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1 DEFINITIONS 

Action learning: An approach to solving real problems by a team that involves acting and reflecting upon 
the results.  

Anticipated needs:  Needs that are expected to prevail in the future.  

Behavior: Actions of a person, or what people do. 

Business process: A series of activities that provide products, deliver services, or manage resources. 

Capacity: The resources (human, financial, assets), skills, knowledge and organization required to carry 
out a task. 

Competency: A knowledge, skill, or attitude that enables a person to perform effectively the activities 
of a given occupation or to function to the standards expected in employment. 

Community of Practice: An organized group of people who share common interests about a topic or 
common sets of problems, who are meeting on regular basis and learning from each other.  

Curriculum: An overall plan containing the objectives, course modules, content outline, and delivery 
strategies for training or educational programs. 

Effectiveness: The extent to which the program or project’s objectives were achieved, considering their 
relative importance (‘to do the right things’) 

Efficiency: A measure of how well resources (funds, expertise, time, etc.) are converted into outputs. 
‘To do the things right’ 

Environment: Conditions surrounding performance, such as the work environment, equipment, tools, 
or machinery used in performing tasks.  

Evaluation: is a process of assessing on merit the quality, quantity and client’s satisfaction from 
delivered service or activity in regard its relevance to an objective or goal.  

Gap: Difference between what is and what should be, between an actual state (what results are) and a 
desired state (what results should be). 

Gender: Gender refers to the attitudes, feelings, and behaviors that a given culture associates with a 
person’s biological sex. In most societies, there are differences and inequalities between women and 
men in responsibilities assigned, activities undertaken, access to and control over resources, as well as 
decision-making opportunities.  

Gender analysis: a systematic approach to examining factors related to gender by identifying and 
understanding the different roles, relationships, situations, resources, benefits, constrains, needs, and 
interests of diverse gender identities. 

Gender-responsive: Refers to taking action to correct gender bias and discrimination so as to ensure 
gender equality and equity.  
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Gender equality: the concept that all human beings are free to develop their personal abilities and make 
choices without the limitations set by stereotypes, rigid gender roles, or prejudices.  

Goal: A statement describing a measure or target for an organization, unit or individual that will be 
achieved during a certain period. 

Impact: Refers to the changes caused by implementation of a program and/or activities which have 
occurred (these changes may be either favorable or adverse).  

Individual learning development plan: A plan that is developed for an employee and shows the learning 
activities, support and resources, success indicators, and measures for improving performance. 

Interviews: A data-collection method used with individuals that can be conducted in person, by phone, 
or by computer technology. 

Job analysis: A process of gathering, organizing, evaluating, and reporting work-related information. 

Learning: The gaining of knowledge, understanding, skills, and abilities. 

Monitoring: is process of systematic collection of relevant and selected data to provide management 
and the main stakeholders of a program/project with indications of the extent of progress and 
achievement of objectives as well as the process and impact. 

Need: A learning or performance gap that exists between the current condition and the desired 
condition. 

Needs assessment: A diagnostic process that relies on data collection, collaboration, and negotiation to 
identify and understand gaps in learning and performance and to determine future actions. 

Observation: A type of data collection that involves the watching, inspecting, and taking note of 
behaviors and the environment. 

Performance: Behaviors and their resulting accomplishments and capacities. 

Performance improvement is a process of increasing the efficiency or effectiveness of individual, 
department, organization. 

Qualitative data: Data that are not numeric; can be words, diagrams, or pictures. 

Quantitative data: Data that can be expressed in numeric form, such as indices, sales averages, or 
number of word-processing programs used. 

Skills or abilities: Knowledge that one proficiently applies in appropriate situations; what people must 
do to perform a job. 

Stakeholders: are individuals, groups or organizations which has interested and influence about a goals 
or resource/s.  

Standard: A criterion that specifies how a task should be performed. 
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Strategy: The sets of policies, plans, and directions that the organization uses to achieve its goals. 

Survey: A data-collection method typically used to gather data from many people at one time; can be 
mailed, e-mailed, or offered online. 

Task analysis: A method of determining the knowledge, skills, tools, conditions, and requirements 
needed to perform a job.  

Trainee: an individual engaged in a learning, training or developmental activity or scholarship implying 
formal tertiary, professional or technical education. 

Training: is a systematic process of altering the behavior of employees in a direction that will achieve 
organization goals.  It has a current orientation related to present job skills with the purpose of helping 
employees master specific abilities needed to be successful in their existing positions. 

Want: Something the client would like to have even though it does not contribute to the learning or 
performance goal. 
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2 ICE BREAKERS 

Creating an welcoming and safe environment while ensuring that people patriciate actively is a primary 
facilitator responsibility. As a facilitator, you can choose a preferred icebreaker. Be mindful about 
whether the activities are inclusive enough that all participants will feel comfortable participating. The 
collaborative environment created by the facilitator should be highly energetic. Below are a few links 
that have other ideas for icebreakers: 

http://insight.typepad.co.uk/40_icebreakers_for_small_groups.pdf 
http://www.icebreakers.ws/ 

 
a) Gender Responsive1:  

• Duration: Ten minutes 

• Materials: Paper strips with statements below cut in half containing statements on 
women’s issues (e.g. educate a woman). Each strip is cut differently and must fit its 
matching half on the outside. 

• Each participant is asked to match her or his half of the saying. 

 

 
 
 

 Men can take care of children as well as women. 

 Technical skills can place men and women on an equal footing. 

 If we want society to view us differently, we must first view ourselves differently. 

 Women do two-thirds of the work but receive only one-tenth of the total income. 

 If you have not heard her story, you have heard only half of history. 

 Women can work as hard as men. 

 Educate a woman, educate a nation. 

 When one thinks of an engineer, one hardly ever thinks of a woman. 

 Women need skills that will allow them to earn more money, to better address survival 
needs, and to become autonomous. 

 The role of women is viewed as limited to that of housewives, mothers and unpaid 
family labor in our society. 

• Once their piece of paper successfully finds the match, they form pairs with the person 
holding the matching piece. Following this, each person in the pair should interview the 
other and establish answers to the following questions: 

 What is your name and what region are you from? 

 Who chose the name for you and why? 

 What are your thoughts/feelings about the statement you share? 

• Introduce your partner to the whole group and share one comment about your shared 
statement.  

                                                           
1 Gender Sensitivity a Training Manual UNESCO ED-97lWSl47 Literacy Section Basic Education Division (1997). 

Women can 
work 

as hard as men 

http://insight.typepad.co.uk/40_icebreakers_for_small_groups.pdf
http://insight.typepad.co.uk/40_icebreakers_for_small_groups.pdf
http://www.icebreakers.ws/
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b) Names & Adjectives 
Ask each participant to take a few moments to think of an adjective that starts with the same 
first letter as their first name (e.g. "Merry Marilee"). Start by modeling it yourself. Then move 
around the group asking each person to state their name/adjective combination. Additionally, 
participants can be asked to share "where they work," or other pertinent information. At 
various points during introductions, or at the end, ask for volunteers to remember each of the 
names, with adjectives, that have been volunteered thus far. Reinforce the efforts and 
successes of volunteers. 

 
c) Names & Stories 

Ask participants to introduce themselves, with each person talking briefly about the most 
ridiculous thing they've done in their working life. 
 

d) The Napkin Game 
Ask participants to form groups of equal size. Give each group a napkin and explain to them 
that their task is to fold their napkin as small as possible, but still large enough for each small 
group member to place a toe on the napkin. 
 

e) Ball Toss / Group Juggle 
Icebreaker for Day 2 of a multi-day training session. Good for a group of at least 12 and up to 
30 where some people know each other, but the whole group is still getting acquainted: 
Have 3 (soft) balls handy. Get the group in a circle. 
 
Facilitator tosses 1 ball to someone in the group whose name they know saying their name and 
then the other person's name (e.g. Sandy to John). John (person who receives the ball) tosses 
ball to someone whose name he knows (e.g. John to Phil). Phil tosses to someone whose name 
he knows and so on, saying both names all the way around the circle. The ball is tossed to each 
person one time only until everyone in the circle gets it and all names have been said. 
 
THEN, facilitator starts again and tosses the balls to the same person (Sandy to John to Phil, 
etc.) only this time with 2 balls in succession (not at the same time) saying both names, both 
times. Balls get tossed to the same people they were originally tossed to; first one ball, then 
the next, all the way around the circle stopping when they get back to the facilitator. 
 
THEN, facilitator starts again only with all three balls this time. Saying names each time, all three 
balls get tossed, in succession, in the same order until they get back to the facilitator. 
 
By the time there are three balls going, it gets pretty chaotic and fun. By now all names have 
been said so many times everyone should have a pretty good idea of who's who and they are 
pretty warmed up and ready to go. If (I should say, when) someone drops a ball, simply give 
them a chance to chase it down and just pick up where you left off--no need to start again. 
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f) Interviewing & Introducing 
Objectives: 
Learning enough about one other person to be able to introduce them to the entire group. All 
participants get to hear about other participants from the perspective of a third party instead 
of hearing from the person themselves. Provides a bit of a stretch for participants to have to 
ask someone they just met to tell them enough about themselves to introduce them. 
 
Design: 
Pair off the audience. Have the teams interview one another. Then have each take a turn 
introducing the other to the audience at large. Interviews should be timed (begin, end) 
anywhere from 1-2 minutes, depending on how much time you want to allow for this activity. 

 
Comments: 
You can prepare questions ahead of time or provide just general guidelines for the interview. 
You may want to ask people to pick someone to interview that they don't already know. 
 
 



Master Facilitator Development Program  Page | 8 

3 ENERGIZERS 

Energizers are intended to be quick and fun activities that get people moving, laughing, and at ease. 
They are ideal for the very outset of a meeting or whenever things are beginning to drag. They are also 
useful to use when coming off a break to help folks re-focus their attention on the group and away from 
whatever it was they were occupying themselves with during the break. Several such activities are 
described below: 

a) An “energizer” should be nonthreatening, be fun, involve physical movement, stimulate 
breathing, and provide a shared experience. It is important for the facilitator to indicate that 
persons who choose not to participate need not do so. 

b) The Scream. Participants stand and close their eyes. They are told to breathe slowly and 
deeply. Then all members of the group breathe in unison. Continuing to breathe together, 
they reach up and then reach higher and higher. They are instructed to jump up and down 
together and then to scream as loudly as they can. 

c)  Songs. Participants stand on their tiptoes and walk about while they sing together “Tiptoe 
Through the Tulips.” The song and movement are then changed to “Walking Through the 
Tulips,” “Running Through the Tulips,” and finally “Stomping Through the Tulips.” (Other 
“activity” songs can be used, such as “Itsy Bitsy Spider,” “Bunny Hop,” and “Head and 
Shoulders, Knees and Toes.”) 

d) Whoosh. Participants stand, reach up, and breathe deeply in unison. Then they are told to 
bend forward quickly at the waist, dropping their arms as if they were going to touch their 
toes, while exhaling all the air in their lungs. This is repeated several times. 

e) Machine. One person goes to the center of the room and acts out the repetitive motion and 
sound of a part of a machine. Others add parts to the machine, one by one, until the entire 
group is involved. Variation: Subgroups can be formed to devise or to act out (as in charades) 
machines that would manufacture concepts such as love, empathy, competition, etc. 

f) Soft Ball. Participants stand in a circle and bounce a soft, spongy ball or a balloon in the air as 
long as possible. Ground rules are as follows: 

• No person may hit the ball twice in a row; 
• The ball must not touch the floor; 
• Before the ball can be hit randomly, it must be bounced at least once by each person 

around the complete circle; 
• The person who makes a bad pass must share something about himself or herself with 

the group; and 
• The group makes binding decisions about “bad passes.” 
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4 ADULT LEARNING PRINCIPLES2 
This section will help answer the questions: 
 

• What are adult learning principles? 
 

• What is the four-stage ERGA experiential learning cycle? 
 

• What is the difference between a learning outcome and learning objectives? 
 

• What are learning styles? 
 

 
Capacity strengthening programs should reflect important adult learning 
principles. 

 
• Personal meaning: Adults learn best when they perceive that the learning process has 

personal meaning for them.   Learning is greatest when they can relate the expected 
results to their own experience and how this fits into what they already know. Adults look 
at how useful the experience will be and how it can be adapted to fit their personal 
circumstances. 

• Self-responsibility: adults learn best when they take responsibility for their own learning 
through participation. Therefore, trainers should provide lots of opportunities to contribute, 
reflect, and provide feedback. 

• Learning styles: Individuals do not learn in the same way. Adults learn best when a variety of 
learning methods are used. Designers should incorporate theory, visuals, audio, and group 
activities into the training design to make it interesting to all. 

• Adaptable design for emerging needs and interests: Learning is progressive. Start “where they 
are” and respond to emerging interests. 

• Ongoing reflection/evaluation and maintaining interest levels: Adults learn best when learning 
is done through an “iterative” approach. They require time to evaluate and reflect on what 
they are learning. 

 
These principles can also be applied to individual learning styles. Facilitators should focus on actively 
engaging participants in the learning process. A didactic/lecture format does not always encourage 
participation. Briefly exploring participants’ experiences and their understanding of the learning 
activity lays the groundwork for more engaged participation. Participants are more likely to become 
active learners if they discover the activity’s relevance and can conceptualize the application of the 
learning to their own experience. This understanding will motivate them to participate and interact. 
Facilitators reinforce the learning objectives by establishing the link between the relevance and 
application of the learning content, and the participant’s experiences. 
 

                                                           
2 This section has been adapted from the Facilitation Training and Capacity Building Course developed by the Canadian Centre 
for Intercultural Learning and delivered to GoE staff in June 2012 and from the Systematic Approach to PSNP Capacity 
Development resource guide created by funding from Global Affairs Canada. 
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4.1 EXPERIENTIAL LEARNING MODEL: ERGA 
Experience, Reflection, Generalization and Application (ERGA) is an experiential learning model that 
describes the stages of learning based on adult learning principles. It is rooted in David Kolb’s work on 
how adults analyze an experience to understand and apply it to new situations. It also builds on the 
notion that learning is a gradual, graduated process. 
 
Per Kolb, individuals experience four stages of learning: a) has some sort of concrete experience, b) 
observes and reflects on this experience, c) analyzes and generalizes the experience, and finally, d) 
applies what has been learned to new situations. This is an inductive method of learning and the way 
most adults naturally learn every day.  When learning, experiences are designed based on these four 
stages, learners together with other learners construct new knowledge through the process of inquiry 
and reflection. Most hard and soft capacities can be well-understood when taught through a graduated 
learning experience such as ERGA. 
 
ERGA is structured around distinct stages that move from individual experiences to learning application. 
Information is introduced at its most essential element and becomes more complex as learners gain 
deeper understanding. 
 

 

 
 

  

hypothesize 
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The four stages of ERGA are:  
 
Experience 
Adults learn best by both doing and from experience. At this stage of learning a new concept(s), an 
activity that builds on new or existing experiences, is planned. The activity can be a real experience in 
which the learners experience something like a team building exercise (trust walk, for example), role 
play, or a case study (example: one person’s story about being planting a new crop). The experience 
could involve learners practicing a skill, creatively solving a problem, analyzing an existing situation, 
conducting a self- assessment, or having a new learning experience. 
 
The activity could also be an “evoked” experience where learners remember an experience from the 
past (“Think about when you were inducted into your current job.... Write down all of the positive 
aspects of that experience.”) 
 
For learning to occur, individuals need to actively participate in the experience. 
 
Reflection (What?): 
At this learning stage, it is useful for learners to pause and reflect on the experience. Rather than telling 
participants what happened, the facilitator asks questions designed to encourage learners to 
deconstruct the experience themselves. The learning becomes more meaningful. 
 
Sample reflection questions: 
 

• What happened? 
 

• What did you notice or observe from that experience? 
 

• What was particularly interesting or significant about the experience? 
 

• What was challenging, what went well? 
 

• How did you feel about what happened? 

Participants can respond to the questions as a whole group, in small groups, or independently. These 
questions need to be constructed in advance of the training. 
 
Generalization (So what? What does this mean for you?): 
Generalizing involves abstract conceptualization. It is learning that moves beyond reflecting on first-
hand experience or knowledge about an idea or concept(s) to a more general perception about the 
concept. At this stage, learners need to draw conclusions, see patterns, or formulate rules or theories, 
all based on the experience. How can this learning be generalized to other situations? Referring to the 
staff induction example, at this stage of the learning cycle, learners generalize about the importance of 
a systematic staff induction process. 
 
For designers, activities that build in opportunities for learners to summarize key ideas about the 
concept(s) or principles will reinforce the learning and support their storage and recall of the new 
information. 
 
This is also the stage when new information can be introduced. The information may be in the form of a 
mini- lecture or through sharing relevant documents (for example, AGP2 Extension guide on how to 
plant a crop). 
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Remember: A mini-lecture is a short presentation that transmits information from the facilitator to the 
audience.  When designing mini-lectures, it is useful to plan key points that are logically-linked. Periodic 
review of the lecture content, through asking questions, will “lock” in the learning for participants.  
Adults can focus on a good presentation for about 20 minutes. After that, they experience “brain drift” 
and stop attending. Presenters should make key points and elaborate only when it appears necessary. 
 
Sample generalization questions: 
 

• What does this mean for you? 
 

• What are you learning or what is reinforced for you? 
 

• What does this suggest about the concept, the group, and you as an individual? 
 

• What could we generalize from this? 
 

• How does this concept/topic affect different target groups (women/ men; people from 
different ethnic groups; people with disabilities, etc.)? 

• What impact might this have on your situation? 
 

• How is this like (or not like) another experience you have been through? 
 
Application (Now what?): 
 

At this stage of the learning, learners either use the new learning, or plan a way to use it. This is the 
deepest level of learning. Again, returning to the staff induction example, learners could develop 
guidelines for a staff induction program and identify ways these guidelines can be applied in their 
workplace. 

 
Sample application questions: 
 

• Now, what would you do in a similar situation in the future? 
 

• How do you want to do things differently in the future? 
 

• How might you adapt this approach to your own situation, with consideration to diverse target 
groups (men, women, ethnic groups)? 

 
• What challenges would be experienced in adapting this to your present situation? 

 
• What knowledge or skills can you transfer from this activity to your work? 

 
* * * * 

When using ERGA to design learning program, be sure to plan adequate time for all stages of the 
learning cycle. The time allotted for the experience should equal the time allotted for the other three 
stages: Time for experience = Time for reflection (R + G + A). 
 
 
Styles of learning3 
 
The ERGA learning cycle also accounts for how different learners learn. Per Kolb, there are four distinct 
styles of learning among adults. 
Below is a brief description of each style: 

                                                           
3 This section has been adapted from “Learning styles: Concepts and application of Kolb’s Model”, 
(www.mu.ac.in/myweb_test/M.A.%20Psychology/Unit-4). 

http://www.mu.ac.in/myweb_test/M.A.%20Psychology/Unit-4)
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Diverging (feeling and watching): 
These people can look at things from different perspectives. They are sensitive. They prefer to watch 
rather than do, tending to gather information and use imagination to solve problems. They are best at 
viewing concrete situations from several different viewpoints. Kolb called this style “diverging” because 
these people perform better in situations that require idea-generation, for example, brainstorming. 
People with diverging learning styles have broad cultural interests and like to gather information. They 
are interested in people, tend to be imaginative and emotional, and tend to be strong in the arts. They 
prefer to work in groups, to listen with an open mind and to receive personal feedback. 
 
Assimilating (watching and thinking): 
The assimilating learning preference is a concise and logical approach. Ideas and concepts are more 
important than people. These people require clear explanation rather than practical opportunity. They 
excel at understanding wide-ranging information and organizing it in a clear logical format. Assimilators 
are less focused on people and more interested in ideas and abstract concepts. They are more attracted 
to logically- sound theories than approaches based on practical value. In formal learning situations, 
people with this style prefer readings, lectures, exploring analytical models, and having time to think 
things through. 
 
Converging (doing and thinking): 
People with a converging learning style can solve problems and will use learning to find solutions to 
practical issues. They prefer technical tasks, and are less concerned with people and interpersonal 
aspects. Convergers are best at finding practical uses for ideas and theories. They can solve problems 
and make decisions by finding solutions to questions and problems. Convergers are more attracted to 
technical tasks and problems than social or interpersonal issues. They like to experiment with new ideas, 
to simulate, and to work with practical applications. 
 
Accommodating (doing and feeling): 
The accommodating learning style is ‘hands-on’, and relies on intuition rather than logic. These people 
use other people’s analysis, and prefer to take a practical, experiential approach. They are attracted 
to new challenges and experiences, and to carrying out plans. They commonly act on “gut” instinct 
rather than logical analysis. Accommodators will tend to rely on others for information rather than 
carrying out their own analysis. This learning style is prevalent and useful in roles requiring action and 
initiative. People with this style prefer to work in teams to complete tasks. 
 
By designing program that move participants through all four stages of ERGA, all styles of learners will 
have an opportunity to deeply understand the concepts and ideas being taught. When it comes to 
delivering the program, it will be the responsibility of facilitators to ensure all individual learning styles 
are accommodated. 
 
  



Master Facilitator Development Program  Page | 14 

5 SYSTEMS THINKING 

Being A Systems Thinker 
Systematic analysis implies a thorough, predictable, and 
controlled process which is essentially reproducible but 
may not consider all the interactive parts of the system 
and stakeholders. (Firefighters always standing between 
two burning buildings without considering the trampoline 
and the weight of the women) 
 
Systemic analysis encourages a critical and holistic analysis 
of the opportunities, constraints, and relationships of 
parts within a system, analyzing the system as a whole. 
(Firefighters would have made another plan to save the 
women) 
 
 
 
Being A Systems Thinker 

• Sees oneself as part of the system, not outside the system 
• Sees whole picture 
• Changes perspectives to see leverage points 
• Looks for interdependencies 
• Focuses on structure of the business, not looking to place 

blame 
• Gives voice to long term 
• Goes wide & uses peripheral vision 
• Looks for unintended consequences 
• Holds tension between ‘what is’ and what ‘ought to be’ 
• Includes multiple perspectives and thinks about the problems and possible actions. 
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6 CHANGE MANAGEMENT 

Change Management: The ability to lead the transition of people, processes and results from a current 
state to a future (different) state. 
 

 
 
Organizational Change 

 
 
Endings: Where a loss occurs and people must let go of the old and seek closure. 
Neutral Zone: Where people feel the chaos of change but have nothing yet to replace the loss. 
Beginnings:    Where people gain new understandings, values, attitudes, and identities. 
 

Individual Change 

The Mission of Change Agents:  
A change agent’s mission is to assist in creating the attraction to a new way of doing things. This is done 
in two ways - “Being a Change Agent” and “Doing Change”.  
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Being a Change Agent includes:  
• Patience, compassion, empathy, and enthusiasm.   
• Skillful interpersonal relations.  
• Listening, listening, listening.  
• Maintaining credibility.  
• Balancing the servant/leader role.  

  
Doing Change includes:  

• Carefully planning, piloting, and testing.  
• Communicating the case for change.  
• Providing training and tools, transferring skills.  
• Measuring results and communicating them.  

 
Typical Individual Responses to Organizational Change:  
Individuals going through any transition, whether it is perceived as positive or not, typically go through 
the following stages of response to the transition. Each phase is characterized by different behaviors, 
actions and language. If we can identify where someone is within this “transition curve,” we can support 
them in moving through the transition with the least disruption to day-to-day operations and individual 
discomfort. It is important to note that regardless of the progress any organization is making toward 
achieving a future, different state, individuals will be moving through their transition process at their 
own rate. More to the point, it isn’t safe to assume that everyone in the organization is keeping up with 
all the cumulative effects of the transitions an organization is going through at any given time.  And, in 
other cases, an individual may be ahead of the change curve of the organization.  
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7 NEEDS ANALYSIS 

Before a training event can be designed, the training objectives must be established. For training 
objectives to be clear, there often must be a training needs assessment. Also, it is much more difficult 
to design training if one does not know how and by whom the training will be evaluated. Because of 
their interrelationships, they all are considered to some degree in this section. 
 
Design is the bridge between what the trainer wants to accomplish with (or in) a training event and 
how it will be done. Before attempting to design a training event, one should have answers to eight 
basic questions: 

1.  Why is the training being conducted? 
2.  What is to be the focus of the training? 
3.  Who is to be trained? 
4.  When is the training to be done? 
5.  Where is the training to be conducted? 
6.  Who is to conduct the training? 
7.  How will the training be designed? 
8.  Why, how, and by whom will the training be evaluated? 

 
WHY? THE NEEDS ASSESSMENT 
The preferred way to answer the “why” question is by conducting a needs assessment. It is one of the 
most basic skills in establishing objectives for a training event. Such an assessment can provide clarity 
about the expectations of the client system and can help to reconcile them with the needs of the 
participants. (E.g., do you want skill training or awareness expansion, team building or communication 
training? What are the priorities? Can these be accomplished in time allowed?) There also can be 
several other beneficial outcomes, including the following: 

• Increasing the commitment of management and potential participants to the training 
and development effort; 

• Increasing the visibility of the training function; 
• Clarifying crucial organizational issues; 
• Providing for the best use of limited resources; 
• Providing new program and design ideas; and 
• Formulating strategies for how to proceed with the training efforts. 

It is not always possible to do a formal or full-scale needs assessment (some clients are sure that they 
know what is needed and will insist that you do just that), but it almost always is preferable. As an 
absolute minimum, we encourage an informal needs assessment, i.e., obtain the answers (from at least 
a sample of the client population) to the following questions: 

• Why is the training being conducted? What is the need? 
• What is expected to change because of this training (e.g., knowledge, skills, or 

attitudesfor individuals, groups, or a system)? 
• What will be the impact of this training (on individuals, groups, the system)? 
• How will the learnings be reinforced? 
• How will results be monitored/evaluated? 
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Several techniques are available for obtaining answers to these and other pertinent questions. The 
facilitator must consider each method and determine which (or which combination) is most appropriate 
to the client system. 

 
DATA-COLLECTION TECHNIQUES 
Several methods can be used to collect data from the sources that are available. Some require the 
involvement of individuals or groups; others, such as observation and review of existing data, require 
less direct involvement. Frequently, two or more techniques will be used in concert (e.g., a survey 
questionnaire and interviews), thus expanding the range and type of information gathered. The 
following is a partial listing of techniques for collecting information. For a more complete discussion of 
data-collection techniques, refer to Bouchard (1976) and Nadler (1977). 
 
Individually Oriented Methods 
Most data-collection techniques involve either the people who are to be trained or individuals who 
have frequent contact with them. These techniques include questionnaires, interviews, and tests. Each 
method has unique features that influence its appropriateness. 
 
Interviews 
The interview is one of the most commonly used methods for gathering data, but it is most appropriate 
when the following conditions exist: 

• When the information to be shared is of a personal or sensitive nature; 
• When some of the questions to be asked may need to be clarified or explained; 
• When some of the interviewees’ answers may need to be clarified or explained; 
• When the data collector does not know all the issues, so cannot design an instrument 

that will pinpoint them; 
• When the interviewer may want to change gears or pursue topics further during the 

questioning, based on the information that is received; 
• When the group of people who will provide the information is small enough to allow 

one-on-one interviews; 
• When there is time to conduct one-on-one interviews with all those who hold relevant 

information, as well as time to review the responses and extract relevant data; 
• When the data collector has the skill and means to collate, tabulate, analyze, and 

interpret the various data that will be obtained. 
 
It often is best if the person who will be conducting the interview is a neutral third party, i.e., one of the 
facilitators who will be designing the training, not the interviewee’s boss or someone with an affiliation 
within the organization. This will increase the likelihood of an honest response and can help to eliminate 
any suspicion of bias. It must be remembered, however, that there are some people who will view any 
outsider as a “spy.” It is helpful if the credentials of the interviewer and the reason why he or she was 
selected can be published in the system prior to the actual interviewing process. It is then up to the 
interviewer to establish a comfortable atmosphere once each interview has begun. 

 
The following is a basic outline of a typical interviewing process: 
1. Starting Out. One problem associated with data-gathering interviews is determining whom to 
interview. If a training program is to be conducted within an organization, it probably is a good idea to 
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interview a cross-section of the prospective participants (and their managers, if the participants 
themselves are not all managers), as well as the person who has arranged for the training. Once you 
have determined who will be interviewed, provide the people to be interviewed with enough notice of 
or details about the meeting for them to prepare themselves adequately. An unprepared interviewee 
usually can offer only opinions, unsubstantiated by “hard” data. Such information also may be 
superficial, especially if the interviewee is relatively unfamiliar with the subject or the interviewer is not 
highly skilled in interviewing techniques. 
 
When selecting a room for the interview, pay attention to the surroundings. Seating should be 
comfortable but not too comfortable. The person being interviewed should not be faced with bright 
light from a window or other source. There should be a table or other writing surface for taking notes. 
 
Plan the interview time to eliminate interruptions. This may mean scheduling it early or late. Be there 
a little early to organize your thoughts and materials, and start on time. If possible, know the name and 
position of the person to be interviewed and his or her relationship to the rest of the potential 
participant group. Welcome the person by name, offer a seat, and introduce yourself, stating why you 
are there. State the purpose of the interview, who else will be interviewed, and how the data will be 
used. 
 
Next, describe the norms that you would like to establish, e.g., honesty and risk taking. Make it clear 
that what the interviewee says will be anonymous but not confidential; that is, the data from all 
interviews will be tabulated and reported, but “who” said “what” will not be revealed. Encourage the 
person to try to relax and to say what he or she really thinks or feels. Ask the person to agree to tell you 
if you do not ask questions clearly. Then explain the procedure: say that you will take notes (or record 
the answers) while the person is talking to be sure that you get the real meaning of what is said, rather 
than relying on your memory of it. Obtain written or recorded permission if you will be recording the 
person’s responses on tape. Say that you will review your notes with the person at the end of the 
interview to check the phrasing. Finally, estimate the amount of time that the interview will take. 
 
2. Asking Questions. Prepare the questions that you will ask ahead of time, so that when conducting the 
interviews, you ask everyone the same basic questions. (Of course, during a particular interview, you 
can ask the individual additional questions to clarify an answer or to follow new, pertinent trains of 
thought.) Check to make sure that you understand the questions that you will be asking. 
 
Put the questions in a logical sequence, starting with less complicated and less threatening questions 
first. Ask open-ended questions, Such as “why . . .,” “how . . .,” “what . . .,” and “what do you think 
about . . .?” This allows the person to explain facts, details, and reasons while answering the question.  
Do not phrase questions negatively because this could be seen as biased; make them neutral. For 
example, rather than saying “Don’t you think that . . .,” ask “How do you think . . .?” It is important not 
to bias the question or lead the witness into any response. 
 
While the interviewee is talking, take notes, using the person’s own words. Try to maintain an 
interested, encouraging appearance andabove alldo not criticize the person’s answers, rationale, 
or phrasing. If it is necessary to ask questions of clarification, make it clear that you are doing so merely 
to be sure that you understand accurately what the person is trying to say. This is a good time to practice 
active listening. Watch for verbal and nonverbal cues that could indicate that the interviewee is 
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reluctant to discuss a subject, uncomfortable with the interview, overly eager to press a certain point, 
confused, tired, etc. You may need to change your manner of questioning or take a different tack. 
If unfavorable information is introduced, there always is the fear that the source of the information will 
be revealed. Unless an atmosphere of trust is developed with the interviewee, the information shared 
may be slanted. It can take time to develop a trusting relationship. Some people never will “open up” 
to an interviewer, and many people will tell only what they think the interviewer wants to hear. 
Information acquired under such circumstances should be evaluated carefully and compared with data 
acquired from other sources. 
 
3. Finishing Up. As you approach the end of the interview wind down the complexity of the questions. 
Ask the interviewee if there is anything important about the topic that you did not ask or anything else 
that the person wants to say. Be sure to leave enough time to summarize the person’s comments so 
that he or she can check your understanding. Finally thank the person for participating and reiterate 
what the next steps will be (that the data will be tabulated, how it will be used and by whom, etc.). 
Leave enough time to complete your notes before the next interview is scheduled to begin. 
 
Instruments 
The questionnaire, survey, or rating scale is another commonly used method of collecting data. Any 
instrument should be checked for its ability to measure what is desired (validity) and the consistency, 
over time, of the ratings obtained (reliability). Items or questions on the instrument form should not be 
phrased so that the answers received are biased.  
 
Closed-ended questions limit the responses an individual can make. For example, if the choices on a 
questionnaire are limited to “team development,” “communication training,” and “performance 
appraisal,” but the respondent actually thinks that the problem is a lack of organizational direction, it is 
unlikely that the respondent will write in “more organizational direction” even if a space is left for 
“other.” Another way in which bias can be introduced is through leading questions, those that indicate 
to the respondents how they are expected to answer. For example, if asked whether assistance in 
improving leadership abilities would be useful, who would say no? This does not, however, mean that 
leadership training actually is a crucial need. 
 
Group-Oriented Methods 
In contrast to individually oriented methods of data collection, group-oriented methods allow people 
to receive assistance from other group members to support their views. Such techniques also allow 
members to “piggyback” on the ideas of others, generating expanded information. However, they also 
can limit opinions that do not represent the majority viewpoint. This limitation can be an advantage or 
a disadvantage, depending on whether the researcher wants a variety of ideas or ideas common to 
many group members. 
 
Focus Groups 
This technique is used widely in marketing. A group of customers, users, or consumers is identified 
(often based on certain characteristics) and brought together to provide feedback on products, 
services, etc. It is much like a customer survey, but the respondents are not selected randomly. One 
pitfall of this method is that people may not be totally honest in their answers, e.g., they may say that 
they travel to Europe frequently because they wish they did or want to be seen as sophisticated. Recent 
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studies indicate that focus-group responses tend to be more reliable if the respondents are rewarded 
in some way (a nominal payment or gift), because they then feel a responsibility to respond honestly. 
 
Committees 
Committees may be ad hoc or permanent advisory groups whose purpose is to provide input and 
guidance in program design. Alternatively, functional committees can provide insight into particular 
problems. Often, committee members can see skill deficiencies, attitudinal barriers, or other factors 
that hinder performance. Because of their expertise, they also may be able to specify what would be 
most useful in overcoming problems. 
 
The Delphi Technique 
The Delphi technique is especially useful if it is necessary to obtain information from individuals in a 
variety of locations. Generally, the process starts with the selection of a panel of individuals who are 
knowledgeable about an area of concern. These individuals are requested to identify the major aspects 
of a specified issue. These issues are then integrated into a questionnaire that is sent back to the panel 
of experts, who are asked to indicate the extent of the problem. The responses are summarized and 
returned to the panel members with another questionnaire. This time the experts are asked to 
complete the questionnaire and to explain their rationale for deviating from the mean group response 
on each question. The process reveals both the group members’ opinions and reasons for differences 
of opinion. 
 
Brainstorming 
Brainstorming is like the NGT. In this approach, ideas are voiced as they occur and are recorded without 
discussion of their merit. This allows participants to build on other members’ ideas. Quantity of ideas is 
the first concern in brainstorming. After numerous ideas are generated and no new ideas are 
forthcoming, the discussion turns to the feasibility of the ideas. The major advantage of this approach 
is that “piggybacking” of ideas can occur. The technique does not, however, assure that all members 
will participate. 
 
Review of Existing Data 
A review of existing data is useful in gathering information because the information is collected after 
the action, so there is no danger of biasing the behavior. An example of this technique is a review of 
critical incidents or performance evaluations to determine employee strengths and weaknesses. It may 
be possible to trace several incidents to common causes and, thus, to identify potential problem areas. 
 
Although a variety of data are available in most organizations, there do not seem to be well-established 
techniques for collecting such data. Information collected often is in the form of case studies, which 
may be used to demonstrate a point during a program, indicate needs for program development, or 
verify the results of information acquired through other means. The keys to the use of this data-
collection technique seem to be sensitivity and originality. One must be very sensitive to the type, 
quality, and initial purpose of the information being reviewed. Creativity and originality in interpreting 
and analyzing the data can lead to new insights. Historical data also can be used to supplement and 
confirm data collected from other sources and by other means. 
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DATA ANALYSIS 
After the sources of needed information are identified and the data are collected, it is necessary to 
analyze and interpret the data. The procedures that frequently are used include some form of gap 
analysis, scaling methods, weighting formulas, and consensus. These procedures can be used to analyze 
data collected by a variety of techniques, and more than one procedure can be used to analyze a group 
of data. These techniques are as follows. 
 
Gap Analysis 
A easy method of analyzing data is examining the gap between where the organization or group “is” on 
a particular issue and where it should be or where it would like to be. The differences between actual 
and desired states indicate potential areas for program development. For example, a difference 
between 50 percent turnover for a firm or group versus a 10 percent average turnover for the industry 
would signal a potential problem. Once such differences are identified, it is necessary to attach priorities 
to the gaps to guide program development. 
 
Scaling Methods 
Scaling methods such as measurements on a continuum or rankings can be used to establish the relative 
significance of issues. Typical scaling procedures include the following. 
 
Rating Scales 
Scales frequently are used to show the importance or magnitude of various issues to the person 
completing the scale. The most frequently used is the Likert scale, on which the respondent indicates 
agreement on a continuum ranging from “strongly agree” to “strongly disagree.” Other frequently used 
measurements include ranges of importance or desirability. 
 

I participate actively in the group’s deliberations. 
     

Always Almost always Sometimes Almost never Never 
     

 
The semantic differential rating scale is used to rate bipolar attributes, for example: 
 
My role in the group is . . . 

        

Active    Passive 
        

Strong    Weak 
 
A variation of this technique is to ask the respondent to mark a scale to indicate where the respondent, 
group, or organization is and where it should be on issues. This helps to identify major gaps between 
the current and desired states (i.e., training needs).  
 
Rankings 
Various data can be rank ordered in terms of their importance, desirability, frequency, etc. Individual 
rankings then can be combined to establish the relative value that the group places on each issue.   
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Consensus 
One of the most commonly used methods of reaching agreement is consensus (a majority or all 
members agree on an issue, a ranking, or a next step). This is not to be confused with voting, 
compromising, or “horse trading.” Although the latter often are easy methods for decision making, they 
may not include a careful weighing of all the relevant information. 
 
Voting 
If a group uses a non-quantitative method to collect information, a vote of the members often is used 
to determine the implications of the data collected. However, one or two persons or issues frequently 
dominate the discussion, or individuals with high statussuch as experts or top managersoften voice 
their views on the subject. Unless there is information that clearly contradicts these high-powered 
views, the subsequent vote and recommended actions will likely follow along. 
 
Compromise 
If there are several strong feelings about an issue, a common solution is a compromise. This often 
results in a nonthreatening, suboptimum recommendation that is acceptable to all but will do little to 
solve the problem. In fact, a compromise program could worsen the problem by raising the 
expectations of participants. Then, if the expected results are not achieved, the program, its sponsor, 
its designers, and its facilitators look bad. 
 
Summary 
To design a training program or intervention, the program designer should consider the possible 
sources of data, how the data will be collected, and how the data will be analyzed. Although it is possible 
to build a program based on an interview with a supervisor or a few potential participants, a wider 
perspective is helpful in assessing the needs that the program should attempt to meet. In general, the 
more sources of information, techniques of data collection, and methods of data analysis that can be 
used to diagnose a problem, the better the understanding one has of the problem or training need. 
 
WHAT? THE TRAINING OBJECTIVES 
Once the needs assessment has been completed, the data can be analyzed in order to consider the 
focus of the proposed training and its aims or desired outcomes, the specific ways in which people 
should change; develop, or behave. With these in mind, the following points then should be considered; 
each will affect the training design (Cooper & Harrison, 1976): 
 
Predetermined/Emergent Aims 

• Who should determine the learning objectives (the facilitator, the participants, or 
both)? 

• To what extent can learning aims be determined prior to the training experience? 
• What is the possibility of additional aims emerging during the training event? 
• To what extent might the facilitators impose, consciously or otherwise, some aims 

because of their own values and by setting norms? 
 
Extent of Objectives 

• To what extent are training aims conceptual (cognitive) or emotional (usually 
personal)? This will affect the nature of the design, the materials needed, and the type 
of facilitation required. (See more on this important point later in this section.) 
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• Are the training objectives remedial (focused on participants’ weaknesses, problems, 
or lacks) or developmental (to build participants’ strengths)? The extent to which 
activities are focused in either direction should be considered, as well as the 
implications of this focus. 

• How long is the group learning intended to have an effect (days, months, years)? What 
reinforcement will be available to the participants to aid in the transition and refreezing 
processes? 

 
Experimental/Experiential Aims 
The choice between these aims has implications for the training design (e.g., the use of observers, data 
collection, process reviews) and for the facilitator’s learning theory or models. Points to consider 
include: 

• The extent to which the activity will be a joint learning experiment, in which the 
facilitator has a special responsibility (e.g., for helping the group to examine data in 
reviewing its work). 

• The extent to which the facilitator allows participants to experience the activity without 
heavily processing it. 

 
Identifying the Training Objective 
To pinpoint the training objective, ask “What is expected to change as a result of this module?” In 
general, the training objective will fall into one of three broad categories: 

• Cognitive: The acquisition of knowledge/understanding of concepts/memorization of 
content; 

• Psychomotor: The practice and acquisition of new skills/new behaviors; and 
• Affective: The development of awareness/exploration of attitudes/realization of 

preferences. 
 
It is important to be clear about which of these areas will be the focus of the training. If participants are 
to be presented with a lecture on a topic, the training is in the cognitive realm (knowledge/concepts), 
and the objective would be to tell the participants about the topic or issue or to acquaint them with its 
major points. The objective is not to develop their skills in dealing with it (you cannot do that with a 
lecture) or to change their attitudes about it (ditto). Too often, training objectives are worded as “To 
change the participants’ attitudes about . . .” when all that happens is a lecture on why they should or 
should not do something. (It would at least be more effective to state what would happen if they did 
or did not behave in a certain way.) Although the latter may bring about some change in peoples’ 
behavior in certain situations (because of the understanding of the consequences), it is very unlikely to 
change their attitudes or opinions. 
 
Knowledge and concepts can be communicated through training modules such as reading, lectures, 
and discussions. Psychomotor skills can only be imparted through “hands-on” (literally or figuratively) 
practice such as that provided by role playing, case studies, and simulations. Affective learning (e.g., 
awareness training or exploration and discovery of personal attitudes) requires the participation of the 
trainees. Their contenttheir thoughts, reactions, feelings, etc.are a great deal of the focus of this 
type of training experience. Obtaining this information and working with it requires more facilitating 
skills than presenting skills. The training technologies that can be used in this realm are role plays, 
instruments, structured experiences, and intensive small groups. 
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Note that we stated the objective of this type of training as the awareness, discovery, or exploration of 
attitudes. Even with time to experience something and discuss it in a training group, participants are 
likely to need time to reflect (and perhaps to experience the effects of changed behaviors) before their 
attitudes change. It does not seem to work as well the other way around. 
 
Wording It Realistically 
The training objective should communicate the following: 
 1. What the facilitator intends to do, or 
 2. The expected outcome or benefit to the participant. 
 
It is important in framing the training objective to be clear about what you will do and what you 
reasonably can expect to happen because of the training. It is folly to promise that training will “improve 
productivity in the organization” or “change the trainees’ attitudes.” One of these may be what you 
hope to achieve, but neither can be guaranteed or measured. Rule No. 1 is: do not promise more than 
you can deliver. This may require that the client be educated about the reality of training and the other 
factors that can affect the outcome of training. To be most realistic, a statement of training objectives 
would begin “It is expected that” (e.g., trainees will learn how to thread a needle because of this 
program). If this is not acceptable in one’s situation, one still should resist making a statement such as 
“The trainee will be able to thread a needle because of the program.” Training cannot control for other 
factors in the organization, the trainees’ jobs and other environments, or the individuals themselves. 
All participants may not be able to attend all the training sessions because of other job pressures. 
People’s skill levels are factors over which the trainer has no control. Also, although training can impact 
a person’s comprehension and even ability, the trainer has little control over the person’s willingness 
to use the new learning once the individual leaves the training setting. That, in fact, is the manager’s 
responsibility. Too often, the people who are “ordering” the training expect trainers to assume this 
responsibility and to guarantee an unrealistic outcome.  
 
In writing training objectives, therefore, it is wise to stick to what you will do and what you expect to 
happen. Suggested alternatives are: “The trainer will demonstrate and explain how to thread a needle, 
and the trainees will practice this skill” or “The trainees will have the opportunity to learn how to thread 
a needle” or “The trainees will be presented with the theory of and practice in threading a needle.” 
Other objectives can be “to explore,” “to engage in,” and so on. If the training is mandatory skills 
training, the objective can include an “or else” statement, e.g., “The trainees will learn how to thread a 
needle or they will not be certified” (will have to retake the training, will have to be retested, etc.). 
 
Other Major Design Considerations 
Before the design, itself can be considered, the other principal components of the learning 
environmentparticipants, group structure, physical concerns, and training staffmust be considered 
in relation to the learning objectives, and several questions must be answered concerning the specific 
learning experience being planned. One is not ready to design until one has answers to the who, when, 
where, and how questions. 
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WHO? PARTICIPANT CONSIDERATIONS 
The Number of Participants 
It is important to be able to anticipate how many people will be involved in the training program 
because some design components require many participants while others are designed to be used with 
very small groups. The size of the total group will dictate the size and number of small groups that can 
be formed to achieve various objectives. Subgroups of three to seven members each tend to be 
optimal. 
 
The designer also must consider the level of affect (emotional response) that is likely to be generated 
by each design component. A facilitator can handle a larger group if there will be minimal risk taking, 
conflict, or emotional involvement. If participants will be “pushed,” the facilitator will need to devote 
more time and energy to each participant, so the group must be smaller or there must be additional 
facilitators. 
 
The Familiarity of Participants with One Another 
This consideration is important in selecting learning experiences. For example, it may not be necessary 
to include “ice-breaker” activities if the participants are familiar with one another. What often happens 
is that some participants know one another but there is an unequal acquaintanceship within the group. 
The design of the training event should consider that there might be some natural subdivision because 
of previous social acquaintance. One can capitalize on the relationships that participants bring to a 
training experience by using acquaintanceship as a means of support for planning back-home 
applications and for follow-through. However, although intact groups (groups with established 
relationships), such as work groups, might achieve a greater transfer of learning, the members also 
might be reluctant to be entirely open. Instead, participants who are strangers to one another (and 
unlikely to continue the relationship after the training event) may gain greater intimacy and openness 
at the possible expense of a less effective transfer of learning. It can be desirable to use this information 
in forming groups, assigning staff to the groups, and selecting activities for the beginning and end of 
the experience. 
 
The homogeneity or heterogeneity of the groupthe group compositionalso needs to be 
considered. Heterogeneity can lead to greater confrontation but can provide the group with a wider 
range of resources. Homogeneity can lead to greater intimacy and affection among participants but 
also to less variety, which can restrict the learning possibilities available to the group. In general, 
heterogeneous groups are richer, but each individual needs to be able to identify with at least one other 
person in the group. It also is desirable if all the participants are at about the same level in terms of 
content background and previous training experience. 
 
The Backgrounds and Previous Training Experiences of the Participants 
It is important to consider whether the training might be dissonant with the norms and culture of the 
institutional backgrounds of the various participants or of that within which the training is to take place. 
One might not want to ask the participants to learn and change their attitudes in ways that are contrary 
to the ideology of their back-home situations. The organizational climate of the client organization may 
not understand or be supportive of training, and the implications of this need to be considered. 
 
Before attempting the design, the facilitators should try to learn something about the backgrounds of 
the participants regarding experiential approaches to education. This includes information about the 
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initial goals, needs, and readiness of the participants. It is important to know whether participants have 
been in similar training programs before, because they may already have experienced some training 
activities that are being considered in which the learning depends on the novelty of the experience to 
the participants. It may be that some participants have been engaged in activities that are highly like 
those that are being planned. This need not be a negative factor; people who have experienced similar 
training before may be formed into an advanced group; they may be spread out deliberately across 
several learning groups; or they may be asked to volunteer for demonstrations of here-and-now 
interaction. 
 
In addition, it may be helpful to know what the attitudes of the participants are regarding one another 
and the stated content or objectives of the training program and whether they have received any 
preparation for the training event from the sponsor. The latter can be achieved by means of word-of-
mouth communication, a memorandum to prospective participants, or a brochure that specifies the 
learning goals of the event. 
 
WHEN? THE LENGTH AND TIMING OF THE EVENT 
The length and timing of the training event are important in that the sequencing and timing of events 
are dependent in part on whether the training takes place at one time or is spaced over several 
meetings. Training that occurs weekly for an hour or two presents a significantly different design 
problem than does a one-day event. In many cases, a primary issue is how to accelerate learning within 
time constraints. In a brief contact design, such as one evening or one-half day, some learning modules 
would not be attempted because either there would not be enough trust developed in the time 
available or more data might be generated than could be processed adequately. Likewise, spaced 
sessions (e.g., weekly two-hour sessions) probably would produce a less intimate and less person-
centered experience, whereas more condensed or intensive sessions (e.g., a one-week retreat) might 
offer more personal growth. Spaced sessions may allow greater analysis of group dynamics and 
encourage members to “work through” issues between sessions.  
 
Defined time limits within the event itself also can affect the training. Setting limits for various activities 
can encourage participants to express useful information by the end of the allotted time, but also can 
establish the facilitator’s role as the locus of control or authority. Similarly, the facilitators need to 
decide whether starting and ending times for sessions, break times, and meal times will be adhered to 
strictly or loosely. The facilitator should ask the person who is requesting the training program whether 
starting and ending times, lunch times, and break times can be arranged to suit the participants. If the 
client says “no,” the time constraints are givens. Norms will develop because of the following factors: 
(a) the total time allocated to the group experience; (b) the time distribution (sessions at regular 
intervals, one intensive week, etc.); and (c) session time limits and adherence to limits. 
 
Finally, if the event is to be conducted within an organization, the length and timing of each session 
should coincide as much as possible with organizational realities such as schedules, work loads, 
cafeteria hours, transportation, and so on. 
 
WHERE? THE LOCATION AND PHYSICAL FACILITIES 
This consideration is important in that it is easier to develop what is called a “cultural-island” effect in 
a retreat setting than it is in the everyday environment of the participants. It is more possible in a retreat 
setting to capitalize on the development of norms of meaningful openness, experimentation, and 
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sensitivity in creating an environment in which people are genuinely resourceful to one another during 
the free time of the training event. Some of the most significant learning in training takes place outside 
the formally planned sessions. 
 
The physical facilities also are important; ordinarily movable furniture and privacy are desired. 
Auditoriums usually are too inflexible, and sometimes very large open spaces are detrimental to the 
training design. It also is important to anticipate whether the training event is likely to be interrupted 
by nonparticipants, telephone calls, and other annoyances. 
 
The physical setup also can affect the training. The designers should consider where and how the 
groups will work; what kind of atmosphere the physical surroundings will create; and how the physical 
environment can be arranged to support the learning objectives. For example, different group 
arrangements can have different effects. A circle of chairs distributes power and promotes interaction. 
Flexible seating often is desired so that participants can move around, form groups, and so on. For 
processing, the fishbowl (or “group-on-group”) arrangement can be particularly effective. Tables can 
be a hindrance for attitude training, and sometimes even chairs can. In such cases, it is best to have 
circles of chairs or to have the participants sit on the floor. Wider tables create more distance and more 
formal interaction. People at the ends of rectangular tables tend to have more power and control. On 
the other hand, circular, square, and triangular seating arrangements tend to equalize power. No 
matter what the seating arrangements, it is best if participants select their own places. 
 
WHO? STAFFING CONSIDERATIONS 
The sixth concern is the availability of qualified staff to facilitate the training program. This includes 
consideration of the personalities, styles, preferred learning models, philosophies, and assumptions of 
the various staff members, which might cause role conflicts. The following issues should be resolved 
prior to the training event, and the design should be agreed to by all who will be involved in facilitating 
the event. 

Skills/Repertoire 
The facilitators’ ability to handle certain types of group experiences and their range of competence 
should be a major consideration. The design of the experience should consider the capabilities of the 
staff members as well as their preparedness in attempting various learning goals. If the staff members 
are minimally qualified, it may be necessary to use a great deal of instrumentation and structure to 
make up for their lack of supervised experience. The intensity level of the training event also should be 
modified somewhat depending on the expertise of the available staff. If the credentials of the staff 
members are somewhat suspect, it may be necessary to develop strict controls on the amount of affect 
that is generated in the experience itself; i.e., activities that might generate a great deal of feeling data 
might not be used because, in general, they require much more expertise on the part of the facilitators. 

Personality and Style Variables 
Some facilitators work more readily with their own aggression, some with their affection, and others 
remain detached and unemotional. These differences may be justified or institutionalized as differences 
in role perception and style, but they really may be attributable to personality differences (i.e., personal 
styles or social styles) among staff members. Because the models of role conflict and resolution of 



Master Facilitator Development Program  Page | 34 

interpersonal differences in the staff team could influence the participants’ learning, it is important to 
review style preferences when selecting the training staff. 
 
Facilitators also may have differences of opinion about training approaches. The following are some 
examples of these and suggestions for handling them (Cooper & Harrison, 1976). 

• Mechanistic/Organic Approaches. If one staff member insists on structuring a group experience, 
and another wants to respond to group needs spontaneously, the entire experience may suffer. 
In such a case, it is necessary to synthesize these two approaches into a productive design. 

• Modeling/Scanning. Trainers who adopt a learning theory based on modeling might find that 
they are encouraging noticeable but short-term change. If, instead, they encourage group 
members to use one another as learning sources, through an approach based on scanning the 
interactions of group members, participants may show less change, but the approach may 
prompt major, internalized change. 

• Group or Personal Growth. Staff disagreement about the level of intervention can create 
normative problems in that participants can receive conflicting messages about the learning 
objectives of the group. On the other hand, the conflict can provide the participants with a wider 
range of learning. These issues include the orientations of the facilitators toward (a) 
understanding the dynamics of the group or (b) developing the growth potential of individuals, 
as well as whether they believe that these orientations can co-exist. 

Staff Composition 
The composition of the training staff will influence the norms and learning objectives of the participants. 
The inclusion of both male and female staff members can provide opportunities to focus on issues that 
otherwise might not surface. Other variables include the number of staff members and the mix of staff 
members with different occupational identifications. 

Administration of the Program 
Finally, in planning the staffing of an event, it is important to know whether the trainers also will be the 
administrators of the program. This requires more time and effort on their part and may create a 
somewhat conflicting situation. 
 
WHY, WHAT, HOW, AND WHO? TRAINING EVALUATION 
The issue of training evaluation raises several questions: 

• Why is evaluation being done? 
• What is being evaluated? 
• Who should set the learning standards? 
• Who will be conducting the evaluation, i.e., who will judge the results of the training 

(participants, facilitators, both of these, outside individuals or groups)? 
• How is the evaluation to be done, i.e., how will results be monitored/evaluated? By what 

measures? By what criteria? 
The answers to the first two questions will help to answer the overall question: “Should evaluation be 
done?” Evaluation is not always necessary, and unnecessary evaluation may not be a good idea because 
it is time consuming and expensive and because it generates expectations that something will be done 
with the data obtained. So the answer to the “should” question almost always is either “Yes, if . . . .” or 
“Not unless . . . .” Yes, if it is driven by a purpose: to determine something or to justify something. No, 



Master Facilitator Development Program  Page | 35 

if the results will not be used, if the trainers or the client do not care what the results are, or if the 
subject matter or results may be too sensitive. 
 
The purpose of evaluation is to obtain information. Before initiating or agreeing to an evaluation effort, 
it is wise to ask: What kind of information do you need? What kinds of questions are you trying to 
answer? What questions will give you that information? 
 
The impetus to begin training and development in an organization often comes from management’s 
belief that training is an important benefit to employees, that it is a worthwhile investment, and that it 
will help employees to fulfill their potential. However, management also hopes that it will increase 
personal and job satisfaction, increase motivation and productivity, and decrease turnover. In today’s 
organizations, the emphasis often is on “the bottom line,” return on investment. Managers and others 
who contract for training programs need to understand that it is impossible to measure the effects of 
training in such terms. One would have to measure all the other factors in the organization, over a 
stipulated period of time, in order to determine what part training played. Obviously, this would be 
almost impossible if not merely more time consuming and expensive than would be realistic. However, 
many managers still ask for training to be measured in terms of “increased productivity” or “effect on 
morale” or similar results. The staff must educate such people in the realities of measurement and 
research. Behavior does not change in the moment at the time of training. A host of personal and 
organizational factors affect how well the training “takes” and whether changed attitudes or behaviors 
are permitted, supported, and reinforced in the work place. Too often, the people who expect an 
evaluation are as confused about what is to be measured as they are about why the evaluation is being 
done. 
 
Probably the best reason for evaluating training is to help the facilitators to examine the design and to 
improve it, if necessary. Probably the worst reason is to prove that the training was worth the time and 
effort that it took. If those who are sponsoring the training (this problem occurs primarily in 
organizational contexts) do not understand the intangible effects of human resource development, the 
trainers would be wise to educate them or to seek work elsewhere. 
 
What can be measured realistically is whether the participants were satisfied with the training; whether 
they felt valued because of having been offered the training; whether they thought it was interesting, 
helpful, or useful; and whether they think that they will use the skills, change their attitudes or 
behaviors, or have achieved some type of self-development because of the training. Some discrete skills 
also can be measured in a short period. 
 
The most important thing in deciding to do evaluation is to be clear about why you are doing it, what 
or whom you are doing it for, and what or whom you are evaluating. Evaluation done for justification is 
different from evaluation done for documentation, and that is quite different from evaluation done to 
determine something. The evaluation forms or survey materials should be geared toward obtaining the 
responses or the quantity and quality of information that you need.  
 
For example, justification might include the need to show that the trainees were satisfied with the 
training. The evaluation form then would not ask “Were you satisfied with the training?”; rather, it 
would contain questions such as “Which activity (or part of the training) was the most satisfying?” The 
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report then could say that the data shows that _______ percent of the trainees found _______ portion 
of the training to be the most satisfying.  
 
For documentation, you may need to show that so many people attended, that there was follow-up, 
that the training was timely or what was requested, etc., or you may need to keep a head count to show 
that so many people were trained per year or that so many managers were included in the efforts.  
 
To determine something, you need to frame the inquiry so as to elicit useful information (e.g., What 
other job skills would be useful in this training program? How do you plan to use this training?) The 
techniques used to obtain information for evaluation purposes are basically the same as those used to 
obtain information for the needs assessment. 
 
If the training facilitators are not to be involved in the evaluation phase, they should be permitted to 
assess the evaluation methods and to know who the evaluators will be. This is necessary for two 
reasons. The first is that one cannot design effectively until one knows what will be evaluated. When 
the goals of the training and the outcomes to be measured are specified clearly and are related to each 
other, the training staff has a clear notion of what to design for. 
 
The second reason to ask questions about evaluation before beginning are related to professional ethics 
if not self-preservation. If it is not clear that the evaluation has a realistic purpose, that the proper issues 
or people are being assessed, that the methodology suits the purpose, and that the evaluators are 
qualified to conduct the inquiry, then the facilitators may well question whether they want to accept a 
training assignment that will be evaluated inappropriately. 
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8 TRAINING METHODS/EXERCISES 

a) Triangle Exercise 
Goals: 

• To illustrate the interdependence between members of the team.  
• To illustrate the influence the individual vs group goals.  
• To illustrate the cooperation and improve team work.  
• To illustrate a complex system of interdepend objectives 

Time: 20-30 min 
Process: 

a) The facilitator asks group members to stand up 
b) The facilitator asks the group members to select 2 people from the group.  
c) The facilitator gives the following instruction: Please position yourself in a way that you create 

an equilateral angle with the people you have chosen. (the facilitator draws on the flipchart an 
equilateral triangle) 

d) Group members start to move around the room. Once the whole group stops the facilitator 
checks if each of them has a create equilateral angle with the people that he/she has selected. 
(The facilitator asks each group member: Who are the people that you have selected and 
together if the angle is equilateral).  

e) Sharing and discussion: What happen? What was easy and what was difficult in achieving your 
objectives? How could you have done it better? Faster? Did it help that they shared who they 
have selected (if they did)? Would it had been helpful if they had shared who they selected? 

Analysis –What this exercise reminds you? How is it related to the system theory that we just 
discuss? Does it remind you to our interactions with stakeholders? How? What we can take 
from exercise and apply it to our work. 
 

b) Brainstorming 
What is brainstorming? 
Brainstorming is a large or small group activity that encourages participants to focus on a topic and 
contribute to the free flow of ideas. 
 
The facilitator may begin a brainstorming session by posing a question or a problem, or by introducing 
a topic. 
 
Participants then express possible answers, relevant words and ideas. 
 
Contributions are accepted without criticism or judgement and usually summarized on a whiteboard 
by the facilitator or an easel as the ideas are called out. 
 
These ideas are then examined, usually in an open discussion format. 
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Why use brainstorming? 
By expressing ideas and listening to what others say, participants adjust their previous knowledge or 
understanding, accommodate new information and increase their levels of awareness. Brainstorming's 
main purposes are to: 

• focus participants' attention on a particular topic 
• generate a quantity of ideas 
• teach acceptance and respect for individual differences 
• encourage learners to take risks in sharing their ideas and opinions 
• demonstrate to participants that their knowledge and their language abilities are valued and 

accepted 
• introduce the practice of idea collection prior to beginning tasks such as writing or solving 

problems 
• provide an opportunity for participants to share ideas and expand their existing knowledge by 

building on each other's contributions. 
 

Common issues using brainstorming 
Initially, some participants may be reluctant to speak out in a group setting, but brainstorming is an 
open sharing activity which encourages all participants to participate. Facilitators should emphasise 
active listening during these sessions. 
 
Participants should be encouraged to: 

• listen carefully and politely to what their classmates contribute 
• tell the speakers or the facilitator when they cannot hear others clearly and 
• think of different suggestions or responses to share. 

 
Effective brainstorming: how do I achieve it? 
1) In a small or large group select a leader and a scribe (or this may be the facilitator). 

2) Define the problem or idea to be brainstormed. Make sure everyone is clear on the topic being 
explored. 

3) Set up the rules for the session. They should include: 

• letting the leader have control 
• allowing everyone to contribute 
• suspending evaluation of ideas until all ideas are gathered 
• the validity of all contributions 
• recording each answer, unless it is a repeat 
• setting a time limit and stopping when that time is up. 

4) Start the brainstorming. Have the leader select members of the group to share their answers. The 
scribe should write down all responses, if possible so that everyone can see them. Make sure not to 
evaluate or criticize any answers until the brainstorming is complete. 

5) Once you have finished brainstorming, go through the results and begin evaluating the responses. 
This can be done quickly by a show of hands to rank the ideas. 

6) Some initial qualities to look for when examining the responses include: 

• looking for any answers that are repeated or similar 
• grouping similar concepts together 
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• eliminating responses that definitely do not fit 

7) Now that you have narrowed your list down somewhat, discuss the remaining responses as a group. 

It is important for the facilitator to: 

• establish a warm, supportive environment 
• emphasize that a quantity rather than the quality of ideas is the goal, and that it's okay for 

participants to think outside the box 
• discourage evaluative or critical comments from peers during the ideas-gathering phase 
• encourage and provide opportunity for all participants to participate 
• initially emphasize the importance of listening to expressed ideas, and model printing and 

recording of the ideas, then read each contribution to the group. 
 

c) Gallery Walk4 
What is it? A safe and participative means of engaging a large number of people in productive 
conversations about specific issues. A way of using the walls/easels in a room to gain a lot of input 
from a large group in a short time.  
 
When to use it? When you want to explore a wide range of topics with a large number of people 
and have little time to do it. To energize a group and bring everyone into the conversation. When 
there is a topic that people may not want to talk about in open conversation. When a large open 
space with useable walls is available and you have a group of at least twenty people.  
 
What does it do? Creates a relatively safe and anonymous setting for conversation. Provides an 
alternative means of generating group synergy because people read and then build on each other’s 
ideas.  
 
What’s the outcome? A large number of issues are explored. Group ideas are developed. Everyone 
participates and their ideas are added into the mix.  
 
How to Do a Gallery Walk  
Step 1: Set up the room by posting blank sheets of flip-chart paper in separate locations around the 
room. Electronic boards can also be used.  

Step 2: Clarify the topic or series of topics to be discussed. Then divide the topic into segments or 
subtopics.  

Step 3: Post one topic segment or subtopic at the top of its own flip-chart sheet.  

Step 4: Instruct people to wander the room and gather at a flip chart that features a topic about 
which they have knowledge. Be clear that there must always be no fewer than three and no more 
than five people at each flip-chart. Once there, the participants discuss the topic and record their 
collective thoughts for a specified period, typically in the range of five minutes.  

Step 5: At the end of five minutes invite everyone to wander to another flip-chart station, read what 
the first group has written, and confer with whomever else wandered there in order to add more 

                                                           
4  BENS, I. 2012. Facilitating with ease! Core skills for facilitators, team leaders and members, managers, 
consultants, and trainers. 3rd ed. San Francisco: Jossey-Bass. 
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comments to the sheet. This process can be repeated until all the flip-chart sheets are filled. It is 
not necessary that each person visit each station. 
 
Gallery Walk Variations and Applications: In planning exercises, the flip-chart topics can coincide 
with various key questions in the planning process, such as: What are the key consumer trends? 
What competitive forces do we face? What are our manufacturing strengths? What are our 
manufacturing weaknesses? What are the next technological innovations we need to prepare to 
adopt? and so forth. In a problem-solving exercise, it’s possible to solve many problems by posting 
each in a different area and then having participants wander to first analyze each problem. When 
all the problems have been analyzed by at least three sets of wandering visitors, have people 
retrace their steps to read the completed analysis sheets and then begin to brainstorm solutions. 
After everyone has wandered to at least three stations to add solutions, give everyone a colored 
marker and invite the participants to tour all the sheets of brainstormed solutions to check off the 
three ideas they think should be implemented. 

d) Role Plays 
WHAT A ROLE PLAY IS AND WHAT IT IS NOT 
Role playing is a technique in which people are presented with roles in the form of a case or 
scenario, then act out the roles in order to experience them for educational purposes. The ways in 
which these roles were approached by the role players then is discussed, and the action may or 
may not be tried again. Role playing is, then, a spontaneous human interaction that involves 
realistic behavior under artificial or “imagined” conditions. 
 
Role playing generally is used for one of several reasons: 
1. To practice behavior in preparation for a new role or an anticipated problem situation; 
2. To examine a problem situation or past incident in order to learn how it could be/have been 
handled better; 
3. To create insight into the motivations and roles of others or oneself. 
 
In role playing, the emphasis is on developing new skills and insights and on solving and preventing 
problems. This differs from the lecture and the textbook approaches to learning, in which the 
emphasis may be on principles and determining the “right” answer. 
 
With a real-life situation, one may never be sure that it was handled in the best way. The role play 
is a type of simulation in which a person or group can be introduced repeatedly to the same 
situation and can measure the effects of various behaviors. Because the situation can be repeated 
with various approaches, the impact of those various approaches can be assessed and discussed. 
 
Role playing is distinguished from another major educational approach, the case study, primarily in 
terms of focus and impact. The case study is more likely to be centered primarily on cognitive 
learning, whereas a role play typically emphasizes both cognitive and affective development on the 
part of learners. For example, in a case study the group might decide that person A should apologize 
to person B. That would be the result of the group’s work on the subject. In a role play, however, A 
would actually go to B and apologize. Both A and B would say how that felt and whether it worked 
for them; they might retry it with A modifying his or her apology and/or B modifying his or her 
response. Thus, role playing demonstrates the difference between thinking and doing. Because the 
case study has a there-and-then content emphasis, it creates considerably less learner involvement 
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than the role play and less potential for promoting transferable learning that is “owned” by the 
participants. 
 

The unique values of role playing include the following: 
It requires the person to carry out a thought or decision. As stated above, it demonstrates the 
difference between thinking and doing. 
 
It permits practice in carrying out action and allows people “another shot” at it. 
 
It makes clear the fact that good human relations require skill in the same sense that playing golf 
requires skill. Although many of us feel that we are expected to know how to solve interpersonal 
problems and deal with people merely because we are adults, the fact that problems, 
misunderstandings, counselors, and training exist is evidence that most of us do not have these 
skills inherently. 
 
It accomplishes attitude changes effectively by placing people in specified roles. This demonstrates 
that a person’s behavior is not only a function of his or her personality but also of the situation in 
which he or she happens to be. 
 
It trains a person to be aware of and sensitive to the feelings of others. This awareness functions as 
feedback on the effect of one’s behavior. 
It develops a fuller appreciation of the important part played by feelings in determining behavior in 
social situations. 
 
It enables people to discover their personal faults. For example, the person who enjoys making 
wisecracks may discover that they annoy or hurt others. 
 
It permits training in the control of feelings and emotions. For example, by repeatedly playing the 
role of a supervisor, a person can practice not becoming irritated by complaints. 
 
In role playing, a person can learn not only how to act in different ways but also why other people 
may act as they do. This creates enormous potential for the improvement of interpersonal 
interactions. 

THE ADVANTAGES AND POTENTIAL DISADVANTAGES OF USING ROLE PLAYS 
Role playing has several obviously desirable applications; however, there also are some potential 
disadvantages. The facilitator needs to be aware of both to be able to optimize the benefits and to 
minimize the potentially negative aspects. 
 
Advantages 
Participants typically experience role playing as an engaging activity. Because almost everyone knows 
how to play someone else’s role, participants tend to enjoy role plays, and it is unnecessary for them 
to learn new skills to benefit from the process. Also, role playing often is fun, although overplaying a 
part can detract from the learning. When role playing is conducted skillfully, the situations have a high 
credibility for participants, thereby reducing resistance to learning relevant skills and theory. 
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The technique is highly flexible. The facilitator can change the role play as it is being conducted, and the 
materials can be edited to fit situations. Role playing can be engaged in for brief or long periods. The 
technique often reduces the threat of interpersonal interaction: it sometimes is easier to explore 
oneself by projecting oneself into a role than to expose oneself directly. Participants can carry out 
decisions without the danger of embarrassing or incriminating themselves in “real” situations. Role 
playing can increase participants’ awareness about the effects of feelings on social behavior. 
 
Perhaps the most decided advantage of role playing in a training context is that it uses the experiences 
of participants in ways that increase their ownership of learning. As it provides a vehicle for focused 
feedback to individual participants, it can assist in developing the expression of feelings. Human 
problems in systems can be studied through the medium of role playing in a way that brings the “human 
factor” of organizational situations into sharper focus. Because it has the potential to develop skills in 
self-expression, listening, communicating points of view, and interpersonal interaction, role playing can 
raise participants’ consciousness about the need for skills in human interaction. It also can permit the 
simulation of problem issues that arise infrequently in personal or work situations but are very 
important when they do arise. Thus, role playing offers participants the opportunity to gain hard-to-
obtain experience in dealing with such situations. Because role playing frequently affects a participant’s 
perception of a problem or situation, the new attitudes and behaviors tend to carry over to back-home 
situations. 
 
Potential Disadvantages 
Several potential disadvantages are inherent in the role-play technique. One obvious one is that the 
artificiality or superficiality of situations depicted in role-play scenarios can allow participants to 
discount the value of their learning because of the apparent oversimplification of the situation. 
Similarly, role playing can deteriorate into play, and the serious learning potential that is inherent in the 
process thereby can be jeopardized. 
 
Participants often lose themselves in a role and engage in inadvertent self- disclosure, exposure, and 
ventilation. It is important that the facilitator point out this possibility to participants. The facilitator 
should be particularly aware of this disadvantage in order to avoid the ethical breach of allowing people 
unknowingly to make themselves vulnerable. Role playing can be a threatening experience for a 
significant minority of participants, and the facilitator needs to be sensitive to the pressures faced by 
participants. 
 
Another disadvantage is that roles sometimes reinforce stereotypes and caricature people’s behavior. 
This unfortunate side effect can be avoided if the facilitator ensures that role descriptions are credible 
and non-stereotypical and that role players are instructed not to caricature their roles. 
A fifth problem arises when role plays are staged in front of an audience: the passivity of the audience 
can lessen the impact of the learning. In such a case, it is important that members of the audience have 
active roles as observers or coaches. 
 
Sixth, role-playing situations can over personalize problem situations; for example, in team building, 
problems facing organizational work units sometimes are aggravated by a tendency to perceive 
feedback personally and to see issues in terms of individuals. Role playing can, through such 
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overinvolvement, generate excess affect. The facilitator should be aware of the need to keep the 
learning focus sharply delineated. 
 

e) Simulation  
What is it?  
When participants use a model of behavior to gain a better understanding of that behavior, they 
are doing a simulation. Participants often use simulations to make predictions about the social, 
economic, or natural world. 

For example: 
• When participants in a training are asked to prepare and make a presentation on active 

listening, they learning how to make presentations and the challenges of being a good listener. 
• When participants are assigned roles as buyers and sellers of some good and are asked to make 

deals to exchange the good, they are learning about market behavior by simulating a market.  
• When participants take on the roles of party delegates to a political convention and run the 

model convention, they are learning about the election process by simulating a political 
convention.  

• When participants create an electric circuit with an online program, they are learning about 
physics theory by simulating an actual physical set-up.  

 
Learn to reflect on and extend knowledge by 

• actively engaging in participant- participant or facilitator-participant conversations throughout a 
simulation. Instructional simulations by their very nature cannot be passive learning. 
Participants are active in selecting how to participate in simulations, anticipating outcomes, 
and formulating new questions to ask. 

• transferring knowledge to new problems and situations. A well-done simulation is constructed 
to include an extension to a new problem or new set of variable that requires participants to 
extend what they have learned in an earlier context. 

 
What’s the outcome?  
• Participants understand and refine their own thought processes. A well-done simulation 

includes a strong reflection activity that requires participants to think about how and why they 
behaved as they did during the simulation and what they might do differently in a real-life 
experience. 
 

How to do a Simulation 
• Facilitator Preparation is Crucial: The good news is that instructional simulations can be very 

effective in stimulating participant understanding. The bad news is that many simulations 
require pre-simulation lesson preparation. Lesson preparation varies with the type and 
complexity of the simulation. However, most expert users argue that instructional simulation 
work best when: 

• Facilitators have a clear written statement about the goals of the simulation and an explanation 
of how the simulation is tied to the learning objectives. 

• If possible, facilitators do a trial run of the simulation before assigning the simulation to 
participants, when possible. 

• Active participation is crucial because learning through instructional simulations is most 
effective when they are actively engaged.  

• Every effort should be made to make it difficult for participants to become passive during the 
simulation.  
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• Facilitators should anticipate ways the simulation can go wrong and include this in their pre-
simulation discussion with the class.  

• Post-simulation discussion is crucial leads to deeper learning. The facilitator should:  
• Provide sufficient time for participants to reflect on and discuss what they learned from the 

simulation. 
• Integrate the learning objectives into the post-simulation discussion. 
• Ask participants explicitly asked how the simulation helped them understand the learning 

objectives or how it may have made the learning objectives more confusing. 
 

f) Active Listening 
 
THE RISK OF COMMUNICATING NONACCEPTANCE 
The communication of mutual acceptance is vital to developing and maintaining work and personal 
relationships. However, various ways of responding to situations run the risk of communicating 
nonacceptance. To understand a person’s point of view effectively, it is necessary not to communicate 
nonacceptance. Most people, in a listening situation, commonly respond in one or more of the 
following twelve ways: 

 1. Ordering, Directing: “You have to . . .”; 

 2. Warning, Threatening: “You’d better not . . .”; 

 3. Preaching, Moralizing: “You ought to . . .”; 

 4. Advising, Giving Solutions: “Why don’t you . . .”; 

 5. Lecturing, Informing: “Here are the facts . . .”; 

 6. Evaluating, Blaming: “You’re wrong . . .”; 

 7. Praising, Agreeing: “You’re right . . .”; 

 8. Name Calling, Shaming: “You’re stupid . . .”; 

 9. Interpreting, Analyzing: “What you need . . .”; 

10. Sympathizing, Supporting: “You’ll be OK . . .” 

11. Questioning, Probing: “Why did you . . .”; and 

12. Withdrawing, Avoiding: “Let’s forget it . . . .” 

These modes of response may communicate to the sender that it is not acceptable to feel the way he 
or she feels. If the sender perceives one of these messages as indicating nonacceptance, there is a risk 
that he or she will become defensive about new ideas, will be resistive to changing behavior, will tend 
to justify certain feelings, or will turn silent because the listener is perceived as only passively interested 
in the sender. 
 
ACTIVE LISTENING 
A more effective way of responding to a listening situation is called “active listening.” Gordon (1970) 
defines active listening as a communication skill that helps people to solve their own problems. In active 
listening, the listener is involved with the sender’s need to communicate. To be effective, the listener 
must take an “active” responsibility for understanding the content and feeling of what is being said. The 
listener can respond with a statement, in his or her own words, of what the sender’s message means.  
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Here is an example: 
Sender:   “The deadline for this report is not realistic!” 
Listener: “You feel pressured to get the report done.” 
 
To understand the sender’s meaning, the listener must “put himself or herself in the sender’s place.” 
Feeding back perceptions of intended meaning allows the listener to check the accuracy of his or her 
listening and understanding. 
 
Benefits of Active Listening 
An open communication climate for understanding is created through active listening. The listener can 
learn to see what a person means and how the person feels about situations and problems. Active 
listening is a skill that can communicate acceptance and increase interpersonal trust among people. It 
can also facilitate problem solving. Therefore, the appropriate use of active listening increases people’s 
communication effectiveness. 
 
Pitfalls in Active Listening 
Active listening is not intended to manipulate people to behave or think the way others believe they 
should. The listener also should not “parrot” someone’s message by repeating the exact words used. 
Empathy is a necessary ingredient—the listener should communicate warmth toward and feeling about 
the sender’s message by putting himself or herself in the sender’s place. Timing is another pitfall; active 
listening is not appropriate when there is no time to deal with the situation or when someone is asking 
only for factual information. Also, it is important that the listener be sensitive to nonverbal messages 
about the right time to stop giving feedback. Avoiding these common pitfalls will make active listening 
a more effective communication skill. 
 
Principle of Problem Ownership 
As active listening is most appropriate when a person expresses feelings about a problem, it is necessary 
to ask who owns the problem. The principle of problem ownership can be demonstrated in the 
following situations: 
 

1. Person A’s needs are not being satisfied by his or her own behavior, and A’s behavior does not 
directly interfere with Person B’s satisfaction of his or her own needs. Therefore, A owns the 
problem. 

2. Person A’s needs are being satisfied, but A’s behavior interferes in some way with Person B’s 
satisfaction of his or her own needs and thus creates a problem for B. B then owns the problem. 

3. Person A is satisfying his or her own needs, and A’s behavior does not directly interfere with 
Person B’s needs. In this case, there is no problem. 

 
Active listening is very useful, but it is not appropriate to use if another person’s behavior is creating 
the problem. 
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COMMUNICATING ONE’S NEEDS 
Ineffective Approaches 
It is necessary for the person who owns the problem to know how to confront it and communicate his 
or her needs so that other people will listen. However, people frequently confront problems in a way 
that tends to stimulate defensiveness and resistance. The two most common approaches are as follows: 

1.Evaluating. This approach communicates judgment, blame, ridicule, or shame (for example, 
“Don’t you know how to use that machine?” or “You’re late again!”). It has several risks: (a) It makes 
people defensive and resistant to further communication; (b) it implies power over the other 
person; and (c) it threatens and reduces the other person’s self-esteem. 

2.Sending solutions. This approach communicates what the other person should do rather than 
what the speaker is feeling (for example, “If you don’t come in on time, I’ll have to report you” or 
“Why don’t you do it this way?”). Sending solutions also carries risks: (a) People become resistive if 
they are told what to do, even if they agree with the solution; (b) this approach indicates that the 
sender’s needs are more important than the recipient’s; (c) it communicates a lack of trust in other 
people’s capacities to solve their own problems; and (d) it reduces the responsibility to define the 
problem clearly and explore feasible alternatives to solution. 
 

A More Effective Approach 
Problems can be confronted and one’s needs can be made known without making other people feel 
defensive. An effective communication message has three components: (1) owning feelings, (2) sending 
feelings, and (3) describing behavior. 
 
Ownership of feelings focuses on “who owns the problem.” The sender of a message needs to accept 
responsibility for his or her own feelings. Messages that own the sender’s feelings usually begin with or 
contain the word “I.” 
 
Sometimes communicating feelings is viewed as a weakness. But the value of sending feelings is 
communicating honesty and openness by focusing on the problem and not evaluating the person. 
 
Describing behavior concentrates on what one person sees, hears, and feels about another person’s 
behavior as it affects the observer’s feelings and behavior. The focus is on specific situations that relate 
to specific times and places. 
 
It is useful to distinguish between descriptions and evaluations of behavior. The italicized parts of the 
next statements illustrate evaluations of behavior: 

“I can’t finish this report if you are so inconsiderate as to interrupt me.” 
“You’re a loudmouth.” 
The italicized parts of the following statements are descriptions of behavior: 
“I can’t finish this report if you constantly interrupt me.” 
“I feel that you talked considerably during the meetings.” 
A design for sending feeling messages can be portrayed as follows: 
Ownership + Feeling Word + Description of Behavior = Feeling Message 
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Here is an example: 
“I (ownership) am concerned (feeling word) about finishing this report on time” (description of 
behavior). 

The effectiveness of feeling messages can be attributed to several factors: 

“I” messages are more effective because they place responsibility with the sender of the message. 

“I” messages reduce the other person’s defensiveness and resistance to further communication. 

Behavioral descriptions provide feedback about the other person’s behavior but do not evaluate 
it. 

Although “I” messages require some courage, they honestly express the speaker’s feelings. 

Feeling messages promote open communication in both work and personal relationships. 
 

g) Feedback: Giving and Receiving  
• The following statements describe the appropriate way to give feedback. As you read each, 

think about whether it reflects your own behavior. 

• Before I give feedback, I consider whether to do so publicly or privately. I praise people in front 
of peers or coworkers, but I reprimand in private. 

• Before giving feedback, I check my impressions of the behavior with others, doing so in a way 
that does not threaten or incriminate. I understand that misperceptions on my part can lead 
to giving ineffective feedback. 

• I provide timely feedback. I give feedback as soon as possible after the behavior has occurred 
so that it has maximum impact for my subordinate. 

• I avoid surprising my subordinates with performance feedback. I tell them that I intend to 
provide regular feedback on their performance, and then I follow through. 

• I am objective in describing behavior. I base my comments on observation, not on conjecture. 
I describe the behavior fully before I offer personal thoughts or feelings about it. 

• I state specific details, not generalities. I avoid comments like “You did a good job on the 
monthly report.” Instead, I say things like “Your monthly report was clear and concise, and the 
graph you included gave an excellent illustration of the changing trend in production.” 

• I direct feedback at behaviors that my subordinates can change. I realize that it is not helpful 
to comment on a subordinate’s stutter, for example, whereas it is helpful to comment on a 
subordinate’s need to improve writing skills. 

• After describing the behavior, I tell my subordinate what I think and how I feel about that 
behavior, describing its impact on me. I recognize that comments about personal thoughts and 
feelings help my subordinate to put the feedback in perspective. 

• After giving feedback, I verify that my subordinate has understood my message as I intended 
it. I listen carefully to what my subordinate has heard; if the message has been misunderstood, 
I clarify as necessary. 

• After I have given negative feedback, I give my subordinate time to make the desired change 
while I monitor the behavior in question. I avoid constant negative feedback on a particular 
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behavior because it is counterproductive and harmful. If the behavior improves, I praise my 
subordinate; if it does not improve, I consider performance-counseling alternatives. 

 
Guidelines for Giving Feedback 

• Be objective in describing the behavior. 

• State specific details, not generalities. 

• Deal only with changeable behavior. 

• Describe the impact of the behavior on you. 
 
Guidelines for Receiving Feedback 

• Keep an open mind; be willing to hear ways to improve. 

• Listen without interrupting, justifying, or explaining. 

• Paraphrase the feedback so that the person who gave it can determine whether you 
understood the intended message. 

• If you do not understand, ask for an example or further explanation. 
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9 FACILITATION SKILLS 

What are facilitation skills? 
Community organizations are geared towards action. There are urgent problems and issues we need 
to tackle and solve in our communities. That's why we came together in the first place, isn't it? But for 
groups to be successful, we need to spend some time focusing on the skills our members and leaders 
use to make all of this action happen, both within and outside our organizations. 
 
One of the most important sets of skills for leaders and members are facilitation skills. These are the 
"process" skills we use to guide and direct key parts of our organizing work with groups of people such 
as meetings, planning sessions, and training of our members and leaders. 
 
Whether it's a meeting (big or small) or a training session, someone should shape and guide the process 
of working together so that you meet your goals and accomplish what you've set out to do. While a 
group of people might set the agenda and figure out the goals, one person needs to concentrate on 
how you are going to move through your agenda and meet those goals effectively. This is the person 
we call the "facilitator." 
 
So, how is facilitating different than chairing a meeting? 
Well, it is and it isn't. Facilitation has three basic principles: 
 
A facilitator is a guide to help people move through a process together, not the seat of wisdom and 
knowledge. That means a facilitator isn't there to give opinions, but to draw out opinions and ideas of 
the group members. 
 
Facilitation focuses on how people participate in the process of learning or planning, not just on what 
gets achieved 
 
A facilitator is neutral and never takes sides 
 
The best meeting chairs see themselves as facilitators. While they have to get through an agenda and 
make sure that important issues are discussed, decisions made, and actions taken, good chairs don't 
feel that they have all of the answers or should talk all the time. The most important thing is what the 
participants in the meeting have to say. So, focus on how the meeting is structured and run to make 
sure that everyone can participate. This includes things like: 

 Making sure everyone feels comfortable participating 
 Developing a structure that allows for everyone's ideas to be heard 
 Making members feel good about their contribution to the meeting 
 Making sure the group feels that the ideas and decisions are theirs, not just the leader's. 

Supporting everyone's ideas and not criticizing anyone for what they've said. 
 
Why do you need facilitation skills? 
If you want to do good planning, keep members involved, and create real leadership opportunities in 
your organization and skills in your members, you need facilitator skills. The more you know about how 
to shape and run a good learning and planning process, the more your members will feel empowered 
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about their own ideas and participation, stay invested in your organization, take on responsibility and 
ownership, and the better your meetings will be. 
 
How do you facilitate? 
Meetings are a big part of our organizing life. We seem to always be going from one meeting to the 
next. The next session in the Tool Box covers planning and having good meetings in depth. But here, 
we're going to work on the process skills that good meeting leaders need to have. Remember, these 
facilitation skills are useful beyond meetings: for planning; for "growing" new leaders; for resolving 
conflicts; and for keeping good communication in your organization. 
 
Can anyone learn to facilitate a meeting? 
Yes, to a degree. Being a good facilitator is both a skill and an art. It is a skill in that people can learn 
certain techniques and can improve their ability with practice. It is an art in that some people just have 
more of a knack for it than others. Sometimes organization leaders are required to facilitate meetings: 
thus, board presidents must be trained in how to facilitate. But other meetings and planning sessions 
don't require that any one person act as facilitators, so your organization can draw on members who 
have the skill and the talent. 
 
To put it another way, facilitating actually means: 

• Understanding the goals of the meeting and the organization 
• Keeping the group on the agenda and moving forward 
• Involving everyone in the meeting, including drawing out the quiet participants and controlling 

the domineering ones 
• Making sure that decisions are made democratically 

 
How do you plan a good facilitation process? 
A good facilitator is concerned with both the outcome of the meeting or planning session, with how 
the people in the meeting participate and interact, and also with the process. While achieving the goals 
and outcomes that everyone wants is of course important, a facilitator also wants to make sure that 
the process if sound, that everyone is engaged, and that the experience is the best it can be for the 
participants. 
 
In planning a good meeting process, a facilitator focuses on: 

• Climate and Environment 
• Logistics and Room Arrangements 
• Ground Rules 

A good facilitator will make plans in each of these areas in advance. Let's look at some of the specifics. 
 
Climate and Environment 
There are many factors that impact how safe and comfortable people feel about interacting with each 
other and participating. The environment and general "climate" of a meeting or planning session sets 
an important tone for participation. 
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Key questions you would ask yourself as a facilitator include: 
Is the location a familiar place, one where people feel comfortable? Face it, if you're planning to 
have an interactive meeting sitting around a conference table in the Mayor's office, some of your 
folks might feel intimidated and out of their environment. A comfortable and familiar location is 
key. 
 
Is the meeting site accessible to everyone? If not, have you provided for transportation or escorts 
to help people get to the site? Psychologically, if people feel that the site is too far from them or 
in a place they feel is "dangerous," it may put them off from even coming. If they do come, they 
may arrive with a feeling that they were not really wanted or that their needs were not really 
considered. This can put a real damper on communication and participation. Another reminder: 
can handicapped people use the site as well? 
 
Is the space the right size? Too large? Too small? If you're wanting to make a planning group feel 
that it's a team, a large meeting hall for only 10 or 15 people can feel intimidating and make 
people feel self-conscious and quiet. On the other hand, if you're taking a group of 30 folks 
through a meeting, a small conference room where people are uncomfortably crunched together 
can make for disruption: folks shifting in their seats, getting up to stretch and get some air. This 
can cause a real break in the mood and feeling of your meeting or planning session. You want 
folks to stay focused and relaxed. Moral: choose a room size that matches the size of your group. 

 
Logistics and Room Arrangements 
Believe it or not: how people sit, whether they are hungry and whether they can hear can make or 
break your planning process. As a facilitator, the logistics of the meeting should be of great concern to 
you, whether you're responsible for them or not. Some things to consider are: 
 
Chair arrangements: Having chairs in a circle or around a table encourages discussion, equality, and 
familiarity. Speaker's podiums and lecture style seating make people feel intimidated and formal. Avoid 
them at all costs. 
 
Places to hang newsprint: You may be using a lot of newsprint or other board space during your 
meeting. Can you use tape without damaging the walls? Is an easel available? Is there enough space so 
that you can keep important material visible instead of removing it? 
 
Sign-In sheet: Is there a table for folks to use? 
 
Refreshments: Grumbling stomachs will definitely take folks minds off the meeting. If you're having 
refreshments, who is bringing them? Do you need outlets for coffee pots? Can you set things up so 
folks can get food without disrupting the meeting? And who's cleaning up afterwards? 
 
Microphones and audio visual equipment: Do you need a microphone? Video cameras? Can someone 
set up and test the equipment before you start? 
 
To build a safe as well as comfortable environment, a good facilitator has a few more points to consider. 
How do you protect folks who are worried their ideas will be attacked or mocked? How do you hold 
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back the big talkers who tend to dominate while still making them feel good about their participation? 
Much of the answer lies in the Ground Rules. 
 
Ground Rules 
Most meetings have operating rules. Some groups use Robert's Rules of Order (parliamentary 
procedure) to run their meetings while others have rules they've adopted over time. When you want 
the participation to flow and for folks to really feel invested in following the rules, the best way to go is 
to have the group develop them as one of the first steps in the process. This builds a sense of power in 
the participants ("Hey, she isn't telling us how to act. It's up to us to figure out what we think is 
important!") and a much greater sense of investment in following the rules. Common ground rules are: 

• One person speaks at a time 
• Raise your hand if you have something to say 
• Listen to what other people are saying 
• No mocking or attacking other people's ideas 
• Be on time coming back from breaks (if it's a long meeting) 
• Respect each other 

 
A process to develop ground rules is: 

Begin by telling folks that you want to set up some ground rules that everyone will follow as we 
go through our meeting. Put a blank sheet of newsprint on the wall with the heading "Ground 
Rules." 

Ask for any suggestions from the group. If no one says anything, start by putting one up yourself. 
That usually starts people off. 

Write any suggestions up on the newsprint. It's usually most effective to "check -in" with the 
whole group before you write up an idea ("Sue suggested raising our hands if we have something 
to say. Is that O.K. with everyone?") Once you have gotten 5 or 6 good rules up, check to see if 
anyone else has other suggestions. 

When you are finished, ask the group if they agree with these Ground Rules and are willing to 
follow them. Make sure you get folks to actually say "Yes" out loud. It makes a difference! 

 
Facilitating a meeting or planning session 
As we've already said, the facilitator is responsible for providing a "safe" climate and working 
atmosphere for the meeting. But you're probably wondering, "What do I actually do during the meeting 
to guide the process along?" Here are the basic steps that can be your facilitator's guide: 
 
Start the meeting on time 
Few of us start our meetings on time. The result? Those who come on time feel cheated that they 
rushed to get there! Start no more than five minutes late, ten at the maximum and thank everyone who 
came on time. When latecomers straggle in, don't stop your process to acknowledge them. Wait until 
after a break or another appropriate time to have them introduce themselves. 
 
Welcome everyone 
Make a point to welcome everyone who comes. Don't complain about the size of a group if the turnout 
is small! Nothing will turn the folks off who did come out faster. Thank all of those who are there for 
coming and analyze the turnout attendance later. Go with who you have. 



Master Facilitator Development Program  Page | 53 

Make introductions 
There are lots of ways for people to introduce themselves to each other that are better than just going 
around the room. The kinds of introductions you do should depend on what kind of meeting you are 
having, the number of people, the overall goals of the meeting, and what kind of information it would 
be useful to know. Some key questions you can ask members to include in their introductions are: 

• How did you first get involved with our organization? (if most people are already involved, but 
the participants don't know each other well) 

• What do you want to know about our organization? (if the meeting is set to introduce your 
organization to another organization) 

• What makes you most angry about this problem? (if the meeting is called to focus on a 
particular problem) 

• Sometimes, we combine introductions with something called an "ice breaker." Ice breakers 
can: 

• Break down feelings of unfamiliarity and shyness 
• Help people shift roles--from their "work" selves to their "more human" selves 
• Build a sense of being part of a team 
• Create networking opportunities 
• Help share participants' skills and experiences 

 
It is important to make everyone feel welcome and listened to at the beginning of the meeting. 
Otherwise, participants may feel uncomfortable and unappreciated and won't participate well later on. 
Also, if you don't get some basic information about who is there, you may miss some golden 
opportunities. For example, the editor of the regional newspaper may be in the room; but if you don't 
know, you'll miss the opportunity for a potential interview or special coverage. 
 
And don't forget to introduce yourself. You want to make sure that you establish some credibility to be 
facilitating the meeting and that folks know a bit about you. Credibility doesn't mean you have a college 
degree or 15 years of facilitation experience. It just means that you share some of your background so 
folks know why you are doing the facilitation and what has led you to be speaking up. 
 
Review the agenda, objectives and ground rules for the meeting 
Go over what's going to happen in the meeting. Check with the group to make sure they agree with and 
like the agenda. You never know if someone will want to comment and suggest something a little 
different. This builds a sense of ownership of the meeting and lets people know early on that you're 
there to facilitate their process and their meeting, not your own agenda. 
 
The same is true for the outcomes of the meeting. You'll want to go over these with folks as well to get 
their input and check that these are the desired outcomes they're looking for. This is also where the 
ground rules that we covered earlier come in. 
 
Encourage participation 
This is one of your main jobs as a facilitator. It's up to you to get those who need to listen to listen and 
those who ought to speak. Encourage people to share their experiences and ideas and urge those with 
relevant background information share it at appropriate times. 
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Stick to the agenda 
Groups have a tendency to wander far from the original agenda, sometimes without knowing it. When 
you hear the discussion wandering off, bring it to the group's attention. You can say "That's an 
interesting issue, but perhaps we should get back to the original discussion." 
 
Avoid detailed decision-making 
Sometimes, it's easier for groups to discuss the color of napkins than the real issues they are facing. 
Help the group not to get immersed in details. Suggest instead, "Perhaps the committee could resolve 
the matter." Do you really want to be involved in that level of detail? 
 
Seek commitments 
Getting commitments for future involvement is often a meeting goal. You want leaders to commit to 
certain tasks, people to volunteer to help on a campaign, or organizations to support your group. Make 
sure adequate time is allocated for seeking commitment. For small meetings, write people's names 
down on newsprint next to the tasks they agreed to undertake. 
 
One important rule of thumb is that no one should leave a meeting without something to do. Don't 
ever close a meeting by saying "We'll get back to you to confirm how you might like to get involved." 
Seize the moment! Sign them up! 
 
Bring closure to each item 
Many groups will discuss things ten times longer than they need to unless a facilitator helps them to 
recognize they're basically in agreement. Summarize a consensus position, or ask someone in the group 
to summarize the points of agreement, and then move forward. If one or two people disagree, state 
the situation as clearly as you can: "Tom and Levonia seem to have other feelings on this matter, but 
everyone else seems to go in this direction. Perhaps we can decide to go in the direction that most of 
the group wants, and maybe Tom and Levonia can get back to us on other ways to accommodate their 
concerns." You may even suggest taking a break so Tom and Levonia can caucus to come up with some 
options. 
 
Some groups feel strongly about reaching consensus on issues before moving ahead. If your group is 
one of them, be sure to read a good manual or book on consensus decision making. Many groups, 
however, find that voting is a fine way to make decisions. A good rule of thumb is that a vote must pass 
by a two-thirds majority for it to be a valid decision. For most groups to work well, they should seek 
consensus where possible, but take votes when needed in order to move the process forward. 
 
Respect everyone's rights 
The facilitator protects the shy and quiet folks in a meeting and encourages them to speak out. There 
is also the important job of keeping domineering people from monopolizing the meeting or ridiculing 
the ideas of others. 
 
Sometimes, people dominate a discussion because they are really passionate about an issue and have 
lots of things to say. One way to channel their interest is to suggest that they consider serving on a 
committee or task force on that issue. Other people, however, talk to hear themselves talk. If someone 
like that shows up at your meeting, look further ahead in this chapter for some tips on dealing with 
"disrupters." 
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Be flexible 
Sometimes issues will arise in the meeting that are so important, they will take much more time than 
you thought. Sometimes, nobody will have thought of them at all. You may run over time or have to 
alter your agenda to discuss them. Be sure to check with group about whether this is O.K. before going 
ahead with the revised agenda. If necessary, ask for a five-minute break to confer with key leaders or 
participants on how to handle the issue and how to restructure the agenda. Be prepared to recommend 
an alternate agenda, dropping some items if necessary. 
 
Summarize the meeting results and needed follow-ups 
Before ending the meeting, summarize the key decisions that were made and what else happened. Be 
sure also to summarize the follow-up actions that were agreed to and need to take place. Remind folks 
how much good work was done and how effective the meeting hopefully was. Refer back to the 
objectives or outcomes to show how much you accomplished. 
 
Thank the participants 
Take a minute to thank people who prepared things for the meeting, set up the room, brought 
refreshments, or did any work towards making the meeting happen. Thank all of the participants for 
their input and energy and for making the meeting a success. 
 
Close the meeting 
People appreciate nothing more than a meeting that ends on time! It's usually a good idea to have 
some "closure" in a meeting, especially if it was long, if there were any sticky situations that caused 
tension, or if folks worked especially hard to come to decisions or make plans. 
 
A nice way to close a meeting is to go around the room and have people say one word that describes 
how they are feeling now that all of this work has been done. You'll usually get answers from 
"exhausted" to "energized!" If it's been a good meeting, even the "exhausted" ones will stick around 
before leaving. 
 
Choosing process strategies 
 
Capacity strengthening interventions based on an experiential learning cycle include opportunities for 
learners to experience and share their learning, knowledge and life experiences with their peers. This 
experience- sharing is highly motivational. 
 
Preparing group activities during the designing of a training program is imperative for sharing 
experiences and capturing the perspective of participants who are shy to speak in a large group. The 
group size should be small (4-6 participants) and manageable to make the discussion focused and 
provide opportunity for everyone to speak. Mind Mapping, Force Field Analysis, Think-Pair-Share, 
Reaching Common Ground, Fish Bone diagram (cause and effect) and focus group discussion can be 
used as group process strategies. 
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Group process strategies  
Types of strategies Description Good for 

Concept map 
(fishbone diagram, 
cause and effect 
chart, mind map, 
force field analysis) 

Graphic organizer. Allows learners to visually perceive relationships 
between concepts. Concept maps mirror the way that learners’ 
brains link concepts together, so by making connections explicit and 
putting them on paper, facilitators can enhance the learning of 
participants. 

Concept maps can be built by facilitators or in small groups by 
participants. 

Consolidate learning 

Summarize a complex 

set of details in a concise 

manner 

Discussion, combine, 
organize many ideas 

Brainstorming 

Think-Pair- 
Share 

In this strategy, the facilitator poses a question or problem that 
participants first must think about independently.It usually helps to have 
the individuals write down their thoughts. In the next step, participants 
“pair” with one another, and share their reflections. Then, the pairs 
come together into larger groups for broader sharing of the key points 
raised (share). 

Another variation on this strategy is to have participants “think” and 
“pair” as above, but then to “share” their partner’s idea or position with 
the larger group, rather than sharing their own ideas. 

One-to-one discussion  

Self- knowledge 

Generating ideas 

Everyone participates, make 
decisions, justify, make 
distinctions. 

Role Playing Facilitators and/or participants act out a scenario and participants 
reflect on what they observe to experiences good practice or. 

Demonstrating behavior 

Introducing sensitive 
topics 

Promote certain attitudes 
(accept, listen, dispute, 
volunteer, value) 

Gallery Walk Questions or subtopics are posted around the room on flip chart paper. In 
groups, participants write down their ideas as they move from one station 
to another. 

This technique can also be used when multiple groups undertake the 
same exercise. Each group puts up its response. Participants to identify 
new ideas as they rotate from one station to another. The facilitator can 
also leave a member of the original group to answer any questions from 
the visiting group. 

Validate work 

Review of key issues 

Saving time with a large 
group while 
acknowledging the 
products and value of 
group work 
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10  EFFECTIVE PRESENTATIONS  

Know your audience and understand its perspective. Whether your goal is persuasion, or simply to 
inform, you need to understand your audience, its level of expertise and how your message will 
resonate. Crafting a presentation for a group of high school interns would be very different compared 
to an executive report to management, pitching a sales idea, or addressing a hostile audience about 
why the company needs to cut benefits. 
 
Research thoroughly. You absolutely must be an expert on the subject. Okay, you don’t have to be the 
world’s leading authority, but you have to know the critical facts as well as much of the little-known 
information. Just talking about things everybody already knows is a recipe for boredom. It’s not at all 
unusual to spend weeks, or months, getting the facts, alternate opinions and comments from reputable 
sources as well as what the general community may think.  
 
Document your sources. Where you get your information is as important as the information itself. 
Without solid, peer-reviewed data, you’re just a person with an opinion. The audience, in this exercise, 
is expecting facts and projections. Your personal opinion may very well be important but it must not be 
the only thing you present. You won’t be listing the sources endlessly but you do want to be able to 
give citations when asked. 
 
Write your speech. Off-the-cuff talks are fine if you’re on a soap box in a park. In a large room with 
hundreds of attendees, you just can’t afford that. You might not exactly "read" the speech, but that’s 
certainly not uncommon, especially if you’re going to be using a teleprompter. Print the speech in large 
print so you can easily see it at a glance without appearing to read from it. You want to give the 
appearance of talking to the audience instead of reading to them, but you also want the words and 
phrases to be precise and predetermined. 
 
Prepare the slide show. If you're going to use a slide show, the visuals you will show to the audience 
need to be designed to support what you’re saying. Avoid showing a slide that has an inordinate amount 
of detail – the visuals are for impact. A spreadsheet with dozens of rows and columns will be basically 
meaningless. Titles on the slide should reflect the content of the slide and support what you’re saying. 
Do not read the slide! Assume the audience can read. The visuals should support your words, not 
duplicate them. There are very few things you can do that will have a worse impact than reading what 
the audience can read on their own. If all you’re going to do is put up slides and repeat what’s on them, 
then they don’t need you.  
 

• PowerPoint slides, overhead projectors, blackboards, and whiteboards are "visual aids" and 
should be treated as such. First, they should be visual, focusing on graphics, illustrations and 
plots rather than text. If your slides contain large blocks of text--or even a few sentences in 
bullet points--your audience will spend their time reading instead of focusing on you and the 
points you want to draw attention to. Second, they should be aids--don't rely on the slides to 
make the presentation for you. Your speech should have more content than the slides. 

• Don't pack slides too densely. If you put too much information up at once, the audience will 
lose focus. Have your bullet points have around ten words or less. This is a PowerPoint, not a 
PowerEssay. 

http://www.wikihow.com/Get-Started-With-a-Research-Project
http://www.wikihow.com/Cite-a-Website
http://www.wikihow.com/Write-a-Speech
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• Don't use too many flashy graphics and animations. They distract attention from the 
information content of the slides--and they will distract attention away from you, the speaker, 
and what you are saying. 

• Time your presentation to fit the information. If there is a time limit, be sure you stick to it 
including time for questions, if that is planned. It is better to pare down the material rather 
than to rush through it more quickly. Time your visuals to coincide with your speech. Avoid 
unnecessary or redundant slides such as outlines that describe the presentation to follow. 

• If you have more material than you can fit in the time limit, push that material onto "extra" 
slides after the end of your presentation. Those slides might come in handy if, during Q&A, 
someone asks you for more detail. Then, you will look extra-well-prepared! 

• Make sure the color schemes of slides are appropriate for the presentation venue. In some 
situations, dark text on a light background looks best, while sometimes light text on a dark 
background is easier to read. You might even prepare a version of your presentation in both 
formats just in case. 

 
Rehearse alone. Do this repeatedly. Read your speech and watch your presentation dozens of times. 
This needs to be so familiar to you that you know what slide is next; what you’re going to say about 
each one, how you will segue between slides… this must be second nature to you. When you begin to 
get completely bored with doing this and you know it by rote, then you’re ready for the next step.  
 
Do a dress rehearsal. Enlist some people that you trust to give honest opinions. These should be people 
that are reasonably representative of your expected audience. Give them the whole presentation. Have 
them make notes during the rehearsal – where are you confusing; what is particularly good? Have them 
also concentrate on you: Are you moving around too much; too little? You don’t want to appear "hyper" 
but you also don’t want to come across as a monotone statue.  
 
Adjust the presentation. Take what you learned in the dress rehearsal and make modifications. Try to 
put yourself in the audience when you do this. What will they hear when the slides are on the screen? 
 
Introduce the presentation. You’ve done a great job preparing, you know the material, you’ve 
rehearsed, you’ve visualized perfection – in short, you’re ready. One of the very important things to 
which you must pay close attention is your physical demeanor. You don't want to look too stiff, and you 
don't want to look too casual. You should have already gotten the right stance and movement in your 
dress rehearsal.  
 
Present the material. Obviously, this is the meat of the subject. Remember you are the expert. Also 
remember… you will be nervous. How to avoid "stage fright" varies from person to person  but one 
serious tip is to use eye contact. Present to one person – then another – then another. Don’t think of it 
as a large crowd… you’re talking to one person at a time. Remember that YOU are the presentation.  
 
Question and answer. This is optional, but can be an important way to clarify key points and be certain 
that your audience received your message. How to do a Q&A session is worthy of an article in itself but 
there are a few things you should consider.  

• You must be in control. Some questions will undoubtedly be less than friendly. When you get 
those, answer them factually and move on. Just don’t call on that person again. 
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• You also might get "soft" questions that don’t really ask anything new – be careful with those. 
They’re easy and don’t deserve a lot of time. Don’t dismiss them or brush them off, but don’t 
spend too much time rehashing what you’ve already said. Answer factually, bring in some new 
information, then move on. 

• Open the QA with, "before I close, are there any questions". This allows for a strong close and 
not a presentation that withers away with poor audience participation. 

• When you get a question, first repeat the question to the audience so everyone can hear it, 
then proceed to answer. 

• Take a few seconds to formulate a clear answer before replying to a question. Failing to do so 
can lead to wandering or vague responses that do not reflect well on you as a speaker. 

 

http://www.wikihow.com/Think-Before-Speaking
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11 FORMULATING A TRAINING PLAN EXAMPLE 

Time Topic Leader Methods Materials 

DAY 1 (TUESDAY 25 of October) 

12:00 – 12:30 Hotel registration 

12:30 – 13:30 Lunch at the venue 

13:30 – 13:45 Introduction Paul Welcoming Speech   

13:45 – 14:00 Warm up Exercise Tigray 
Something about introductions and learning names 
(e.g. “Who am I? Who are you?” OR “My Name is…”) 

 

14:00- 14:10 
Review/endorsement of 
agenda 

Dimitar 

1. Present the agendas on flipchart and review together with 
participants 

2. Rules  
3. Post a flipchart labeled "Parking Lot" flipchart. 

• Flip chart 
• Markers 
• tape 

14:10 – 14:20 Overview of Agriteam Paul Presentation – Story telling… Once upon a time….  

14:20 – 14:40 Overview of AGP 2 Melaku Presentation PowerPoint 

14:40 – 15:00 Regional Context and AGP 
Regional Team 
leaders and CDOs (10 
min each) 

To be prepared before the meeting 
- Regional AGP context 
- Main priorities of AGP in the regions (brief review of the annual 

work plan) 
- Major challenges/problems (macro agricultural context & needs 

of the counterparts) 
- Relationships with stakeholders 
- Expectations from CDSF in the region 

Handouts 

15:00 – 15:30 Coffee break Coffee break Coffee break  
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