from those

of participants. .

Sometimes participants are too self-conscious to
role play. Others tand to 'overact'. Allow
people to volunteer for roles, never assign

or appoint them to roles. 1In briefing the role
pPlayers, tell them to try to stay as close to
the role and to act it out as realistically as
possible.

When people have finished role playing, it is
important to de-role them and to tell them they
are no _longer in role before discussing the role
play. ‘"De-yoleing" can be done by asking the
players to move out of their seats or situations,
and if they had a role name to take it off.

Tell them clearly the role play is over and

they are to go back to being themselves.

BRAINSTORMING. Brainstorming is when you, as
trainer, ask the group to generate ideas, words
or phrases about a given topic. Spontaneous
thinking is encouraged, and as tue participants
offer their ideas rapidly and spontanecusly,

you wiil often write them on a flip chart. No
idea ig dismissed or criticized, for thu purpose
is to obtain as many ideas as possible and to
stimulate thinking and participation.
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VII.

7. PARAPHRASING. Paraphrasing is restating in your
own words or behavior what another person's
statement means to you and for them to agree
that's what they meant. fThis helps that person
clarify what s/he said and indicates your
understanding of what z/he said.

Too often people add to what others say without
being really clear that they understand what a
person means.

An example of paraphrasing:

Participant: "I find this training is
terrible!"

Trainer: "Oh, you really don't like these
activities."

Participant: "No, I like these activities, I
just find it uncomfortable
remembering how I onced acted
in an organization."

Trainer: "You like the training, even though
you feel uncomfortable about parts

of it."

Participant: "Yes."

ASSESSMENT

An important role you play as %rainer is to remain
aware of how you are Joing in your role, to contin-
uzlly survey the progress of your sessions and to
remain aware of the attitudes, needs and interests of
your participants. Because you already have so many
time-consuming responsibilities inherent in your role,
you often must expend additional energy to seek feed-
back from the participants on how they perceive the
training they are receiving. Daily Assessment Form
is a sample tool you can use to belp you obtain this
feedback. You may want to alter it to suit your
needs by changing the questions te get information
you specifically need or wzat. At the end of each
day or two of training, zsk the participants to spend
5-10 minutes and fill cut the form. From the
responses you get you will be able to determine which
methods are working and/or what needs to be changed
for the next day or next workshop. Stress to the
participants that they do not have to sign their
names.

AN
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DAILY ASSESSMENT

hY

PLEASE RATE THE SESSION USING THE SCALES

PROVIDED AND ADD ANY COMMENTS.

Clarity of the objectives of the day's sessions.

v % } v |  § | ] ]

1l 2 3 4 5 6 7 8 9
Unclear Very Clear
Because

Achievement of objectives.

L] | ] L} 1 i 1 ¥ ¥ ¥

1 2 3 4 5 6 7 8 9

Very poor Well done
Because

Effectiveness of lead trainer.

| A | L} 1] 1] 1] L | ] ¥

1 2 3 4 5 6 7 8 9

Very poor Excellent
Because

Effectiveness of methods used.

] | ] ’ A L] L] v ¥ 8

1l 2 3 4 5 6 7 8 9

Ineffective

Because

Very effective
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Usefulness of exercise sheets and handouts.

L] L) L L | () T . -T

1 2 3 4 5 6 7 8 9
Not useful Very useful

Because

Usefulness of the day's sessions to help you in
your workplace or community.

T ] ) T Y i 1 Y L

1 2 3 4 5 6 7 8 9

Largely Highly
irrelevant useful

to my work for my work
& life as a & life as a
PCV PCV
Because

In the space below, write any comments or criticism

you would like to give the staff as individuals or
as a group.

What could have made these sessions more worthwhile
for you in relation to the job you have in your
workplace and/or community?




{

t

9.

What specific sessions or activities did you
find most helpful to you in your work and life?

TR-18 a
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GLOSSARY OF TRAINING TERMS

Each iiﬁé a new training term is used in the manual,
it will be highlighted with the symbol * to remind
you to refer to this glossary.

!Break into groups' - When one large group is divided
into several small groups or pairs.

Bridge - The statement the trainer makes that ties
sessions together. That is, a reference in a current
session that shows how it is related to the prior
session.

Co-Trainer or Co-Facilitator - Individuai who assists
trainer in any capacity. )

Flip Chart - A large (e.g. 27" x 34") piece of news-
print that the trainer has prepared as a chart illus-
trative of a point he/she wants to make.

Float - When trainers visit small groups for a short
time to ascertain what is going on or if participants
have understood instructions. Floating means gener-
ally spending a small amount of time with each group

without becoming a member of any one of them.

Generalization - A conclusion about an experience or
idea.

Goal - A statement of the general learning outcome
or topics to be covered.

Group process - The complex forces which cause persons
in a group to behave the way they do. Group process
is concerned with "how" people work in groups, given
certain conditions and certain human behaviors:
content or task focuses on "what" peoplé do; it is
not concerned with moral issues of how people ought

to behave.

Handout - A supporting document the trainer gives
participants that offers additional information on
a subject introduced during the session.

Ice-breaker - An opening exercise that is used to
motivate the group and establish a comfortable atmos-
phere for learning.

= 30
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Intervention - An interruption of an ongoing activity
that influences the direction, content, behavior, or
affect in a group.

lead Trainer - Person who assumes most of the respon-
sibility for the implementation of the workshop.

lLearnings - Points, aspects of items participants
earn from an experience or gession.

Newsprint - The large pieces of paper that usually
come bound on large cardboard pads. (Called newsprint
because newspapers use it for publishing their papers.)

Non-formal education - An approach that uses non-
traditional techniques not typically used in the class-
room. Adults often are involved in non-formal training.

Objective - A statement of learning outcome in terms
which specify an observable behavior, an accepted
standard of achievement, and the conditions under which
the behavior is to take place.

Participant - (Learner) The person for whom the
training activity is created and presented.

Reality Test - To share a strategy with someone else
and have them react to how feasible the plan would be
given the situation in which its going to be used.

Report Out - The report on progress or results that
one small group gives the rest of the groups after

completing an exercise, solving a problem or planning
a strategy.

Resource Person - (a) an individual who attends the
session to act as a resource about a specific topic(s)

or (b) a person with whom you discuss a specific topic
before the session in order to get country/culture
8pecific information. Specifically for these materials,
resource people are host country individuals with staff,
language and culture trainers, community representatives,
etc *

Rounds - A structure in which participants rotate in
taE;ng turns.

Trainer - A guide or facilitator who arranges learning
experiences for others.

Triad - A group of 3 people.

22
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EXPERIENTIAL LEARNING

Experiential learning is based on the premise that
people learn more effectively by 'doing' rather than
'seeing' or ‘hearing'. Experiential learning, there-
fore, uses techniques that actively involve the
learner in structured experiences that help him/her
to acquire new knowledge and ckills. Unlike more
traditional types of classroom education where the
teacher is the focal point, experiential learning
focuses more on the learner's experiences. Instead
of having the learner see z demonstration or hear a
lecture and then leave the learning situatien, struc-
tured experiences are used to involve the person
more in his/her own learning to make it more relevant.
This is done by seeing that the learner experiences
various phases. For instance, typical phases are:

1. Information is presented or a situation

is experienced.

(‘ 2. Learners discuss what they have learned
or gained.

3. A forum is provided for learners to judge
how they can/will use this information
when they leave the learning situation.

4. Practice may (if time allows) be given to
provide learners with the opportunity to
practice new skills before leaving learning
situation.

The types of techniques that may be used to faci-
litate the above steps are lecturettes, role plays,
case studies, panels, simulations, skits, small
group discussions and problem solving, to name a
few. There is always a processing stage where
learners are encouraged to reflect upon, analyze,
evaluste and discuss their learnings and appli-
cability of these learnings to their real situa-
tions.

Some of the structured experiences that are used
in experiential learning allow the learner to:

\ = experience situations similar or analogous
. to those which might be encountered in the
&@@ situations where the learnings will be

applied (work, school, community)

ir 32
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- identify and analyze problems

- explore alternative solutions to these problems
and the probable consequences

- examine real feelings and reactions in the
various problems and situations presented

- -examine personal values, beliefs, attitudes,
assumptions and expectations and the problems
these might be creating

- generalize from the training learning experience
to the job, school or community

- identify the kinds of information needed to solve
new problems or skills needed to be effective

- 1identify and learn to make use of available
resources to meet needs

These examples demonstrate that experiential learning
provides the opportunity for the learner to acquire
new skills and practice these skills in a laboratory,
a safe environment, before trying them out in the
"real world".

The method assumes that the learner is able to accept
the major responsibility for his/her cwn learning,
and will, if given the opportunity, establish personal
learning goals. It promotes 'learning how ts learn’
from experience. It is what we do all our lives out-
side the classroom.

| Because many people are much more familiar and com-

| fortable with the traditional modes of memorizing

from lectures and reading assignments, completing

assignments and taking tests assigned by the instructor,

experiential learning may be awkward at first. It
requires more effort, more participation, more invest-
ment and more responsibility. It also produces more
relevant learning that people often retain and use
more than didactic methods allow.

|

|

In the experiential approach, the trainer serves pri-
marily as a facilitator, catalyst or resource. He/she
has the responsibility to structure the training to
follow the appropriate sequence and process to help
leatners analyze what has happened and to draw con-

| clusions. The responsibility for the learning, how-

| ever, is for the learners themselves.

{ Some of the other differences between experiential
learning and traditional didactic learning are:

| 24
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Traditional

Teacher decides on
objectives. They may
be wmore implicit than
explicit and may or
may not be communj-
cated to the learners.

Teacher conducts
demonstration or
lecture. Learners
observe,

Trainer assigns
practical exercises

or problems. Learners
complete the assignment.

Teacher prepares tests
for knowledge and under-
standing. Learners take
the test.

Teacher evaluates
learner's performance.

2.

3.

5.

3a

Experiential

Trainer and learner
decide on objectives,
using provisional ob-
jectives established
by trainer as base.

Learners identify and
make use of available
resources (including
other learners) to
obtain information
they need to solve
problems.

Learners explore alter-
native solutions to
problens.

Trainers and learners
examine possible conse-
quences and 2valuate
relative effectiveness
of various solutions.

Learners reflect om,
evaluate and concep-
tualize the total
experience,

In summary, the experiential approach makes primary
use of inductive discovery and critical thinking
modes of learning rather then the classical modes
of presenting rules or principles, giving examples
or illustrations, assigning one-right-answer-tvpe
exercises or problems, and testing for retention,
the modes typical of the traditional system.

Adapted from gtaff training material
from P.C. Latin America Region, 1977

-
.
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FROM FREEDOM TO LEARN
by Carl Rogers

Though it may be considercd unseemly for me to say so, I like
this chapter very much, because it expresses some the deepest
convictions I hold regarding those who work in the educationa}
field. The essence of it was first presented as a lecture at
Harvard University, but that essence has been revised and en-
larged for this book. '

I wish to begin this chapter with a statement which may seem
surprising to some and perhaps offensive to others, It is
simply this: Teaching, in my estimation, is a vastly over-
rated function.

Having made such a statement, I scurry to the dictionary to

see if I really mean what I say. Teaching means "to instruct."
Personally I am not much interested in instructing another in
what he should know or think. '"To impart knowledge or skill..."
My reaction is, why not be more efficient, using a book or
programmed learning? 'To make to know." Here my hackles

rise. I have no wish to make anyonz know something. 'To

show, guide, direct." As I see it, too many people have been
shown, guided, directed. So I come to the conclusion that

I do mean what I said. Teaching is, for me, a relatively
unimportant and vastly overvalued activity.

But there is more in my attitude than this. I have a nega-
tive reaction to teaching. Why? I think it is because it
raises a1l the wrong questions. As soon as we focus on teaching
the question arises, what shall we teach? What, from our
superior vantage point, does the other person need to know?

I wonder if, in this modern world, we are justified in the
presunption that we are wise about the future and the young
are foolish. Are we really sure as to what they should know?
Then there is the ridiculous question of coverage. W¥hat shall
the course cover? This notion of coverage is based on the
assumption that what is taught is what is learned; what is
presented is what is assimilated. I know of no assumption

s0 obviously untruz. One does not need research to provide
evidence that this is false. One needs only to talk with a
few students.

But I ask myself, 'Am I so prejudiced against teaching that I
find no situation in which it is worthwhile? I immediately
think of my experiences in Australia, not so long ago. 1I
became much interested in the aborigine. Here is a group
which for more than 20,000 years has managed to live and exist
in a desolate environment in which modern man would perish
vithin a few days. The secret of the aborigine's survival

has been teaching. He has passed on to the young every shred
of knowledge about how to find water, about how to track game,
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about how to kill the kangaroo, about how to find his way
through the trackless desert. Such knowledge is conveyed
to the young as being the way to behave, and any inno-
vation is frowned upon. It is cleatr that teaching has
provided him the way to survive in a hostile and relatively
unchanging environment.

Now I am closer to the nub of the question which excites
me. Teaching and the imparting of knowledge make sense in
an unchanging environment. This i3 why it has been an
unquestioned function for centuries. But if there is one
truth abcut modern man, it is that he lives in an environ-
ment which is continually changing. The one thing I can be
sure of is that the physics which is taught to the present
day student will be outdated in a decade. The teaching in
psychology will certainly be out of date in 20 years. The
so-called "facts of history" depend very largely upon the
current mood and temper of the culture. Chemistry, biology,
genetics, sociology, are in such flux that a firm statement
made today will almost certainly be modified by the time
the student gets around to using the knowledge.

We are, in my view, faced with an entirely new situation

in education where the goal of education, if we are to
survive, is the facilitation of change and learning. The
only man who is educated is the man who has learned how to
learn; the man who has learned to adapt to changz; the man
who has realized that no knowledge is secure, that only the
process of secking knowledge gives a basis for security.
Changingness, a reliance on process rather than upon static
knowledge, is the only thing that makes sense as a goal for
education in the modern world.

So now with some relief I turn to an activity, a purpose,
which really wWarms me--the facilitation of learning. When

1 hae been able to transform a group--and here I mean

all of the members of a group, myself included--into a
commumnity of learners, then the excitement has been almost
beyond belief. To free curiousity: to permit individuals

to go charging off in new directions dictated by their

own interests; to unleash the sense of inquiry; to open
everything to questioning and exploration; to recognize

that everything is in process of change--here is an exper-
ience 1 can never forget. 1 cannot always achieve it in
groups with which 1 am associated but when it is partially
or largely achieved then it becomes a never-to-be-forgotten
group experience. Out of such a context arise true students,
real learners, creative scientists and scholars and practi-
tioners, the kind of individuals who live in a delicate but
everchanging balance between what is presently known and the
{*owing, moving, altering problems and facts of the future.

27
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Here then is a goal to which I can give myself wholeheartedly.

I see the facilitation of learning as the aim of education, the
way in which we might develop the learning man, the way in which
we can learn to live as individuals in process. I see the faci-
litation of learning as the function which may hold constructive,
tentative, changing, process answers to some of the deepest per-
plexities which beset man today.

But do we know how to achieve this new goal in cducation, or is
it a8 will-o'~the-wisp which sometimes occurs, sometimes fails to
occur, and thus offers little real hope? My answer is that we
possess a very considerable knowledge of the conditons which
encourage self-initiated, significant, experiential, '‘gut-level"
learning by the whole person. We do not frequently see these
conditions put into effect because they mean a real revolution
in our approach to education and revolutions are not for the
timid. But we do, as we have seen in the preceding chapters,
find examples of this revolution in action.

We know--and 1 will briefly describe some of the evidence--
that the initiation of such learning rests not upon the
teaching skills of the leader, not upon his scholarly know-
ledge of the field, not upon his curricular planning, not
upon his use of audiovisual aids, not upon the programmed
learning he utilizes, not upon his lectures and presentations,
not upon an abundance of books, though each of these might
at one time or another be utilized as an important resource.
No, the facilitation of significant learning rests upon
certain attitudinal qualities which exist in the personal
relationship between the facilitator and the learner.

We came upon such findings first in the field of psychotherapy,
but increasingly there is evidence which shows that these

finds apply in the classroom as well. We find it easier to
think that the intensive relationship between therapist and
client might possess these qualities, but we are also finding
‘that they may exist in the countless interpersonal interactions
(as many as 1,000 per day, as Jackson [1966] has shown) between
the teacher and her pupils. .

QUALITIES WHICH FACILITATE LEARNING

What are these qualities, these attitudes, which facilitate
learning? Let me describe them very briefly, drawing illu-
strations from the teaching field.

Realness 4in the Facilitaton of Leawning

Perhaps the most basic of these essential attitudes is realness
or genuineness. When the facilitator is a real person, being
what he is, entering into a relationship with the learner without
presenting a front or facade, he is much more likely to be effec-
tive. This means that the feelings which he is experiencing are
available to him, available to his awareness, that he is able to
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live these feelings, be them, and able to communicate them if
appropriate. It means that he comes into a direct personal
encounter with the learner, meeting him on a person-to-person
basis. It means that he is being himself, not denying himself,

Seen from this point of view it is suggested that the teacher
can be a real person in his relationship with his students. He
can be enthusiastic, he can be bored, he can be interested in
students, he can be angry, he can be sensitive and sympathetic,
Because he accepts these feelings as his own he has no nsed to
impose them on his students. He can like or dislike a student
product without implying that it is objectively good or bad or
that the student is good or bad. He is simply expressing a
feeling for the product, a feeling which exists within himself.
Thus, he is a person to his students, not a faceless embodi-
ment of a curricular requirement nor a sterile tube through
which knowledge is passed from one generation to the next.

It is obvious that this attitudianl set, found to be effective
in psychotherapy, is sharply in contrast with the tendency of
most teachers to show themselves to their pupils simply as roles.
It is quite customary for teachers rather consciously to put on
‘the mask, the role, the facade, of being a teacher, and to wear
this facade all day, removing it only when they have left the
school at night.

I trust T am making it clear that to be real is not always easy,
nor is it achieved all at once, but it is basic to the person
who wants to become that revolutionary individual, a facilitator
of learning.

Prizing, Acceptance, Taust

There is another attitude which stands out in those who are
successful in facilitating learning. I have observed this
attitude. I have experienced it. Yet, it is hard to know

what term to put to it so I shall use several. I think of it

as prizing the learner, prizing his feelings, his opinions, his
person. It is caring for the learner, but a non-possessive
caring. It is an acceptance of this other individual as a
separate person, having worth in his own right. It is a basic
trust--a belief that this other person is somehow fundamentally
trustworthy. Whether we call it pricing, acceptance, trust, or
by some other term, it shows up in a variety of observable ways.
The facilitator who has a considerable degree of this attitude
can be fully acceptant of the fear and hesitation of the student
as he approaches a new problem as well as acceptant of the pupil's
satisfaction in achievement. Such a teacher can accept the stu-
dent's occasional apathy, his erratic desires to explore by-roads
of knowledge, as well as his disciplined efferts to achieve major




goais. He can accept personal feelings which both disturb and promote
learning - rivalry with 2 sibling, hatred of autherity, concern about
personal adequacy., What we are describing is a prizing of the learner
as sn imperfect human being with many feelings, many potentialities.

The facilitator's prizing or acceptance of the lecarner is an operational
expfession of his essential confidence and trust in the capacity of the
humen oTrganism.

A fuTther element which establishes a climate for self-intitiated, experi-
ential learning is empathetic understanding. When the teacher has the
abijity to understand the student's reactions from the inside, has a sensa-
tive awareness of the ay the process of education and learning seems to the
student, then again the likelihood of significant learning is increased.

This kind of understanding is sharply different from the usual evaluative
undeéTrstanding, which follows the patterns of, "I understand what is wrong
with You.' When there is a sensitive empathy, however, the reaction in
the learner follows something of this pattern: '"At least someone under-
stands how it feels and seems to be me without wanting to analyze me or
judge me. Now I can lcossom and grow and learn."

This attitude of standing in the other's shoes, in viewing the world through
the Student's eyes, is almost unheard of in the classroom. One could listen
to thousands of ordinary classroom interactions without coming across one
insfance of clearly communicated, sensitively accurate, empathetic under-
standing. But it has a tremendously releasing effect when it occurs.

If any one teacher set himself the task of endeavoring to make one non-
evaluative, acceptant, empathic response per day to a student's demonstrated
or verbalized feeling, I believe he would discover the potency of this cur-
repntly almost non-existent kind of understanding.

1) Source - From the Field, World Education, Inc., New York,

It is a revised versizi of 3 presentation first published in Humanizing

Education, ed. R, Leeper, ASCD, NEA, 1967. Copyright by the Association
for Supervision and Curriculum Development, NEA. Freedom to Learn, Carl
Rogers. Charles Herrill Co. 1969, pg. 103-112.
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THE EFFECTIVE TRAINER

The following are some suggested general characteristics of effective trainmers.
For a person considering taking the trainer role, this list of characteristics
can be treatéd as guideposts for planning. The more intensive or formal the
program is, the more importance these guidelines assume. They are listed in
approximate order of priority.

1. gpengss to change. Because the trainer role is not simple, and re-
.uires ‘'sensitive use of the self', the prospective trainer must be willing
to look at him/herself, question things he/she does and has always taken for
granted. The person whose views of him/herself are unchangeable will have
considerable difficulty in working as a trainer.

2. Reasonable 'comfortableness'. To do a good job 2s a trainer, one nust
be secure enough to tr, out new things. Training, like tezching, or any form
of human interaction inevitably jiets one off base, and int> puz:zling situations
for which there are no ready mad: answers. An effective t-ainer needs to be
comfortable with him/herself as a person, be comfortable vith others, and be
Teasonably able to cope with new situations without gettirg upset.

tion for helping people learn. The person who tries out ite trainer role only
because it is 'interesting', or because the role was assized by a superior,
is unlikely to get very far before things freeze up or the group becomes apa-
thetic. A thoughtful self-appraisal of one's reasons for wishing to try out
the trainer role is strongly suggested.

i 3. Desire to help. The effective trainer needs to lLive genuine motiva-

4. Being seen as helpful. The trainer must be seen -y the members of
the training group as being potentially (and actually) able to help them learn.
This seems obvious, but is sasily overlooked. Without ac:zzptance of one's
trainership by group members, little learning is possible.

Most persons markedly lacking in the other characteristice listed here will zl%o
tend to be seen by porential members of the training grou: as being unable to
provide training assistance. This boils down to: “Do pe7ls in the group think
1 am competent to help?"

5. Role flexibility. It helps if the trainer is a zerson who can do
different Xinds of things in group situations without toc much difficulty. He/
she need not be a super-member or an unusually skilled inZvidual, but he/she
ought to be able to handle him/herself with a minimum of =rain in group situ-

ations.

6. Sensitivity to groups. A good trainer notices ttings in group situ-
ations. He/she picks up what is going on, can see object=vely and a_curately
what is happening. If he/she has not learned this sensirvity, it will be

{ difficult to help members develop it. .
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(* - 7. Understanding of the training process. A good trainer has a reason- .

ably clear picture of how peopie can learn in an inductive, experience-centered
way.

8. Formal and practical knowledze about groups. It helps if the trainer

knows something about group dynamics, and is comfortable with concepts in this
ares. Background experience with different kinds of groups is also useful.

|
|
|

] 9. Methodolqgical knowledge. For effectiveness, the trainer needs to be
familiar with the teaching method being used. {
|

Again, these are open-end criteria. Even an accomplished trainer could show
improvement on all of thea. The person who is experimenting with the trainer
role for the first time can use these criteria as guideposts to evaluate and
improve his/her performance as he/she proceeds. Three qualities to always
strive for, however, as an effective trainer are:

- Genuineness: An effective trainer is non-phony, nondefensive,
authentic and natural in his/her encounters wita
learners and other trainers.

- Warmth: An effective trainer is able to provide a non-threatening,
safe, trusting or secure atmosphere through his/her own
acceptance, positive regard, valuing and acceptance of
others.

-

- Understanding: An effective trainer is able to understand, ‘be ‘%!
with', 'grasp the meaning of' or have a high de-
gree of empathy with the leamners.

“Adapted fron staff taining material used by Peace Corps latin America Region,
( Washington, DC. 1977. Original Scurce of same infarmation, learning to Work in
Groups by Matthew B, Miles, Columbis, 1959.
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DISCUSSION GROUP LEADERSHIP

The best discussions take place when everyone in the
group assumes responsibility for group maintenance
(that is, helping the group move toward the goal for
its discussion activity).

What are some of the characteristics of effective
discussion leadership? What are some of the things

you should do and Ge alert to if you are to fulfill

your responsibility to the group, whether or not

you are designated as the leader?
1. The smaller the group the more the inter-
action. Groups over 10 create barriers to full
participation. Some people talk whether the
group is large or small. Others will get in-
volved only in a smaller group. The tasks of
group maintenance and leadership are more dif-
ficult as the group gets larger.

2. Be sure everyone is comfortable and can look
eye-to-eye at everyone else in the group. Na-
turally, that usually means a circle. Whether
on chairs or on the floor, communication can be
facilitated by proximity.

3. Ask questions and listen. That's harder than
it sounds. The first impulse is to offer one's
own opinions, especially if we have more exper-
ience or expertise on the subject at hand. How-
ever, that can stifle expression by others.

4. Make sure evervoiie is involved. This can
usually be done by being alert to the silent
members and drawing them in. Sometimes it may
be necessary to ask someone to give others a
chance or suggest a rule that no one can speak
twice until everyone else has spoken once (or
until two others have spoken, or only to ask

a question or some similar device to encourage
full participation).

5. Keep the discussion on track. This can often
be done through questions or playback summaries,

e.g., '"What I've been hearing in this discussion

is......Is that how it sounds to you?"
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the ciever and witty,

7. Encourage humor.

6. Avoid sarcasm. This is the temptation of

but it can kill dis-

cussion or at least "knock out' the victim,
Save it for your closest friends or cnemies.

Don't take yourself too

seriously for pompousness and formality smother
discussion. "Up-tight" people can sit for
lectures, but they have to loosen up for a

successful discussion.

Relax and enjoy.

8. Remember the problem-solving paradigm:

many discussion subjects (not all) can best
be 2pproached this way--clarify the problen,
suggest alternatives, identify criteria for
discussion, and test the alternatives against

the criteria.
9. Set time limits.

Practice has shown

that small groups tend to use whatever time is
available, but move more quickly toward the
goal if time is a factor.

10. Learn to observe

process. How a discussion

proceeds. and how the group members interact may
be more important than what is said. Discussion

is more relating than

deBating.

Adapted from staff training materials used by Peace Corps Latin

America Region, Washington, D.C.
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SUPPLEMENT 1E

Trainer Refercence

WHAT TO OBSERVE IN A GROUP

All of us have spent our lives in groups of various
sorts--the family, gang, team, work group, etc., but
rarely have we taken the time to stop and observe
what was going on in the group or why the members
were behaving the way they were. One of our main
goals here is to become better observers and better
participants.

But what do we look for? What is there to see
in a group?
I. Content vs. Process:

When we observe what the group is talking about,
we are focusing on the content. When we try to
observe how the group 'is handling its com-

munication, i.e., who
talks to whom, we are

Most topics about the
emphasize the content

talks how much or who
focusing on group process.

back-home situation
-- "what is good leader-

ship,"” "how can I motivate my subordinate,"
"how can ve make meetings more effective,'" and
concern issues which are "there and then" in
the sense of being abstract, future or past
oriented and not involving us directly. 1In
focusing on grecup process, we are looking at
what our group is doing in the "here and now,"
how it is working in the sense of its present
procedures and organization. :

In fact, the content of the conversation is often
the best clue as to what process issue may be

on people's minds, when they find it difficult

to confront the issue directly. For example:

CONTENT

1. Talking about problems of
authority back home may
mem’ L BN I B A B A N N

PROCESS

that there is 2
leadership struggle
going on in the group
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II.

I11.

2. Talking about how bad
group meetings usually
are at the plant may
MEAN cevcesscccosscss that members are dis-
satisfied with the
performance of their
own group

At a simpler level, looking at process really
means to focus on what is going on in the
group and trying to understand it in terms

of other things that have gone on in the
group.

Communication

One of the easiest aspects of group process to
observe is the pattern of communication:

1. Vv¥ho talks? For how long? How often?

2. Who do people.look at when they talk?
a. Single others, possibly potential
supporters
b. Scanning the group
c. No one

3. Who talks after whom, or who interrupts whom?

4. What style of communication is used
(assertions, questions, tone of voice,
gestures, etc.)?

The kinds of observations we make give us clues
to other important things which may be going on
in the group such as who leads whom or who
influences whon.

Task - Maintenance - Self-Oriented Behavior

Behavior in the group can be viewed from the
point of view of what its purpose or function
seems to be. When a member savs something,

is he/she primarily trying to get the group
task accomplished (task), or is he/she trying
to improve or patch up some relationships among
members (maintenance}, or is he/she primarily
meeting some personal need or goal without
regard to the group's problems (self-oriented)?

As the group grows and member needs become
integrated with group goals, there will be less
self-oriented behavior and more task or main-
tenance behavior. What kinds of categories can
be identified?

36

45




Some types of behaviors relevant to the group's
fulfillment of its task that you will note
participants manifesting are:

1.

2.

Initiating: Proposing tasks or goals;
detining a group problem; suggesting a
procedure or ideas for solving a problem.

Seeking information or opinions: Requesting
facts; seeking relevant information about
group concern; Asking for expression of
feeling; Requesting a statement or estimate;
Soliciting expressions of value; Seeking
suggestions and ideas .....cccc00iiinnnn

Giving information or opinion: Offering

facts; Providing relevant information about
group concern; Stating a belief about 2
matter before the group; Giving suggestions
and ideas ..ciciiciieietiiieienann ceen

Clarifying and elaborating: Interpreting

ideas or suggestions; Clearing up confusions;
Defining terms; Indicating alternatives and
issues before the group ......ccvevvenen

Summarizing: Pulling together related iceas;

restating suggestions after the group had
discussed them; Offering a decision or con-
clusion for the group to accept or reject...

Consensus testing: Asking to see if group

Is nearing a decision; Sending up trial
balloon to test a possible conclusion....

Some types of behavior relevant to the group's
remaining in gocd working order, having a good
climate for task work, and good relationships
which permit maximum use of member resources,
i.e., group maintenance that you will see
participants manifesting are:

1.

Harmonizing: Attempting to raconcile dis-
agreements; Reducing tension; Getting people
to explore differences ...... ceeeaas ceaae

Gate keeping: Helping to keep communication

channels open; Facilitating the participation
of others; Suggesting procedures that permit

sharing remarks.

Encouraging: Being friendly, warm, and res-
ponsive to others; Indicating by facial ex-
pression or remark the acceptance of others'
contributions ....c.eeiieiiiiiieeinanne
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iv.

4. Compromising: When own idea or status is
invoived 1n a conflict, offering a compromise
which yields status; Admitting error;
Modifying in interest of group cohesion or
BTOWEh cecevreerssnrrceecscsncnsocssscnncns

5. Standard setting and testing: Testing
whether group 1is satisfied with its procedures
or suggesting procedures; Pointing out ex-
plicit or implicit norms which have been set
to make them available for testing ..... .o

Every group needs both kinds of behavior and
needs to work out an adequate balance of task
and maintenance activities.

Emotional Issues: Causes of Self-Oriented
Emotional Behavior ’

The processes described so far deal with the
group's attempts to work, to solve problems

of task and maintenance, but there are many
forces active in groups which disturb work,
which represent a kind of emotional under-
world or under-current in the stream of group
life. These underlying emotional issues pro-
duce a variety of emotional behaviors which
interfere with or are destructive of effective
group functioning. They cannot be ignored or
wished away. Rather, they must be recognized,
their causes must be understood and as the group
develops, conditions must be created which
permit these same emotional energies to be
channeled in the directiocn of group effort.

What are these issues of basic causes?

1. The problem of identity: Who am I in this
group? Where do 1 fit in? What kind of
behavior is acceptable here?

2. The problem of goals and needs: What do I
want from the group?! Can the group goals
be made consistent with my goals? What
have I to offer to the group?

3. The problem of power, control and influence:
Who will control what we do: How much power
and influence do I have?

4. The problem of intimacy: How close will we
get to each other? ow personal? How much
can we trust each other and how can we
achieve a greater level of trust?
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What kinds of bchaviors are produced in Tesponse
to these problems?

1. Dependency-counterdependency: Leaning on or
resisting anyone in the group who represents
authority, especially the trainer.

2. Fighting and controlling: Asserting personal
ominance, attempting to get own way regardless
of others.

3. Withdrawing: Trying to remove the sources of
uncomtortable feelings by psychologically
leaving the group.

4. Pairing up: Seeking out one or two supporters
and forming a kind of emotional sub-group in

which the members protect aind support each other.

These are not the only kinds of things which can be
observed in a' group. What is important to observe
will vary with what the group is doing, the needs
and purposes of the observer and many other factors.
The main point, however, is that improving our
skills in observing what is going on in the group
will provide us with important data for under-
standing groups and increasing our effectiveness
within them.

Adapted from staff training materials used by Peace Corps
Latin America Region, Washington, D.C.
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SUMMARY OF MODULE I

BUREAUCRATIC EFFECTIVENESS

\
1
(Total Time: Approximately 6 1/2 hours)

SESSION #1:

’ SESSION #2:

SESSION #3:

Introduction to Bureaucratic Effectiveness
(1 hour 15 minutes)

Participants read about, and discuss a
historical overview of bureaucracies,
their purpose and function. Together
they examine their experiences wich
bureaucracies in the United States.
Through -individual work they then begin
te -focus on .their reactions -to current
experience (frustrations, learnings,
confusions) with bureaucracies in their
host country. In this general introduction,
the need for work on learning more abcut
bureaucracies in the sessions that foliow
is established.

Dominant Characteristics of a Bureaucracy
{Approximately 1 hour 35 minutes)

The trainer provides a lecturette on the
dominant characteristivs of a bureaucracy
and hoew -both the-formal-and-4informal
features impact on how .the bureaucracy
fsnotions. Using an exercise with prepared
cards, participants analyze and compare
the differences and cimilarities between
a North American and a host country
bureaucracy. With the assistance of the
trainer, participants begin to isolate
characteristics of the bureaucracy which
might be causing some of the frustrations
and confusions identified in Session 1.

Strategies for Bureaucratic Effectiveness
(¢ hours 35 manutes)

The group defines what bureaucratic effec-
tiveness means in terms of the Peace Corps
volunteer. By individually isolating and
in pairs analyzing instances in which they
were bureaucratically ineffective, partici-
pants examine their personal styles of
de2ling with bureaucracies. They individ-
ually build strategies for applying their
learnings and becoming more hureaucrat-
ically effective in their work.
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Session 1 BE 1
Bandout 1

INTRODUCTION TO SESSIONS ON
BUREAUCRATIC EFFECTIVENESS

The first records of bureaucratic organizations are
made at what is considered the birth of "civilization" -
some 5000 years ago. At that time the transition was being
made from a migratory, grazing economy to a seed planting,
Cultivating society. There was a need on the part of
farmers and governments to control the great river deltas
such as the Nile, Tigris and Euphrates, the Indus and the
Yellow Rivers.

According to John King Fairbanks, all these great
river societies were "organized under centralized monolithic
governments in which bureaucracy was dominant in all aspects
or large-scale activity... The institution of compulsory
labor by the people at the behast of the government usually
became well-established." This made possible the construc-
tion of large public works which still amaze us, like the
pyramids of Egypt, or the Great Wall of China.

‘ip These anciant organizations soon developed the charac-
teristics most often associated with bureaucracies:

® esch person had a prescribed rocle - skilled
laborers, peasant workers, artisans, etc.;

® loyalty and obedience to the organization's
goals was expected and promoted;

® recruits were systematically enlisted and
trained;

® step-by-step promotions were made based on
seniority and fornal examinations:

® written records became the controlling force
of human effort and the scribes who kept the
records had special privileges and power;

® a nilitary-type chain-of-command (with supervisors,
middle-managers, and senior managers) was increas-
ingly tailored to meet bureaucratic goils and
direct human enszgy to those purposes.

| These basic bureaucratic forms continue to be used by
. all governments for carrying out their policies and delivering
. services to their publics.

1 Steinberg, Rafael. Man and the Organization, .7.: Time-Life
Books, 1975.
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In the United States most of us are born in hospitals -
bureaucracies set-up to handle our health care. By the age
of six, we end our exclusive relationship with our family
and enter the first of a series of educational experiences
in bure.ucracies. The major challenge for the individual
during this period is to demonstrate bureaucratic
Competencies - the skills and abilities to accomplish a
variety of assigned tasks. Those who do "well® in school
are encouraged to join organizations. 83% of the working
population will spend their work life in small and large
organizations, a large number of which will resemble to a
iarge extent those bureaucracies established in the ancient
kingdoms.

Most persons working in bureaucracies are deeply
impacted by the routines, standardizations, and lack of
interest expressed in individual uniqueness. Many of these
"bureaucrats” will become apathetic and passively accepting
of the bureaucratic climate and experience. Others, a
small minority will attempt to change the bureaucracy.

There are two basic strategies that persons interested
in changing the bureaucracy tend to use. One, is to focus
their work efforts on changing the very nature of the
bureaucracy itself. Here the interest may be in changing
the structures, hierarchies, norms and relationships so the
bureaucracy becomes more personal and responsive to individual
values.

The second strategy involves the individval in learning
the skills and app.oaches for increasing his or her own
sureaucratic effectiveness. Here the interest is to look
at one's own relationship with the bureaucracy and determine
ways to increase one's influence and make certain that
important tasks and commitments are realized. Small
informal task groups, for example, may be utilized to solve
probliems which the formai structures could not handle.

The following series of training sessions are an attempt
to explore ways to increase skills and identify the attitudes
that will allow each of us to increase our bureaucratic
effectiveness. This will be done by analysis of how bureau-
Ccracies - in both the United States and host countrieg -
function and work. The focus will be to help individuals
identify their own style, as well as patterns that become
their own unique approach to bureaucratic work relationships.
Sessions are designed to help individuals develop new
approaches for becoming more effective and skillful within
the bureaucracy through practicing new skills, consulting,
and helping others to work and develop new ways of becomina
more effective,.
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SESSION #1
INTRODUCTION TO BUREAUCRATIC EFFECTIVENESS

Rationale for Training Session:

Many of us will spend all of our work life

in bureaucratic organizations. We begin our
contact with bureaucracies in grade schocl,
and continue through other levels of schools
and colleges and often then seek work in an
organization of some kind. At this time in
the Peace Corps Volunteer's Service, s/he

has had considerable life and work experience
in bureaucracies in the United States and

now is beginning to experience work and life
in connection with host country bureaucracies
This session is intended to give each partici
pant an opportunity to discuss his or her
present involvement in the host country
bureaucracy with which s/he works. By
identifying some of the characteristics of
bureaucracies which stimulate or frustrate
work efforts, individuals will begin a
process of identifying the unique style they
bring to their work and relationships within
organizations. (Read handout #1 as complete
introduction to this mndule)

TOTAL TIME: Approximately 1 hour 15 minutes

Goals:

l. To review a perspective on the history
of bureaucracies and their purpose
and function from the beginning of
the agricultural revolution to the
Present,

2, To identify participant's reactions
(frustrations, learnings*) to
invoivement with both the host-country
and the Peace Corps bureaucracies
to date.

*See glossary
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Notes/Summary

3. To identify similarities and differences
in reactions participants have to their
current bureaucratic experience.

Trainer Preparation for Session:

l. Brief other trainers on their roles
in and expected outcomes of the
session.

2. Read Handout #1 on "Bureaucratic
Effectiveness". Since you will leagd
a group discussion on the topic, as
you read the article, prefare your
thoughts on: +

® your own experience in working within
host country bureaucracies. Trainer
Note: You might talk about how you
have functioned within the bureaucracy,
e.g., feelings about slowness of change
or the importance of hierarchy. A host
country perspective is important, so
you may want to talk to language teachers,
cross-cultural coordinators and other
host-country staff to gain their
perspective before the session.

e trends and changes that seem to be
affecting host country bureaucracies
at the present and how they may have
remained the same over time, parti-
cularly if impacted by a previous
colonial influence

Trainer note: Examples of typical
trends and chinges that seem to be
affecting host country bureaucracies
might be that .

- the bureaucracies are getting larger
- they are more decentralized
-~ they have more women working in them

® your own observations about frustrations,
confusions and positive aspects you

have observed of Volunteers working
in host country bureaucracies

+ Utilize various host country resources
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Trainer Note: Your role as trainer in
This session is rot to solve the
problems and issues which Volunteers
confront in vorking within the Peace
Corzs and host country bureaucracies.
Your 1o0le it to create a climate for
full discussion of these issues. There-
fore your ideas on the 3 major points
mentioned are important.

3. Prepare necessary newsprint/blackboard
and handouts

Materizls Needed:

= newsprint
- markers
- pencils and paper

Prepared Newsprint/Blackboard

~ Session goals (step 1)
= task for identifying reactions to
host country bureaucracies (step 3)

Handouts

I. Introduction to the Session on
Bureaucratic Effectiveness (Step 2a)

Procedures

1. Opening Statement

Begin the session by explaining to the
participants that one of the largest
sowrces of frustration for many Peace
Corps Volunteers is working within
bureaucracies to get things done.

Tell them that the next 3 sessions will
focus on

® defining and examining bureaucracies

® identifying some of the problems as
well as guccesses people may be
having and

¢ designing personal strategies for
being effective in working with
host country bureaucracies

Read the session goals from a prepared
flipchart/blackboard.

o4
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Notes/Summary

{2 minutes)

[5 minutes]'

[10 minutes]

{510 minutes])

2a.

2b.

2c.

2d.

Tell participants that one way to
gstart examining bureaucracies is to
look at them from a historical
perspective.

Handout/Reading

BE-6

—t ®

Pass out the Handout #1 "Introduction
to_Bureaucratic Effectiveness™ and

ask them to read it as an introduction
to this session.

Participants individually read handout.

As everyone finishes reading, help the
trainees react to the article by
leading a brief discussion.*® Ask the
follovwing questions:

1. What are somc general reactions to
this article?

2. What are some of the different
bureaucracies that you have been
involved with in the U.S.?

3. How have these bureaucracies in which
you have been involved influenced
you both positively and negatively?
(Increased frustratiorn, apathy, lack
of interest or sense of identity,
contribution, learning.)

As the discussion ends, briefly remark
on the comments you prepared (see
trainer preparation before session)
whi=h cover:

@ your own experience with host country
bureaucracies

[}

@ trends you have seen changing with
hogt-country bureaucracies

@ your observations of how Peace Corps
Volunteers working within host
country bureaucracies (frustrations,
confusions, positive aspects, etc.)

*¢See Trainer Refzrence
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Identification of Current Feelings

Now that you have offered your obser-
vations, ask participants to each
identify the host country bureaucracies
in which they are involved, and on a
piece of paper to identify their current
feelings about their experience to date
working as a Peace Corps Volunteer in
that bureaucracy. For instance you
might say:

"You have heand some of my obseavations.
But you have your own expeaience. VYou
have now been a Peace Corps Volunteex
working 4in a hos country bunreaucracy

lon bureaucracies) for (peniod of
time). Llet's name some of Zhose bua-
eaucracied." (Participants will offer
responses such as ministry of agriculture
elementary school, a h=alth center, etc.)
"On a piece of paper, wnite down your
majon expeniences and neactions ox
geelings you have had wonking in that
bunreaucracy. Make two cofumns - in one
column List the positive neactions - in
the othen column £ist the negative
neactions. Identify what has been
frustrating, confusding, stimulating and
what you have Leaaned. Aftern a §ew
minutes, we will discuss youn neactions.”

You can use the following newsprint/
blackboard outline to explain the task.

Sample Newsprint/Blackboard

TASK:

Identify your major experiences so
far, reactions and feelings about
working with your host country
bureaucracy.

List positive/negative responses
in two separate columns, the

list might include:

frustrations

learnings

confusions

stimulations

anything else that describes
your experience

49 56
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Notes/Summary .
[5 minutes)

[{25-30 minutes]

[10-15 minutes]

4. Participants work individually to
identify reactions and experiences

Large Group Discussion **

5a. Begin the group discussion that covers
the following points:

® ask individuals to describe some

of their frustrations. It is
important you give participants an
opportunity to freely explore and
share their frustrations. You can
help by paraphrasing* what you hear
and encouraging the group to see if
they can be as specific as possible
about the causes and type of frus-
trations. It is more important that
their frustrations are understood
than that they are "correct".

Trainer note: As an alternative, you
can list their frustrations, confusions,
etc. on newsprint or blackboard so

that similarities/differences can be
seen., Newsprint can be used in BE
Session III when discussing strategies.

After frustrations have been described,
direct the discussion through:

© what they have found stimulating
about their experience in the host
country bureaucracy.

e what they have found confusing
(difficult) to understand about the
bursaucracy.

5b. End the discussion with the questions:

- "What have been the most {mpontant
Zhings you have Leanned about wonrking
in youn host-country bureaucracy for

[peniod of time)2"

- "What would be important to tell new
arnivals about working in host
country buneaucracies?

** See Trainer Reference
* See Glossary
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* See glossary

As participants offer responses, write
each of their "learnings"* on newsprint/
blackboard. Encourage participants to
each make notes in their notebooks.

Continue with the final question:

- "Based on younr Leannings, what one
hing do you see younself as doing
differently, continuing to do, on
changing in nelating to wonking
Wwilhin the host couninry bureaucracy?"

Listen to a few (6-7) responses and
then lexad into closure.

Closure

Remind participants that they have begun
to look at bureaucracies in general
(past & present) and also to explore
and compare their reactions to their
current experiences with host country
bureaucracies. Explain that this was
the first step toward further examin-
ation of bureaucracies and the
characteristics that might be causing
some of the reactions they have
described. "We will continue this

in the next session.”

End Session.
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BE SESSION II
HANDOUT I

INTRODUCTION TO
DOMINANT CHARACTERISTICS OF A BUREAUCRACY

Historically, bureaucracies have shared a number of
common qualities or characteristics. Generally they have
been male-maraged and oriented, developed patterns of
communication with more down through the organization
rather than up and structures have been established which
tend to provide a sense of stability in a changing environ-
ment. In this session we. will be working with five
dominant characteristics. Mission, Rewards, Autnority and
Status, Relationships, and Norms and Values.

1. Mission. The organization's mission is the purpose
for or reason why an organization exists. It is the basic
ission that should determine the goals and objectives of
the bureaucracy and how its structures are established and
resources allocated. Often organizations lose their "sense

of Mission". When this occurs, organization members can
lose their own sense of purpose, find it difficult to

agree with others about the real mission, or work on their
own agendas as though these were the mission. When
missions are clear and agreed upon by members, organizations
tend to be seen as more dynamic, alive, and successful.

Examples of organizational missions: An elementary
school - To educute and support children in becoming
effective adults in the community; An agricultural depart-

ment - To provide resources farm families require to make

‘nation self-sufficient in food; and specifically the Peace
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Corps - Tq.provide a means for people of the United States ‘
to work with other citizens of the world in learning about
and s2lving basic human problems,

2. Rewards. Rewards are those giftg or ackrowledgements

made to persons resulting from some behavior or activity
valued within the bureaucracy. A reward can be material,
as in a salary increase for time working in a bureaucracy.
It can also be immaterial as when people are rewarded with
a "pat on the back” or thanked for doing something seen as
special. Additionally, bureaucracies can reward by failing
to apply its rules equally. Sometimes people are given

salary increases because of friendship rather than merit,

e

or because of their position, not expected to do the same
{ things as others such as submit reports or show-up at work ‘
on time.

3. Relationships. Relationships in burcaucracies are

most often determined by functicms - what one is to do
and zoles - how one is to do work. There is a tendency,
as well as pressure, for persons with the same roles and
functions -~ e.g., secretaries, supervisors, unit heads,
to share common views of the bureaucracy and its problems
and accomplishments. 1In some bureaucracies relationships
are seen and felt as very important so a lot of time

might be spent in cultivating and maintaining relationships

both within and outside of specific work groups. In some
organizations relationships are more formal and gtiff

( while in others there is a relaxed, informal atmosphere. ‘
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Roles tend to determine how one sees the bureaucracy and
its strength and weaknesses. How one feels about relation-
ships and who one relates to are influenced by one's role.
Managers, for instance, will tend to maintain a similar
view of the bureaucracies effectiveness and issues. They
will generally feel freer to relate with and share their
perspectives with other managers than with those who work
for them.

4. Authority and Status. All bureaucracies have

levels of authority and status. Mthority is generally
deiegated by a governing body (Congress, Board of Directors,
Membership) to an executive and allows for whatncan and
cannot be done by the executive in the name of the organ-
ization. Authority is then delegated downward. Status
involves the symbels and attachments ‘we give to the authority
to carry out the demands of his or her office. In the U.S.
government, for example, all public employees are given a
grade level which attests to their authority as well as
the supports required for their status. Status determines
the size of one's office, the tables, flags, pictures,
and wastebaskets required, and the personnel needed -
secretary, chauffer, cooks, etc.

5. Norms. Norms are the set—of expectations held
by members of a bureaucracy about how a person should act.
Norms involve a correct way of behaving and a wrong way.
Norms are specific to a bureaucracy and require time,

observations, and experience to learn. Norms may involve
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HANDOUT I -p.4

time - how late one can be to a meeting without people
looking at him or her with disapproval; attitudes -

how one is expected to support others in the office (smile,
have a cup of coffee, pitch in on work); dress - how one
is supposed to look especially given status.

Formal and Informal Features -

One other thing about characteristics in bureaucracies...
They are both formal and informal in nature. They can be
strongly formal - that is - each of the characteristics
very cleardy defined-by-rules, regulations, policies, and
they can be strongly imfermal - each characteristic can
be umderstood by members as importamt and they may or may
not agree with the formal rules.

For example, the formal mission of an agricultural
department may be to develop the nation's self-sufficiency
in food. A research unit of that department may on its
own define its mission as being to discover a new rice
seed which will double the country's production of rice.
In doing so, the unit exceeds the department's mission of
self-sufficiency and is endeavoring to create an abundance
of rice for export. In this case the unit's mission
becomes an informal one because it is not sanctioned by
the organization as a whole.

In another example, the formal authority in a bureau-
cracy may have considerable power to administer but
because of his or her personality or approach, the members

may ignore orders and have little fear of consequences.
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Instead they may look to an aide for guidance and approval
because even without formal delegation the aide has learned

how to use the authority of the executive and informally

igs allowed to do so.
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DOMINANT CHARACTERISTICS OF A BUREAUCRACY

Formal Features

BE-1I
HANDOUT I-p.6

Informal Features

1) Mission: Purrose for an
o S 2
crganization.

2) Rewards: Acknowledgements,
material and immaterial,
to members for service
perfanmed.

3) Authority and Status:
Persons are empowered with

(  measures of control and
symbols of starding given
their position in the
bureaucracy.

4) Relationships: These
are most often determined
by the kind of work one
does ard the role one is
expected to take in the
bureaucracy.

- Usually stated in documents

(legislation or organization
papers). Goals and objectives,
when met, will fulfill the
Mission.

Rules and policies usually
specify performance to be
rewarded arnd nature of reward,
e.g., at the end of 30 years
service an amloyee will be
given a watch or plaque.

Authority for action in the
name of the bureaucracy is
generally granted to the
executive ard then is
delegated dowrward through
the organization. Status

is generally given to those
based on amount of authority
granted.

People tend to develop
relationships around the work
they do and in the units they
do it. There are usually
quidelines abcut how people
in gdifferent positions and
responsibilities are to
relate to cne another.
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= May be very different
fram stated purpose,
yet agreed upon by
bureaucracies members.
For example, informal
mission may be to
provide status and
rewards for career
bureaucrats.

~ Rewards may be given

as favors fraom the
boss not as merit

but because of personal
taste. Rewards can be
for non-performance

as well as achievement.

~ In bureaucracies persons

often gain informal
authority. For examle,
a secretary can "know
how to get thinas
approved by the boss."
Status can be given

for age, number of
children, ability to
get things done.

~ Cultures vary about
the imoortance and attenticr
given to relationships.
Often informal relation-
ships can develop in
bureaucracies where
persons who went to
same schools, related
by marriage or family,
or who feel "simpatico"
with others develop
close, on-going relation
ships.




Characteristics of
Bureaucracies

Formal Features

BE-II
HANDOUT I-p,?

DOMINANT CHARACTERISTICS OF A BUREAUCRACY {CONT.)

Informal Features

5) Noms. Behaviors expected
of mambers in a

bureaucracy.

— Noxms can be regulated by
rules. What time to came and
leave wark, the kind of
dress one should maintain,
and the kind of attitude
one should have with others.

= Most norms are informal
and traditional to the
bureaucracy. Although
the rules may require a
starting time for work,
the norms may allow for
20-30 minutes lateness.
Norms tend to make veople
comfortable when they
are followed ard
create discanfort in
the group when violategd,
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SESSION #2
DOMINANT CHARACTERISTICS OF A BUREAUCRACY

Rationale:

Peace Corps Volunteers often find themselves
frustrated with their inability to "get
things done™ in the host=-country bureaucracy.
They tend to see the organization they work
with as a -cumbersome "machine" more inter-
ested in paper and status than people and
action. Some begin to blame the cultural
aspects of the particular country and
complaints such as, "¥You can't get anything
done here" are common.

This session is designed to help the
Volunteer become aware of the fact that any
organization in the United States or in
another country has a number of similar

and dominant characteristics. By being
able to analyze these and other character-
istics, the Volunteer has a better oppor-
tunity to determine potential problem

areas and to decide how s/he needs to behave
within the parameters -of 4¢hat bureaucracy
in order to be effective. The Volunteer
can even find ways that the structure of
the bureaucracy might work to his/her
advantage if s/he understands it.

Total Time: Appreximately 1 hour 35 minutes
Goals:

l. To identify the deminant characteristics
of bureaucracies and to analyze what
purposes -these characteristics serve.

2. To discuss how both formal -and informal
aspects of the organization impact on
how 'a bureaucracy funciions.

3. To describe the differences and simil-
arities between a North American
bureaucracy and a bureaucracy in the

t{ country.
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Notes/Summary 4. To help Volunteers examine the

characteristics and purpose of the
bureaucracy with which they are
currently working.

5. To identify -those-—characteristics that
might -be causing the Volunteer frustra-
tions in his/her work, and to begin to
develop strategies-for working within
the characteristics of the bureaucracy.

Trainer Preparation for Session

l. Brief other trainers on their roles,
responsibilities and expecteé¢ outcomes
of the session.

2. Familiarize yourself with the information
in the handout "Dominant Characteristics
of a Bureaucracy" so you can deliver a
lecturette* that explains the concepts.

3. Prepare enough sets of cards with

i characteristics of the bureaucracy on

‘ them so that each participant has a

green set of 5 (one card for each

feature) and a yellow set of 5. 1If
yellow and greaen are not available, choose
any two colors. A complete set of cards
would look like this:

Mission Rewards Authority
& Status

&ﬂ@tﬁxr Norms

* See glossary




In Step 3b participants are asked to
examine how they perceive Peace Corps
as an organization expends its time and
energy in terms of the 5 dominant
characteristics. The group task is to
discuss, with you as facilitator,
which-characteristics Peace Corps sets
as its .highest priority -and which 4t
sets -as -lowest, etc. Therefore, it is
important that yeu.be .able to assist
the participants in doing this. You need
to think through your own experience
with Peace Corps and determine how you
might rate the priorities. As an
example, you might believe that

1. "Mission *1 - People 4in Peace Coaps -
both vofunteens and staff§ - talk so0
much about goafs and objectives and
what Peace Coaps 4is supposed to be
doing... and this becomes a big pant
0f conversation with host country
people. 1 don'? believe people
necessarily agnree on the mission, they
fust talk about it a Lot."

2, "Authoaity *2, 1 think authonity 4is
atways a mafjor conflict anea fonr
Amenicans - wanting and not wanting
othens 2o have it. 1In a volunteenr
organization whene thene anre neal
distinctions between stadf and
volunteenrs and what it means 2o be
eithen, authonity has o be a bdig
concean,”

3. "Nonms "3, As they say, whenever you
get around Peace Coaps people you
know Lt because of the shared ways
0§ behaving and Looking at things.
Noams ane a big item in Zhe Peace
Conps because of the foamal mandate
to nelate 2o and Live effectively
with host country people."

4. "Relationships *4. In some ways,
nelationships should be *1 because
they ane 80 central to Peace Coaps
expenience. 1 only put them #4
because everyone has to necognize
that nelationships ane most often
only temponrary. ALL of us must also
be prepared to Leave and to fLet go."
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Notes/Summary

5. "Rewands #5, 1¢ you'ne talking about
Lhe gformal rewards of money and
promolion, fonget the Peace Coaps.

If{ we'ne Zalking about the informal
newands of Leanning, friendship,
giving that is all very impontant -
yel often they have to be postponed -
maybe even being feft aften service
48 overn. This 4is why 1 put it Last."

Trainer Note: These are only examples and
not necessarily the ones you should use.
Read the materials and rely on your
experience as well as the perceptions.,

5. Prepare necessary newsprint and handout.

Materials:

- chalkboard, blank newsprint (or locally
available materials)

- masking tape

- markers

> 2 sets of "Characteristics of the Bureaucracy
Cards" (green or yellow or 2 different
colors) for each participant

Prepared Newsprint

= Goals of Session (Step 1)

- Newsprint of Formal & Informal Domjinant
Characteristics of a Bur.aucracy (save this
to use also in Session 3) (Step 2a)

- Task for Bureaucracy Card arranrement
(Step 4c)

Handouts

1. Dominant Features of a Bureaucracy
(step 2a)

Procedures:

1. Opening statement and Goals

Introduce this exercise by saying some=-
thing to the effect that "We eanlfien
discussed how bureaucracies goam and

evolve, Next we will Look at some
fiatunes on characteristics that ane
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2a.

.common 2o afl busecaucracies. This

overview will help us in oui analysis of
buzeaucracies, thein function and how we

can work within them as Volunteers.®
Read the goals from newsprint.

Lecturette/Discussion

Alternative I

Basing your information on the handout

*Dominant Characteristics of a Bureau-

cracy®,conduct a lecturette that covers
the following points:

* Although there are many characteristics
common to a bureaucracy, in these
sessions we will be working with 5:

- mission

- rewards define
- relationships each of
= authority & status these
- norms

® Describe the difference between formal
and informal features

° Give examples of formal and informal
features for each characteristic

® Provide time for questions and comments

Trainer Note: Use the handout during
the session as background material.

You can prepare newsprints with defini-
tions of characteristics and samples

as formal and informal features.

Alternative 'II

Use the article as basis for a discussion,
Tell participants that they will be
rez2ding an article about the dominant
characteristics of a bureaucracy.

Using pr(pared newsprint, ask them to
read the article and to:
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[3 minutes)

BE-15

Sample Newsprint

TASK:

® Focus on the definitions and examples
of characteristics of a bureaucracy
and their formal and informal
features

e Underline what they zee as most
important

® Note any questions

When they finish reading, ask the followinc
questions:

- Are there any questions or comments
on the definitions of the 5
characteristics?

= What are some of the most important
points made irn the article?

As you end the discussion, mention that
these 5 characteristics and their formal
and informal features will be used in
the analysis of bureaucracies during
this session.

Dominant Features of a North American
Bureaucracy

3a. Explain tha% the ~ext task is to begin
to identify how these % dominant
characteristics influence how bureau-
cracies fiunction both in the United
States and in the host country. pPass
out one get of green cards and one
set of yellow cards to each verson.
Tell them that the green set of cards,
each with a characteristic, represents
importany. characteristics of —North
Amorican bureaucracizs. Mention that
since everyone is familiar with Peace
Corp#, you are going to use Peace Corps
as &n organization for analyzing a

North American bureaucracy.
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Trainer Note: If you feel that using
 Peace Corps as an example would be
inappropriate for your grcup, or would
open a discussion that focused on
anxieties PCVs might be feeling abou:
Peace Corps, you can use another example
instead of Peace Corps. An American
high school or university are ones with

which everyone will be familiarx. However,

using Peace Corps might allow people to
express and share feelings. Your choice
of sample should depend on your comfort
level with working with the group's
feelings.

3b. aAsk everyone to lay the 5 cards out
in front of them on a desk, table or
the floor in some order or ranking of
priority. The purpose of this is to
help participants explcre the meaning
and uses of such concepts in a real
bureaucracy and to begin to appreciate
the fact that all bureaucracies put
more importance to certain aspects and
develop unique organizational patterns
and attitudes.

Give the group the following task:

"Think about the definition of the
5 charactenistics and thein §ormal
and informal {eatunes we discussed.
Using youn expeanience, think §or a
few minutes aboul which of these
characteads tics 4 -most <impontant
fo Peaee Corps -as a -buneautnacy.
That {8, wkese does-Peace Loaps
concentrate 4" - time and energy:
on the misdion, xewands, -authoaity
b-stalus -redationships on noams?
Aften neflection, then place the
carnds in gront of you in o priondity
narking a8 2o which charactenistic
you see as most impontant fo Peace
Conps membens., Aften evenyone has
nank oadened thein cands, then with
& show of hands deteamine which
charactenistic is §inst, ete."
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[1 minute]

{1 minute]

3c.

3d.

BE-17

(In a group of 16 it might Look Like
Mission 6, Authonity § Status 5,
Relationships 5, Nonms 2, and Rewards 1.)

Te "How many saw Mistion as most {mpontant
Count the number out Loud and ask
1-2 people 2o explain why..."

2. Next you might ask, "Now that we have

deteamined the prnionities as you

dee them, Lets discuss why you

nanked them as you did. 1t may be

as a result of discussion we might
wani to change the nanking. JleZ's
begin with T - and go on thnough...
why that prionity and Let's hean
agneements and disagreements,"

3. Next you might ask, "We've Looked at
Peace Corps as a bureaucracy. How
typical {8 it of othen Noath Amenican
bureaucracies you are famifian with?
Comparne with other goveanment agencies,
schools, business onganizations "

4. Next you might ask, "Axe thenre some
impontant chanractenistics that ane
prevalent in Nonth Amenican bureau-
cracied that we have Left out?"”
(e.g. communications, structune,
ete.)."

It is important to remind the Volunteers
that there are no right or wrong answers
as to how people relate to bureaucracies.
So much is determined by individual
reactions and dynamics in relationship
to organizations.

Summarize discussion by identifying the
two or three major ideas that have
emerged from the discussion. Tell
participants that it is now important
to move from the look at Peace Corps

a3 an example of a North American
bureaucracy to look at host-country
bureaucracies.
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Host=-Country Bureaucracy Dominant
Sy ——p q
Characteristics

4a. Ask participants, for the purpcses of

4b.

the next exercise, to movz into groups
of 3 around a table or on the floor.

If possible, they should get together
with 2 other people who have the same or
similar jobs or work with the same
bureaucracy. (For instance, 3 teachers
toc. Laer, 3 PCVS who work with the
Ministry of Agriculture together, etc.)
Move into groups of 3.

When they get into their groups of 3 ask
them each to lay out their yellow cards
(they used their green cards for looking
at the Peace Corps bureaucracy, and it
would be helpful for them to each keep
them in front of them or at least in
order of priority so they can refer to
them later). They wuld each lay out
the 5 yellow cards in front of them in
order - of priority - top most important,
bottom least important. (If there is
enough work room in front of them they
can also lay the cards out allowing space
)etween cards to indicate the various
strengths of the characteristics. For
instance, if Mission is really strong,
then the individual may want to create
distance with the second characteristic
to indicate that strength.) An arrange-
ment might look like

Mission

Nonmns

Authority

Relationships
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[5-10 minutes])

{10 minutes]

BE-19

Trainer Note: You can demonstrate this if
you iike by putting tape on the back of your
cards and sticking them in the order you
like on the blackboard or wall.

Reinforce the task using prepared newsprint,

Sample Newsprint:

Task: Bureaucracy Card Arrangement

1. Lay out the 5 characteristics
with distance and placement
indicating priority of
importance.

2. Be prepared to explain why you
placed them as you did.

4d. Participants individually arrange yellow
cards.
d4e. Ask the 3 people in the same group to:
© Explain to each other why they
placed and spaced the character-
istics as they did

@ Identify the similarities and
differences in their choices
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Processing Notes/Summary
4g. Request that participants move back into [20 minutes])

the large group. Ask the following
questions of everyone: ‘

between the North American Peace
Corps bureaucracy and the bureau-
© eéracy you analvzed in this country?

2. What similarities did you find
between the Peace Corps bureau-
cracy and the bureaucracy you
analyzed in this country?

3. What does this analysis show you
about how you have been working
effectively and/or becoming
frustrated in your work to this
point? (What specifically did
you identify in your small group
about some of these characteristics
that might be causing your
frauvstration?)

|
|
|
|
\
|
|
|
‘
1. What differences did you find

~——

focus should be on trying to

change the bureaucracy or working
effectively within that bureaucracy?
What are the implications?

5. Based on what we have discussed
so far, how will the analysis
we've done about bureaucracies
affect how you go about your
work in the future? Some things
you see yourself doing differently?

5. Closure

Close with a statement such as "Working
within any bureaucracy 4is difficulz.

1t can couse frustrations, such as those
we identified in both the §inst session
and this one. Vet if we continue 2o
analyze bureaucracies and Look at our

own behavions, we will begin to become
more bunreaucratically effective. We wild

i
|
4. Given all this, do you think your

( continue 2o do this in the next session.™
Answer any questions,
e End Session.
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SESSION §3
STRATEGIES FOR BUREAUCRATIC EFFECTIVENESS

Rationale:

An important goal for Volunteers is to
become bureaucratically effective. This
means to function productively with minimum
frustrations within the constraints and

limitations of the bureaucracy in which they
are working.

This session stresses examination of the
participant's personal style of approaching
bureaucracies and some of the conflicts
that their style might have caused in the
past. Since Volunteers need to constantly
be examining the situations around them

as well as their own behavior, this session
is designed to help begin and continue

that process. .

Total Time: Approximately 2 hours
20-25 minutes plus
additional 15 minute break

Objectives:

l. To define the term "bureaucratic
effectiveness”, and to discuss the
need for being bureaucratically
effective as a Peace Corps Volunteer.

2. To examine personal styles of dealing
with the bureaucracy and the
appropriateness of continuing or
altering those styles.

3. To continue to develop personal
strategies for dealing with
bureaucracies.,

Trainer Preparation for Session

l. Brief other trainers on their roles,
responsibilities and expected outcomes
of the session.
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[3 minutes])

2. Prepare necessary newsprint

Materials

= chalkboard

= blank newsprint (or locally available
materials) .

- masking tape

= markers

Prepared Newsprint

= Goals of session (Step 3)
= Task on Bureaucratic Ineffectiveness (Step 4a)
= Newsprint of Formal and Informal Pominant
Features of a Bureaucracy (use the one
from Session ¢$2) (Step 4c)

- Task for explaining bureaucratic ineffective-
ness in pairs (Step 4aQ) .

= Checklist for common responses (Step 4f)
- Task for Action Planning (Step 4h)

Handouts

= Action Planning Form for Bureaucratic
Effectiveness (Step 6a)

Procedures

Opening Statement & Goals

la. Remind participants that they already
spent time looking at the makeup of
bureaucrucies in terms of characteristics
and structure. Talk about the need
for personal strategies within the
bureaucracy. Mention something to the
effect that "We've completed the finst
42ep toward neducing 4rustrations in
working 4in the bureaucracy by examinding
our understanding of charactenistics
and structure., The next step L4 2o
Look at how we, as individuals, can
utilize zhis information 2o be mone
effective. Additionally, we all have
acquined eertain patteans 0f behavdionr
based on what we have been taught,
what we have experdienced, oun attitudes,
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feelings and emotions. We now need to Notes/Summary

each examine those patteans to see how
they might be appropriate on inappro-
priate fon wonking within the host
country bureaucracies. We will also
begin to develop specific stlrategies
for being more bureaucratically

effective.”

lb. State that the overall goal of this [2 minutes)
session is to look at ways to apply
what we have worked on so far about
bureaucracies and come up with
strategies for increasing the Volunteer's
bureaucratic effectiveness as it hac
becen dafined here.

Read the session goals from prepared
. newsprint.

2a. Definitions cf Bureaucratic Effectivenesg {5 minutes]

Tell participants that before going any
{ further you want to share some defini-
‘ tions of bureaucratic effectiveness.
Using prepared newsprint read the
following definitions or others you may
want to add.

SAMPLE NEWSPRINT

A Volunteer who is bureaucratically
effective:

= can work within the boundaries of a
system and produce/generate results.

= can support the overall goals &
purpose of th- bureaucracy rather than
use it for personal gain or need.

- has the ability to adopt new
strategies as old ones prove I
ineffective or inappropriate

- has the ability to work with others
! to encourage new activities or

( approaches (helping host country

‘ counterparts increase their effec-

tiveness).

- gtC.
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Noteg, summary

[3-5 minutes)

{S minutes)

2b.

3a.

Ask participants if they can adad to
the list of definitions and/or provide
specific examples of when they have
seen Oor experienced bureauvcratic
effactiveness.

Personal Patterns

Explain that the first step in the
session will be to examine personal
patterns in working with a bureaucracy
and then to develop strategies.
Mention that "oun goal 48 2o tay 2o
become more bureaucratically effective.
One way 2o approach how 2o ge
effective L8 to Look at the exact
opposite... ineffectiveness. Bureau-
cratic ineffecliveness L& what often
causes us to feel faustrated and not
get things done."

Tell participants "There are situations
when all of us feel bureaucratically
ineffective land appropriately so).

Ask them to take a few minutes to
reflect on situations where they have
experienced themselves as being
bureaucratically ineffective and to
describe the feelings coming from

that situation by completing the
sentence

"I feel bunreaucraically ineffective
when..."

Some examples you can g‘ve to help
people complete the sentence are

"I feel bunreaucratically ineffective
when I make promises beyond my abifitu
2o deliven and people in the oxrganiz-
ation get disappoinied.”

"1 feel bureaucraiically 4ineffective
when 1 am impafient and need something
done today although I know eveay Ztask
takes mone time hene”
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"1 feel buneaucratically ineffective
when 1 Let someone else in the organiz-

ation make me

although 1 know angenr is not dealt with

poditively 4in

3b. Tell participants to spend a few minutes
to complete and write down the sentence

"1 feel bureaucnatically ineifective

when.o.ot

3c. Ask 5-6 people to each share their
sentences. Ask others if theirs are

similar.

3d. after participants have identified.

some of their

generalizations®or observations they

might come to

feelings. Some observations they might

make are that

be more common than others. "Angexr

deems 2o be a

us." On "Contrnol of our feelings Lis

something we &
might involve:

An diffenent situations, we seem to

have common neactions.” "So much 0§

what we expenience seems to nesult

from caning Zoo much, ox getting oo
4nvclved in the outcome 0§ the situation."

It is helpful

an opportuni%,
some understdnding about their feelings
and to gain some common links to others.
The importance here is that often our

feelings are "
complex situation or event.

4a. Tell participants that it weuld be

ugseful to sgee

of bureaucratic ineffectiveness it would
be possible to identify some structures
or elements in a bureaucracy that might
provoke ineffectiveness. You might say

“"what 1 would

0f you descaibe in two on three paragraphs
a 84tualion in which you have been bureaucs

ineffective.

* See Qlossary

angry, and 1 get vearbal
this cultunre.

feelings ask them what
by looking at their
some fee:lings seem to
common expenience foxr

hare " - Other observations
"Even though we all wonxk

to give the participants
to see if they can gain

normal" reactions to a

if by describing situations

Like %o ask is that each

1 will ask a pantnen then

BE~-25
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[3 minutes)
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( {15 minutes)

{3 minutes])

[S minutes])

BE-26

2o work with you to see 4if any of

the characteristics we Looked at in the
Last sessdionr might be Lnvolved in the
s{ituation.”

Use the following newsprint to explain
tasgk:

SAMPLE

Newsorint/Blackboard to Explain Task

Identify a situation in a host
country bureaucracy-in which you
were bureaucraticaily ineffective.
Write 1-2 paragraphs that describe
the situation ard some of the
dilemras.

b -

4b. Participants write paragraphs on their
situations.

4c. As the participants finish writing
their paragraphs, review the 5 char-
acteristics of a bureaucracy. (Mission,
rewards/incentives, authority/status,
relationships, norms/values). Use the
handout on "Dominant Characteristics of
a Bureaucracy" from Session 2, Step 5.
Or you can use the same newsprint you
used in Sesgion 2.

4d. As they finish writing their paragraphs,
ask participants to pair up with one
other person. Use the followina
prepared newsporint to explain that the
task is done in rounds.*

*See glossary
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SAMPLE NEWSPRINT

Found 1

Person A Person B
-Explains situation -ask questions
ardt dilemma ~paraphrases
=gives his/her
-Discusses partner's opinion which
opinions to see if characteristics
they can gain of the bureau-
agreement. cracy that

caused difficulty

-ask questions -explains situation
-~paraphrases and dilemma
-gives his/her

opinion which ~discusses part-
characteristics ner’s ooinions

of the bureau- to see if they
cracy that can gain agree-
caused difficulty ment.

Explain that the task is in Recunds.
Each person in the pair takes the
leter A or B, Person A listens

to person B's situation and gives
his/her opinion about which charac-
teristics of the bureaucracy_in
which s,ue had difficulty. For
instance, if perscn B talks about

how s/he could not get a response
from the chief doctor at the hospital
regarding treatment of people in his/
her village, then person A might ask
some questions and then give his/her
opinion that the dilemma was caused
by chain-of-command or relationship
problems. After person B's situation
has been discussed, Round 2 begins
and nerson A then explains his/her
situation to person B who then heips
identify the areas of difficulty.
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thes/Summary

. 4e. Participants work on task in pairs.
[20 minutes) P P

{5 minutes] 4f. When they complete their work in pairs,

ask participants to come back to one .
large group. The purpose of this

step is to identify common patterns

the Volunteers have in dealing with
characteristics of the bureaucracy.

Have this newsprint prepared so that

common responses can be checked.

Sample Newsprint

14 g

Checklist

Mission

Nocms/Values

(

Relationships

Rewards/Incentive

Leadership/Authority

Ask participants to come up to the chart
and check off the characteristics which .
they feel caused them difficulty in

the situations they discussed.
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Zour completed newsprint may look Notes/Summary
like this:

Check lis* ‘

Mission 111

Noxrms ™ ™D =N

Relationships 11

Rewards/Incentives 11

Leadership/Authority Ml T
IR 111

4g. Diagnosis of Personal Patterns [20 minutes]

b After all checks are made, look at how
“ they appear.

Ask participants:

1. What commcn threads or shared patterns,
if any, do we have here?

2. What conclusions can we draw that
the results of this exercise
might demonstrate about Noxth
Americans and their relationships
to bureaucracies in general?

3. What do these patterns say about
host country bureaucracies in
general? In terms of cultural
problems?

4. How are these types of problems
unigue to Peac> Corps Voluiiteers
because of their rolas?

5. BREAK - menticn that after the break, 115 minutes]

more emphasis will be put on strategies

{ to cope with some of these problems or
/] difficulties.
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Notes/Summary 6a. Action Planning

[5 minutes] Remind participants that before the

break they compared problem areas
in dealing with bureaucracies.

State that "many of these problems

on difgiculties ane due 2o attitudes
on Lack 5§ skil¥s. Fon instance,
someone who consistently has difficulty
with authonity might have the attitude
Zhat authonity should be challenged.
gn ghz atﬁea hand, they may simply

ac nowledge of the best way 2o
apprnopriafely approach someone 4in
authonrity 4in anothen cultune. The
next step, then, is %o Look at
patlenns and deteamine 4§ the

dif{ficulties have been a knowfedge/
akizz on an attitude/value problem.”

Ask participants to work individually to
design a plan of action for dealing with
( . the characteristics of the bureaucracy
that they identified as causing them ’
the most difficulty. Use this prepared
newsprint to explain this portion of
the task.

ACTION PLANNING
1. Review areas of difficulty.

<. Decide whether they were/are know-
ledge/skill or attitude/value
problems.

3. Decide which s8khills need to be
acquired and which attitudes need
to be reviewed.

4. Choose 1-2 skills/attitudes to
work on and determine some ACTION
steps you will take to work on
these areas. Complete the Action
Plan Form.

5. Be pre:ared to present your plan.
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Distribute "Action Planning Forms for Notes/Summary
Bureaucratic Effzctiveness?
Sb. Participants work eon ¢ask individually. {15 minutes)
Sc. Ask participants to meet in their {15 minutes])

original pairs to ahare their plans of
action and receive feedback. Tznk is
to:

= listen tc the other person’s vlan
of action

= comment on feasibility

- make suggestions for improvement

7. Summary & Closure {20 minutes]

When pairs have finished re-working
both strategies, _ask the following
questions of the total group:

= Would several persons share an area
of difficulty and some of the action
s8teps you plan ¢o take which you
| think may be important for the rest
‘ of the group to know about?

= Are there some areas of difficulty
that some of you worked with
which you still feel unresolved
about?

= Do you sece some ways you micht
be able to work with your counterparts
to increase your bureaucratic effec-
tiveness?

- If, as a group, you were advising
new Peace Corps Volunteers on how
to be bureaucratically effective,
what 5 skills or attitudes would
you see as mGs8t important?

As you clcse the session, mention that

® Ir this session on buneaucratic
effectiveness, we have:

" talked about the. érustrations of
being a PCV working in a bureaucracy
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" Notes/Summary

o Looked at how bureaucracies evolve
and why they exis

¢ identified the dominant featunres of
a bureaucracy

¢ compared Nonth Amenican bureaucracies
to those in this country

o detfermined what it means 2o be
bureaucratically effective

e examined personal patteans and/on
difficulties in wonking within
bureaucracies

o begun plans of action for acquiring
8RALES to make you more bureaucratically
egfective.

Stress that these plans of action are
important. The analysis of the tureau-
cracy, seeing what we need to do to

fit in, making training happen in a
culturally sensitive way is a constant
task. The experiences in these sessions
should establish a foundation. It is

up to the individual volunteers to
continue the process.

END SESSION
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BE~33
Handout 1
Session 3

89

Action Plan for Bureaucratic Effectiveness

2rea of Difficulty

Skill I need to
acquire to make nie
more effective

Attitude I need to
change to make
me more effective

Action Steps I will
take to improve
area of difficulty

——
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"' SUMMARY OF MODULE IX

(i'otal

SESSION #1:

SESSION #2:

WORKING WITH COUNTERPARTS

Time Approximately 7 1/2 hours)

Theories of Motivation -
Approximately 2 hrs. & 30 minutes)

As a large group, participants identify
factors that motivate people in general.
They rate themselves on how important
these motivators are to them personally

as well as how they perceive the impor-
tance of the motivators for their
counterparts. Similarities and differences
between-what motivates them personally and
what they perceive motivates their host
country counterpart are discussed.
Individuals then concentrate on situations
they might set up that would encourage
increased interest and participation from
their counterpart. Working in pairs,
participants test their situations for
reality, appropriateness and cultural
sensitivity.

Action Strategies for Increasinc Effective-
ness of Counterpart Relationships
1 iE & 50

Approximately .1 hour minutes)

Participants are introduced to analysis
and aetion strategy as a problem solving
tool. They use it as the base for a
exercise on identifying strategies for
increasing the effectiveness of the
relatiovnship between Volunteers and
Host Ccuntry counterparts. Groups
develop action plans for implementing
their strategies.
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SESSION #3: The Role of the Volunteer as Manager

(Approximately 3 hours)

In Part I, Covnterpart Management,

(1 hour 35 miiutes plus break) parti-
cipants reeall-managerial styles-they
have-seen and/or-experienced. Given
an instrument, the Schmidt-Tannenbaum
Leadership Continuum, they analyze
work situations in the host country in
which they are serving as managers and
they determine -their managerial styles.
They next examine other managerial styles
that might be appropriate for the work
they do.

In Part II, Feedback, (1 hour 35 minutes),
participants re-examine criteria for
feedback and improve the criteria for

use in their work situation based on
experience they have gained in the host
country. They-practice utilizing the
"improved” -oriteria by chocsing situations
which are difficult but regquire feedback

by role playing. They then determine
( how to apply learnings to their work
situations. ‘
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SESSION #1
THEORIES OF MOTIVATIORN

Rationale for Training Session:

Volunteers often find themselves enthus-
iastic about a project, yet disappointed
because they perceive that their host
country counterpart isn't as enthusiastic. .
Volunteers may have certain expectations
about how enthusiastic and motivated their
counterparts "should be". When those
expectations are not met, the Volunteer
experiences frustration. Some become
judgmental about the commitments of
counterparts.

This session is designed to help Volunteers
look at motivation and the varying factors
that motivate people. Notivation can best
be understood as something people-do for
themselves rather than have done to thenm.
We can support and encourage others rather
than motivate them. Motivating others is
an extremely . difficult task. Encouraging
others to do things may be more realistio.

This session, then, is designed to help
Volunteers realize that although they might
7ot have the ability to motivate counter-
parts, they can set up situations that may
encourage their counterparts to become

mora interested, involved, and ccmmitted.

Total Time: Approximately 2 hours
15 minutes plus additional
15 minute break

Goals:

1. To examine some of the similarities
and differences in motivation for
Peace Corps Volunteers and their
host country counterparts.
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WWC-2

G @
. Notes/Summary 2. To identify some of the ways volunteers
might encvourage the involvement of the

people with whom they work.

Trainer Preparation Before Session

1. Brief other trainers cn their roles
(especially as a resource person
for strategies on Step 3c) in and
expected outcomes of the session.

2, Think of i-2-examples of -metivators
or-strategies -for increasing motivation
of--peopie that wouid be appropriate in
your -cuiture +o-use in-Step-4a.+

3., Prepare Newsprint.

Materials Needed

- newsprint or blackboard
- writing paper & pencils for participants

Prepared Newsprint

- Objectives of Session (Step 1) ‘
- Analyzing Motivators (Step 2a)

Task for Explaining Motivators (Step 3a)

= Task for Strategy Plan (Steps 6a,6c)

Handouts
None
[3 minutes] Procedures

1. Opening Statement

In order to introduce the session, explain
something to the effect that these next
three sessgsions are designed to deal

with issues that confront many Peace
Corps Volunteers in their role of working
with others. "We will discuss various
aspects of working with counteapants

and touch on {ssues such as theories of
motivation, management and ways to
improve how you are neceived by your

host country counteaparts.”

+Utilize various host country resources
for information.
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2a.

"1% seems that many Volunteens ane
frustrated because they can't seem 2o
get thein counterpants to do something
they may feel as necessary. Let's

Look at that mone closely in discussing
theonies of motivation,"

Trainer Note: If Volunteers feel their
counterparts are highly motivated then
they can contribute to this session by
sharing some of the reasons why their
relationship seems to be working and
their counterparts so highly motivated.

Read the session goals from newsprint.

Analyzing Motivators

Tell participants that one way to start
looking at motivation is to analyze

the nature of their own motivation.

Ask them to think about all the things
that personally motivate them in their
everyday work as Peace Corps Volunteers,
You can give an example such as "One
thing that motivates some Volunteens

in theinr everyday work is a sense of
altruism,..wanting to help someone else.
Anothen example might be some Volunteens
are motivated by a sense of accomplisdh-
ment and nesults. Learning and
mastering a fanguage may give such a
sense.”

Their task is to share out loud the
different things that motivate them.
Write their responses as they are
given on newsprint. The completed
newsprint with their responses might
look like this:
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Notes/Summary

(5 minutes]

[5 mimites]

WC-4

Sample Newsprint

What motivates me in my work as a PCV?

- altruism (doing something for
others)

= a sense of accomplishment
- personrl gain (language, experience)

- affiliation (to work with others
who share my same values)

- gecurity (a job for 2 years)

= survival (if I don't do my work,
they's gend me home).

0

Note: Thege are only samples. The

2b.

3a.

Volunteers in your group may come
up with different "motivators".
You may need to add some that
you've observed which seem
inportant for Volunteers,

When the newsprint is complete, ask
the group to select the 5 most
important. Through open discussion
in the large group decide which 5
are most important to them. Take
no more than 5-7 minutes for
deciding.

Rating Motivators

The next step is to help the partici-
pPants rate on a szale (a continuum)}
to see exactly how important the

5 motivators are for them. Have
them each rate on a scale of 1 to 5
for each of the 5 motivators.
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W WC-5

On a piece of paper, draw five scales, Notes/Summary
one for each of the motivators. Place
numbers 1 through 5 under each scale.
1 is low, 3 is medium, and 5 is high
in terms of "really motivating me."
Each scale will look like... *

l i i | |
{ i 1 1 i

1 2 - 3 4 5
Motivation Motivation

After drawing the scales, then title
cach with a motivator. You can explain
it using newsprint.

Sample Newsprint

|
\
|
|
J
i
;
|
\
|
|
1
!
Low High ;
l
|
|
|
|
1
|
}
|
i

. Sense of Accomplishment
i
T ) 3 g 3 ‘
Is not Is currently Is currently
currently an average motivating
motivating me motivator me very much
Affiliation
£
‘ 1 &/ 3 4 5
4 Is not Is currently Is currently
currently an average motivating
motivating me motivator me very mxch

Explain the newsprint by svating:




b Notes/Summary
{1 minute]
{10 minutes]

( [5 minutes]

[5-10 minutes]

3b.

3c.

3d4.

WWC-6

"Rate yourself on each scale. 1 might
rate myseld 5 on a scale of 5 fonr
sense of accomplishment because

1've gotten a group of women to woxrk

a smatl plot of Land and our vegetables
are fusl coming up. Oa, 1 might nate
myself quite Low on affiliation because
in my wonk being with othens {8 not as
impontani as getting the job done. We
all focus on task.”

Ask the participants to draw
scales_ for themselves,

to £ill them out and be prepared
to explain their ratings.

Participants work individually to
draw their scales. While they are
working individually, you should draw
on large newsprint five scales that
will allow them to indicate their
individual markings on this group
chart.

As participants finish, ask them to
come up to the large newsprint and
mark (using their initials) where
they rated themselves. Newsprint
will begin to look like this:

Sense of Accomplishment

a5 35 19.: »
1 2 3 4 5
3e. After everyone has put up their own

ratings, help participants look at
similarities and differences in
their responses. 1In order to do
this:

® point out patterns as they appear
like many people at 5, or everyone
scattered between 1-5.

®* ask the person who rated the highest

on a certain motivator why s/he
chose that rating
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3f.

4a.

® ask the person who rated the iowest
why s/he chose that rating.

® ask participants why they think there
are similarities and differences

As a means of closure to this phase of
work, ask participants to review the
chart and based on what they see and

have heard what might they do -as

managers of these particirants to support
and enhance their motivation.

Perceptions of Counterpart Motivators

This next step is to help the participant]
begin to examine how they perceive the
motivation of their counterparts.

Explain that examining what we perceive
to be factors that motivate counter-
parts is important to Volunteers for
several reasons:

® It can help Volunteers reassess
expactations of others when they
real)ize that not everyone is
motivated by the same factors.

®* It allows us to begin to-concentrate
more on figuring out strategies
that might help encourage counter
parts and thus help us to look at
situations positively. ("What can
I do to involve Joe®. Instead of
"I can't get Joe to do anything!"

®* It can help lessen frustration and
a feeling of burden that Volunteers
sometimes experience.

Ask them to now start another page

and rate their host country counterpart
or the host country person with whom
they work the closest on the same
motivators as they rated themselves.
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Notes/Summary

[10 minutes]

[3 minutes]

[5=-10 minutes]

4b.

4c.

4d.

WWC-8

They can also add 1-2 new motivators
that are not included in the §
already chosen. "As you have done
gor yournselves, row draw 5 scales
gor how you penceive the motivator
og your host country countenpart on
the host country penson with whom
you work the closest. How impontant
do Zou think these 5 motivators anre
Lo him/her? After you nate these

5 motivatonrs you can add 1-2 new
ones that you feel motivate youn

counterparts. Be neady 2o share younr
perceptions.”

Participants draw scales and work on
their own showing their perceptions
of their counterpart motivators.

As participants work individually,
you should prepare another large
newsprint with the 5 motivators and
rating scales under each one. Put
Up one extra sheet of newsprint with
scales for motivators they want to

add. .

As participants finish, ask them to
come up to the large newsprint and

mark (using their initials) where

they labeled their counterpart on

each rotivator. Tell them to use

the klank newsprint to add any new
motivators they selected for their
counterparts. Then ask all participants

to reply to the new scales that are
added.

Trainers Note: The individual marks
by the participants on the new
scales will determine which they

see as important. For simplicity,
you may want to work with only the

two or three most highly rated new
motivators.

Hang the newsprint from step 3d that
represents the participants ratings
next to this new newsprint that
represents how they perceive their
counterpart's ratings. Aszk
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participants:

* what similarities and differerces they
see in Volunteer's ratings and host
country counterpart's ratings.

what general statements they can make
about motivators for counterparts.

Summarize by mentioning that "We are not
saying herne that you have the ability
to figune out exactly what younr counten-

parnt's motivation is, and thenefone

you can motivate him/hen. What 4is
important 48 that we do have some
penceptions about the differnences and
similanities between what motivates us
and what motivates othens. UWe can then
use some of those penceptions 2o help
us 2o set up situations that might
‘encounage the invofvement, panticipation
and intenest of othenrs.” Explain that
after the break, we will look at some
of those strategies.

5. BREAK

6a. Strategies

Explain that the next step is to look
at some of those strategies for
encouraging the involvement of
counterparts. Based on the scales

the participants drew indicating their
perceptions of their counterpart's
motivators, have them try to think of
some situations they could set up to
increase their counterpart's motivation
in an area they have perceived to be
important for that person.

Give an example:

"Forn instance, 4§ 1 have pencedived that
my counterpanrt {s motivated by status,
perhaps some of the things 1 could

do %o increase the possibility of
status fon him/hen would be:
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Notes/Summary

[15 minutes])

[3 minutes]




WWC-10

( Notes/Summary 1« To intnoduce him/her to the goveanon

{on othen penson of high status)
a4 an important individual in my
project.

2. Tnvite him/her to a special social
event and introduce him/hen 2o
othens.

3. To have him/hen assist me with an
anticle and have both your names
appear in the Local newspapen.

Perhaps 4if the counteapari 4is necognized
more and thus his/hen status is incneased,
8/he will be mone encounraged to be
involved and participate.”

Note to Trainer: These are just samples.
Make up some that would be specific
to your country. +

Explain the first part of the task:

{ Design some strategies based on

one motivator you chose for your
counterpart~-- these are not
formulas. They are ways for you

to encourage the involvement and
participation of your counterpart(s).

Ask participants to work individually
to develop their strategies. Tell them
they will be expected to reality

test® their strategies with another
person.

[20 minutes] 6b. Participants individually develop
strategies.

[3 minutes] 6c. Ask that each participant pair up
with someone else. You can read the
next task or explain it using a
prepared newsprint.

*See glossary

( +Utilize various host country resources
for infcrmation
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Sample Newsprint Notes/Sumnary

TASK:

1. Explain your strategy to one
other person.
2. Let the other person react as
to the reality of feasibility
of your strategy.
3. Ask the other person for sugges~
tions about further strategies.
4. Switch roles and do the same.

6a. Participants work in pairs to reality [15 minutes)
test strategies with each other and
with available host country staff.+

7. Processing
{20 minutes)

Ask participants to come back into
large group. Ask the following
{ guestions:

’ 1. what were the different motivators
you worked on? (Get show of hands
on each motivator to see how many
chose each motivator).

2. looking first at the motivators
the largest number worked on, what
were some of the different
strategies people are proposing?
(Ask group as they listen to
react in terms of whether they
hear the question as being cultur-
ally appropriate). +

Let's look at several of the
strategies on some of the motivators
only 2 few responded to. Review a few.

3. Let's compare our strategies that
we used for Volunteers and those
we are proposing for host-country
persons. What are some of the
similarities and differences?

. +Utilize various host country resources
for information
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Notes/Summary

{1 minute]

4. Looking at all the strategies we
are prorosing - what problems in
motivation do you see for yourselves
in implementing them?

Closure

Close the session by stating that
"undens tanding motivators is an
<mpontant pant of being effective 4in
wonking nelationships with othens.
Oun next step 48 2o Look at a problem
80Lving process that can be applied
2o not only Limproving nelationsdhdips
with oun host country counterpants,
but fo improving othen situations 4in
which we anre involved. We wilf practice
this problem solving process 4in the
next session."




BESSION #2
ACTION STRATEGIES FOR

INCREASING EFFECTIVENESS IN
COUNTERPART RELATIONSHIPS

Rationale for Training Session:

Analysis and Action Planning is an important
tool that can be used in a wide variety of
situvations -- including problem-solving
situations with host-country nationals.

In this session Analysis and Action Planning
will be used to help the participant
diagnose his/her work relationships with

one Oor more host-country counterparts and

to select and design a strategy for contin-
uing improvement.

Trainer Note: "Analysis and Action Planning"
1s a modified version of force field
analysis. The article "Rurt Lewins Force
Field Analysis" has been included for
trainers who are not familiar with it or
who wish to read mere about it. Use the
handout for your own background information.
If you follow the lesson plan and introduce
the concepts of "Analysis and Action
Planning”, the handout is not necessary for
the participants.

Total Time: Approximately 1 hr 50 minutes

Goals:

1. To acquaint participants with Analysis
and Action Planning and to demonstrate
skills in application of the concepts
toward improvement of work relation-
ships with host-country nationals;

2. To determine factors that are helping
or hindering participant's goal of
increasing effectiveness in work
relations with host-country nationals;
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Notes/Summary 3. To review change strategies and sgelect

at least one for application in
participant's work situation.

Trainer Preparation for Session:

l. Brief other trainers on their roles
in and expected outcome of the session.
Explain Analysis and Action Planning
to other trainers if necessary:

2. Prepare lecturette on Analysis and
Action Planning based on information
found within the lesson plan as well

as the additional handout.

3. Ir order to clearly present Analysis
& Action Planning, this lesson plan
requires that the trainer prepare
fairly detailed newsporint that show
sumples of each step. Prepare and
become familiar with all your news-
Prints in order to present and manage
them smoothly. You may also develop

{ some of the newsprint as you do your .

explanations, thus varying your
techniques. The important point is
that you manage them we“l and not
allow one newsprint to become
unwieldly.

Materials Needed

- newsprint/blackboard
- paper

Prepared Newsprint

- Session goals (step 1)

- Steps in Analysis & Action Strategy
(Step 2a)

- Select goal (step 3a)

- Helping (A) & Hindering (B) Factors
(step 4a)

= Criteria for selecting change

objectives (step 5a)

Change objective (step 5a)

Task for Reality Test (step 6a)

Sample Action Plan (step 7a)

Task for Critiquing Action Plans

( (Step 8a)
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Handout

Blank Action plans

Readings

Kurt Lewins "Force Field Analysis"
(for trainers)

Procedur.s

1. Opening Statement, Bridging* & Goal

Mention that in the last session everyone
began to look at ways to increase interest
and encourage active participation on

the part of their counterparts. The

next step is to examine ways to wnhance
the working relationship between
volunteers and their host-country counter-
parts.

Read session Goals from prepared
newsprint/blackboard.

Lecturette on Analysis & Actzion Planning

Explain that "we want to Look at ways
Lo <increase the effectivencss of the
Peace Conps Volunteen's nelationship
with his/hen host country counteapart.
Using Analysis § Action Planning is one
way Zo examine Zhings we might do o
achieve that effectiveness.” Mention
that the Analysis & Action Planning is
a tool that participants can apply to
a variety of different situvations that
need problem solving.

Using prepared newsprint/blackboard,
explain that there are 4 steps to
Analysis & Action Planning, and that
participants will have the opportunity
to practice each step.

* See glossary

Notes/Summary

[3 minutes)

[5 minutes])




Notes/Summary Sample Newsprint

4 Steps of Analysis & Action Planning

1. Select Goal

2. Analyze factors that are helping/
hindering achievement cf goal

3. Determinsz a change objective

4. Action plan

Mention that you will now review vach step
and ask participants to apply eacn step
to their own situations.

Stress that this activity will be an abbrev-

iated version of Anzlysis & Action Planning

8o that the system is explained. It will

( be up to the participants to apoly i+ more ‘
fully on their own.

3a. Analysis & Action Planning Sten 1

Explain that in order to imp->re mosc
situations one needs a clear yoal so
that s/he k“ows exactly what it is s/he
wants to improve. Ask participants to
think back on the last session when they
began tn talk about strategiecs that
might encourage increased interest and

. . participation of their counterparts.
Remind them that one of the goals you
used as an example to develop strategies
in the last session was to help your
host country counterpart gain more
status on the job.

Remind them that onz of the things you
used as an exampie that might encourage
a counterpart's interest and partici-
pation would be more status for him/her
on the project. So, for the purposes of
this exercise, in order to make your
relationship with your counterpart more
( effective, your goal would be to help
him/her gain more status on the project. ‘
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Use prepared newsprint to explain:

Sample Newsprint

Step I: Select Geoal

Goal: I want %o help my
counterpart achieve
more status on the
project.

3b. Ask participants to take out the

3c.

3d'

4a.

papers from the last session on which
they started to determine strategies.
They should now review those strategies
and pick out something they really
want to work on that would improve
their relationship with their counter-

_part in some way. Their task is to

select one goal and to write it down
on a piece of paper as you did on the
newsprint. (Use small, notebook paper).

Participants individually review
strategies, select and write goal.

When they are finished ask if they
have any questions. TelX them to
hold on to their goals. They will
be used in next step.

Analysis & Action Planning Step 2

Explain that the next step is to

analyze what things or factors are
helping (working towards achievement)
and what things or factors are

hindering (working against achievement)
of the goal. Mention that if you were
going to analyze the current gituation
with your sample host country/PCV
relationship, the helping and hindering
factors might look like this. (Hang

2 more sample newsprints (A&B) next

to the one with your goal so participant
can see how this problem solving process
is beginning to evolve),
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Notes/Summary Sample Newsprints

Step I: Select Goal

Goal: I want to help my
counterpart achieve more
status on the project.

A B

Factors that are Factors that are

helping me achieve hindering goal

goal: achievement:

1. My counterpart is 1. My counterpart
very visible work- spends a lot of
ing with Peace time away fram
Corps. her family.

2. Our supervisor has 2. There is jealousy

{ camplimented us on in the village 1"

our work. that we're working

3. last time we went so closely.
to the city, we 3. I'm getting
met with the rewards (books &
supervisor of * materials from
schools and my PC) and she's
counterpart gave rot getting any-
a presentation. thing new.

[0-3 minutes] Ask participants if there are any helping and/

or hindering factors they would add to
your lists.

{1 minute) 4b. Request that participants examine their
goals and make a list of the factors

that are currently helping the achievement
of the goal as well as another list for
the factors that are hindering the goal.
Answer any questions.

o —
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: Mention that the next step in this

process is to select a change objective.
What this means is to look at the list
of helping factors and the list of
hindering factors and to choose one
item, that is, one objective to change.
Changing that item should ultimately

| help you achieve your goal. Explain

(using prepared newsprint) that the

:

|

|

|
@
! 4c. Participants work individually to make Notes/Summary
- their two helping/hindering lists. [10 minutes)
4d. Ask if there are any questions. Tell [0-3 minutes]
| them to hold on to their lists. They
) are an important part of step 3. g
} 5a. Analysis & Action Plaaning Step 3 [5-10 minutes)
|
\

selection of what to change should be
based on the following criteria:

Sample Newsprint

Criteria for Selecting Change Objective

On the hindering side it should:

1. Subtract a present hindering force
2. Reduce a present hindering force

On the helping side it should:

1. Add a new force to the hindering
side
2. Increase a present helping force
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{0-3 minutes]

fi minute]

5b.

WWC-20

As an example of how this can work,
refer to your list of hindering factors
fcr your sample.

-
Factors that are hindering
goal achievement:

1. My counterpart sperds a
lot of time away from
her family.

2, There is jealousy in the
village that we're
working so closely.

3. I'm getting rewards
(books & materials fram
PC) and she's not getting
anything new.

Tell participants that you have decided
to try to reduce hindering factor #2,
that is to reduce the jealousies. So
your "change objective™ becomes (use
prepared newsprint to explain):

Sample Newsprint

Change Objective: to reduce
the possible jealousies in
the village and to thus
decrease my counterpart's
discomfort.

Ask participants if there are any ques-
tions about how to select a change
strategy.

Request that participants examine the
helping and hindering lists fozr their
particular goal. Based on the 4
criteria for selecting a change
objective, they should select their
change objective and write it down.
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S5c. Participants work individually to

select their change objective.

5d. Ask if there are any questions.
Reality Testing* Analysis
6a. Mention that now is a good time to stop
and look at what we've done to this
point.
Ask participants to pair up with one
other person. One person is A and
the other B. Explain the task as
follows (you can use prepared newsprint)
A B
Share your goal, =Act as consul-
helping/hindering tant
factors & change -Bsk questions
cbjectives to "reality
Found 1 test" or check
. feasibility of
plan so far.
Make suggestions.
A B
-Act as consul- Share your goal,
tant helping/hindering
=Ask questions factors & change
to "reality objectives
Round 2 test™ or check
feasibility of
plan so far.
Make suggestions.
6b. Participants work in pairs to reality

test their work so far.

Trainer Note: You and other trainers
should circulate among the pairs to
see if they are on track, to help them,
direct them, answer questions, etc.

*See glossary

WwC-21
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{5 minutes)
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|
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Rotes/Summary 7a. Analysis & Action Planning Step 4

Explain that this step, Action Planning,
is one of the most crucial in that it
will help determine exactly what: steps

: . need to be taken in order to achieve

3 [5 minutes] your change BB?ECtive. Using a newsprint
| sized action planning chart, explain

the process based on your same example.
. Remind the participants that your

change objective was to reduce the
possible jealousies in one village

and to thus decrease your counterpart's
discomfort.

Point out that the next step is to
determine the details of the plan by
completing & chart that indicates

the "what", "who", "where" and "when"
of the plan. Use the newsprint to
illustrate this detail,

Sample Newsprint

ACTION PLAN

Change Objective: to reducws the possible jealousies
in the village and ¢o thus decrease my counter-

. part's discomfort.
what Wo Where vhen/
Time Frame

Hold a meeting | invite the mmicipal
to explain camunity building next month
1) what my

counterpart | the mayvor

&I are

dbingc:? the school
the project | principal
2) that we are
now working
alone, but
in the
future will
need more
volunteers
) 3) that we need
‘ to involve
the comumn-
ity to get
their ideas

l
e | 11
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. 7b. Ask participants if they have any ideas Notes/Summary
they could add to your chart or if there
are any questions about the process [0-5 minutes)

to all participants. Ask them to
individually complete an action planning
chart for their change objective.

|
|
l
7c. Pass out blank action planning chart [10-15 minutes)

Trainer Note: Stress again that this
is an abbreviated session of an action
plan. A total analysis would mean
more goals, objectives and a more
complete action plan. The purpose

of this exercise is to establish the
concepts and show participants how to
use them so they can continue when
they get back to their sites.

Reality Testing Action Plans

8a. As they finish their individual plans, [1 minute]
tell participants to rejoin their
partner from their pair and to share
their plans, critique each other and
offer suggestions. A criteria they can
use for critiquing each other's plans
is to answer the question: Will this
pPlan help me reach my objective?

Sample Newsprint

TASK

® share plans
@ critique plans
® offer suggestions

*Does this plan help reach
the objective?"

8b. Participants work in pairs. [10 minutes)
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thes/Summary

{15 minutes)

[1 minute])

Processing =~ Bréng the group back together
and:

9.

10.

Ask the following gquestions:

® What was most difficult about this
activity?

© What were some of the issues you
focused on in this activity that
gave you a new insight or per-
spective in working with your
counterpart?

® In sharing your Action Plan with
your partner, what did s/he do
that was most helpful to you?

e This has been an abbreviated version
of Analysis & Action Planning.
How cculd you use this technique
more fully to explore your conter-
jsart relationship?

® Do you see some ways that you might
involve your counterparts?

Summarize by saing that "Analysis

§ Aclion PLanning can be a useful
problem-s0Lving technique in various
dituations. 1% can help you quichly
generale many creaive stnategies.
Once you have developed a numben o
strategies, you can decide which ones
2o implement and then plan how 2o
impfement them." You can also apply
it to situations besides your relation-
ship with your counterpart. Tell
them that they have begun a plan here.
It is up to them to complete that
plan and try it out when they get
back to their sites. A plan may have
to be revised several times before
successfully implemented.

Explain that the next session will
go beyond this and address more
issues about work relationships.
"It will explore the role of the
Volunteer as a manager."

End Session.
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Handcut I

ACTION PLAN

CHANGE OBJECTIVE:

WHAT

WHO

WHERE

WHEN/TIME FRAME
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KURT LEWIN'S
“FORCE FIELD ANALYSIS"”

Change in a group or an organization means essentially an alteration in the way things get
done in the system. It may mean changes in compensation methods, sales and production
levels, leadership styles, or interpersonal functioning, among others. Kurt Lewin's Force
Field Analysis provides a framework for problem-solving and for implementing planned
change efforts around a wide range of group and organizational issues. By way of review-
ing Lewin's concepts, this paper describes how a group of managers applied the method
when they met to discuss their effectiveness as a work team.

In talking to each other, the group members soon recognized that their day-to-day
effectiveness and their ability to improve it were hampered by the degree to which they
felt free to confront each other on relevant task and interpersonal issues. Having agreed
that they needed to talk more openly with each other, each individual member now waited
for someone else to “be open.” Much of the frustration with this technique was soon sum-
marized in the question, “Why can't we change the way we work together®".

DEFINITION OF THE PROBLEM

At first the reasen for “no change” seemed to be “that’s just the way things are," but as
the managers locked more deeply at the climate in which they were operating, they identi-
fied some factors or pressures that strongly supported changes in the direction of more
openness: (a) the team members wanted to perforin effectively for the sake of their own
careers as well as the good of the organization; (b) they were functionally interdependent
and had to work together to accomplish their goals; (c) there were existing work-related
problems that were having an impact on effectiveness (for example, responsibility without
authority and unclear job definitions); (d) some interpersonal tension already existed in
the system (for example, destructive competition and passive and overt hostility).

As they continued their analysis, the managers also identified pressures that acted
as powerful obstacles to change: (a’) many of the group members lacked experience and
skills in dealing with conflict and more open feedback; (b') the risk of the “unknown" was
high in terms of “What will we open up?” and “Will we hurt each other?”; (c) there was
a cozcern that if certain issues were brought up “things could get worse”; and (d) there
were questions about whether top management would support a more open climate or
whother they would respond with “That'’s not the way things are done around here.” Thus,
the definition of the problem tock the form of recognizing that opposing forces like these in
the environment determined the existing level of interpersonal functioning in the group.

Figure 1 summarizes this “diagnosis™ of the problem. The top and bottom of the
figure represent opposite ends of a continuum of a team’s functioning in terms of its inter-
personal climate. The environmental conditions and pressures supportive of more open-
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ness in the system are the driving forces represented by the arrows pushing upward which,
at the same time, act as barriers to the team’s movement backward toward a more closed
system. The arrows pushing downward represent the restraining forces which are keep-
ing the system from moving toward a higher degree of openness and, at the same time, are
driving forces toward a climate of lower interpersonal rick.

A group of forces as shown in Figure I may be called a “force field." The length
of the arrows-in the force field describes the relative strength of the forces: the longer
the arrow the -stronger the force. For descriptive purposes, the forces in Figure I are
shown as equal in strength, but a force field can be made up of forces of varying strengths.
Indeed, the strength of any single force may itself vary as we get closer to either end of
the continuum of openness. A group or organization stabilizes its behavior where the
forces pushing for change are equal to the rforces resisting change. Lewin called the re-
sult of this dynamic balance of forces the “quasi-stationary equilibrium.” In our example,
the equilibrium is represented in Figure I by the line marked “leve] of the present inter-
personal climate.” It is at this level of functioning that the system is not completely
“closed” in terms of a total lack of openness, feedback and risk taking, but neither is
there the degree of each needed to work together as effectively as might be. The arrows
meeting at the line indicate that the current state is being maintained somewhere between
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the end points on a continuum of team functioning by a balance of discernable driving and
restraining forces. .

THE IMPLEMENTATION OF CHANGE

Since the management team is interacting at its present level because of a balance of or-

ganizaticual and individual needs and forces, change will only occur if the forces are modi-

fied 30 that the system can move to and stabilize itself at a different level where the driv-

ing and resivaining forces are again equal. The equilibrium can be changed in the directior

of more openness by: (1) strengthening or adding forces in the direction of change, (2)

:;ducing or removing some of the restraining forces, or (3) changing the direction of
e forces.

Any of the basic strategies may change the level of the team's functioning, but the
secondary effects will differ depending on the method used. If a change in the equilibrium
is brought about only by strengthening or adding driving forces, the new level may be ac-
complished by a relatively high degree of tension which itself may reduce effectiveness. In
Figure 1, the line representing the “Jevel of the present interpersonal climate” will move
upward toward more openness under the pressure of strengthened driving forces The ad-
ditional pressures upward, however, will be met by corresponding increases in resistance.
The resulting increase of tension in the system will be characterized by a lengthening of
the arrows pushing upward and downward at the new level.

Attempts to induce change by removing or diminishing opposing forces will generally
result in a lower degree of tension. An important restraining force that requires removal
in our example is the managers’ lack of experience and skills in dealing with conflict. As
the managers acquire new interpersonal skills, a key restraining force will be removed.
Mareover, changes accomplished by overcoming counterforces are likely to be more
stable than changes induced by additional or stronger driving forces. Restraining forces
which have been removed will not push for a return to old behaviors and ways of doing
things. If changes come about only through the strengthening of driving forces, the forces
which support the new level must be stable. For example, many work groups are stimu-
lated toward new ways of working together by participating in “team-building" sessions.
only to find the former behaviors and habits re-emerging shortly after return to the day-
to-day job. If the change started by the learning and enthusiasm of the team “uilding is to
continue after the session, some other driving force must be ready to take the place of the
meeting'’s stimulation.

One of the most efficient ways to get change is to change the direction of one of the
forces. If the managers in our example cau be persuaded to “test” top management's sup-
port for & more open climate, they might find more encouragement than they previously
thought existed. Thus, the remaval of a powerful restraining force (expected top manage-
ment disapproval) becomes an additional, strong driving force (actual top management sup-
port) in the direction of change.

Morris S. Spier
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SESSION 43
COUNTERPART MANAGEMENT AND FEEDBACK

Rationale fos Training Session

Volunteers often find themselves in
situations where their leadership or manage-
ment of a task, project, or other individe
vals is required. Volunteers in this
situation are sometimes no* adequately
prepared for ‘two critical uspects of a
manager's work with counterparts - the
manager's style of leadership, and develop-
ing an appropriate means for getting and
giving information about effectiveness in
work performance-feedback. This session
focuses on these two aspects.

Part I - Counterpart Management

Research indicates there is no one style
of management that stands out above all
others. Good management involves the
ability to use a wide-range of skills in
response to any, and most often, un.gue
situations. In Part I there is an
examination of a variety of management
styles, a review of different situations
that require managing counterparts, and an
analysis of which styles may or may not

be most appropriate in working with others.

Part 1l - Feedback

In examining principles of feedback (Part I1I1)
the intent here is to use the Volunteer's
experience and knowledge of the hogt-
country in developing skills and approaches
for using feedback appropriately. Feedback
is the major means available to devalopment
woerkers in learning how to correct e~rors
and to continue doing effective work.

Total Time: part I - approxirately 1 hour
35 minutes plus 10
minut~ break

Part II- 1 hour 35 minutes
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Notes/Summary Goals

l. To review different styles or
approaches for managing others and
to identify the style most appropriate
for use in work situations. (Part I)

2. To identify styles of management
Volunteers feel most comfortable in
using and those which they need to
more easily use to increase their range
of manager skills. (Part I)

3. To analyze a set of criteria for giving
feedback, an@ to modify those criteria
for more appropriate use in host
country work situations. (Part II)

4. To practice new approaches to giving
feedback and to test with others how
effective it is based on their experience

. in host-country work situations. (part II)

( PART I. COUNTERPART MANAGEMENT
Trainer Preparation Before Session

1. Brief other trainers on their roles,
especially as resources, and on the
expected outcomes of the sessior.

2. Review Handout #l1 "Schmidt-Tannenbaum
Leadersghip Continuum" and decide whether
you want to do a 10-15 minuvte lecturette
on the Continuum or whether you want
participants to read the handout and
then discuss it.

3. Think of examples of Manager behavior
on the continuum which you have seen
or experienced in host-country
situations. It would be helpful for
you to determine ahead of time which
styles you see used most often in the
host country and which least and the
implications of the limitations of
use. +

4. Prepare Newsprint by drawing continuum
if using lecturette.

4+ Utilize host-country resources for various
opinions.
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Materials Needed

1.
2.
3.

Copies of Handout I (In support of
lecturette or for discussion)
Writing paper and pencils for
participants

Newsprint or blackboard

Prepared Newsprint

l.
2.
3.
4.

&

- e

6.

Goals of session

Schmidt-Tannenbaum Continuum

Task for Pie Chart Exercise - Step 3
Sample Pie Chart, Supervising Time, Step
3a.

Sample Pie Chart, Management Styles,
Step 3b

Task for Sharing Pie Chart, Step 3c.

Procedures

Opening Statement/Goals Part I

la. In introducing this session, remind

participants that roles often change
within the Volunteers relationship
with host-country counterparts. Some-
times the Volunteer manages a task,
project or individuals. Sometimes

the host-country counterpart is the
manager. Sometimes you share the
managerial aspects. Tell them that
for this reason, it is important to
look at the role of the manager in

the host-~country and the usual expec-
tations and demands of the position.
Read goals from prepared newsprint.
You can mention something to the effect
that "offen the manager {s Looked to
for support not only in the work
situation but as a supporter on
dponsor fon events that might happen
in the community. Fon example, zthe
managen might be expected Lo be a
'god-paaent' 02 sponsor at a baptism+,
Tae Volunteer as a manager must unden-
stand not only his on her own shills
and approaches 2o management, but

mudt have a good grasp of how his/her
style is and is not appropriate within
the cultural context."

121

124

Notes/Summary

[2 minutes)




(¢

Noteg/Summary

{3 minutes]

{15 minutes]

WwC-28

1b. Before beginning your lecturette or
having the participants read the
handout, help them to focus on the
subject of management styles. Elicit
verbal responses from them by saying
"Looking at your own expeaience and
observations as managens, what
diffenent styles of approaches have
you seen managens use with subondinates"
Responses you might get are "sensitive
and inviting ideas", some as "donin-
eering” and some as."laissez-faire-
Oor no management”.

Lecturette/Discussion

2a. After participants have given 4-5
examples of management approaches
they have seen, offer your lecturette
on the Schmidt-Tannenbaum continuum
or have the participants read and
react to the Eandout 1. If you have
them read the article, tell them to
make notes on the article for points
that need clarification or items
they want to discuss.

2b. After the lecturette or reading,
facilitate a brief discussion covering
the following:

® Ave there any points that need clar-
ification?

® Did some things occur to you that
you hadn't thought about before?

Analysis of Current/Potential Management

3a. The purpose of this next task is to
help participants analyze present or
potential situations in which they
are likely to manage host-country
national work activities. Ask them
(1) to list all the different manage-
ment act'vities in which thev are
presently involved with host-country
nationals; (2) to make a pie~chart.
The pie-chart includes showing the
major activities in which they are
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involved and the percentage of time
spent on each of those blocks of
activities. The task can be written
on the blackboard or on newsprint as
follows:

Sample Newprint

Task: On a piece of paper list all the
major management situations you have with
host-country nationals. (Examples: super-
vising one-to-one seed planting; team
meetings on work goals; planning & meeting
with villagers).

° After listing try and make no more than
4-5 major cateqories for all situations.

® Now draw a "pie" - and with the "pie"
representing 1008 - £ill out the chart
with the % of supervising time spent on
each set of tasks. Your pie-chart might
lock like

Sample Pie-Chart

supervision

30% of field
Team neet_-.i.ngs workers
on planning

work

Trainer Note: You can also develop a sample
pie chart” in front of participants and
while explaining task instead of having one
already drawn.

e 123

]

126

Notes/Summary



WWC-30

(- | - . @
Notes/Summary 3b. In their pie-charts ask participants
to write on the inside of each "slice"

-7 mi . of the "pie", the dominant manage-
[5=7 minutes] ment. styles g/he uses in that
situation - choosing from - "Tell- .
Sell-Test-Consult-Join." For
example in the team meetings s/he
might do mostly "Sell and Test" on
report writing "Tell",

On the outside of the chart next to
each situation ask the participants

to write what other styles might be
appropriate to use in those situations.
Pie~chart may now look like:

Sample Pie=Chart

Other Style:
: Tell, Seli ®
Other 20%
Style: /)08 \mooopn o0uS
'Ibst' i " ting®
ins /. cansulting
Jo. ms‘-"l’e’m“rt
40¢ Other
°“e*f£§2i Style:
of field Consult,
kers !
Other wor Joins
sctyl"-']‘t "Tell-Test"
[
Test
Management Styles




3c. Ask participants to meet in triads*
and to take turns describing their
charts. Those describing should share

the situations they are involved with =

their present management style and the
other styles they think might be
appropriate. Those listening should
help to reality test** both the
appropriateness of the present styles
and the proposed styles. The purpose
of this task is to help each nmartici-
pant to identify more fully his or her
present sgtyle of management and to

explore possible additions. Each person

take 5-7 minutes for analysis.

You can explain task using prepared
newsprint.

Sample Newsprint

TASK
Using your pie chart:

1. Share your
® current management situation
* current management style
* other styles that might be
appropriate

2. Listener reality-test present
and potential styles for
appropriateness.

5-7 minutes for each
person tc¢: share

* See glossary
** See Trainer Reference
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Notes/Summary 3d. Tell participants to move back into
& large group and ask the following
estions:
{20 minutes) question
= What did you discover in your small .
groups? Do most of you tend to
rely on one or two styles or do you
use a wide-variety in your work?

- Looking at this culture which
management gtyles ‘amonqg "Tell-Sell-
Tests-Consult-Join" dominate.

- As development workers do you think
these different management stvles
might reflect a strategy of develop-
ment which says that whenever you
can you should move from "telling"
through to "joining"?

= In your work situations which styles
do you find most difficult to use?
Why?

( = How might you overcome some of '
these difficulties?

= What special problems do you see
Americans as having in working
as managers in new cultures?

4. Closure for Part I

[3 minutes)

A suggested closure you can use would
include: "Management shilfs involve
a Life-Long expeaience. Thenre i
always mone o Leaan especially when
working 4in complex situations such as
cross-cultunal settings.”

"Management styles favolve at Least
three influencing factons - pensonality -
what style 48 most natunral and
comfontable for me? situation - what
kind of management styZe is demanded

by the situation? socio-culture -

what do the noams and culturne demand

0§ the manager in nelation to the
subondinates?”
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"The effective managen usually is
aware of all these competing demands
and probably nesponds with a balancing
0§ all three."

"Today, you've had a chance 2o analyze
your present style of nesponse 2o
difgenent situations and to neview
with othens possible additions. One,
additional thought, and this 4is
connected to feedback. When you get
back 2o your wonk situation you might
ask those you work with %o Look at
your management styles with you and to
see {f they have some ideas for how
you can be monre effective?”

We will look at the aspect of feedback
after the break.

BREAK
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HANDOUT-1
- MODULE II SESSION #3

Schmidt-Tannenbaum Leadership Continuuml

Boss-centered Subwedinate<centescd
beadennhup beadetalip

>

Ares ofofxecdum
for suburdinates

Pttt

Dhl.u Manage:  Manager  Mansger  Manuger Munager  Menagget
makes “aslls” prescnts  presents  presents  defines permuts
tocini
ad -

decision, ideasand tentative  problem, Lns; subords
invites  deciuon  peissug-  asks group nates v

BOUNCES questions. subject pestwns, 10 nske  funcuion
i, tu change. makesde- decision,  witlun hin-
ason. us defined
by supentot.

Tells Sells Tests Consults Joins

[Manager Behaviers en Schmidt=-Tannenbaum Contimnm]

This chart on different leader or manager styles was
developed by Warren Schmidt and Robert Tannenbaum at the
University of California Los Angeles Business School.

It has a number of important aspects. At the top of
the chart in an arrow that bejins with "Boss-centered
leadership" and extends to "Subordinate - centered leader-
ship.” The more that the boss or manager's behavior is
focused on his or her needs and interests the more "Boss-
centered™ it will be and will be located on the left-side
of the chart. Behavior that is directed toward the needs
and concerns of subordinate or person being managed will
be on the right gide of the scale.

The rectanglular chart identifies the manager's
reliance and use of authority in working with others. The
more the manager relies on authority the less freedom that

1ngar H. Schein., Process Consultation: Its Role In Organization
Development. Reading, MASS: iﬂEiEii*kquy,i. .
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Handout-l1l {cont.)

i ULk

Session #3

Handout 1l-p,2

is left to subordinates to act and make decisions on their
~AS the manager relinguishes more authority on the
more freedom can be exercised by the subordinates’

- '—‘m.
going along the right.

If one examines

the behaviors described in manager

are five basic actions- Tells, Sells, Tests,

- Consults, Joins = involving the manager in interaction
with subordinates from the left of the continuum to the

styles, there

® Manager makes decision
and announces it.

Manager “sells" decision.

Manager presents ideas
and invites questions.

Manager presents tenta-
tive decision subject to

Manager presents problem,
gets suggestions, makes
decision.

Examples

Manager sgees that more work
.will be required to finish
a task. Without discussion
s/he tells the subordinates
they will have to work
overtime or on weelends.

Kanager is really excited
about a new idea for involving
villagers in project. S/he-
calls work team together and
gives a real pitch for why
this is important and the
results it will produce and
why it will be implemented.

Manager feels good about ideas
and presents them to the work
team and then asks for questions
and thoughts about how to make
it work. (Probably not pleased
if subordinate tries to make
idea look inappropriate.)

Manager calls work team
together and says s/he has
come up with a decision s/he
is prepared to make but wants
tc test it out with team and
change it if necessary.

Manager tells the team s/he
has a problem and would like
their best input. After
listening to their ideas,
s/he makes a decision -

not necessarily in agreement
with team.

L
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Handout 1 (cont.) Handout 1 - p,3

Styles Ex les
. T e !u'nagei defines limi-t:,.s; . ilanager calls the work team
ask group to make together - gives them a
decision, pProblem and says s/he needs

a solution by a certain time;
the solution must be within
policy quidelines and the
staff must unanimouslyv

support it.
® Manager permits subor- ® Manager tells subordinates
dinates to function - vhen they begin their job
within limits defined that s/he will not keep a
by supervisor. time card on them. They must

work 40 hours a week and they
can set their own time to
come and go.

®
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Notes/Summary

PART II. FEEDBACK

Rationale For Part II

The intent of this session is to help
participants explore how they, as develop-
ment workers and managers, are going

to continue to learn about their work.
Critical to all learning is the skill

and practice of feedback. This is
especially true in many relationship

and all development efforts.

"Feedback" igs information about how one's
behavior or action affects ‘work and
others. vVolunteers often confuse
feedback with the values of honesty

and frankness in relationships, as in
"telling somebody what you really think."
In Part II the interest in feedback is

on work performance and relationships.

Trainer Preparation Before Part II

1. Read Handout #2 and use it to help
you develop a lecturette and approach
for re-introducing the concept of
feedback to Volunteers. HMany of them
have already experienced it in pre-
service training or CAST.

2. Prepare newsprint

Materials Needed

1. Copies of Handout #2
2. Newsprint or blackboard

Prepared Newsprint

- Task for Examining/Changing Criteria,
Step 4B

- Task for applying new criteria, Step 52

Procedures
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Opening Statement

la. Remind participants that before the

break they examined the role of the
manager in terms of respénsibilities
and styles. "0One responsibility that
cveng manager has {8 that of providing
feedback to otheas about their wonrk
perfoamance and nelationships. VYou
have all practiced feedback duning CAST
or Pre-Service Tradining. 1t 4is
impontant o neview those Learnings
because oé the f§act that feedback is

a cnitical linkage to management
nelationships. "You've been in this
country now §on months. 1'm sune
that many 0§ you have used or seen
feedback used effectively. Can you give
some examples of where you have seen
feedback that wou thouth was really
helpgul - both positive and negative
§eedback."

1b. Get 5-6 examples from group. See what
differences and similarities exist.
Lecturette
2. Provide a brief lecturettet on feedback
based on the handout, but not on the
criteria. Cover points such as:
® definition of feedback
* how feedback is used
®* need for feedback
3. Next, ask the group what ingredients

they think make thz feedback effective.
For example, the feedback might have
been effective because it was so
tactfully dore, or because the person
was prepared for it, or because there
is so much trust between people.

Build a list on newsprint of what
makes feedback effective.

Lo 133
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Notes/Summary

[3 minutes)

[3 minutes)

(15 minutes)

Reviewing Criteria

4a. Pass out Handout II on feedback and
ask participants to review the 8
criteria.

4b. Tell participants that these criteria
are often applied to feedback in
the American culture. An important
step for Peace Corps Volunteers as
managers is to look at these criteria
in terms of the host country culture
in which they are working. Their
assignment is to work in triads* to
look at the 8 criteria in the handout
and decide how they might change them
(ix necessary) or add to them to make
them more appropriate for use in the
host culture and their work situation.
Use newsprint to explain task.

Sample Newsprint

TASK
1. Examine 8 criteria for feedback
2. Change them (if necessary) to
make them more appropriate to
host country culture.

3. Be ready to report your work.

S

4c. Triads work on task.

4d. Bring all triads back together for
brief total group discussion which
covers the following questions:

®* What kinds of changes did you make?
® What stayed the same?

Summarize their responses on the black-
board or on newsprint.

“See glossary
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Applving New Criteria

Sa. Explain to the group that it is important

to continually practice giving feedback.
Their task (working in 3 groups) is to
create a situation where giving feed-
back in the host country culture or
work situation is really difficult but
necessary. They are to create the
situation, then give a role play that
demonstrates them using their "improved"
criteria and its appropriateness.
Explain task using newsprint:

Sample Newsprint

TASK

1. Think of one situation where
giving feedback in host country
or work situation is difficult
but necessary.

2. Give role play that demon-
strates appropriate use of
"improved" criteria in the
situation you chose.

5b.

5¢c.

Divide participants into 3 groups
and have each group work on task.

Bring all participants back into
large group. As each group presents
its role play, follow their role
pPlay with the following questions:

®* What is your reaction to the
roleplay?

®* What was done well in terms of
giving feedback? Was it
appropriate and effective?

® What might you do differently?
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[3 minutes)

[15 minutes)

[25 minutes-
approximately
7-8 minutes
each]




Notes/Summary

{10 minutes)

{2 minutes]

End

WWC-38

Process each of the 3 group's role
plays in this fashion.

Processing

Now that they have had experience
practicing with the "improved criteria",
tell participants to look at the
criteria once more and see if there

is anything else they would change.

Let them make changes. Lead a discus-
sion asking the following questions:

® Did you learn anything about feedback
in the host country that you had not
realized before?

How can you use what we've done
here when you get back to your
work situations?

What are some ways you can contin-
uvally check yourself on giving
effective, appropriate feedback.

Closure

Remind participants that in spending
time the past few hours/days on
examining the Peace Corps Volunteer -
host country counterpart relationship,
they have covered various topics such
as:

* motivation
®* problem solving techniques
® management styles and feedback

"These fopics we have covered in ounr
sessions on wornking with host country
counterparts should serve as a found-
ation for 4improving your work nefation-
ships. 1% 48 up %o you o decide how
and when Lo use the techniques we've
Leanned.”

Sesgion
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HANDOUT $2
FEEDBACK

Feedback is information from an observer that can
be used to monitor, continue, and correct behavior and
activities. Feedback is critical to organizational
and managerial effectiveness. Without feedback there
is very limited hope that continuing etrors can be
corrected. Development programs require feedback parti-
cularly at the village level to be successful,

One strong means that organizational members have
in "controlling” each other and preventing change
from taking place is to make sure that feedback is witl-
held. Managers, rfor instance, can withhold information
that subordinates need to do their work correctly thus
increasing their own importance and making the subor-
dinates 100k and feel less adeguate. A manager might
continually create "crises” which only s/he can soive
or deal with - this makes him or her always central and
important: More information to subordinates would
prevent such crises.

On the other hand, subordinates might decide to
withhold information from managers as a means of making
the manager look ineffective or as an expression of
resentment and anger - "let him go ahead and get into
trouble - it'll gerve him well.”

Professor Chris Arygris at Harvard argues that the
role of the change agent (or development worker) is not
to change people, but to help them find valid informa-
tion for planning and taking action. If this is 80,
then much of the work of a Peace Corps Volunteer,
especially in a managing situation, is to make sure that
feedback - both giving and receiving - is optimal.

Americans like tc think of themselves, because of
their "honesty and frankness" as being skilled at
giving and receiving feedback. Too often feedback is
misinterpreted os the sharing of Zfeelings and emotions.
As a culture, Americans do voice their resentments,
angers, joys, and feelings in organizational settings
more freely than most. Voicing feelings is not feed-
back.

Feedback may include feelings but it also provides
the receiver with valid information about how scmeone
else's behavior or actions are affecting someone's
work performance or gituation.

Some aspects of what goes into making feedback
helpful and effective are listed next:
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o _FEEDBACK

“Feedback 1s a way of helping another person to consider changing his
or her behavior. It §s communication.to a person (or group) which
gives that person information about how he/she affects others. As in

(" 2 guided missle system, feedback helps an individual keep behavior "on
target” and thus better achfeve his goels.

Some criteria for useful feedback: *

1. Jt §s descriptive rather than evaluative. By describing one's own
) reaction, it leaves the individual free to use it or to use it as
he/she sees fit. By avoiding evaluation language, it reduces the
need fcr the individual to react defensively.

2. 1t is specific rather than general. To be told that one is "domi-
nating” will probably not be as useful as to be told that “just
now when we were deciding the issue you did not listen to what

others said and | felt forced to accept your arguments or be
attacked by you."

3. 1t takes into account the needs of both receiver and giver of
feecback. Feedback car be destructive when it serves only our
own needs 2nd fails to consider the needs of the person on the
recefving end. .

4. 1t is directed towards behavior which the receiver can do something
about. Frustration is only increased when a person is reminded of
( some shortcoming over which he has no control.

5. It is solicited, rather than imposed. Feedback s most useful
when the receiver has formulated the kind of question which those
observing him/her can answer.

6. It §s well-timed. In general, feedback is most useful at the
eariiest opportunity after the given behavior, depending, of course
on the person's readiness to hear it, support available from others,
etc.

7. 1t is checked to insure clear communication. Une way of doing this
Ts to have the receive. try to rephrase the feedback he/she has
received to see if it corresponds to what the sender had ir mind.

8. MWhen feadback is given §n a training group, both giver and receiver
have Qpeortunit¥ to check with others_{n the group the accuracy of
the feedback. ¢ this cne person's impression or an impression

shared by others?

Feedback then, is a way of giving help; it is a corrective mechanism
for the individual who wants to learn how well her/his behavior matches
her/his intentions; and 1t is a2 means for establishing one's identity.

( ¥ GPO: 1986—622-996
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Since 1961 when the Peace Corps was created, more than 80,000 U.S. citi-
zens have served as Volunteers in developing countries, 1iving and working

among the people of the Third World as colleagues and co-workers.

Today

6000 PCVs are involved in programs designed to help strengthen local capa-
city to address such fundamential concerns as food production, water supply,
energy development, nutrition and health educatfon and reforestation.

Peace Corps overseas offices:

BELIZE
P.0. Box 487
Belize City

BENIN
BP 971

Cotonou

BOTSWANA
P.0. Box 93
Gaborone

BURKINA FASO
BP 537-Samandin
Ouagadougou

BURUNDI

c/o0 American
Embassy
Bujumbura

CAMEROON
BPF BI7
Yaounde

CENTRAL AFRICAN
REPUBLIC

Bangui

COSTA RICA
Apartado Pcstal
1266

San Jose

DOMINICAR REPUBLIC

Apartade Postal
1412
Santo Domingo

EASTERN CARIBBEAN
Including: Antigua,
Barbados, 6renada,
Montserrat, St.
Kitts-Nevis,St.
Lucia, St. VYincent,
Dominica ®"Erin
Court® Bishops
Court Hill

P.0. Box 696-C
Bridgetown, Barbados

ECUADOR
Casilla 635-A
Quito

F1J1
P.0. Box 1094
Suva

GABON
BF 2098
Libreville

GAMBIA,The
P.0. Box 582

Banjul

GHANA
P.0. Box 5796
Accra (North)

GUATEMALA

62 Avenida 1-46
Zona 2
Guatemala

HAITI

c/o0 American
Embassy
Port-au-Prince

HONDURAS
Apartado Postal
c-51
Tegucigalpa

JAMAICA
Musgrove Avenue
Kingston 10

KENYA
P.0. Box .30518
Hairobi

LESOTHO
P.0. Box
Maseru

LIBERIA
50X
Monrovia

554

MALAWI
Box 208
Lilongwe

MALI

BP 85

Box 564
MAURITANIA
Nouakchott

MICRONESIA

P.0. Box 9
Kolonia, Ponape
F.S.M. 96941

MOROCCO

I, Zanquat
Benzerte
Rabat

NEPAL
P.0. Box 613
Kathmandu

NIGER
BP 10537

Hiamey
PAPUA NEW GUINEA

P.0. Box 1790
Boroko
Port Moresby

PARAGUAY
c/o American
Embassy
Asuncion

PHILIPPINES
P.0. Box 7013
Haniia

RWANDA
c/o American
Embessy
Kigal{

SENEGAL
BP 254
Dakar

SEYCHELLES
g7/
Victoria

SIERRA LEONE
Private Mai| Bag
Freetown

SOLOMON ISLANDS
.0. Box
Honfara

SRI “LANKA

iripa Road
Colombo 5,
Sri Lanka

SUDAN

Djodi Deutsch
Administrator/PCV's
c/o American Embassy
Khartoum

SWAZILAND

P.0. Box 362
Mbabane

TANZANTA
Box
Dar es Salaam

THAILAND

Soi
Somprasong 2
Petchburi Road
Bangkok 4

7060
BP 3194

Lone

TONGA
BPF 147
Huku'Alofa

TUNISIA
BP %6

1002 Tunis~
Belvedere
Tunis

WESTERN SAMOA
Private Mail Bag
Apia

YEMEN
P.0. Box 1151
Sana‘'a

ZAIRE
BP 697
Kinshasa




