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• INTRODUCTORY SESSION
I1The Blg Plcture ll

WHY REENGINEERING?

Questl.on What lS AID's Ob]ectlve? Why do we eXlst?

Development asslstance
Humanltarlan asslstance
Other mandated actlvltles

USAID lS organlzed to provlde asslstance, all systems support
that obJectlve

Program
Deslgn
Implementatlon
Monltorlng
Evaluatlon

Procurement
Personnal
Flnanclal
Admlnlstratlve Support

Exercl.se What are obstacles to accompllshlng our Ob]ectlves

Internal

Too much/llttle resources
Lack of clear pollcy
Poor TA teams
Regulatory constralnts
Vested lnterests
Hostlle Congress/earmarks
Procurement processes
Audlt manla
Poor coordlnatlon
Inflexlblllty
Too much paperwork
Too many players

External

He government
Incompetent counterparts
State Department
HC corruptlon
Unreal expectatlons
Poor performance by partners

REENGINEERING PROPOSES TO REDUCE/REMOVE AS MANY OF THE INTERNAL
OBSTACLES AS POSSIBLE



e HOW?

By changes to
- operatlng system
- lnformatlon systems

Changes wlll embody the four Core Values
- customer orlentatlon
- managlng for results
- teamwork and partlclpatlon
- empowerment and accountablllty

All changes wlll be reflected In new agency handbook system
Automated Dlrectlves

100 Organlzatlona and Executlve Management
200 Program Asslstace
300 Acqulstlon and Asslstance Agreements
400 Personnel
500 Management Systems



** Br1ef overV1ew of how these core values are result1ng 1n
changes 1n each of the operat1ng sytems

Program

Customer or1entat1on
- part1c1pat1on 1n teams
- customer serV1ce plan

Manag1ng for results
- use of strateg1c Ob]ect1ves
- results framework and packages

Temwork and part1c1pat1on
- SO teams
- cross1ng organ1zat1onal 11nes (EXO, Controller, CO)

Empowerment and accountab1l1ty
- fewer reports
- ongo1ng mon1tor1ng and evaluat10n
- roles of FSN's

Procurement
- 1nvolvement 1n SO teams
- result or1entat1on 1n contracts/grants
- el1m1nat1on of clearances
- 1nformat1on systems to reduce repet1t1ouS work

F1nanc1al
- 1nvolvement 1n SO teams
- 1nformat1on systems changes

Personnel
- empowerment of FSN's
- SO teams versus h1erarch1cal structures
- EEP's



• TIMING

In transltlon/flux Many changes are comlng October 1, but much
lS an a state of translt10n What then should you learn 1n the
dlScusslons of each area of change?

- How does lt f1t lnto the blg plcture? What are the maJor
changes envls10ned over the long term?

- How are the core values belng applled to removlng
obstacles?

- How wlll the changes affect the way we do our work?
- What speclflcally wlll change October 1 and what are the

lmmedlate lmpacts on our roles and responslb1l1t1es?
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• QUESTIONS TO ASSIST IN DEVELOPING A STRATEGY
FOR CONDUCTING

USAID'S REENGINEERING TRAINING

1 What role does MISsIon/OperatIng Urnt management
need to play, and how do you make It happen?

2 How do you hope to work as a tralmng team?

3 Who gets what traIling?
• ExpectatIon that all employees WIll be

acquaInted wIth change
• How do you determIne who gets all traIling?

4 How WIll you structure the program?

• • How many sessIons WIll you conduct?
• What IS the total tIme you plan for the program?
• What is the flow & fit of modules?

5. How WIll you finalIze/reproduce materIals for your
use at the MIssIon or operatIng unit?

6 How do you mobIlIze other resources (IncludIng
USAID/W) to help you?

7 Are your facIlItIes/equIpment adequate and what
specIal arrangements mIght need to be need?

8 FollowIng the traIrnng, what IS your contInuIng
change agent role wIthIn the MIssIon, or operatIng

•
urnt, and how do you ahgn colleagues to support the
change?



•

•

•

CONTENTS

OPS Tra1n1ng Out11ne and Da1ly Schedule

Reeng1neer1ng OverV1ew

New Management System

The Foundat1on for Change
The Learn1ng Organ1zat1on

Plann1ng (Operat1ons

Ach1ev1ng (Operat10ns)

Mon1tor1ng and Evaluat1ng Perfor.mance (Operat1ons)

Trans1t1on

Chang1ng Roles and Effect1ve Teamwork

Cont1nuous Learn1ng

Tra1n1ng Sk1lls Methodology and Technology

Part1c1pant Back-Home Strategy Plann1ng

Supplementary References for Tra1n1ng of Tra1ners

/11

v

Tab 1

Tab 2

Tab 3

Tab 4

Tab 5

Tab 6

Tab 7

Tab 8

Tab 9

Tab 10

Tab 11

Tab 12



•

•

•

I OPS TRAINING OUTLINE AND DAILY SCHEDULE I
MONDAY, AUGUST 7 - MORNING SESSION TIME

I INTRODUCTION TO THE COURSE - PEGGY
SCHULTZ (30 MIN) 900 - 9 30

II OVERVIEW OF RE-ENGINEERING AND
MANAGEMENT EXPECTATIONS - CAROLYN
McGRAW - M/DAA (ACTING) (1 5 HOURS) 9 30 - 11 00

III WELCOME ADDRESS - J BRIAN ATWOOD -
USAID ADMINISTRATOR (20 MIN) 11 00 - 11 20

IV QUESTIONS AND ANSWERS ON
RE-ENGINEERING - LARRY BYRNE - M/AA 11 20 - 1200
(40 MIN)

MONDAY, AUGUST 7 - AFTERNOON SESSION

I INTEGRATED PRESENTATION ON THE NEW
MANAGEMENT SYSTEM (4 HOURS) 100-500

Results Trackmg
Budget
AWACS
A&A

v



I OPS TRAINING OUTLINE AND DAILY SCHEDULE I
TUESDAY, AUGUST 8 - MORNING SESSION TIME

I INTRODUCTION TO WORKSHOP SCHEDULE AND 830 - 9 00
MATERIALS (30 MIN)

II PARTICIPANTS' EXPECTATIONS AND THE ROLE
OF THE CHANGE AGENT (1 25 HOURS) 900 - 10 15

m FOUNDATIONS FOR CHANGE THE FOUR CORE
VALUES (2 HOURS) 10 30 - 11 45

The Learnmg OrgarnzatIOn 11 45 - 1230

TUESDAY, AUGUST 8 - AFTERNOON SESSION

I OPERATIONS STRATEGIC PLANNING, THE
RESULTS FRAMEWORK AND THE CUSTOMER
SERVICE PLAN (3 HOURS) 1 30 - 4 45

n REFLECTIONS 445 - 5 00

I OPS TRAINING OUTLINE AND DAILY SCHEDULE I
WEDNESDAY, AUGUST 9 - MORNING SESSION TIME

I REFLECTIONS REPORT 830 - 845

n OPERATIONS ACHIEVING AND THE RESULTS
PACKAGE (3 HOURS) 845 - 12 15

WEDNESDAY, AUGUST 9 - AFTERNOON SESSION

I OPERATIONS. MONITORING AND EVALUATING
PERFORMANCE, AND THE RESULTS REVIEW
AND RESOURCE REQUEST (R4) (3 HOURS) 1 15 - 445

n REFLECTIONS 445 - 5 00

•

•
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I OPS TRAINING OUTLINE AND DAILY SCHEDULE I
THURSDAY, AUGUST 10 - MORNING SESSION TIME

I REFLECTIONS REPORT 8 30 - 845

II TRANSITION CONCEPTS, ISSUES AND WORK
PROCESSES (3 HOURS) 845 - 12 15

THURSDAY, AUGUST 10 - AFTERNOON SESSION

I ASSIGNMENT OF PRACTICE PRESENTATIONS
(l HOUR) 1 15 - 2 15

n CHANGING ROLES AND EFFECTIVE
TEAMWORK (2 HOURS) 230 - 4 45

ill REFLECTIONS 445 - 500

THURSDAY BROWN BAG LUNCH WITH LOIS HARTMAN (Guatemala Room, SA 14)

I OPS TRAINING OUTLINE AND DAILY SCHEDULE I
FRIDAY, AUGUST 11- MORNING SESSION TIME

I REFLECTIONS REPORT 830 - 845

n CHANGING ROLES AND EFFECTIVE TEAMWORK
(CON'T) (2 HOURS) 845 - 1045

ill TRAINING SKILLS METHODOLOGY AND
TECHNOLOGY (1 HOUR) 11 00 - 12 15

FRIDAY, AUGUST 11 - AFTERNOON SESSION

I TRAINING SKILLS (CON'T) (3 HOURS) 1 15 - 4 45

n REFLECTIONS 445 - 5 00

V~~
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I OPS TRAINING OUTLINE AND DAILY SCHEDULE I
MONDAY, AUGUST 14 - MORNING SESSION TIME

I REFLECTIONS REPORT 8 30 - 845

II PREPARATION FOR PRACTICE PRESENTATIONS
(3 HOURS) 845 - 12 15

OptIOnal PreVIew of NMS PresentatIOn 900 - 1200

MONDAY, AUGUST 14 - AFfERNOON SESSION

I PREPARATION FOR PRACTICE PRESENTATIONS
(3 HOURS) 1 15 - 4 45

OptIOnal PreVIew of NMS PresentatIon 1 30 - 430

OPS TRAINING OUTLINE AND DAILY SCHEDULE

TUESDAY, AUGUST 15 - MORNING SESSION TIME

I PRACTICE PRESENTATIONS (3 HOURS) 845 - 12 15

TUESDAY, AUGUST 15 - AFfERNOON SESSION

I PRACTICE PRESENTATIONS (3 HOURS) 1 15 - 4 45

n REFLECTIONS 445 - 5 00

TUESDAY BROWN BAG LUNCH FOR FSNs WITH LUCY SOTAR AND EDITH
HUMPHREYS (Guatemala Room, SA 14)

VJ.J.J.
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I OPS TRAINING OUTLINE AND DAILY SCHEDULE I
WEDNESDAY, AUGUST 16 - MORNING SESSION TIME

I REFLECTIONS REPORT 8 30 - 845

II PRACTICE PRESENTATIONS (l 5 HOURS) 845 - 10 15

III BUREAU TRANSITIONAL COORDINATORS,
A PANEL DISCUSSION WITH REPRESENTATIVES
FROM THE REGIONAL BUREAUS (l 5 HOURS) 10 30 - 12 15

WEDNESDAY, AUGUST 16 - AFTERNOON SESSION

I PARTICIPANT BACK HOME STRATEGY
PLANNING FOR POST-WORKSHOP TRAINING
(1 5 HOURS) 1 15 - 3 00

-

II CONTINUOUS LEARNING (l 5 HOURS) 3 15 - 4 45

m REFLECTIONS 445 - 5 00

lX



I OPS TRAINING OUTLINE AND DAILY SCHEDULE I
THURSDAY, AUGUST 17 - MORNING SESSION TIME

I REFLECTIONS REPORT 830 - 8 45

II BACK HOME STRATEGY SHARING (2 HOURS) 845 - 1045

III FINAL WORKSHOP EVALUATION (1 HOUR) 11 00 - 1200

IV CERTIFICATES

THURSDAY, AUGUST 17 - AFTERNOON SESSION

I EEP, SeSSIOn 1 (Guatemala Room, SA 14) 100-500

OptIOnal AWACS SessIOn (Room to be announced) 1 30 - 3 00

OPS TRAINING OUTLINE AND DAILY SCHEDULE

FRIDAY, AUGUST 18 - MORNING SESSION TIME

I CICA (9 a m to 12 noon, Warsaw Room, SA 14) 900 - 1200

II EEP, SeSSIOn 2 (Guatemala Room, SA 14) 800 - 1200

OptIOnal AWACS SeSSIon (Room to be announced) 10 00 - 11 30

FRIDAY, AUGUST 18 - AFTERNOON SESSION

I. INDIVIDUAL APPOINTMENTS

x
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August 7, 1995, 12 19pm

•
Schedule, TOTs

Week 1

•
IMon 7 ITues 8 IWed 9 IThurs 10 IFr~ 11 ]

Refl Rept Refl Rept Refl Rept

am -HousekeepJ.ng -Ops AchJ.evJ.ng -TransJ.tJ.on -ChangJ.ng Roles and
-OvervJ.ew of -Notebook walk-through AchJ.evJ.ng exercJ.se Concepts Teamwork (Cont ) (2)

reengJ.neerJ.ng -ExpectatJ.ons (3) Issues &:
and Management's -tra~ner/change agent Work Processes (3)
expectatJ.ons, role -TraJ.n~ng SkJ.IIs
Carol McGraw, M/DAA Methodology &:

-Welcome address by -FoundatJ.on for change- Technology (1 )
USAID AdmJ.nJ.strator, core values, customers
J BrJ.an Atwood The LearnJ.ng Org (1 5)

-Q&A - Larry Byrne

(East AudJ.torJ.um)

OptJ.onal brown bag
lunch wJ.th LoJ.S Hartman

pm -Ops PlannJ.ng Ops MonJ.torJ.ng &: -PresentatJ.on -TraJ.nJ.ng SkJ.IIs
-Integrated ExercJ.se on Develop1ng Evaluat10n (3) assJ.gnments (1) (cont ) (3)
presentatJ.on on the a Customer Serv1ce -ChangJ.ng Roles and
New Management System Plan (3) EffectJ.ve Teamwork (2 )

Results TrackJ.ng
Budget
AWACS
A&:A (4)

(East AudJ.torJ.um)

IndJ.vJ.dual ReflectJ.ons Group ReflectJ.ons IndJ.vJ.dual ReflectJ.ons Group ReflectJ.ons

read Plunkett &: read TransJ.tJ.on, work read teamwork artJ.cles prepare presentatJ.ons
materJ.al on processes materJ.al &: start preparJ.ng
MonJ.torJ.ng/Evaluat10n presentatJ.ons

x-.
-c:.



August 7, 1995, 12 19pm

Week 2

IMon 14 ITues 15 IWed 16 IThurs 17 I FrJ. 18 I
ReflectJ.ons Report ReflectJ.ons Report ReflectJ.ons Report ReflectJ.ons Report

am -PresentatJ.ons (2 -Presentat10ns (1 paJ.r) -Back Home Strategy CICA
-PresentatJ.on prep paJ.rs) (1 5) SharJ.ng (2) EEP (Sess10n 02)

-Bureau TransJ.tJ.onal -FJ.nal evaluatJ.on (1) OptJ.onal AWACS
Coord1nators -CertJ.fJ.cates

(Panel wJ.th regJ.onal
bureau reps ) (1 5)

OptJ.onal brown bag
lunch for FSNs

pm -PresentatJ.ons (2 -Back Home Strategy EEP (SessJ.on 1) IndJ.vJ.dual
-PresentatJ.on prep paJ.rs) PlannJ.ng (1 5) OptJ.onal AWACS AppoJ.ntments

-ContJ.ouous LearoJ.og
(1 5)

IndJ.v1dual Reflect10ns Group ReflectJ.ons Ind1vJ.dual ReflectJ.ons

Note G1ven space l1mJ.tat1ons, 1t w1ll probably be necessary to alternate sessJ.ons on Back Home Strategy plannJ.ng and Bureau
Backstop Panels, dOJ.ng two sessJ.ons of the panels - one 1n SA 14 and one at Pal Tech

x.
::
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LEARNING TOOLS THAT WE CAN PROVIDE You

INTRODUCTION

In tlus sectIOn we are gomg to cover some of the tools that we can provIde you WIth, to help you
m your learnmg process Of all these tools, some of them, lIke the posters, qUIck reference
guIdes, wntten matenals do not reqUITe much explanatIon, but some of them may be new to you
SpecIfically the Wmdows help files and CBT (computer based trammg) programs The lIsts of
FAQs (frequently asked questIOns) may be delIvered to you on paper or as Wmdows help files

To help you m your learrung process, we can proVIde you WIth the followmg learnmg tools

WINDOWS HELP FILES

WIndows help files are the files that come wIth WIndows applIcatIOns and can be accessed by
chckmg on the Help menus WIth the mouse or by pressmg the Fl key These files have green,
underlIned words, phrases, sentences These green elements are hypertext Imks that allow you,
by clIckIng on them, to Jump to the page where they are explamed There are 2 types of Imks
or Jumps

Jumps WIth solId underlmes

These take you to new pages - the old page dIsappears from the screen and the new one replaces
It on the screen

Jumps WIth dotted underlmes

These dIsplay a small wmdow that usually contams the defimtIOn of the word or an explanatIOn
of the concept

The grapluc that follows IS a sample of the Program Manager Help file You access It by
clIckmg on the Help menu from WIthm Program Manager An explanatIOn of the file elements
follows



Learmng Tools We Can ProvIde You •
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... ....

These are examples•
ofhyperte~Jumps You

I
click on them once and
the page with that title

I
appears on the screen

~I ~ xJ~ ~

, :.11:LB_-:....:-::e' "'"4..-.-'~

_II ~ r1e "'IJ_:'~ (' ("2 os
:~ __ !.!.~ r1>::~_IJ_ r'l;::l

"'_,~LJE~ I) ~Q I' I'r.~

DSlplays a
\NIndow \'IJIth a
list of all the
pages you have
seen on the
screen on a
single session

Displays a
glossary

=

Displays the

table of contents ~~~""'~~~::::::~,a-.~~~~-~
of the file I---L+::==-----

Allows searches
of words within
the list of tOPiCS

Takes you back
to the pnor
screen

To navigate these mes and feel comfortable usmg them you need to know a few of therr
features These files always have a content sectIOn that IS lIke the table of contents There you
see a lIst of the tOpiCS contamed m the fIle These tOPiCS are green, whIch means that If you
clIck on any of them, you will see a different page on the screen

There IS a senes of buttons on top of the screen These buttons are

Contents
It dIsplays the table of contents

Search
DIsplays a search wmdow where you can
enter the tOpiCS you want to search for

f)le .Edit Bookmark. Help

kontents I.s.earch I Ilack I Hls!ory l!ilossaryl

•2
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e Learnmg Tools We Coo ProvIde You

Back
Takes back to the pnor wmdow

History
Displays a wmdow that contams a lIst of all the wmdows you have seen on the screen m a given
sesslOn (untl1 you close the help program)

Glossary
Displays a glossary of terms

= Program Manager Help '" ..
=

Windows Help

.Elle .Edit Bookmark Help

Arranging Windows and Icons

or

p

range

USing Program Manager commands, you can
arrange your desktop so that windows and Icons are
easy to see The Tile command resizes and
arranges the open group windows side by side In

the Program Manager window The Cascade
I 1 t command res d layers open group windows

o that ea lIe p;,r IS sible

btle bar

The hOrlzo bar (at the top of awindow) that
contains the title of the window or dialog box On
many windows, the tille bar also contains the
Control-menu box and Maximize and MinimiZe
buttons

B

A

... - I ~II•••IIII••II•••••II.I c ~ III _

~ From the Window menu, choose Arrange Icons

In tlus graphlc you can see a glossary wmdow and a dotted underlmed Jump "tltle bar" and the
wmdow that appears when you clIck on It

•
3



Learmng Tools We Can ProvIde You

You need to know how to mstall these files m your computer and how to run them You wIll
find more mformation about these subjects below, but remember that thIs mformatIOn IS
provIded to you as purely mformatlve You should not mstall or modIfy anythmg In your office
computer WIthout checkmg WIth your system admIillstrator fIrst

CBT INTERACTIVE LEARNING PROGRAMS

These are mteractIve learnmg programs that we can produce for you to help you learn and
understand speufic Items These Items can be computer programs, sections of computer
programs or concepts Examples of these programs are tutonals that show you how a computer
program works They are usually dIVIded m sectIOns or lessons You can take as many lessons
per work sessIOns as you hke You set the pace for learmng There are sets of controls that
allow you to move forward, do exerCIses (If mcluded), see demonstratIOns, etc

The purpose of these programs IS to teach you somethIng, but m order to accomplIsh that you
need to be famIlIar WIth these Computer Based TraInIng programs themselves

The ones we can proVIde you are gomg to be Wmdows based They WIll come m compressed
format and you WIll have to decompress them, InStall them and run them You WIll fInd specIfic
detaIls on how to do all that below

VIdeos

You are already famIlIar WIth VIdeos We wIll produce VIdeos m VHS format You only need
a TV and a VCR, both have to be NTSC (the US TV standard) For computer trammg you
would benefit from havmg a computer near your TV and VCR, that way you would be able to
practIce the actiVItIes you see on the VIdeo tape

QUIck Reference Gwdes

These are usually one page documents that proVIde WIth a lIst of commands that you can use
WIth a specific program

FAQs (LIsts of Frequently Asked QuestIOns)

When we receIve many questIOns about a speCIfic subject and we have the answer, we try to
compIle them mto a lIst of frequently asked questIOns We WIll try to make these lIsts avaIlable
to you These lIsts can be delIvered m dIfferent formats, some of whIch are
WordPerfect file format You can VIew them on the screen and prmted
Wmdows Help FIle ThIs IS probably the most helpful way to delIver them See above

4
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• Learmng Tools We Can Provide You

WrItten materials

The old fasluon method It IS not gomg to go away These matenals that you are usmg are an
example of wntten matenals You may receIve them as a WordPerfect file and you may have
to pnnt them Make sure before you pnnt them that you have selected the appropnate pnnter
dnver m the Select prmter optIOn m the FIle menu In WordPerfect for Wmdows

Posters

Posters are an excellent low-tech way of delIverIng InfOrmatIOn vIsually They reInforce
knowledge by gIVIng the users repeated exposure to the InformatIon dIsplayed

SUMMARY

•

•

In tlus sectIon we have covered some of the learnmg tools we WIll be able to provIde you WIth,
to help you In your learnmg process These tools are

WIndows Help FlIes
CBT (Computer Based Tralmng) InteractIve Trammg Programs
VIdeo
QUIck Reference GUIdes
FAQs (LISts of Frequently Asked QuestIOns)
Wntten Matenals
Posters

5
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LEARNING TOOLS THAT WE CAN PROVIDE You

INTRODUCTION

In thIs sectIon we are gomg to cover some of the tools that we can provIde you WIth, to help you
m your learmng process Of all these tools, some of them, lIke the posters, qUIck reference
guIdes, wntten matenals do not requITe much explanatIOn, but some of them may be new to you
SpecIfically the Wmdows help files and CBT (computer based traIDlng) programs The lIsts of
FAQs (frequently asked questIOns) may be dehvered to you on paper or as Wmdows help fIles

To help you m your learmng process, we can proVIde you WIth the followmg learrung tools

WINDOWS HELP FILES

Wmdows help files are the files that come WIth Wmdows applIcatIons and can be accessed by
clIckIng on the Help menus WIth the mouse or by pressmg the FI key These fIles have green,
underlIned words, phrases, sentences These green elements are hypertext lInks that allow you,
by clIckIng on them, to Jump to the page where they are explamed There are 2 types of lmks
or Jumps

Jumps WIth solId underlmes

These take you to new pages - the old page dIsappears from the screen and the new one replaces
It on the screen

Jumps WIth dotted underlmes

These dIsplay a small wmdow that usually contaIns the defIDltIOn of the word or an explanatIon
of the concept

The graphIc that follows IS a sample of the Program Manager Help file You access It by
clIckmg on the Help menu from Withm Program Manager An explanatIOn of the fIle elements
follows
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These are examples•
ofhyperte~Jumps You

I
click on them once and
the page With that title

I
appears on the screen

DSlplays a
\NIndow V\IIth a
list of all the
pages you have
seen on the
screen on a
single session

Displays a
glossary

=

Allows searches
of words within
the list of tOPiCS

Takes you back
to the pnor
screen

Displays the

table of contents ~~~~="'~~':P'-~~~~~
of the file ,_--L.+-====----

i-JI! ,'Q. ! ,q lJ ~Q u::"",.L:;;.

To navigate these files and feel comfortable usmg them you need to know a few of theIr
features These fIles always have a content sectIOn that IS lIke the table of contents There you
see a lIst of the tOpiCS contamed m the file These tOpiCS are green, wluch means that If you
clIck on any of them, you wIll see a dIfferent page on the screen

There IS a senes of buttons on top of the screen These buttons are

Contents
It displays the table of contents

rile fdrt Bookmark Help
Search
Displays a search wmdow where you can
enter the tOPiCS you want to search for

kontents I £earch I .!1ack I History I.G.lossaryl
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• Learmng Tools We Can ProvIde You

Back
Takes back to the pnor wmdow

HIstory
DIsplays a wmdow that contams a lIst of all the wmdows you have seen on the screen m a gIven
sessIOn (untll you close the help program)

Glossary
DIsplays a glossary of terms

= Program Manager Help ... ...

or

p

range

~ From the Window menu, choose Arrange Icons

Arranging Windows and Icons

file .Edit Bookmark .!:!.elp

USing Program Manager commands, you can
arrange your desktop so that windows and Icons are
easy 10 see The lile command resizes and
arranges the open group windows side by side In
the Program Manager window The Cascade

lA' , command res d layers open group windows
o thaI ea 118 Q;-,I' IS sible

title bar

The hOflzo bar (at Ihe top of a window) that
contains the title of the window or dialog box On
many windows, the title bar also contains the
Control-menu box and M8Xlmlze and MinimiZe
buttons

B

A

1 I '" ...

Windows Help

l'I \;)1 I ~I

r" .....~). lit I

•

•
In thIs grapluc you can see a glossary wmdow and a dotted underlmed Jump "tltle bar" and the
wmdow that appears when you clIck on It
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Learmng Tools We Can ProvIde You

You need to know how to mstall these files m your computer and how to run them You WIll
find more InfOrmatIOn about these subjects below, but remember that thIS InformatIOn IS
provIded to you as purely mformatIve You should not Install or modIfy anythmg In your office
computer WIthout checkmg WIth your system admillistrator fIrst

CBT INTERACTIVE LEARNING PROGRAMS

These are mteractlve learmng programs that we can produce for you to help you learn and
understand speCIfic Items These Items can be computer programs, sectIOns of computer
programs or concepts Examples of these programs are tutonals that show you how a computer
program works They are usually dIVIded m sectIOns or lessons You can take as many lessons
per work sessIOns as you lIke You set the pace for leammg There are sets of controls that
allow you to move forward, do exerCIses (If mcluded), see demonstratIOns, etc

The purpose of these programs IS to teach you somethIng, but In order to accomplIsh that you
need to be famIlIar WIth these Computer Based Trammg programs themselves

The ones we can proVIde you are gOIng to be Wmdows based They WIll come m compressed
format and you wIll have to decompress them, Install them and run them You WIll find speCIfic
detaIls on how to do all that below

VIdeos

You are already famIlIar WIth VIdeos We wIll produce VIdeos In VHS format You only need
a TV and a VCR, both have to be NTSC (the US TV standard) For computer trarnmg you
would benefit from haVIng a computer near your TV and VCR, that way you would be able to
practice the actIVItIes you see on the VIdeo tape

QUIck Reference Gwdes

These are usually one page documents that proVIde WIth a lIst of commands that you can use
WIth a speCIfic program

FAQs (LIsts of Frequently Asked QuestIOns)

When we receIve many questIOns about a speCIfic subject and we have the answer, we try to
compIle them IDto a lIst of frequently asked questions We wIll try to make these lists avaIlable
to you These lIsts can be delIvered In dIfferent formats, some of whIch are
WordPerfect file format You can VIew them on the screen and pnnted
WIndows Help FIle 'flus IS probably the most helpful way to delIver them See above

4
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Learnmg Tools We Can Provide You

WrItten materials

The old fashIon method It IS not gomg to go away These matenals that you are usmg are an
example of wntten matenals You may receIve them as a WordPerfect file and you may have
to prmt them Make sure before you prmt them that you have selected the appropnate pnnter
dnver m the Select pnnter optIOn In the FIle menu m WordPerfect for Wmdows

Posters

Posters are an excellent low-tech way of delIvenng InformatIon VIsually They reInforce
knowledge by glYmg the users repeated exposure to the InformatIOn dIsplayed

SUMMARY

In thIs sectIon we have covered some of the learrung tools we WIll be able to prOVIde you WIth,
to help you m your learrung process These tools are

Wmdows Help FlIes
CBT (Computer Based Trammg) Interactive Tralillng Programs
VIdeo
QUIck Reference GUIdes
FAQs (LISts of Frequently Asked QuestIOns)
Wntten Matenals
Posters

5



• REENGlNEERING OVERVIEW

PREPARATION OF THE INSTRUCTOR

DESCRIPTION

ThIs module presents an lll1tIal overview to Agency Reengmeermg and the new operatIOns
systems, mcludmg the four core values The matenal mtroduce here will be expanded upon
throughout the course

PERFORMANCE OBJECTIVES

• Be able to explam the baSICS of what Reengmeermg IS and why the Agency IS domg It

• Be able to explam the baSICS of the new operatIons system and the four core values

• • Be able to diSCUSS how these changes Will affect the way we work m USAID

•

TIME REQUIRED TO TEACH MODULE

The estImated tIme requITed to teach thIs module IS 45 mmutes

EQUIPMENT AND MATERIALS REQUIRED

• SlIdes 1 through 10
• TV momtor, laptop and hookups
• Overhead transparencies can be made, If preferred

TRAINER COMMENTS

The followmg comments, by slIde, are totally optional to the tramer They can be added for a
lIttle extra mformatIon and to help the monotony of usmg only the same mformatlOn prOVided
to the participants



Reengmeenng OvervIew

PRESENTATION OF THE MODULE

SHOW SLIDE 1 REENGINEERING

•
• ThIS IS NOT a layermg of new regulatIOns

• Reengmeermg IS based on analyzmg how we do our busmess and
elImmatmg steps that do not add value

• Some changes are radIcal and many buIld on best practIces of the
Agency

SHOW SLIDE 2 WHY ARE WE REENGINEERING? Project
Development Officers, Project OffIcers -and others - have spent a good
deal of tIme trymg to fmd ways around regulatIons that Impede logIcal
progress and make work dIffIcult
(We've all done It, nght?)

• The Agency has been tInkermg WIth a system that was started 40
years ago under the Marshall Plan for the restructurmg of Europe
after World War II

•
• Over the years, USAID tned to adjust to a changmg world be

addmg rules and regulatIOns We became trapped m a ngid
system of our own makmg

• In order to truly Improve the qualIty and effICIency of our work,
we had to break the mold and start from the baSICS

• PolItIcal Imperative - must recogmze that the lIfe of the Agency IS
at stake and that we must take the 1ll1tIative to

look outward
focus on results
look for oppOrtunItIes
be entrepreneUrIal

2 •
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Reengmeenng OvervIew

SHOW SLIDE 3 HOW WE DID WHAT WE DID One monumental
task undertaken by USAID employees IS to desIgn a new umfled corporate
data base for the Agency No other U S Government Agency has ever
attempted to do thIs

Most of the work done for Agency reengmeermg has been done by
USAID employees workmg m teams made up of both overseas and
VVashmgton employees

SHOW SLIDE 4 A REENGINEERED USAID

• Changes have been undertaken, sImultaneously, m two major
areas

An mformatIOn system that wIll provIde a umfled
corporate data base (New Management System), and

An operatIons system that changes HOVV we do what we
do (New OperatIOns System)

SHOW SLIDE 5 CORE VALUES For more mformatlon on the
Learmng OrganIZatIOn, consult "The FIfth DIscIplme Fleldbook" by Peter
Senge et al (The Trammg DIVIsIon IS sendmg one copy to each mIssIon)

VVhen dlscussmg the customer, there IS a tendency for people to get
trapped m precIse defImtIons of "the customer" The workmg terms of
customer, stakeholder and partner are explamed m a later lesson

Customer Focus

•

•

•

•

The customer IS the reCIpIent of our goods and servIces (the end
user)

Congress, the AmerIcan taxpayer, etc are "stakeholders" - they
gIve US money to do somethIng for the end users and expect us to
be accountable for qualIty work

The qualIty of our work affects the Impact we have Our abIlIty
to lIsten to customers affects the qualIty of work

3



Reengmeenng OvervIew •ManagIng for Results

• MIssIOns/OffIces wIll be accountable for results (and empowered
to select the best way to achIeve them)

• Trackable results are crucIal for good planmng and for our
relatIOnshIps WIth our stakeholders

SHOW SLIDE 6 ASK YOURSELF ThIs could generate some
mterestmg dIscussIon, If you want to open It up Many wIll fmd
numerous reasons why the can't "Just do It" Yet, thIs IS a very clear
sIgnal for employees to "empower" themselves and to take calculated
nsks

SHOW SLIDE 7 KEY FUNCTIONS OF THE SYSTEM ThIs shde
appears a few more tImes m the matenal as a focal pIece on Plannmg,
AchIevmg and Momtonng and Evaluatmg Performance

As of October 1, 1995, all programmmg WIll be done by StrategIc •
ObjectIves

• MISSIOns and operatmg umts wIll agree to a management contract
WIth therr Bureau that lays out how much money IS needed for
each SO

• Each tn1SSlon also enters mto a StrategIc ObjectIve Agreement WIth
theIr Host Government

• Close momtormg and evaluatIon becomes crucIal m managmg for
results and for reportmg on results

SHOW SLIDE 8 RESULTS REVIEW AND RESOURCE REQUEST
(R4)

• Future allocatIon of funds WIll be tIed to results

• MISSIOns need to thInk carefully about spendmg money on
actIvItIes that are not aclnevmg results

4 •



•

•

•

Reengmeermg OvervIew

• In order to maxumze results, mIssIons wIll have the authonty to
ShIft funds WIthIn each StrategIc ObjectIve

SHOW SLIDE 9 REENGINEERING QUOTE

• Teamwork WIll change how we thmk and work together

• LIstenmg to customers WIll mcrease our effectIveness

• Managmg for results wIll unprove our relatIOnshIp WIth
stakeholders

• Empowerment WIll gIve US personal satIsfactIon on the Job

SHOW SLIDE 10 CHANGE AGENTS

For reengmeermg to succeed, we must all assume the responsIbIlIty of
becommg Agents of Change

5



• BUDGET

PREPARATION OF THE INSTRUCTOR

DESCRIPTION

TIns module provIdes

• An overvIew of the attrIbutes and advantages of the new budget system under deSIgn,
contrasted WIth notable deficIenCIes m the eXIstmg budget process

• A flowchart of the Agency Budget Cycle, accompamed by a narratIve commentary on
the steps m budget formulatIon and lmked to the Government/CongressIOnal budget
cycle

•
• A narratIve descnptIOn of the major elements of the New Budget Process at the

Operatmg Urnt level The narratIve mcludes new features of the process and some
expectatIons for the automated system

•

PERFORMANCE OBJECTIVES

• ProvIde general background on planned content and ObjectIves of the new budget system

• Explam overall budget cycle for background reference and fuller understandmg of how
operatmg urnt budget formulatIOns and requests fit mto Agency and USG processes

• GIve overvIew of the new budget process WIth key changes from old process

TIME REQUIRED To TEACH THE MODULE

ThIs module reqUIres 1 hour



Budget

HELPFUL REFERENCES

• DIrectIVes
• Handouts m the Trammg Manual for Module 6
• OperatIons Busmess Area AnalysIs MakIng a DIfference for Development, Chapter 5

(all drrect quotatIOns m thIs sectIOn are from thIs document)
• Busmess Area AnalySIS Budget and Fund AllocatIOn Volumes I & II

EQUIPMENT AND MATERIALS REQUIRED

• PartIcIpant notebooks
• Computer, TV, and VGA-to-TV converter
• PowerPomt presentatIon files for computer
• 2 flIp charts, stands and paper
• Markers and maskmg tape

•

•

•
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Budget

PRESENTATION OF THE MODULE

OVERVIEW OF THE NEW BUDGET SYSTEM

15mm

•

Fip
Chart

or
Overhead

Transparency
Needed

BrIefly reVIew, usmg the flIp chart, the ObjectIve of thIs seSSIOn

The mstructor wIll go through the slIdes to show major features of the
new budget system Go through the slIdes consecutIvely The mtent IS to
descnbe the major attnbutes of the new system, to note the defIcIencIes
of the current system that WIll be corrected, and to mdIcate how the new
system WIll facIlItate and speed up the budgetmg process

If the queStIon arIses you can mentIOn that

It IS antIcIpated that the fIrst screens (but not the entIre system) wIll be
avaIlable to mteract WIth the AWACS and A&A systems on approxImately
October 1 At thIs tIme It IS not pOSSIble to demonstrate or deSCrIbe the
content of the screens that WIll produce these changes

•

THE BUDGET CYCLE

15mm

The tramer should mentIOn that

In the prevIOUS seSSIon on Plannmg, course partICIpants were mtroduced
to some of the budget operatIons related to the Plannmg cycle For a
qUIck reVIew, let's walk through the Budget Cycle Note that a smgle
budget cycle extends over a 3 year perIod



Budget

You should tell the partIcIpants that We are gomg to follow a smgle fIscal
year budget Let's look at the screen Explam the dIfferent steps of the
budget cycle (The cycle IS self-explanatory )

• It begInS WIth the admmIstrator's guIdance WhICh IS sent early m
the calendar year,

• followed by the subnusslOn of the R4,

• analysIs and preparatIOn of the fmal budget proposal for the
admmIstrator,

• subnusslOn to OMB for reVIew,

• and return to the Agency,

• followed by OMB's establIshment of the Mark,

•

• the Agency prepares a fmal budget request,

• wlnch also establIshes control totals for the CongressIonal
PresentatIOn, •

• the Congressional Hearmgs and appropnatlOns legislatIOn,
resultmg fmally man OYB,

• Note that tlns process extends through parts of 3 fiscal years

Give participants a chance to look at the cycle m their notebooks
EmphasJZe that tlns IS a review You can use tlns matenal as a reference
to see what happens to the budget m any particular part of the year

Note If participants brmg up Issues about the budget cycle, refer them to
the part of the narrative that follows the Budget Cycle as a reference
matenal (General Overview of the Budget Cycle) Speclfically note the
section on parameter settmg at the bottom of page 1 and the contmumg
tmportance of external factors on program resource levels

•
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MAJOR ELEMENTS OF THE NEW BUDGET PROCESS

• To mtroduce thIS segment explam that

Tllis segment summanzes some of the major features of the budget
process mcludmg some of the dIfferences between the old process and the
new process

Call specIal attentIOn to the followmg pomts

On page 1 - Pomt out some of the elements of the new process
but note that these features wIll be handled m the new software
wllich IS not yet ready for demonstratIon

"The StrategIc Objective represents the prnnary pomt of
reference m strategIc planmng and annual budgetmg, as the
project has m the past "

• •

"Data that supports resource requests wIll be avaIlable through the
mformatlon system mamtamed by the StrategIc ObjectIves and
Results Package teams, and the accountmg system"

On page 2-Resource Plannmg and Management

"The budgetmg system places authonty over resources at
the same level as responsIbIlIty for results "

"Excepnons WIll be made where funds need to be allocated
to entItIes other than the responsIble operatmg urnt - e g ,
a Global Bureau-managed contract that IS a part of a
speCIfic country plan or funds for a BHR-managed actIvIty
Wlthm a specIfic country program " IndIcate that addItIOnal
mformatlon IS found on pages 4 and 7

• SETTING PARAMETERS ThIs IS the secnon referenced m the General
OvervIew of the Budget Cycle



Budget

EmphaSIZe that

"Parameters or gUldelmes are set both when strategIc plans and/or
strategIc objectIves are generated or revIsed, and dunng the annual budget
cycle"

Refer to the dISCUSSIon on parameters m the pnor sectIOn

• On page 3 emphasIZe Three Major Budgets formulated by
Operatmg Umts

"There will contmue to be three major Budgets prepared
by Operatmg Umts (as well as the related CongreSSIOnal
PresentatIOn) "

• Pay attentIOn to the deSCrIptIOn of these 3 budgets

•

• "StrategIC Objective BudKets The StrategIC Plan Budget will be
prepared by StrategIc ObjectIve and wIll encompass a five to eIght
year planmng perIod These budgets wIll mclude mdicatIve levels
of magmtude for ftnancial resources requIred to achIeve the
proposed SOs, mc1udmg program dollars, OE and FTE resources,
and will IdentIfy USAID/W techmcal or other support estImated to
be necessary "

If questIons are raIsed regardmg the long range and the
lack of detailed resource planmng at the wtIal budget
stage, mdicate that the strategIC plan budgets are mdeed
general IIguesstImates II WIth lIttle detaIled program planmng
and InformatIOn on specIftc needs, but there IS some
fleXIbIlIty m the system for makmg adjustments over tIme
as planmng and ImplementatIOn progress

Also mdicate that mISSIOns will address resource
requIrements for the followmg 5 categorIes

• Program fundmg by SO
• Operatmg expenses (OE)
• Staffmg (FTE)
• Techmcal support from USAID/W (Global & other)
• Program Development & Support (PD&S) fundmg

•

•
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Budget

•

"Plannmg WIll encompass all USAID program fundmg
proposed m support of centrally-managed global programs,
food aId, and research actIVItIes, as well as a lIstmg of
actIVItIes whIch contnbute to a global ObjectIve but are
WIthout measurable country-level Impact and any related
management responsIbIlItIes assIgned to the fIeld"
Plannmg and accessmg centrally managed contracts wIll be
InItIated at the mISSIon level and IS dIscussed on pages 4 &
7

"A conCIse dISCUSSIon or matrIx of program optIOns WIll
summarIZe the pnonties of the Operatmg Umt, WIll be
based on hIgh, medIUm and low fundmg levels, WIll take
account of CongressIOnal and AdmInIstratIOn mandates, and
may mdicate country condItIons that would warrant
mcreases or decreases of assIstance "

Approval of the StrategIc Plan by USAID/W (Bureau AA
plus concurrence of other pertment Bureaus) constItutes a
contract WIth the Operatmg Umt (MISSIOn or other), that
establIshes mdicatIve SO budget levels. whIch wIll remam
subject to annual performance reVIew and fundmg
avaIlabIlIty

On page 4 EmphasIZe the followmg sections•

For background InformatIOn, draw attentIon to the fact that
"AuthorIZatIon" under the new system IS mcorporated
Withm the management contracts between the OU and
USAID/W based on the reVIews of strategIC plans and
related StrategIC ObjectIves Once Plans and Objectives are
approved, Operating Umts WIll be authOrIZed to proceed
WIth deSIgn and ImplementatIon to achIeve results WIth no
addItIOnal approvals reqUIred

The mdented paragraph that begIns WIth Central Bureaus IS
of speCial mterest to USAID/W AddItIOnal mformation IS
mcluded on pages 6 & 7



Budget

Note the 2nd major budget, the annual budget (the R4),
emphasIZIng ItS Budget content You should also note that
the level of detaIl on expected actIvItIes and assocIated
fundIng need not be great, but should provIde some
breakdown below the level of strategIc objectives to
faCIlItate USAID/W reVIew and deCISIOn makmg Much
of the content of the R4 wIll be avaIlable dIrectly from
eXIstIng Results Package or StrategIc ObjectIve data files

• On pa2e 5 The 3rd major budget wIll be developed at the
Results Package or ActIVIty Management level (when they eXIst
as discrete umts) In many cases StrategIc Objectives wIll not be
further subdIVIded mto separate Results Packages

Questions may anse concernmg the content of files at the
Results Package level and when these data wIll be
transferred to central USAID/W data files When screens
become avaIlable, It wIll be pOSSIble to demonstrate how
data may be developed, orgarnzed, and mampulated

How wIll managers be able to mampulate budget data
WithOut makIng It avaIlable to other elements In the
mISSIon or outSide? Note that there Will be a secunty
feature In the system to permit managers to run dIfferent
budget scenarIOS m a tnal mode and only make data
avaIlable elsewhere WithIn the MISSIOn when they are
prepared to do so, slIDllarly, data wIll be released to the
USAID/W data bank when the MISSion determmes It IS
ready

Note that the formats and software for the strategic
objective as well as results package budgets are still bemg
developed by the Reengmeermg teams and are not yet
ready for release

Note the followmg key pomts of the WashIngton R4
Budget reVIew process

•

•

•
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ReVIews wIll be managed by the respectIve central or
regIOnal bureau They wIll be convened by the lead bureau
WIth all partIes present ThIS IS m heu of the current
system of multIple reVIews done on a senal baSIS The
mtent IS to use the automated budgetmg system to allow all
mterested partIes access to the data at the same tune and to
automate the formerly tedIOUS chore of aggregatmg over
100 separate submIssIons to determme the total requests for
a gIven target or PrIOrIty area

Bureaus WIll be allowed to separate the reVIew of the R4
mto two components a results reVIew report and a resource
requIrement report, as appropnate, provIdmg the results
report IS used as a baSIS to mform declSlons regardmg the
budget

At the outset, Agency-wIde mdIcatIve plannmg levels may
be set for the budget request year Cogmzant operatmg
bureaus WIll assemble operatmg urnt plans, reVIew and
report on relatIve performance, and propose a set of
resource allocatIons for each OU's strategIc ObjectIves

Where plans are about on target and budget requests mime
WIth projected levels, reVIews may be noncontroversIal
The mtent IS that the system of managmg based on long
range strategIc plans and Issuance of clear parameters at the
start of the process should reduce the number of Instances
where USAID/W IS unable to proVIde the resources
requested Country performance, results achIeved, and
antIcIpated targets, earmarks, and dIrectIves, however,
WIll contmue to mtluence budget approval levels for
OperatIng Urnts (and It should be kept m mmd that
budget levels will have to be reVIsIted when actual
apprOprIatIOns mcorporate unantICIpated requIrements)

Once AgenCy-WIde planmng levels are set for the budget
request year, operatmg bureaus WIll assemble bureaU-WIde
budget submIssIons (BBS) whIch recommend fundmg levels
by strategIC ObjectIve for each operatmg urnt and whIch are
subject to Jomt PPC and M reVIew to arrIve at an Agency
WIde budget request



Budget

•

•

On pa2es 6 & 7 The tramer should draw attentIOn to matenal on
these pages that emphasIZes allocatIon of funds to responsIble,
accountable operatmg urnts (normally those that have made the
budget request)

Note exceptIOn m cases where the oblIgatIon of funds wIll
be the responsIbIlIty of an operatmg urnt or office (e g , a
central bureau contract) dIfferent from that WhICh has
authonty over how the funds WIll be used (page 7) Wlnle
the process for allocatmg speCIfic budget amounts from
one urnt to another IS stIll bemg formulated, note that the
actual allocatIOn of funds m the appropnate amount wIll be
done electrorncally, the authonty over how the funds wIll
be used WIll be retamed by the requestmg OU, and the
method of fundmg allocatIOn to the urnt that WIll manage
the funds WIll be more effiCIent and less cumbersome than
eXIstmg OYB transfers

On pa2es 7 - 9 The final sectIon of thIs module prOVIdes an
ovel'Vlew of some of the new processes for OblIgatIOn of Funds
Because people who prepare budgets are normally mvolved m the
oblIgatmg process, the tramer should present the general concepts
for oblIgatIOn at the StrategIc ObjectIve level under a three-part
agreement WhICh IS defmed on page 8

PartIcular attentIon should be drawn to the two pOSSIbIlItIes
for the oblIgatmg document to defme planned aCtIVItIes that
meet legal cntena for adequate plannmg pnor to
oblIgatIOn Note the need for followup agreement between
the two partIes to proVIde an acceptable level of speCifiCity
m deSign of the activities and related fundmg, where the
1ll1tlal oblIgatmg agreement proVides only broad and
general scope and ObjectIves (Page 8)

Standard prOVISIon reqUIrements are stated m the Draft
DIrectIves for AchIevmg (717/95)

•

•

•
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The Tramer should also note (page 9) that BI-Iateral
oblIgatIOn IS NOT mandatory where the MIssIOn determmes
It IS not desIrable to do so and may be perfonned by any of
the usual methods, eg grants, contracts, etc There are
advantages and dIsadvantages m usmg these mechamsms

Other exceptIOns to bI-Iateral oblIgatIOns mclude ENI Bureau
and DOffilillcan RepublIc programs (page 9)



• THE FOUNDATION FOR CHANGE

PREPARATION OF THE INSTRUCTOR

DESCRIPTION

ThIs module helps partICIpants understand the foundatIon of USAID's reengmeermg
efforts-emphaslZmg four core values ThIs module mtroduces the partIcIpants to the core
values, WIth an emphaSIS on the strategIC Importance of customer focus The module also
mtroduces partIcIpants to understandmg how operatmg umts are composed of systems whIch
develop and dehver programs to meet customers' needs The other three core values (managmg
for results, teamwork and partICIpatIOn, and empowerment and accountabIhty) are also
mtroduced m thIs module and elaborated on later m the course

PERFORMANCE OBJECTIVES

• •

•

•

Be able to IdentIfy USAID's ultImate customer, the operatmg umt's ultImate and
mtermedlate customers/partners, and stakeholders
Be able to explam the roles mtermedlate customers/partners and stakeholders play m
dehvermg aSSIstance to ultImate customers
IdentIfy operatmg urnt systems whIch create and dehver products and servIces that meet
customer needs

•

TIME REQUIRED TO TEACH MODULE

The estImated tIme reqUIred to teach thIs module IS 1 hour, 30 mmutes

HELPFUL REFERENCE(S)

DIrectIves 101 and 202
"Makmg a Difference for Development"
USAID's Customer ServIce Plans - Phase I and II



The Foundauon for Change

EQUIPMENT AND MATERIALS REQUIRED

• SlIdes 1-24
• Handouts
• Four flip charts and stands
• Markers and maskmg tape
• TV, computer to TV converter, and computer

2
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The Foundation for Change

PRESENTATION OF THE MODULE

CORE VALUES UNDERLYING REENGINEERING CHANGES

2mm

~
~

SHOW SLIDE 1 USAID'S FOUR CORE VALUES

In 1994, the IntensIve Reengmeermg Team (lRT) wanted to make changes
to USAID operatIOns whIch would be consIstent WIth a set of values
USAID staff would recogmze and embrace The IRT conducted
mtervlews WIth USAID employees and dIstilled, from these dISCUSSIOns
the four core values They are

• Customer focus

• Managmg for Results

• • Teamwork and PartIcIpatIOn

Empowerment and accountabIlIty•

We'll dISCUSS the customer focus core value now, smce the focus on
customers and therr needs WIll onent USAID's work Dehvenng foreIgn
assIstance resources to achIeve sustamable development IS USAID's reason
for eXistence-Its mISSIOn

• 3



The FoundatIon for Change

WHY FOCUS ON THE CUSTOMER?

lOmm

•
SHOW SLIDE 2 WHY CUSTOMER FOCUS?

~
~ • QualIty IS defmed by the customer

• Customer needs change WIth nme, and must be momtored

• Understandmg customer needs requrres contmual commumcatIOn
and feedback

• Customer satIsfactIOn-so they use what USAID provIdes
sustamably-ls essentIal to survIval

Enhancmg the focus on customers does not mean that USAID has not
been customer focused However, most orgamzatIOns which attempt to
instItutIOnalIze therr focus on the customer, dIscover that because of the
day-to-day pressures to get the work done, they dnft away from bemg as
customer focused as they'd hke to be They often dIscover they only
assumed they knew what the customers needed, or they dIscovered that
stakeholders actually get more attention than the real customer of the
orgamzatIOn (e g, OMB, Congress, etc), and this reduces the
organIZatIOn's effectIveness

Customer focus IS not new, but dIfferent In some of our sector
programs, USAID has spent a lot of tme talkmg WIth and observmg
people m the vl1lages, and even conducted surveys and focus groups
What IS dIfferent IS that this process IS now part of our system and by
usmg a systematIc approach, we dehberately fmd ways to reach these
people who we should have reached, who are mportant to sustamable
development, but may not have been consulted In addItIOn, our
customers can help us IdentIfy other customers we should be addressmg

4
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•

~
~

SHOW SLIDE 3 CREATE A GOVERNMENT THAT WORKS
BETTER AND COSTS LESS

A good example of how the federal government IS trymg to become more
customer focused IS m the work of the NatIOnal Performance RevIew
(NPR), whIch was conducted early m the Clmton AdmmIstratIOn Headed
by VIce PresIdent Gore, NPR has the mISSIOn to make the government
work better and cost less The heart of NPR IS to change the very culture
of the federal government and to accomplIsh the followmg objectives

• Increase responsIveness to the publIc

• Understand that customers' perspectIves mform and dnve our work

• Make government processes more effectIve, effiCIent, responsIve

EmphaSIZe the followmg pomt One of the major dIfferences m our
renewed focus on customers IS that the people who use our servIces or
products-that IS, our customers-are essentIal and fundamental
THROUGHOUT THE ENTIRE OPERATIONS SYSTEM As we
descnbe how the operatIOns system works, we WIll show you how the
customer IS mtegrally mvolved throughout, m planmng and momtonng
and evaluatIon performance, as well as m achIevmg

5



Creatmg a customer dnven government-what does thIs mean?

The FoundatIOn for Change

SHOW SLIDE 4
GOVERNMENT

CREATING A CUSTOMER-DRIVEN •
Dnver - the ultnnate customer and IDS or her needs

Assessment - analYSIS of needs and of avaIlable resources dnves
orgamzatlons to develop systems and to hIre people to meet those needs

Systems

OperatIonal systems-how USAID's product (sustaInable
development assIstance) IS produced and delIvered

Management systems-how the work descnbed above IS enabled
through varIOUS support (or management systems)

People

Do we have the nght people?
Are we enablmg, eqUlppmg and empowermg them?
Is management provIdmg leadershIp?

The mteractIOn of our orgamzatIOnal systems and the people who work
WIthm them, along WIth our customers, create results wIDch lead to an
outcome, whIch (hopefully) results m customer satIsfactIon, and
sustaInable development results

Data about servIce qualIty and customer satisfactIOn feeds back to a baSIC
questIOn DId we meet the customer's needs? If so (or If not), why?

DId we develop a product!servIce that was consIstent WIth theIr
needs?
DId we know and understand what are the needs of the customer?
Was the "system" desIgned to address and meet the needs of the
customer?
Was the system capable of meetmg customer needs? DId we
delIver?

6
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Learmng about the outcome--

Was It achteved?
Why or why not? Were our systems able to produce and delIver?
Were we pomted m the nght drrectlOn (drIver)?
How can we do It better?

WHO IS THE CUSTOMER?

15mm

SHOW SLIDE 5 WHO IS THE CUSTOMER?

•

•

Whtle askmg thIs can provIde a laundry lIst of answers, USAID has
defmed Its customers to be the end users, or the beneficlanes of USAID's
products, servIces, trammg, and mformatlon

Whtle we serve our customers, we must remember we are domg so m the
context of USAID's ffilSSlOn - supportmg sustamable development and
humamtanan assIstance

SHOW SLIDE 6 DEFINITION OF CUSTOMERS

The def1ll1tlon of USAID's customer can be found m the Draft Managmg
for Results DefimtlOns (7/10/95) Note that def1ll1t1ons for ulttmate
customers as well as mtermedlate customers are gIven

SHOW SLIDE 7. SERVING CUSTOMERS-WHO WE INTERACT
WITH IN OPERATING UNITS

DISCUSS

Supphers

Partners

Stakeholders

7
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•See slIdes and partIcIpant notebook for defImtlOns of above terms

Note that these groups have needs also, but they must be addressed m the
context of meetmg the needs of the ulttrnate customers, not dlsplacmg
them

Lookmg at customers thIS way doesn't mean we "Ignore" the mtermedlate
customers and the stakeholders

It means we need to consIder theIr needs m the context of
satlsfymg the end user

It means we need to use mfonnatlOn about the end user to address
the needs of these other groups m a way that IS atrned at
benefittmg end user For example, If we develop a nutntional
educatIon marketmg strategy whIch only meets the needs of the
mtermedlate customers (an NGO WIth the abIhty to produce
WrItten products m the language spoken m the capItal CIty), we
mIght not address the needs of the maJonty of the ulttrnate
customers (who hve m rural settmgs, speak a dIfferent language or
dIalect, and!or are illIterate) •

SHOW SLIDE S' UNDERSTANDING CUSTOMERS AND
STAKEHOLDERS.

Stakeholders

They are not our customers - we were not establIshed to do
somethmg for them

They gIve us resources (money) and drrectlOn to do somethmg for
someone else (our end users)

They want a "return on therr mvestment" (1 e , results)

Customers

They want a qUalIty product or servIce

8 •
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•

•

•

~
~
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SHOW SLIDE 9 US GOVERNMENT CONGLOMERATE

Note that we can compare our stakeholders WIth a corporatIon's
stockholders and board of dIrectors, who tell the corporatIOn what
to produce and what level of profit they expect from the
corporation

Our stakeholders tell us what we are supposed to be domg
(sustamable development and humamtanan assIstance) and also
further defme our goals (thIs year, chIld survIval IS the focus)

The dIagram on the slIde shows how we mIght thInk of the US
government If we were thmkmg of It m pnvate sector terms

SHOW SLIDE 10 CUSTOMER ISSUE-QUALITY, NOT
PAYMENT

The real Issue of customers, for USAID, IS a quality Issue, not a
payment Issue

If we produce a good qualIty servIce, we wIll have a posItIve
Impact on the end user, achIeve sustamable development

If we have a posItIve Impact on the end user, we move toward
satIsfymg the stakeholders, who asked us to do thIs work m the
fIrst place We can pomt to results, and to the "ownershIp" of
results by end-users

We need to get more mput from the customer m planmng,
achIevmg, and momtonng and evaluatmg performance

"We need to shIft our focus from planmng what we do based on what
experts tell us, to planmng what we do based on what customers tell us
and to allow external factors (from customer mput) to mfluence more of
what we do to Improve quality," Said PhyllIs DIchter-Forbes, m the TOT
pIlot, July 1995

9
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~

~
~

SHOW SLIDE 11 CUSTOMER AS PART OF THE SYSTEM

Use tIns slIde to show how customers, supplIers, partners, and
stakeholders "fit together" m the context of a work system
ThIs slIde shows the relatIOnshIps among supplIers, partners, stakeholders
and customers

SupplIer - prOVides mput to the system

Stakeholders - prOVide drrectlon and resources to the process

Process - step-by-step processes for takmg mputs, addmg value to them,
and turnmg them mto products and services whIch meet customer needs
when delIvered effectively

Outputs - go to customers

It also shows how feedback about results and customer satisfactIOn can
"mform" deCISIOns about the system, Its mputs, and how we relate to our
customers and stakeholders

SHOW SLIDE 12 PARTNERS HELP SERVE CUSTOMERS

DISCUSS how USAID delIvers most of Its development assistance through
the work of partners It IS our responsibilIty to assure we understand what
the ultImate customers need so we can put the work of our partners m
context Partners are mtermedlate customers They have needs (efficient
USAID processes, clear drrectlOn, longeVity m busmess, reasonable and
effiCient momtormg methods, farr market share, etc) It IS cntlcal that
the needs of partners are tempered and put m the context of satlsfymg the
needs of ultImate customers Remember, our services go to end users

10
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SHOW SLIDE 13 BENEFITS OF INSTITUTIONALIZING A
CUSTOMER FOCUS

Customer becomes the "North Star"-gUldmg drrectlOn for SOs

Customer guIdes decIsIons about hmng and employee
development-slalls and language trammg

ContrIbutes slgmficantly to sustamable development

Helps focus USAID staff & partners' efforts

Fends off complamts by understandmg and addressmg needs and
concerns

•

•

BEING CUSTOMER FOCUSED-WHAT THIS MEANS TO ME (BREAKOUT
EXERCISE)

15mm.

Have the partIcIpants break mto small functIOnal speCIalty groups (or have
them break mto parrs and mtervlew each other) Refer them to the
worksheet at the end of thIs module GIve the groups 10 mmutes to fill
out the worksheet Have the group select a spokesperson (dIfferent from
the last exercIse) and proVIde a bnef (1-2 mmutes) report back to the
group (or select 1 or 2 parrs to report back)

Refer to the worksheet m the partIcIpant workbook at the end of the
module, "Bemg Customer Focused - What ThIs Means to Me"
The questIOns on the worksheet are

What product or servIce results from my Job?
Who are my customers? What lmks connect the end user to me?
How do I thInk my customers defme the quahty of my work? What are
therr needs? If I don't know, how could I fmd out If what I thInk IS true?
How would thIs mformatlOn affect my work?

11
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PRODUCTS AND SERVICES TO :MEET CUSTO:MER NEEDS

5mm

Orgaruzations satIsfy customers through products and servIces they create
and delIver to meet customers' needs USAID serves theIr ultimate
customers by delIvenng sustamable development assIstance

What are some examples of products and servIces we encounter as
consumers? And more Importantly, what needs are addressed? What are
some prducts and servIces USAID's customers receIve? What needs are
bemg addressed?Take an example of a product or servIce, wnte It on a
flIp chart and ask the partIcIpants to Identify the needs bemg addressed
Some examples

•

Product/ServIce

A meal m a restaurant

FlIght to the US

Condoms

ImgatIOn management
practIces

12

Need Addressed

Hunger
RelaxatIon
Good value for the money
Bemg served gracIously, etc

Safe transportatIon
Comfort
Speed
Assurance that baggage wIll arrIve
safely, etc

AIDS protectIOn
Smaller famtlIes
Planned spacmg

HIgher farm mcome
More food
Longer system lIfe
Reduced operatmg costs
EnVIronmental protection

•

•
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Often customers state therr "needs" m terms of a product they would lIke,
versus the benefit bemg sought It IS Important to try to get behmd the
stated need to the true benefit For example, a small busmess man may
state a "need" of gettmg a lower mterest rate on a loan The real benefit
mIght actually be makmg a profit Makmg a profit opens up the
posslbulty of "products and servIces" For example, maybe we look to
cheaper mputs to the busmess, or to streamlmmg hIs/her productIon
process Dlscovermg actual needs wul take some skIll and practIce,
espeCIally m cross-cultural settmgs, to fmd out

Ask the group to Identify a product or servIce that a USAID operatmg urnt
provides to Its customers What are the needs bemg addressed?

SHOW SLIDE 14 CHANGING ROLES - CUSTOMERS,
SUPPLIERS, OR BOTH?

•
•

•

•

In a typical work process, everyone m the cham IS changmg roles 
from customer to supplIer and back to customer
If I receive an mput from another "mtermedlate customer," I am
a customer My "supplIer" must know my needs
If I do somethmg WIth than mput, and provide It to another
mtermedIate customer or ultImate customer, then I am m the role
of supplIer I must know my "customers" needs and meet them

for example, a contract officer on an SO team provides adVice to the team
regardmg ways of acqurrmg technIcal assistance The CO IS m a
customer role as she receives the request for help The SO team IS then
the customer, as they receive her adVice

SHOW SLIDES 15 AND 16 ENSURING PRODUCTS & SERVICES
MEET CUSTOMERS' NEEDS

To ensure customer satisfactIOn, It IS Imperative that we determIne
accurately what It IS that customers need and expect Then, we need to
balance the needs With the "costs" of delIvery Fmally, we need to use
the mformatlon customers provide us m the formation of our sustamable
development "products and services "

• I~I
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SHOW SLIDE 17 WHAT DO THE CUSTOMERS VALUE?

We need to dIscover what customers value

• Fmd out what satIsfies customers-what do they need and!or
expect

• Fmd out what dIssatIsfies customers
• Fmd out therr prIorItIes-Is what we are provIdmg or offermg

what they want? Are our servIces delIvered well? How do they
compare WIth servIces provIded by others?

SHOW SLIDE 18 WAYS TO DISCOVER CUSTOMER NEEDS

~
~

There are a varIety of tools and technIques for obtammg customer
feedback and discovenng customer needs They mclude the followmg

•

• Documents and publIcatIOns
• Meetmgs
• Focus groups •• Surveys
• IntervIews
• Observmg customers
• Ombudsmen

TEAMWORK AND PARTICIPATION

2mm.

SHOW SLIDE 19: DEFINITION OF A TEAM.

A team IS a group of people workIng together to achieve a common
goal We'll talk later about what thIs means, and how It may be sunI1ar
to or dIfferent from work we have been domg (Show slIde 20, and 21,
"Teamwork ")

14 •
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DISCUSS the followmg hIghlIghts

• Teamwork can occur m both fonnal and mfonnal teams

• Teamwork can be as snnple as several offices collaboratmg to
solve a common problem, or can be done more formally as we
wIll do m StrategIc ObjectIve and Results Package teams

• Teamwork enables people who have dIfferent knowledge and
perspectives to come together to solve problems and create
solutIOns

• Teams should be empowered to achIeve results, whIch means they
need the authonty to make changes We should see less reportmg
requIrements and less mIcromanagement With enhanced teamwork

• In addition, as you have already realIZed, our work processes don't
always "Sit" m one office (operatmg umt) More typically they
cross functIOnal boundanes Therefore, people need to work
together to achIeve results and make thmgs better

WHAT MAKES A TEAM EFFECTIVE? (EXERCISE)

20 nun.

Break the group mto 4 small groups Ask them to thmk about the best
team they ever worked on If they have not been on a team before,
thmk about a task they accomplIshed With a group of people whIch they
are proud of and where the people worked well together m gettmg the Job
done Identify what It was about the expenence of workmg m that team
settmg that made the expenence so positive Record Ideas on the flip
chart Ask the groups to Identify therr top 3 Ideas to present back to the
group Allow them 15 mmutes for thIs task

Record the top 3 Items from each group on flip charts and hang these on
the wall Then say

15
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The groups have IdentIfied these Items to be lffiportant aspects or
attnbutes of effectIve team work Can we agree that these are posItlVe
attnbutes of effectIve teams? And, If that IS true, can we leave these up
on the wall to guIde our work as a group over the next few days Teams
often IdentIfy group norms (values and behavlOrs to enable effectIve
teamwork) and operatmg guideimes (how we will actually work together)
and state these up front early m therr team development (see page 5 of the
Toolk1t for EffectIve Teamwork)

Refer the partIcIpants to the artIcle, "Ground Rules for Groups" and the
handout, "Some Ground Rules for Effective Meetzngs" m therr bmders

EMPOWERMENT AND ACCOUNTABILITY

15mm

•

The term "empowerment" IS one of the more loosely descnbed and
ffilsunderstood words used m orgarnzatIOns today Let's see If we can
put some defimtlOn to It (Show slzde 22)

• Authonty •
• AccountabilIty

• CapabilIty (Tools, Knowledge and AbilIty)

• Trust

Refer the partIcIpants to the handouts on empowerment and allow 10
mmutes to read them Remmd them that empowerment IS not Just about
"more authontIes" and that we are legally bound by some of the
authonties that cannot be redelegated GIven that, are we truly actmg m
an empowered way WIth the authontles that we do have?

WIth the help of another Instructor, gather thoughts from the group on the
followmg two tOpICS (put each on a flIp chart and record answers)

• What can we do to create a more empowenng envrronment?

• What can we do to empower ourselves?

16 •
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• How can we empower others?

MANAGING FOR RESULTS

2mm

~
~

We will talk later m thIs course about defmmg results, developmg SOs
and results frameworks, and then actually achtevmg them, and momtormg
and evaluatmg performance We WIll talk about what has changed m the
operatmg umts to mcrease theIr abIlIty to manage for the results they want
to achIeve Show Slzdes 23 and 24, Managzng for Results Some thoughts
to remember about managmg for results

• Know who the ultunate customers are and what theIr needs are

• Know the results we want to achIeve WIth our resources

• Understand the steps m the process to achIeve the result

•

•

•

•

Have mformatlon through feedback to tell us how well we are
domg

Have the authonty to take correctIve actIon, modIfy our process,
or change the result to achIeve the objectIve we set ourselves

17



• THE LEARNING ORGANIZATION AND TIlE ADULT LEARNER

PREPARATION OF THE INSTRUCTOR

DESCRIPTION

ThIs module IS deSIgned to mtroduce partIcIpants to the learmng orgamzation and how to IdentIfy
therr own learnmg styles m tIns framework The partIcipants wtlilearn to diagnose therr learnmg
needs as tramers/change agents

TIME REQUIRED TO TEACH THIS MODULE

The estunated tune requrred to teach tIns module IS 4S nunutes

HELPFUL REFERENCE(S)

• • The Fifth Dlsclplme The An & Practice of the Learnmg Organlzatzon, Peter M
Senge, 1989

• The Fifth Dlsclplme Fleldbook, Peter Senge, Richard Ross, Bryan Smith, Charlotte
Roberts, Art Klemer, Doubleday Books, 1994

ASTI- Amencan SOCIety for Trammg & Development

EQUIPMENT AND MATERIALS NEEDED

•

*
*
*
*

Handouts (Gnd With Adult Learmng Styles)
1 flip chart pad and 1 flipchart stand
Prepared flip charts
Markers and maskmg tape

19



PRESENTATION OF THE MODULE

INTRODUCTION
•

5 minutes • Open module WIth exercIse/questIon

"WHAT IS THE MOST IMPORTANT TIllNG YOU
LEARNED LAST WEEK?" When dId you learn It? Where dId
you learn It?
Bramstorm and record comments on flIp charts
FaCIlItator "Note - It IS mterestmg that these learmngs dId not
happen m a classroom' What does that tell us?"

5 minutes DEFINITION OF LEARNING ORGANIZATION

• Show Flip Chart 1: Learmng Orgamzatlons

"A leammg organzzatlon IS an organzzatlon slalled at creatmg, acqulnng, and
transjemng knowledge, and at modifymg liS behaVlor to reflect new knowledge
and Insights "

• ROLE OF TRAINING DIVISION •
•

10 minutes •

Show Flip Chart 2 WE ALL LEARN IN DIFFERENT WAYS
Example
NMS Trammg-of-Tramer Course - thiS course has been designed to
accommodate different learning styles There are Videos, tapes,
visuals, computer-based tralnmg, help screens, homework (self
study), email hothnes, traditional classroom (there's a place for It),
etc There IS a pice In USAID for multiple learning styles

HOW DO WE GO ABOUT HELPING PEOPLE LEARN BACK IN
THE MISSION OR OFFleEl

The first step IS Identifying how adults learn. We must
recogmze that adults learn differently from children - and
that adults learn differently from each other.

• Show Flip Chart 3 The Adult Leamer ReVIew key pomts With
partICipants
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HOW DO ADULTS LEARN?• 10 mmutes

• The last pomt on adult learners IS that "adults learn dIfferently "
How dIfferently do they learn? Research has pomted out that
there are 4 styles of learnmg

•

•

REFLECTIVE PRACTICAL

Why? How?

CONCEPTUAL? CREATIVE?

What? Whatif'

• DIVERSITY IN A LEARNING ENVIRONMENT

It should be noted that m additIon to these style of learnmg, there IS much
diverSIty m your classroom Gender, race, culture, employment status (FS,
GS, FSN, PSC), rebglOn, etc We will be covermg more dealmg With
managmg dIversIty m the TOT module

10 mmutes DISCUSSION/EXERCISE-

• let's return to the question, "How can I help people back In my
office/miSSion learn?" First, you need to Identify your own learning style
ThiS IS your "driver" - It IS also how you train others - based on your
preferred style of learning You need to learn how to Identify how you
learn and how It IS different form the other 75% people In the room
When you know the different learning styles, you can adapt

21



• SO- based on these learnmg styles, can you start to IdentIfy what your
learning style IS? Where do you fit? Let's thmk back to the mtroductory
exercIse - your bIggest learnmg last week? HOW DID YOU LEARN
THAT LEARNING LAST WEEK? •

• WHY DO WE NEED TO KNOW THIS? When you are back m
offlceJmlsslon - you will fmd that some people will understand your
learnmg style - because they have the same style Some will not have
your learnmg style - and will not get what your are saymg' So you have
to adjust your style to others' If someone looks puzzled, gIve them an
example

• Show Flip Chart 6 Also, m the next two week, watch your Instructors

• BE AN ACTIVE LISTENER'

Are they glvmg you the context to the theory?
Are they usmg good trammg techniques?
What would be useful to you?
What works for you?
What doesn't work for you?
What thmgs do you want to steal shamelessly?

• Show Flip Chart 7 Review Flip chart With partiCipants and seek their
responses •

• State that there are TWO TRACKS m tlus trammg You have 2 tracks tlus
work - content and TOT As you hear content, thInk about how you can
apply It as a tramer/learner

5 nnnutes SUMMARY:

• LESSONS LEARNED

We beheve that learnmg must be modelled As an Agency that IS

contmually mprovmg Its busmess, we share tlns phtlosophy Please
gIve us feedback

22 •
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•

•

Thank you'

WHAT WORKED? WHAT COULD HAVE BEEN
IMPROVED?

23



Trammg Methodology

•
THE LEARNING ORGANIZATION

AND THE ADULT _LEARNER

LEARNING ORGANIZATION

"A learning organization is an organization skilled at creating,
acquiring, and transferring knowledge, and at modifying its behavior •
to reflect new knowledge and insights."

• WE ARE CONTINUOUSLY LEARNING

• WE LEARN IN OUR OWN WAYS

• WE LEARN WHAT WE WANT/NEED TO LEARN

Flip Chart 1
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Trammg Methodology

THE ADULT LEARNER

• IS self-directed, not dependent

• IS problem centered, adults are motivated to learn by their Itfe

situations and bnng their expenences to the learning situation

bnngs their own expenence to the learning event

IS often an expert In their field

IS usually learning voluntanly

learns best by being able to Interact with the dehvery method 

prefers to be an active, not a passive learner

prefers vanety

needs positive feedback - adults prefer to know how their efforts measure up

when compared with the objectives of the training program

are adults - who have choices to learn or not to learn

has profeSSional and personal pressures and responsibilities

wants practical, useful Information and skills to do their Jobs better - must be

relevant

• IS usually highly mottvated

• prefers to learn gradually through famillanzation and repeated use

• learns differently

Flip Chart 2
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Trammg Methodology

HOW DO ADULT5 LEARN?

There are 4 styles of learning:

REFLECTIVE PRACnCAL

Why? How?

CONCEPTUAL CREATIVE

What? What If?

Flip Chart 3

26
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Trammg Methodology

•
WATCH YOUR INSTRUCTORS:

• Are they giving you the context to the theory?

• Are they using good training techniques?

• What would be useful to you?

• What works for you?

• • What doesn't work for you?
,

• What things do you want to steal shamelessly?

• Flip Chart 4
27



Trammg Methodology

BE AN ACTIVE LEARNER!

Write your learnings down and use them in
preparing for your presentationsl

AS YOU THINK ABOUT YOUR LEARNING
STYLE:

• WhatIWho helped you learn?

• What got in your way?

• What do you want to work on?

Flip Chart 5

28
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The Foundation for Change

BEING CUSTOMER FOCUSED - WHAT THIS MEANS TO ME

(Worksheet)

What product or servIce results from my Job?

Who IS my customer? Through what links do I reach that customer?

How do I think my customers defme the quahty of my work? What are their needs? If I
don't know, how could I fmd out Jf what I think IS true? How would thIs mformatlOn
affect my work?

29
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WHAT IS EMPOWERMENT?

There are many defImtlons of empowerment The followmg thoughts are mtended to create a
"picture" of what we mean by the concept of empowerment

• An envrronment m which obJectives, pohcles, systems and structures work toward
common goals which are clearly commumcated at all levels of the orgamzatlon

• Expectations and Jobs whIch are mime With the capablhtles of employees

• Systems which consistently prOVIde all personnel WIth the trammg, resources, and
authonty to do therr Jobs well

• A clImate m which mdlvlduals (and teams) are encouraged to take responslblhty for therr
own work and are gIven the means to evaluate and Improve therr own performance

•

• Systems which encourage, evaluate, and reward mdlvlduals for contributIOns to the
orgamzation m ways apart from therr everyday work and see all of therr efforts as
wortbwhtle and Important

• ExecutIves, managers, and employees who are clear about the scope of therr authonty
and accept personal responslblhty and accountablhty for provldmg customer satisfaction,
contmually Improvmg processes, and contmually learnmg

30
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CREATING AN EMPOWERING ORGANIZATIONAL ENVIRONMENT

Orgamzatlons can be created whIch allow empowennent to flounsh and grow In empowenng
orgamzatlons, managers

• Descnbe clearly the purpose of the orgamzatIOn and work process and the desrred
outcomes

• Clearly descnbe the Jobs of employees, how they fit m and how they contnbute to the
larger process Employees must be clear on what IS expected of them and what they are
responsIble and accountable for

• Match the structure, dutIes and level of Jobs WIth the capabllttles of mdlvlduals m them

• ProvIde employees WIth the authonty they need to do the job well

• Descnbe the latItude and dIscretIon employees have m the job, especIally as It relates to
makIng unprovements and satlsfymg customers' needs Expand the latItude to the
maxunum extent possIble

•

•

•

•

•

•

•

•

Help employees vIew theIr jobs m a context wbJch mcludes the value of contnbutlons
made to the orgamzatlon as a whole, to customers, to SOCIety, etc

Ensure that employees can do theIr Jobs by provldmg trammg, mstruCtlOns, tools and
eqUIpment, and a physIcal enVIronment condUCIve to successfully completmg theIr tasks

Ensure employees (and teams) have ongomg mfonnatlon to momtor perfonnance
(mdlvldual overall results perfonnance), and the authonty to take correctIve actIOn or
raIse concerns

Ensure that employees are not pumshed for calculated and well-mtentloned nsk-takmg
Use these as opportumtles to learn

Create an enVIronment where honesty preVaIls, where employees feel comfortable
dlscussmg how somethIng IS really workmg, even If It IS m contrast to how It should be
workmg

Foster open, honest and genume commumcatlon Commumcatlon auned at pleasmg the
boss at the cost of acbJevmg results should be dIscouraged
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• PLANNING

PREPARATION OF THE INSTRUCTOR

DESCRIPTION

ThIs module focuses on the baSIC orgamzatlOnal roles and responslblhtles, processes, tools, and
orgamzatlOnal products called for under the re-engmeered strategic plannmg system The
module walks the workshop participants through the plannmg process, startmg With the Agency
Strategic Plannmg Framework, movmg through bureau and operatmg urnt Strategic Plans, and
endmg With the review of Bureau Budget SubnussIOns and subnussIOn of an Agency budget
request to OMB The emphaSIS throughout the module wtll be on what IS new under the re
engmeered system, partIcularly the Customer Service Plan and Results Framework, and how
what IS new fits mto the total picture EmphaSIS will also be placed on how the four core values
are expected to gwde performance throughout the plannmg process

PERFORMANCE OBJECTIVES

• At completIOn of thIs module, participants will be able to

• Identlfy the changes mherent m the new plannmg system and determme therr lffipact on
one's own Job and operaung urnt

Recogmze what IS different and what IS the same about the planmng process as
a result of re-engmeermg

Assess why changes were made m the plannmg system and explam the bamers
and advantages to be reahzed through lffiplementatlon of those changes

Explam the baSICS of the new USAID plannmg system and relate them to
changmg roles of US and FSN staff, as well as to those of customers and
partners

Relate the key elements of the new plannmg drrectlves to one's cogmzant
operatmg urnt

Become fanuhar With the new plannmg documentatlOn requrrements and methods

•
• Descnbe how speCific apphcatlons of the core values will lffiprove planmng at the

operaung urnt level

Explam and be conversant With how the core values prOVide a foundatIOn for the
new plannmg system



Planmng

PREPARATION OF THE INSTRUCTOR

TIME REQUIRED TO TEACH MODULE

The estunated tune requIred to teach tlns module IS 3 hours

HELPFUL REFERENCES

Note The references hsted here do not mclude all of the readmg materIals used m tlns module
These are supplementary references provIded m the tramer's guIde for your use, and not
provIded to the partIcIpants

•

LIsted later, m the IntroductIOn sectIOn of the presentatIOn of the module, are the readmg
materIals that are bemg mcluded m the partICIpant's notebook These are the references we
tlnnk partIcIpants should have When you are domg the trammg, you may choose to add some
of the references hsted here to the ones you gIve your partICIpants, and you may deCIde to delete
some of the ones that are already m the partIcIpant's notebook It depends on what you tlnnk
your partIcIpants WIll fmd especIally useful •

• "The New USAID Operatzng System for Plannzng, Achlevzng, and Judgzng Results
Accomplishment, "J Blerke, draft, May 22, 1995

• "How to Recognzze a Participatory Approach (if you bump znto It zn a dark alley), "
DIane LaVoy, Draft January 11, 1995

• "Uncle Sher's Maxims for Customer Service Plans, " Sher Plunkett, Customer ServIce
Officer, M/ROR, March 1995

• "Illustratzve Indicators for Measunng the Four Core Values" (no name, no date)

• "Servlce Quality and Customer Sansfactzon Assessment, " Sher Plunkett, mJROR, May
1995

• "Operatzons Buszness Area AnalySIS Final Report Makzng a Difference for
Development, "January 1995 ThIs volummous document IS not proVIded m the tramer's
notebook It was WIdely dIstrIbuted early m 1995, so It should be available m your
operatmg urnt If not, contact M/ROR for a copy
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Plannmg

EQUIPMENT AND MATERIALS REQUIRED

• DIsk mcludmg set of planmng module overheads m PowerPomt, computer and ZIp dnve,
and TV momtor, OR set of planmng module overheads on transparencIes, overhead
proJector, and screen

• Four sets of fhp charts and easels

• Markers and maskmg tape

3



Planmng

PRESENTATION OF THE MODULE

INTRODUCTION

•
3mm Start by statmg and presentmg on a flIp chart (FlIp chart 1) that thIS IS

Module ~ Planmng, and that there are three basIc ObjectIves for thIs
module

Flip
Chart

or
Overhead

Transparency
Needed

• PartIcIpants are able to IdentIfy the key changes m development
planmng as a result of re-engmeermg, especIally those relatmg to
the Customer ServIce Plan and the Results Framework/StrategIc
Plan,

• PartIcIpants understand how the four core values provIde a
foundatIon for the new planmng system and how theIr applIcatIOn
wIll Improve the plannmg process and products,

• PartICIpants (m theIr SO teams, or however they are orgamzed to
plan and Implement theIr development programs) make some
progress m developmg and usmg a customer service plan for
better plannmg and achIevmg •

MATERIALS REVIEW

12mm

Next, reVIew WIth partICIpants the matenals that are proVIded m theIr
notebooks Much of the content of thIs module IS taken from those
matenals, so they should serve as useful references m the future

Walk them through the matenals, pomtmg out each one's utIlIty and how
It relates to what we are gomg to talk about
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MODULE 4- PLANNING

OBJECTIVES

At the end of this module you will be able to:

• IDENTIFY THE KEY CHANGES IN PLANNING

• DESCRIBE HOW THE FOUR CORE VALUES
INFLUENCE DEVELOPMENT PLANNING

• SHOW PROGRESS IN DEVELOPING A
CUSTOMER SERVICE PLAN

Flip Chart 1



Planmng

"Example ofManagement Events m the Reengmeered System "Tlus Item
was done by the team developmg the Plannmg DrrectIves It's smlliar to
another Item m the tramer's notebook ("The New USAID Operatmg
System," by John Blerke, a member of the OperatIOns BAA), but gets
more detaIled mto the planmng process Both tlus Item and the Blerke
Item are compamon pIeces for the three-page process flow dIagram
presented m the overheads

Several Items mvolve the customer m planmng

• IrON TRACK What IS Customer Focus? " Tlus gIves a concIse
explanatIOn of what the Agency means by the key core value of
"customer focus" Note lots of people m USAID Imtlally brIstle
at the use of the term Ilcustomer" m the government context Tlus
pIece helps deal WIth that

•

• "Steps for Customer Service Plannmg " Tlus pIece lays out four
key steps m the process of customer servIce planmng m the re
engmeered planmng process

• "Ten Easy Stepsfor Developmg Customer Service Standards " Tlus
pIece elaborates on Step 4 m the customer servIce planmng process
from the pIece above •

• "Guldelmes for Developmg Customer Service Plans" Tlus pIece
helps the reader take what was done m the customer servIce
plannmg process (as descnbed m the two Items dIrectly above) and
lay It out m a customer servIce plan, a document that the operatmg
urnt may choose to produce and share WIth others

• "Phase II, Customer Service Plan " ActIon Memorandum for the
ASSIStant AdmImstrator for Management, from DAA/M, PhyllIs
DIchter-Forbes Tlus draft document, wluch, when fmalIzed, wIll
be submItted to the NatIOnal Performance ReVIew, lays out the
Agency's phIlosophy, pnncIples, and standards for addressmg the
needs of Its customers and partners It represents a reVISIOn and
elaboratIOn of the "Phase I Customer ServIce Plan," wluch was
dIssemmated several months ago NOTE Customer servIce plans
are requrred of all federal agenCIes-they are not a USAID
mventIon, but the Agency does wholeheartedly embrace the
customer focus and customer servIce plan approach

5 •
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Plannmg

• "USAID/Jamazca's Customer Servzce Plan" ThIs IS a recent
example of a mIssIon's customer servIce plan, one developed by
a Country ExperImental Lab (CEL) It deals, on a general level,
WIth how the mISSIOn wIll do busmess WIth all Its customers It
does not address program-specIfic customer servIce planmng
EmphaSIZe that It IS an example from actual expenence, not
necessanly a model for other mIssIons to emulate

• "Plan for Improvzng Clzent Satzsfactzon wzth the Health Sector
Program " USAID/G-CAP, e-maIl, Apnl 20, 1995 ThIs IS one
mIssIon's program-specIfic customer servIce plan for a partIcular
strategIc objectIve area Agam, an example, not a perfect model
to be ImItated

Two Items on developmg a strategIc plan mclude

•

•

•

•

•

•

"Results Framework "These are notes developed by the Plannmg
Drrectlves team to help clanfy what a results framework IS The
example referred to m thIs document IS not prOVIded at the end of
the document as promIsed It IS prOVIded m the overheads for the
presentatlon (It's the results framework on gIrls' educatIon)

"G Bureau Plannzng Strategzc Support ObJectzves " ThIs Item
helps clarIfy Just what SSOs are It was wntten by the Plannmg
Drrectlves team

"Karlanda "ThIs IS an excerpt from a lengthy case example that
was developed for use m Illustratmg the new operatIons system
It IS denved from actual strategIc plans muse m the field ThIs
Item wIll be used m the exercIses for all three operatIons modules
Plannmg, Acmevmg, and Momtonng and Evaluatmg Performance

"201 Managzng for Results Strategzc Plannzng " the draft set of
Planmng Drrectlves and THE most defImtlve document for the
plannmg module, IS m a separate sectIon at the end of the
partlclpant notebook, not here m the plannmg module sectIOn

6



Planmng

THE RE-ENGINEERED PLANNING PROCESS

30mm

•
SHOW SLIDE 1 Begm thIs session With a very bnef review of what a
re-engmeered operations system-plannmg, acluevmg, mformatlOn for
performance management-Is gomg to look lIke The four features of
USAID's reengmeered operatIOns system lIsted here reflect a COnsCIOuS
applIcatIOn of the Agency's four core values

"Ambitious but aclnevable results" reflects the Agency's
reaffIrmed comnntment to a results onentatlOn

"Authonty Over Resources, Tools, and Information" and
"Improved Procedures" reflects the comnntment to
empowerment, m thIs case, of Agency staff and partners

Fmally, "Collaboration Among Teams, Partners, and
Customers" reflects the two core values of customer focus and
teamwork

SHOW SLIDE 2- Operations IS a cycle, and plannmg plays a major role
Pemt out that results IS the focus of the entrre operatIOns system The
"lessons learned II connection between Momtonng and Evaluatmg
Performance and Plannmg reflects the Agency's renewed commitment to
bemg a "learnmg orgamzatIon "

SHOW SLIDE 3AND 4 WHAT'S DIFFERENT IN PLANNING?
Here IS what, speCIfIcally, we expect to be different about the process of
Planmng, pnmanly from an operatmg urnt perspectIve

Note These overheads are essentIally a table of contents for the module,
and each bullet Will be addressed m some detail, as we walk through the
entIre Agency plannmg process

7
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Plannmg

The "new" plannmg system IS bUllt on the best practices from
Agency experience, partIcularly the longer expenence WIth
planmng m the AFR and LAC Bureaus So, m a very real sense,
It Isn't all that "new" What IS new IS a C01IlIIlltment at the
Agency level to make the best practIces of some parts of the
orgamzatIOn become the standard for practIce throughout the
Agency

PartIcularly new m planmng are the mcreased and systematIc
emphaSIS on customers and partIcipatIOn m plannmg at every level,
and Jomt planmng between the field and USAID/W Jomt
plannmg, If It IS done well, should lead to more effective
achtevement of results and to fewer surpnses when strategic plans
come mto USAIDIW from the field

With the new approach to budgetmg (by strategIC ObjectIve) there
will be an mcreased emphasIs on past achtevement of results and
the lIkelIhood of future achtevement of results when resources are
bemg allocated

Good news for the document-weary FIeld operatmg umts are
reqUIred to send to USAIDIW only two documents, the once-m
several years StrategIC Plan and the annual Results ReView and
Resource Request For example, mISSIOns do not have to send
activity-specific documents (such as the old project paper) to
USAID/W for review

Once the New Management Systems are operatIOnal, everyone
mvolved m the plannmg process WIll have eaSIer and more tImely
access to mformatIOn-mformatIOn regardmg the strategIes and
results of other operatmg umts that mIght be relevant to the
strategy we are consldenng, the resources available for the kmds
of actiVitIes we might want to pursue, and so on

SHOW SLIDE 5 STRATEGIC PLANNING ThIs overhead shows the
relatIOnshtps among agency, mISSIOn and bureau strategies The Agency
provides focus and dIrectIOn, the mISSIOns wear the many hats of
planmng, achtevmg, and momtonng and evaluatmg performance, and the
bureaus prOVIde R&D and other support

8



Plannmg

•SHOW SLIDE 6 THE USAID STRATEGIC PLANNING PROCESS
Now we are gomg to take a tnp through the re-engmeered plannmg
process WIth stops along the way to pomt out the respectIve roles and
responslbIl1tIes of USAID orgarnzatIOnal umts, and to descnbe m detaIl
the vanous products to be generated m the process

Note SlIdes 6, 7 and 8 WIll be used dunng most of the module
The tramer should talk a lIttle about each box m the flow chart
(what the DIrectIves say about It, or what can be gleaned from
other documents at thIs pomt), but the one major stoppmg pomt
durmg the lecture/discussion WIll be box 11, Development of a
Customer SerVice Plan (CSP) (probably the newest and one of
the most Important elements m the re-engmeered plannmg system)
and the Strategic Plan (whIch mcludes the Results Framework,
whIch mcorporates some Important dIfferences from the PRISM
objectIve tree, With whIch many particIpants should be famIlIar)

• SHOW SLIDES 6, 7 AND 8 THE USAID STRATEGIC PLANNING
PROCESS Here we go WIth a look at the process Note that some boxes
are actIvItIes that are expected to occur on an annual baSIS, whIle the •
others are expected to occur less frequently

Several USAID orgamzatIOns are mvolved m the plannmg process
Program and PolIcy Coordmatlon (PPC), Management (M),
RegIonal Bureaus, Global Bureau, Bureau of Humamtarlan
Response (BHR), and Operatmg Urnts Other key actors mclude
customers and partners

Outputs mclude the Agency StrategIc Framework, RegIOnal
Plannmg Frameworks (optIOnal for bureaus), operatmg urnt
Customer ServIce Plans, operatmg urnt StrategIc Plans (mcludmg
Results Framework), Management Contract, Performance
Morntonng Plan, R4 (whIch wIll be covered m depth under
"Momtonng and Evaluatmg Performance"), and Bureau Budget
SubmISSIOns

Note The followmg dISCUSSIon follows the numbers on the slIdes
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In STEP 1, PPC articulates/revises the Agency's Strategic
Planmng Framework It's the umbrella under whIch operatmg
urnt plans are to be developed, Its emphases are on world-wIde
sustamable development, and addressmg the Agency's customers'
needs It IS to serve as the baSIS for allocatmg resources agaInst
relevant factors (PrIOrIty sectors, geopolItIcal consIderatIons,
country sustamable development needs, and desrred Agency-wIde
results), for trackIng progress m meetmg Agency-wIde goals, and
for presentmg programs and budget requests to Congress (Could
talk here a lIttle about what's been happemng m CDIE WIth respect
to efforts to refme the Agency StrategIc Framework and develop
mdlcators that cut across operatmg urnt efforts )

In STEP 2, Regional Bureaus establIsh/reVISe Regional
Planmng Frameworks ThIs IS optIOnal, and IS m here and m the
Planmng Drrectlves pnmanly to accommodate the urnque sItuatIon
m ENI, where the program IS very centrally planned and managed
The expectatIOn IS that other Bureaus wIll probably not develop
therr own strategIc frameworks, unless these frameworks can be
seen to add real value to the planmng process

In STEP 3, M analyzes resources needed for meetmg Agency
goals, m STEP 6, M establIshes mdlcatlve budget plannmg
levels for operatmg bureaus, and m STEP 9 Regional Bureaus
establIsh mdlcatlve country levels for budget planmng. The
operatIve word here IS "mdlcatlve," not deftrnte Numbers good
enough for planmng purposes

In STEP 4, PPC establIshes Agency polIcy on strategic planmng
requirements and m STEP 7, PPC Issues annual plannmg
guidance, mcludmg resource parameters (from M, see 6),
program prIonues (on the baSIS of the Agency StrategIc Plannmg
Framework and other consIderatIOns), and guIdance on speCIal
legIslatIOn affectmg strategIc planmng

In STEP 5, operatmg bureaus develop supplementary guidance
to address umque regional/program concerns and m STEP 8,
PPC reViews and approves supplementary planmng guidance
The emphaSIS here on supplementary guIdance IS, agam, on value
added Bureau guIdance should add value to PPC guIdance, If It
doesn't, why bother?

10
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In STEP 10, RegIOnal Bureaus Issue guIdance, oversee and
support Operatmg UnIts m the strategIc plannmg process.

• SHOW SLIDE 7 THE USAID STRATEGIC PLANNING PROCESS
In STEP 11, Operatmg UnIts develop theIr Customer SerVIce Plans
and develop and submIt theIr StrategIc Plans (whIch mclude Results
Frameworks) These two pIeces of the development planmng pIcture WIll
be dIscussed m detaIl shortly We WIll come back to them once we have
ftnlshed gomg through the whole plannmg process

In STEP 12, RegIonal Bureaus manage the Agency revIew of StrategIc
Plans for theIr Operatmg UnIts PPC, M, G, and BHR reVIew the
plans (If plans are from Bureau operatmg umts, mIssIOns contrIbute to the
reVIews

In STEP 13, Operatmg Umts and AA's agree to Management
Contracts, WIth clearance from PPC, M, G and BHR Management
contracts are documents m theIr own nght The baSIS of the management
contract IS the strategIc plan - It mcludes the agreed-upon strategy,
resources levels by SO, and results reportIng requIrements

In STEP 14, Operatmg UnIts fmalIze theIr Performance MOnItormg
Plans Elements that go mto these plans wIll be dIscussed m the module
on Momtonng and Evaluatmg Performance

At STEP 15, Operatmg UnIts Implement theIr StrategIc Plans
(AchIeVIng) and collect results data (Momtonng and Evaluatmg
Performance)

• SHOW SLIDE 8 THE USAID STRATEGIC PLANNING PROCESS
In STEP 16, Operatmg Umts prepare and submtt annual R4s, and (17)
Operatmg Bureaus revIew the results and resource requIrements m the
R4s The R4 can be prepared and submItted m two parts, one dealmg WIth
results, and the other, perhaps later, dealmg WIth resources bemg
requested for the next round It wIll be up to Bureau dIscretIon as to how
and when the R4 IS submItted

11
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• In STEP 18, Operatmg Bureaus and Operatmg Umts revIew and revIse
the Management Contracts (If necessary) If there are any changes to the
Management Contract, we're essentIally back to STep 13 m the cycle
If there are no changes to the Management Contracts, then we're back to
STEP 15 m the cycle ThIs IS a good tIme to put up SlIde 33 There are
several possIble reasons for amendmg the StrategIc Plan, the reportmg of
compellmg data at the tIme of submlttmg the R4 bemg one of them

• In STEP 19, Operatmg Bureaus provIde an analytIC overvIew of results
m therr regIOns m conjunctIon WIth annual Bureau Budget SubmISSIOns
The data for thIs overvIew come from the R4s from each operatmg urnt

• Then, usmg the revIews from the Bureaus and other sources of
InformatIOn, PPC reports results that demonstrate progress toward Agency
Program Goals and documents lessons learned m StrategIc Planmng
Dependmg on the results demonstrated and the lessons learned, the
Agency may deCIde to revIse the Agency StrategIc Planmng Framework
or, If no reVISIOns are called for, move to and start the cycle over agam

On the baSIS of the R4s, In STEP 20, Operatmg Bureaus assemble and
subnnt Bureau Budget SubmissIOns and STEP 22, M and PPC reVIew
Bureau Budget SubnnsslOns and m STEP 23, M prepares annual
budget request for OMB and Congress and, eventually, m STEP 24
OMB and Congress estabhsh annual budget amounts, and we cycle
back to (1) or (3) There are three key managmg-for-results crItena
for budget allocatIons (m addItIon to other cntena) the results data, the
analysIs of those data, and the Judgment based on that analysIs

CUSTOMER SERVICE PLAN

40nnn

Now, talk about the Customer ServIce Plan m detaIl

12



Plannmg

•• SHOW SLIDES 9 AND 10 TEN PRINCIPLES OF
PARTICIPATORY DEVELOPMENT Talk a httle about Atwood's
Pnnclples on PartICIpatory Development Just remmd the partICIpants that
they stIll hold under reengmeenng-mdeed, even more so than ever
Several of these prmclples-all but 7 and 9-are espeCIally relevant to
customer servIce plannmg

• SHOW SLIDES 11 AND 12' IS OUR APPROACH
PARTICIPATORY? Then move mto LaVoy's seven pomts and how
they apply to planmng DIane LaVoy IS a SpeCIal ASSIstant to the
AdmInIstrator, whose charge IS to help develop and promote Agency
strategIes for mcreasmg partICIpatIon m all phases of the Agency's
development work For more mformatlOn on these two overheads, see
"How to Recogmze a Participatory Approach "

• SHOW SLIDE 13. Not only should we plan m a partIcIpatory, customer
mvolved way, but we are now reqUired to do so

But, let's remember and acknowledge that a lot of what we have been •
domg m plannmg before re-engmeenng has mvolved our customers, so a
lot of thIs Isn't really new (Sohclt a few examples from partIcIpants )
An early precursor of the CSP was SOCIal Soundness Assessment Also,
much of what we do m gender analysIs IS very customer-focused

The dIfference now IS that we are much more systematIc about mcludmg
a customer focus AND about mcludmg the customer m the process,
InStead of Just makmg the customer the passIve subject of the process

• SHOW SLIDE 14: One of the key mechamsms for mcreasmg customer
focus IS the development of the CSP OperatIOnal umts must do a esp,
but the plan IS not approved by USAIDIW EVIdence of a conscIentIously
done CSP WIll show up m the StrategIc Plan, however, whIch lS approved
by USAID/W The sole purpose of the CSP IS to ensure that our
plannmg, achIevmg and momtormg and evaluatmg performance are
partICIpatory and, therefore, well mformed

As Sher Plunkett, the Agency champIOn of customer servIce plannmg
says "We aren't domg our Job unless our programs' resources move
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Fip
Chart

a
Overhead

Transparency
Needed

through mtermedlanes and reach end-users on tune and m adequate
amounts to get the results we and our customers agree on "

• SHOW SLIDE 15. THE CUSTOMER SERVICE PLAN SHALL
INCLUDE. Accordmg to the Plannmg Drrectlves, a CSP must mclude
several elements That's the product, whIch will be used to help guide the
entrre operatIOns process, but how do we get to that product?

• SHOW SLIDE 16 CUSTOMER SERVICE PLANNING (emphasIs on
the process, not Just the plan) has four stages

(Refer to Plunkett's "Guzdelmes for Developmg Customer Servzce Plans"
for more detail )

IdentIfy customers (We talked about thIs m an earher module)
These are the people who receive products or services as a result
of USAID development actIvities They can be ultunate
customers-the people at the end of the development assIstance
cham-(farmers, water users, men and women who want to have
smaller famthes), or they can be mtermedlate customers (e g , the
extension agents who work With farmers or the InstItutiOns that
tram extensIOn agents, the pyas that are estabhshmg water-user
aSSOciatIOns, or the chmc workers who provide family planmng
services)

Lmk USAID's assIstance to Its customers through Its
mtermedianes Usmg the customer hst, map the flow of what
USAID proVIdes through mtermediary lInks to the l·ulttmate
customer" for whom USAID's assistance IS mtended We can then
analyze the dIfferent roles each lmk m the cham plays m achIevmg
the results we and our customers want

• Put a sunple example on a flip chart (see Fe 2, at end of module)
USAID gIves a grant to a PYa, one of Its mtermedlate customers, but
also a partner The PVO traIns commumty famtly planmng workers, who
are, then, also mtermedlate customers and partners (Put thIs m a box m
the mtddle) The workers provide famtly planmng services to villagers,
who are the ultImate customers

14
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• Show Shde 17 Customer SerVIce Plannmg Get customer feedback on
needs and performance Usmg mformal and formal assessment methods,
survey to fmd out from our customers whether we are provIdmg what they
require, how well we are performmg as a service provider, and how our
performance compares WIth others Tlns customer surveymg gives us the
mfo we need to re-assess our servIce delIvery processes and make
changes

Set performance standards WIth the feedback from customer
surveys, we can specify what we mtend to do regardmg our
service performance (I e , our service pnnczples), and develop
measurable mdlcators for performance (I e , our service standards)
so that we can momtor and lffiprove performance m service
delIvery to aclueve development results

•
• SHOW SLIDE 18 An Important note. The mvolvement of customers

m plannmg IS essentIal, but customer needs and wants are not the only
dnvers of USAID strategic plans There are other consIderations,
espeCially Agency parameters and externally lffiposed requirements

• SHOW SLIDE 19 Where Does the CSP FIt In? How often do we do
a CSP? As often as necessary What If we have a strategic plan m place
now? Should we walt until the next planmng effort (say, m 4 or 5 years)
to do a CSP? No Do It now, and let Its results guide current activIties
and future strategic planmng

If tlffie permIts, use matena! from Plunkett's "Uncle Sher's MaxlIIls" to
talk a lIttle about what makes a good CSP Also, remmd partiCIpants
about the examples ofCSPs - the Agency's, Jamaica's, and Guatemala's

CUSTOMER SERVICE EXERCISE (LARGE GROUP)

•

20mm. • ThIs IS a bnef large-group exerCIse alIIled at remforcmg what we
mean by talkmg to the customer and developmg prmciples and
standards as part of the customer servIce planmng process The
exerCIse consISts of a 5-mmute role play mvolvmg two tnstructors
or one tnstructor and one volunteer from among the partICIpants,
a 5-mmute silent penod m wlnch partICIpants IdentIfy one or two
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prmcipies for nnprovmg customer servIce and one standard of
performance for each, and then a 10-mmute sharmg of products
and dISCUSSIon Keep It short and snnple

5-mmute Role Play ThIs IS essentIally a role play m
whIch a customer IS mterviewed by someone who wants to
learn how that customer mIght be better served (e g ,
through nnprovements m products or servIces provIded to
the customer) Any proVIder-customer context could do
here (e g, a McDonald's representatIve tallang to a
consumer, a doctor's office representatIve tallang to a
patIent, a USAID-funded contractor tallang to the reCIpIent
of that contractor or grantee's servIces, and so on)

PrIor to the role play, the other partICIpants m the class are
Instructed to observe carefully, and to take notes on Ideas
for developmg one or two customer servIce prmciples that
USAID could adopt for Improvmg the delIvery of the credIt
and trammg (e g, "USAID WIll ensure that
mIcro-entrepreneurs' credIt applIcatIOns are processed m a
more tImely way") and for developmg a performance
standard for each (e g, The average amount of tIme
between receIpt of a credIt applIcatIOn and notIficatIOn of
a decISIon regardmg the applIcatIon shall not exceed 30
days)

In the role play, the proVIder mterviews the customer about
the product or servIce, specIfically about how It currently
works and how It can be Improved to mcrease Its overall
effectIveness For example, a USAID employee or partner
mIght mterview a person who m some way IS
representatIve of a target group of mIcro-entrepreneurs who
are receIvmg credIt and trammg through a USAID
program The focus of the mterview would be on whether
the credIt and trammg are bemg prOVIded m a tnnely, faIr,
and useful way, so as to maxmuze the customers'
satIsfactIOn WIth the products and the way m whIch they
are delIvered and to maxmuze the effectIveness of the
trammg and credit m producmg the deSIred results

16
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5 MInutes of IndiVIdual Work Ask partIcIpants to
IdentIfy one or two prmclples that could guIde the provIder
(e g , m thIs case, USAID's partner that IS dlspensmg
trammg and credIt) to do a better Job of servmg the
customers (e g, mIcro-entrepreneurs) Then for each
prmclple, IdentIfy one performance standard

10 Mmutes of Sharmg and DISCUSSion Have
partIcIpants call out therr prmcipies and standards and
record some on flIp charts DISCUSS them, WIth a focus on
the extent to whIch observmg these prmcipies would
Improve customer satIsfactIOn and program effectIveness m
aChIevmg results

THE OPERATING UNIT'S STRATEGIC PLAN

20 min

•

•

• SHOW SLIDE 20. THE STRATEGIC PLAN ThIs overhead gIves the
drrectives' deSCrIptIon of the StrategIc Plan The StrategIc Plan replaces
the bureau-specIfic planmng documents used heretofore The strategIc
plan IS comprehensIve-It mcludes SOs and a deSCrIptIOn of how the
operatIng urnt plans to use resources to accomplIsh them

• SHOW SLIDE 21: COUNTRY STRATEGIC PLAN StrategIC Planmng
for a country program wIll mclude all USAID program fundmg proposed
for allocatIOn to the country, mcludmg fundmg m support of centrally
managed global programs, food aId, and research actIVItIes Plannmg for
regIOnal and global programs must mclude program funded aCtIVItIes that
are (a) regIOnal or global m nature, (b) bIlateral programs for whIch the
central operatmg urnt has drrect responsIbIlIty, and/or (c) actIVItIes that
have bIlateral Impact and are managed by a central operatmg urnt due to
management effiCIencIes

ExceptIOns to the strategIC planmng process are start-up programs and
emergency programs See drrectIves for detaIls
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Plannmg •• SHOW SLIDE 22 EmphasIZe the lll1portance of Jomt programmmg and
planmng, partIcularly between country operatmg umts and Global
EmphaSIS here IS on better plans, aVOldmg surprIses when the plans come
mto USAID/W, and gettmg results' There Isn't any speCIfIC guIdance
here, so there may be some trIal and error m developmg effectIve
relatIOnshIps and effiCIently conductmg Jomt actIvItIes Here IS where the
concept of VIrtual teams comes mto play, e g , teams that commumcate
vIa e-maIl more than they do m person

• SHOW SLIDE 23 STRATEGIC OBJECTIVE ThIs defimtlOn has not
changed substantIally smce before reengmeerIng

• SHOW SLIDE 24: STRATEGIC OBJECTIVE ThIs overhead presents
the key features of a StrategIc ObjectIve IfpartICIpants are famIlIar WIth
SOs under the PRISM system, they should have no trouble here Note,
though, that the dIrectIves IdentIfy SItuatIOns m whIch an SO may have
more than one dImensIon - e g , when two very mterrelated results are
bemg sought, or when the program to achIeve two very related results IS
a very mtegrated program Also, note the "typIcally" m front of 5-8 •
years SOs bemg sought under very uncertam condItIOns or m transItIOnal
SItuatIOns (e g , m EN!) could very JustIfiably be for less than 5 years

• SHOW SLIDE 25: OBJECTIVES We need to defme the types of
strategIc objectIves mcluded m the reengmeered system

BI-Iateral and RegIOnal/Global StrategIC ObjectIves are lIke
strategIC ObjectIves under the old system-each of them IS umque
to and managed by an operatmg urnt

Strategic Support Objectives (SSOs) are RegIonal or Global
Bureau development ObjectIves that rely partly on the results of
actIvItIes performed by the bureau and partly on the results of
actIvItIes performed by other operatmg urnts, such as mISSIOns
These objectIves allow Global and other bureaus to relate theIr
support actIVItIes to the hIgh-level development results toward
whIch they are aImed For example, Global may be developmg
a new vaccme m order to ultImately reduce the mCldence of a
partIcular dIsease (whIch IS a slgrnficant development result)

18 •



•

•

•

Plannmg

Global develops the vaccme, but It relIes on mIssIons to dIstrIbute
the vaccme and ensure ItS proper use It's really ajomt ObjectIve
the mIssIons will most lIkely be mc1udmg reduced mCIdence of the
dIsease m theIr SOs, and Global wIll be adoptmg reduced
mCIdence as ItS SSO

SSOS represent an attempt to allow Global and other central or
regIOnal bureaus that are provIdmg crItIcal support to mIssIons'
development efforts to relate that support to development results
The less attractIve alternatIve would be to reduce Global to low
level strategIC ObjectIves, whtch are separated from the htgher
level development results toward whtch they are aImed The aIm
here IS to relate all aSSIstance actIVItIes-mcludmg Global's-to
sIgmficant development results In effect, those development
results are shared by Global and the mISSIOns
A Special Objective IS one that has lImIted development Impact,
and, therefore, does not qualIfy as a full-fledged SO SpeCIal
ObjectIves can mc1ude ObjectIves that respond to earmarks, mvolve
phasmg out a major development effort, try somethmg exploratory
or experunental, or mvolve research that contnbutes to an Agency
ObjectIve

• SHOW SLIDE 26 RESULTS FRAMEWORK ThIs slIde and the next
one mtroduce the centerpIece of the StrategIC Plan, the Results
Framework

Some dIfferences between the Results Framework and the PRISM
ObjectIve Tree

The Results Framework represents an attempt to be more explICIt
m Its emphaSIS on causallmkages, and less bound to levels m a
hIerarchy Under PRISM, we have observed the tendency of some
operatmg umts to try to make everythmg at one level of the
objectIve tree-e g , the program outcome level-relatIvely equal
m Importance In the Results Framework, the emphaSIS IS on how
thmgs relate causally, regardless of relatIve Importance or
chronology The Results Framework tnes to aVOId forcmg thmgs
mto a lmear sequence, when m real lIfe thmgs are sometImes
CIrcular m theIr unpact
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• SHOW SLIDE 27 RESULTS FRAMEWORK The Results
Framework mcludes more detaIl to elaborate the development hypothesIs
than dId the PRISM objectIve tree How much detaIl? Enough to
elaborate the development hypotheses Also mcluded are detaIls about
resources and partners

• SHOW SLIDE 28 RESULTS FRAMEWORK CHART ThIs IS an
IllustratIOn of what a Results Framework mIght look lIke Note We, the
trammg team, are not particularly fond of how the dotted-Ime boxes have
been mcluded on the nght The top dotted-Ime box IS mtended to show
an mtermedlate result that has an Impact on many of the others m the
framework e g , changes m polIcy are expected to affect mcreased
access The dotted lmes are not effectIve m showmg the lInkages The
bottom dotted-Ime box IS mtended to represent another SO m the operatmg
umt, a democracy and governance SO and how It affects results under thIs
educatIOn SO, but agam the lInkages are not depIcted (There used to be
lmes connectmg the three dotted-Ime boxes, but they added even more
confusIOn, so we took them out )

• SHOW SLIDE 29 ThIs overhead prOVIdes a summary of all the
mformatlon that needs to be mcluded m the StrategIc Plan

• SHOW SLIDE 30: ThIs overhead breaks out m detaIl what IS mcluded m
SectIon IT of the plan Under "IllustratIve Approaches," note that
USAID/W does not want all the detaIls of how the results are to be
achIeved Indeed, under a fleXIble approach, these detaIls cannot be
spelled out Refer to the dIrectIves for more detaIl on all of thIs

• SHOW SLIDE 31- ThIs overhead lays out the four key elements m the
management contract (See 201 5 4 k of the draft Plannmg DIrectIves for
more detaIls )
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• SHOW SLIDE 32 There IS lIttle to add to what's already on the
overhead

I

• SHOW SLIDE 33 Note that we WIll now be budgetmg by strategIc
ObjectIve ThIs chart shows the kInd of budget mformatlon that WIll be
mcluded m the Results RevIew and Resource Request

•

•

PLANNING EXERCISE

55 IDlD

• Break PartIcIpants mto SO-related small groups and, dependmg on where
the operatmg urnt IS m the plannmg cycle, do eIther ActIvItIes A and C or
ActIvItIes B and C

ACtIVIty A

WorkIng from your StrategIc ObjectIves Results Framework

IdentIfy one key servIce or product that IS expected to reach the
ultImate customer as a result of the operatmg umt's program,

Layout the step-by-step process that moves from the actIvItIes
dIrectly performed by the operatmg urnt, through the actIvItIes
performed by the operatmg umt's partners and other actors, to the
fInal step m whIch the ultImate customers receIve the servIce or
product

IdentIfy, m very specIfIc terms, all the customers along thIs cham,
mcludmg both mtermedlate and ultImate customers

DecIde how you WIll obtam useful mformatIOn from your
mtermedlate and ultImate customers on theIr needs and theIr
perceptIons ofperformance m meetmg those needs

Prepare a set of flIp charts that clearly document steps 1-4

FmIsh thIs ActIVity m 45 mmutes
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•ActIVIty B

WorkIng from the operatmg urnt's current strategic plan, adapt It to meet
the spmt and letter of the new re-engmeered approach to strategic plans
(especially, make the changes-or Identify what needs to be done-m
order to move from the objective tree of SOs and POs to a Results
Framework) Document your changes and plans on flip charts

FlIDsh thIs ActiVity m 45 mmutes

ActiVity C

To complete the exerCise, do either a bnef report out by one or two small
groups or a gallery walk, m whIch group representatives explam therr
products to partIcipants as they come by and study the flip-charted product
on the wall

FlIDsh thIs ActiVity m 10 mmutes

If there is time left you might want to conduct a bnef large-group diSCUSSIOn •
on the followmg tOPiC

HOW DOES THIS CHANGE HOW WE DO BUSINESS?

Tramers lead a large group diSCUSSion m whIch participants Identify the
implIcatIOns of usmg the Customer Service Plan, the Results Framework, SO
Teams, etc, for the way they have traditIOnally done thmgs m the Operatmg
Urnt If time permits, the group identlfies actIOns that need to be taken or
orgamzatlOnal arrangements that need to be made m order to facIlItate the
effectiVe nnplementatIon of the new plannmg system
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4t THE NEW USAID OPERATING SYS
FOR PLANNING, ACHIEVING & JUDGING

RESULTS ACCOMPLISHMENT

*** RESPONSIBILITY, EVENT & DOCUMENT ***
Draft dated 5/22/95

Organization Event Document

I. PLANNING

I-A. PARAMETER SETTING

Bureau Prov1de to New M1ss1on or Management
Ass1stant Off1ce D1rectors and AID Letter
Adm1n1strators Representat1ves Bureau (per10d1c)
(AA's) gu1dance on the strateg1c

d1rect10n of the program, key
management or strateg1c
1ssues, resource parameters,
and any spec1al or fore1gn
po11cy 1nterests

M and PPC Prov1de plann1ng and resource Parameter
parameters to Reg10nal, the G, Not1f1cat1on
and the BHR Bureaus

Reg10nal & Prov1de operat1ng un1ts level Parameter
Central plann1ng and resource Not1f1cat1on
Bureaus parameters

Operat1ng Un1t Ensure that OU staff,
customers and partners
understand USAID/W parameters

I-B. PLANNING:

4t 23



OperatJ.ng UnJ.t
(MJ.ssJ.on or
OffJ.ce)

Constant dJ.alogue wJ.th
partners and customers to
determJ.ne the areas J.n whJ.ch
USAID, partner and customer
J.nterests overlap

Develop the Customer ServJ.ce
Plan1 (perJ.odJ.c wJ.th updates
annually) whJ.ch shall
+ IdentJ.fy who the operatJ.ng
unJ.t's customers and partners
are, what types of servJ.ce
delJ.very relatJ.ons they
reflect, and how they are
lJ.nked both to USAID and to
each other
+ IdentJ.fy and descrJ.be the
servJ.ces beJ.ng, or planned to
be provJ.ded by the OU to J.ts
customers and partners, and
J.ndJ.cate the pOJ.nts of contact
for each servJ.ce
+ ExplaJ.n how customers have
been surveyed to determJ.ne
theJ.r needs and theJ.r
perceptJ.ons of the serv1ces
be1ng provJ.ded by the
operat1ng unJ.t, and when they
w1ll be surveyed aga1n so that
theJ.r feedback becomes an
1mportant source of
J.nformat10n gU1d1ng OU, SO and
RP operat10ns
+ Ident1fy how customers and
partners wJ.ll be J.ncorporated
J.n the strategJ.c plannJ.ng
process

Customer
servJ.ce plan •

•

J The customer servrce plan may be developed OUI of the strateg.c pkmmng process ", parallel or before the
slraug'c planning process begzns dependzng on where the operat",g WIlt IS In terms of the planning cycle 2 4 •
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Results
Framework

Performance
Mon1tor1ng
Plan

Strateg~c Plan

Strateg2c Plan
Amendment

The OU dec2des, w~th~n USAID/W
establ~shed parameters and 2n
conJunct20n w2th partners and
customers, that a new
Strateg2c Plan (SP) or
Strateg1c ObJect1ve (SO) 2S
des1rable and feas1ble The au
1dent1f1es a process for
develop1ng the strateg1c plan
wh2ch would 2nclude the
follow1ng elements
+ Present and expla1n the OU's
V2S20n for ach2ev2ng
susta2nable development 1n a
manner cons1stant w2th
2dent2f2ed needs of customers
and partners
+ Ident2fy teams to develop
each aspect of the SP, SO(s),
and deal w1th over arch2ng and
cross cutt2ng 1ssues USAID
w2ll do J02nt plann2ng and
therefore teams w1ll 2nclude
relevant G, BHA or PPC staff
and or OU w2l1 consult w2th
key USAID/W staff dur1ng the
process to prov1de 1nformat2on
on the d2rect2on of the
strateg2c plan and el2c2t
feedback
+ Ensure that the teams
clearly understand and accept
agency parameters
+ Develop a schedule
+ Prov2de teams w2th an
overv2ew of the strateg1c
plann1ng process and key
pr2nG2ples
+ Ident2fy the products that
w2ll be requ1red from teams
+ Schedule progress reV2ews to
present f2nd2ngs, exchange
1nformat1on and make
dec1s1ons
+ F1nal1ze SP acceptable to
the OU D2rector
+Subm2t the Strateg2c Plan to
USAID/W for formal reV2ew
+Select staff to part2c2pate
1n the USAID/W reV1ew process

Operat2ng Un~t Operat2ng Un2t Strateg2c Plan
(OU)

•



Bureau M's ~n

consultatlon
wlth M/Bud ,
LPA,PPC, G, &
BHR

Bureau AA's

The cogn~zant Bureau AA cha~rs

an agency rev~ew of the SP/SO
and e~ther approves the SP/SO,
d~sapproves the sPjso or
prov~des the au w~th

add~t~onal gu~dance on ~ssues

that must be further explored
~n attempt~ng to obta1n
approval

SP/SO approval ~s documented
~n a management contract
between the Bureau AA and au
D1rector The agreement spells
out the understand~ngs between
the organ~zat~onal un~ts,

~ e , SO, Results Framework,
T~me Frame for accompl~shment,

ant~c~pated yearly and total
program and operat~ng expense
fund1ng requ1rements,
personnel FTE) requ1rements,
and any necessary delegat10ns
of author~ty

I-C. BUDGETING.

Management
Contract
(Agreement
between Bureau
AA and
Operat~ng Un1t
D1rector)

26
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Reg10nal
Bureaus, G,
BHR, PPC &
M/Bud

RP Teams

SO Teams

Results ReV1ew and Resource
Request (R4) (annual) The R4
1S subm1tted 1n the Spr1ng by
all OU to the1r cogn1zant
operat~ng bureau The R4 w111
conta1n results report1ng
1nformat10n on the on-g01ng
ach1evement of the strateg1c
obJect~ves, re-valldate the
log~c and prem1ses of the
strategy, and Just1fy the
resource request Wh1Ch should
be cons1stent w1th progress to
date and proJected resourse
requ1rements The Results
ReV1ew & Resource Request (R4)
subm1ttal and approval process
that leads to
1) allocat10n of the next QYE
1n October Thru December and
2) subm1ttal of the CP 1n
January of the next calendar
year

Note some bureaus may
separate the R4 1nto two
components to manage the
process, however, the
substance and purpose of the
report w1ll rema1n the same

RP teams meet and reV1ew
performance (see Informat10n
for Performance Management
below), p1pe11ne, burn rate
for ong01ng act1v1t1es and
est1mated cost for new
act1v1t1es RP progress and
proJected fund1ng requ1rements
are entered 1nto the
computer1zed data base

The SO teams w1th1n the OU
meet and reV1ew RP
performance The teams comp11e
the1r report on SO performance
and resource requ1rements and
enter them 1nto the
cornputer1zed data base .

Results ReV1ew
& Resource
Request (R4)

R2 plus R2 of
R4

RP-R4 INPUT

SO-R4 INPUT

27



au D~rectors The au rev~ews SO Progress and R4 FINAL
Resource Requests, prepares
the R4 and subm~ts ~t to
USAID/W •

Bureaus

Bureau AA's

M/budget, PPC
& LPA

LPA, PPC, &
M/Budget

Bureaus

OU & SO Teams

The cogn~zant operat1ng bureau
reV1ews each operat10nal un1t
R4 1n consultat1on w1th M,
PPC, G, and BHR as
appropr1ate Central Bureau
R4s w1ll be rev1ewed 1n
consultat1on w1th M, PPC,
reg10nal bureaus and BHR as
appropr1ate

R4 Wash1ngton Rev1ew
+ The cogn1zant operat1ng
bureau develops a Bureau
Budget Subm1ss10n for PPC and
M reV1ew
+ Consultat1ons between PPC,
M, and the operat1ng bureaus
regard1ng the ABS f1gures
+ PPC and M 1n consultat1on
w1th State develop the Agency
Budget Subm1ss10n (ABS) for
OMB
+ Operat1ng Un1ts are 1nformed
of f1nal dec1s1ons regard1ng
resource allocat10ns

Prepare CP 1n consultat1on
w1th the Dept of State & OMB
and subm1t to OMB

Congress passes leg1slat10n
and appropr1ates funds to
USAID Leg~slat10n 1S rev1ewed
and Bureaus are prov1ded w1th
gU1dance for the development
of country and off1ce level
OYB's

ReV1ew fund~ng ava~lab1l1t1es,

prev10us R4 reV1ew results and
Management Contracts and
prepare country and off1ce
level OYE allocat10ns

ReV1ew OYB, So & RP Team
fund1ng requ1rements &
allocate funds to RP Teams for
1mplementat10n

Input to
Parameter
Not1f1cat1on

Bureau Budget
Subm1ss1on
(ABS)

Agency Budget
Subm1ss1on
ABS)

Input to
Parameter
Not1f1cat1on

Congress10nal
Presentat10n

Bureau OYB
Notl.f~cat~on

Operatl.ng Un1t
OYE
Not1f1cat10n

28
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Operat~ng

Un~ts

M/Budget

Operat~ng Un1t

Operatlng Un1t

Congress~onal Not~f~cat~ons

(CN's) must be subm~tted for
all SO's approved out of cycle
and requ~r~ng fund~ng ~n the
FY of approval However, 1f an
SO ~s approved pr~or to
subm~ttal of the Congress1onal
Presentat10n (CP) ~t can be
1ncluded 1n the CP and a
separate CN w~ll not be
requ1red

Once Congress has been
properly not~f1ed e~ther

through the CP or CN process,
M/Budget 1n conJunct~on w~th

the cogn~zant Bureau, w~ll

adJust the Bureau and OU,
OYB's and, when funds are
avallable, allot the agreed
f~rst year funds (OYB) to the
OU

II. ACHIEVING·

Once the SO has been approved
the OU, ~n conJunct1on w~th

~ts partners and customers, 1S
responslble for del~ver~ng the
SO w1th~n t~me and budget

The OU would then reV1ew the
compos~t~on of the SO team
that d1d the ~n1t1al plann1ng
to determlne adequacy of
membersh~p for the
lmplementat10n phase and make
any necessary adJustments
Strateg~c obJect~ve team(s)
w~ll cons~st of the core and
extended groups, partners,
agents and customers

Congress~onal

Not~f~cat~on

Rev~sed OYE
Not~f~cat~on
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OU & SO Team All subsequent understand1ngs
and agreements as to scope and
author1t1es of the SO Team and
1nd1v1dual members must be
documented w1th1n the
"Automated Informat1on &
Operat1ng Data base" to Wh1Ch
all Agency personnel w111 have
access

ProV1s10n of gu1dance,
requ1rements, and author1t1es
to teams Wh1Ch 1nclude
+Spec1f1c results to be
ach1eved
+Performance measurement and
report1ng requ1rements
+The author1t1es delegated to
the team
+The budget
+Other requ1rements or
cond1t1ons

SO Team
Understand1ngs
(Agreement
Between
Operat1ng Un1t
D1rector and
SO Team)

•

•
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The newly reauthor~zed SO Team
~s then free to proceed to
de11ver the agreed to results
+Teams set up an approach for
~mplementat~on

+Teams prepare results
packages to accomp11sh the
result(s) under the1r purv~ew

-The SO Team would then
organ1ze the results to be
de11vered and the means to
del~ver them ~nto new
temporary management un~ts

called "Results Packages" All
SO's w~ll have one or more
Results Package(s) If ~t ~s

dec1ded that the SO team w1ll
manage the tota11ty of
~ntervent~ons to del~ver the
SO then one RP w1ll be
establ1shed wh1ch 1S 1dent1cal
to the so The SO/RP team w~ll

enter all understand1ngs as to
scope, author1t1es and
respons1b~11t1es 1nto the
"Automated
Informat1on/Operat1ng Data
Base" However 1t 1S
ant~c1pated that most 50's
w111 cons~st of more than one
RP

At some po~nt after the SO ~s

establ~shed the SO Team would
rece~ve ~ts f~rst OYE
allocat~on The so Team would
then dec~de ~f ~t w~ll

obl~gate funds wholly or
part~ally under a 5trateg~c

ObJect~ve Agreement (50AG) or
under RP's through contacts
and grants In the case of
SOAG's the SO Team w~ll need
to dec~de on wh~ch bas~s for a
legal obl~gat~on 1t w~shes to
proceed The SOAG can e1ther
deta1l the fully planned
act1v~t1es for wh1ch ~t w1ll
obl~gate funds or 1t can lay
out the cr1ter~a by wh~ch ~t

w~ll allocate obl1gated funds
to Result Package

In~t~al

Env1ronmental
ExamJ.natl.ons
( lEE)

Memorandum or
Letter of
understand1ng

Implementat10n
Plan

Budgets

M1nutes of
meet1ngs

SO/RP
Understandl.ngs
(Agreement
between SO &
RP Teams)

Statutory
checkl1st

L1m1ted Scope
Agreement

Strateg~c

obJect1ve
agreement

Implementat~on

letter
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SO Team

SO Team

RP Team

The SO Team In establlshlng
Results Packages (RP's) w~ll

exam1ne the human resources
ava1lable, both techn1cally
and managerlally, the nature
of how results, from the
results framework, could be
log1cally grouped, the
pre11m1nary plans for
1nterventlons to ach1eve
results and other relevant
factors 1n develop1ng posslble
RP's
Establlshment of results
package team(s) (1n some
cases, thlS may be synonymous
to the strateglc obJectlve
team)

The SO team would then
ldentlfy potentlal RP leaders
and enter 1nto dlScusslons
w1th them on the establlshment
of RP's (In many cases the RP
leaders wlll llkely be members
of the SO Team )

The potentlal RP leaders would
then exam1ne the results to be
produced, ldentlfy new
potentlal RP Team members and
then layout plans (analyses,
actlv1t1es, lntermedlate
results, requ1red resources
and tlme tables) requ1red to
produce the RP results.

•

•
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SO/RP Teams

RP Teams

The RP plans would be
d~scussed w~th the SO Team and
when agreement was reached all
understand~ngs (scope,
approach, tact~cs, tools,
fund~ng requ~rements,

author~t~es and
respons~b~l~t~es) would be
recorded ~n the "Automated
Informat~on/Operat~ngData
Base" and the RP would be
formally establ~shed

The RP team would then proceed
to produce ~ts results, wh~ch

would requ~re, scopes of work,
commod~ty l~sts, wa~vers,

In~t~al Env~ronmental

Exam~nat~ons (~f not preformed
~n advance for the whole SO),
etc

RP Team
Understand~ng

(Agreement
Between SO
Team and RP
Team)

Team
membersh~p

Delegat~ons

Results &
t~meframes

Author~ty to
subobl~gate

obl~gated

funds or
obl~gate

unobl~gated

funds (Budget)

M~nutes of
Meet~ngs

Performance
Mon~tor~ng

Plan

Implementatlon
Plans

Management and track~ng of all
act~v~t~es w~ll be the Budgets
respons~b~l~ty of the RP Team,
but ~nd~v~dual members w~ll Wa~vers

have pr~mary respons~b~l~t~es

for each and every act~v~ty

•

SO Teams -When the RP team ~s ready for
funds (obl~gated or
unobl~gated) to fund
contracts, cooperat~ve

agreements, grants, RP
Implementat~on Letters etc I

~t w~ll request those funds,
~n accordance w~th prev~ous

understand~ngs w~th the SO
Team

RP Budget
establ~shed

w~th~n

automated data
base, based
upon spend~ng

author~ty
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RP Teams

SO & RP Teams

Upon rece1pt the RP Team would
author1ze the necessary
subob11gat1on/ob11gat1on

Teams prepare strateg1c
Ob]ect1ve closeout reports
when 1nd1v1dual RP's and when
the SO 1S completed

III. MnNITORING AND EVALUATING
PERFnn

.. " ,1f'.F

Letter of
Intent (pre
contract/grant
comm1tment)

Grant

Cooperat1ve
agreement

Contract

Inter-agency
agreement
(ob11gat1ng)

Inter-agency
agreement
(funds
transfer)

PASA
(Part1c1pat1ng
Agency Serv1.ce
Agreements)

RSSA (

Implementat10n
Letters
author1z1.ng
expend1tures
by Host
Governments

Closeout
Report

•

•

34 •



•

•

•

OU, SO Teams
and RP Teams

Operat1ng Un~t

Act~v~ty

Managers, RP
Teams, SO
Teams, &
Operat:Lng
Un:Lts

Both SO & RP Team members are
~nd~v~dually and collect~vely

respons1ble for cont~nuously

mon~tor1ng SO Assumpt~ons,

Hypotheses, the Results c1ted
1n the Results Framework and
Intermed~ate Results
estab11shed as RP's went 1nto
operat10n, cost, etc

Once a year the OU must
prepare 1ts Results Rev1ew and
Resource Request (R4)

Preparat~on of the R4 starts
at the level of 1nd~v~dual

act~v~t1es and ~s exam1ned at
each level up to that of the
Strateg~c Plan Items to be
exam~ned ~nclude

+Are results be~ng ach~eved

accord:Lng to plan?
+If ahead of schedule or
beh1nd schedule, why?
+Are expend1tures ahead of or
beh~nd schedule and how much
add~t~onal fund~ng ~s really
requ~red for the next few
budget years?
+Do assumpt~ons rema~n val1d?
+Do hypotheses appear to be
hold1ng?
+Are there any reasons to
reexam~ne the causal1ty
(log1c) of the Results
Framework?
+1s the SO/RP rece1v~ng

fund1ng as needed/agreed to 1n
the agreement between the
Bureau AA and the OU D1rector,
1f not what 1mpact w~ll th~s

have on the agreed to
performance agreement
(del~very of results)

Results
track~ng

report

1mplementat~on

plans

Evaluat10ns

Aud1tS

Research

R4 (R2-Results
Report)

R4 (R2
Results
Report)
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RP & SO Teams

USAID/W

RP & SO Teams

OU, SO & RP
Teams

All ~nformat~on and dec~s~ons

w1th respect to RESULTS and
RESOURCES are recorded at each
level w1th1n the "Automated
Informat10n/Operat1ng Data
Base" Any lessons learned or
problems that requ1re
add1t1onal analys1s (poss1bly
by G or CDIE) are also
recorded and act10n ass1gned

Feedback w111 be :l.n the form
of the next actual OYB
allocat:l.on and Congress1onal
Presentat:l.on plus the ab:l.l1ty
to exam1ne the deC1S10ns made
at each level w1th:l.n the
IIAutomated
Informat1on/Operat1ng Data
Base"

Performance Mon1tor1ng and
Evaluat10n for Improvement
(on-g01ng)

The operat1ng un1t through SO
& RP Teams develop Performance
Mon1tor1ng Plans wh1ch
1ncorporates the customer
serV1ce plan to fac111tate the
ach1evement of strateg1c
ob]ect1ves, enhance
organ1zat10nal learn1ng, and
meet report1ng and
accountab1l1ty requ1rements
(per1od1c) Necessary
evaluat10ns would also be
1dent:l.f1ed 1n the performance
mon1tor1ng plan

Informat1on Wh1Ch 1S produced
by the performance mon1tor1ng
system should prov1de the
bas~s for dec1s10n-mak1ng
regard1ng the management of
the program (on-g01ng)

R4 Automated
Data System
-Act1v:l.ty
Manager Input
-RP Team Input
-SO Team Input
-ou Input

OYB
Not:l.f1cat1on

Performance
mon1tor1ng
plan

Evaluat10n
reports

Aud1t Reports

Surveys

Research

36
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• HOW TO RECOGNIZE A PARTICIPATORY APPROACH
(if you bump mto It m a dark alley)?

Fust, some quotes from our leader (Statement of PrJ.ncJ.ples on
PartJ.cJ.patory Development, Nov 16, 1993)

IIFor our scarce funds to contrJ.bute meanJ.ngfully to the goal of
sustaJ.nable development the development approaches themselves
must be susta1nable They must be consJ.stent WJ.th the prJ.orJ.tJ.es
and values of those who wJ.ll have to sustaJ.n the effort after the
donor has left II

IIDevelopment assJ.stanc.e works best
(--) when J.t contrJ.butes to efforts that people J.n the recJ.pJ.ent
country are already attemptJ.ng to carry out,
(--) when J.t fUlly takes J.nto account the prJ.orJ.tJ.es and values
of affected groups(, and)
(-- when J.t consJ.ders) the degree of socJ.al consensus that a
natJ.onal government must count on to carry out and sustaJ.n
changes J.n polJ.cy or socJ.al and economJ.c programs "

" aJ.m to support the J.nJ.tJ.atJ.ves of (host country) communJ.tJ.es
and organJ.zatJ.ons II

" (open our technJ.cal analysJ.s) to debate by a range of experts
J.n the unJ.versJ.tJ.es and research J.nstJ.tutJ.ons of the recJ.pJ.ent
country "•
"We wJ.ll IJ.sten to the vOJ.ces of ordJ.nary people II

II test our expert analysJ.s agaJ.nst the realJ.ty experJ.enced by
affected populatJ.ons develop approprJ.ate ways J.n each country
context to consult wJ.th organJ.zatJ.ons representJ.ng the J.nterests
of small-scale farmers and busJ.nesspeople, slum dwellers, fJ.shJ.ng
communJ.tJ.es, trJ.bal groups, poor women, professJ.onal
assocJ.atJ.ons, envJ.ronmental, charJ.table, and development PVOs,
and other people whose experJ.ence provJ.des a needed realJ.ty check
on the assumptJ.ons and prescrJ.ptJ.ons of outsJ.de experts We
wl.ll sometl.mes fl.nd more confll.ct than consensus II

" assure that USAID proJects and programs are accountable to
the end user "

" strengthen the capacl.ty of the poor to take the next
steps "

"allow local reall.ty to drl.ve our programs, rather than to have
our procedures drl.ve our defl.nl.tl.on of local reall.ty "

"(Not) benefl.t only local elJ.tes

• "

"

focus on results experJ.enced by real people " 37
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But can we make all thIS language more concrete and useful?

Drawn from these pr1nc1ples, what follows 1S a set of
character1st1cs of approaches that one m1ght call
"part1.c1.patory" The approaches apply to v1rtually any part of
the development processes 1n wh1ch USAID
1S 1.nvolved

How well do these seven p01nts get at the pr1nc1.pal, most
fundamental character1st1cs of approaches that we would call
"part1.C1patory"?

1. Does the act1v1ty repond or contr1bute to efforts that
people 1n the host country are already try1ng to do? (Examples
fund1ng natural resource management act1V1.t1es of a prov1nc1al
level COmm1SS1.0n establ1shed at the 1n1t1at1ve of the local
commun1t1es, enabl1ng a government agency to 1mplement an
approach to elementary educat10n or to pr1mary health care that
was p10neered by local commun1ty organ1zat1ons )

2. How fully have the potent1al customers (or affected
populat1ons), as well as other local stakeholders, been consulted
to ensure that the program 1S cons1stent w1th the1r values and
pr1or1t1es? (Examples hold1ng focus group meet1ngs, consult1ng
a broad range of local experts, observ1ng behav1.or--such what
fam111es spend 1ncome on or what trad1.t10nal groups do--that
reveal pr10r1.t1es )

3. Does the approach prov1de greater V01ce and 1nfluence to the
poor and d1sadvantaged? (Example develop1ng norms that prov1de
for publ1c hear1ngs 1.n potent1ally affected cOmmUn1.t1es, br1ng1ng
organ1zat1.0ns representat1ve of the poor "to the table" 1n pol1cy
d1.SCUSS1ons between USAID and bus1ness or govenment leaders )

4. Does the approach (used 1n assessments, des1gn,
1mplementat1on, or evaluat1on) put 1nformat1on 1nto the hands of
customers (1nd1v1duals, organ1zat1ons, commun1t1es) that per.m1ts
them to hold USAID and 1tS partners accountable for the
usefulness of the ass1stance prov1ded? (Examples uS1ng broadly
representat1.ve adv1sory or reference groups to des1gn, mon1tor,
and evaluate act1.V1t1es, publ1sh1ng (1n local language)
1nformat1on about the development act1V1.t1es, g1v1ng local
organ1zat1ons access to budget 1nformat1on about umbrella grants
run for the1r benef1t )

5. Does the act1v1ty strengthen the capac1ty of 1nst1tut10ns
throughout the soc1ety to carry out programs that are respons1ve
to people'S pr1or1t1es? (Examples tra1n1ng local government
off1c1als to work 1n partnersh1p w1.th the 1n1t1at1ves of
ne1ghborhood assoc1at1ons, ass1st1ng host-country NGOs to develop
governance that loS more representat1ve of and respons1ve to the
commun1ty, strengthen1ng the knowledge base of local
un1vers1t1es, th1nk tanks, and agenc1es by employ1ng them l.n

•

•

•
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assessments, research, and evaluatlon )

6. Does the approach strengthen and broaden commun1cat10ns
among players 1n the development process? (Examples create
opportunltles for pOllCy dlScussl0n among publlC sector,
buslness, and non-proflts, enable communltles to be heard by
local off1clals and local offlclals to be heard by natlonal-Ievel
offlclals, enlarge the scope of permlsslble dlScusslon between
cltlzens and government or broaden the range of players who
partlclpate In the dlScusslon, to lnclude women and other groups
that typlcally are excluded )

7 Does the act1vlty or approach unleash lDnOvat1on and local
1nltlat1ve? (Examples lndlvlduals and faml11es adaptlng farmlng,
buslness, or sanltatlon technlques to dlfferent clrcumstances,
local or natl0nal-level lnstltutlons developlng new ways to
approach problems, organlzatlons of the poor tak1ng the next
steps 1n the1r communlty's development after the ass1stance
ends )

draft 1/11/95 dkalley2
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UNCLE SHER'S MAXIMS FOR CUSTOMER SERVICE PLANS

Sher Plunkett, Customer SerV1ce Off1cer, M/ROR

March 1995

USAID's Reeng~neer~ng efforts h~ghl~ght customer focus as a maJor
value, and both the Operat~ons Bus~ness Area Analys~s, and the
cable (STATE 94/323961) I drafted on Customer Serv~ce Plan
gu~dellnes prov~de ~nformat~on on operat~onal~z~ng ~t As
quest~ons have ar~sen and we have ga~ned ~ns~ght on effect~ve

outreach and del~ver~ng qual~ty programs to our customers, I have
Jotted down my ~deas on what a USAID un~t's Customer Serv~ce Plan
ought to be These "max~ms" are based not only on recent
exper~ence, but also on my exper~ence w~th sett~ng up and
operat~ng s~mllar act~v~t~es ~n several Mlss~ons, and
part~clpat~ng ~n act~v~t~es related to "customer serVlce" ~ssues

Slnce 1975

A Customer Serv~ce Plan states how a USAID un~t (a Mlss~on or
off~ce) w~ll ensure that ~ts program ma~nta~ns a customer focus
to address end-user needs more accurately, and thus del~ver

better results It speclf~es how the un~t w~ll learn about, and
ver~fy, customer needs and percept~ons, develop serv~ce qual~ty

standards, and ~ncorporate customer feedback ~nto ~ts operat~ons

A good Customer Serv~ce Plan

Belongs to those who operate 1t and use 1ts results
It should make sense to you, and be a useful management
tool for you, or ~t's a waste of t~me and
taxpayers 'money It prov~des mater~al for reportlng to
AID/W -- but that's not WHY ~t's there

Must be an 1n-house operat~on, emerg~ng from your own
efforts to base your work -- and your strateglc
obJectlves -- on a solld understandlng of your
customers' s~tuat~ons and needs Use consultants only
to supplement, not to replace, your un~t's efforts

Is systemat1c, and does not rely on ~ndlv~dual staff
efforts carr~ed out for ~nd~v~dual act~v~tles In
other words, ~t's not Just "what any good ProJect
Offlcer would do", but 1nst:Ltut:Lonal:Lzed In the un~t

Has a champ:Lon -- someone charged w~th malnta~nlng the
Customer Serv~ce Plan ~n the forefront of attent:Lon,
conduct:Lng customer outreach efforts, ensur:Lng that
f:Lnd:Lngs and lessons learned are d:Lssem:Lnated, and
ready to adv1se staff and top management on customer
serv:Lce lssues In fact, :Lt usually makes sense to
have two people one US and one FSN, to ensure
cont:Lnu:Lty over t:Lme



Is not a Just a survey, but uses a repertory of
research tools 1nclud1ng document reV1ew, observat10n, •
1nterv1ews, rapld appralsals, and formal surveys to
explore s1tuat10ns and ver1fy hypotheses about customer
needs, percept10ns, and serV1ce del1very
Systemat1cally uses results of long-term research
conducted by others to gU1de and 1nform assessments

Is consc10usly 1terat1ve, and bU1lds on 1tS foundat1on
of f1nd1ngs over t1me to grow and adapt to chang1ng
1nst1tut10nal and po11cy C1rcumstances

Uses good soc1al SC1ence to ensure va11d1ty and
rel1ab111ty of 1nformat10n

Systemat1cally tr1angulates 1nformat10n from several
sources, rather than rely1ng on only one perspect1ve
D1fferent 1nterests have d1fferent perspect1ves You
cannot depend on any s1ngle source

Reaches out to people who may not be "partners", or
d1rectly 1nvolved w1th USAID, but who may be customers
or can leg1t1mately speak for them

MaX1m1zes the use of local talent for customer serv1ces
assessments and surveys Relat10ns w1th local
profess10nals payoff as they come to understand •
USAID's needs they are ava1lable on short not1ce,
have the language sk111s, cost far less than
expatr1ates, can serve other cl1ents better because
they learn from work1ng w1th you, and 1t helps keep
them 1n the country where they are most needed --
further1ng development

Commun1cates f1nd1ngs and gets feedback from customers
to track 1nformat1on and trends systernat1cally, and
fac111tate collaborat1on

BU1lds on the strengths of FSN staff, who wlll ma1ntaln
and sustaln the plan 1n splte of the turnover of US
staff at post, but recognlzes that they are not
necessar1ly representat1ve of customers

Recogn1zes that no two un1tS have the same
conf1gurat10n of customers and partners, resources, or
operat1ng env1ronment, and therefore that a Customer
SerVlce Plan must be "custom-craftedn , even though
based on general Agency pol1cy and gUldellnes

Is founded on the concept that we aren't doing our Job
unless our programs' resources move through our
inter.mediar1es and reach end-users on t1me and in
adequate amounts to get the results we and they agree 42 •
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are des1red If our work only results 1n transferr1ng
serV1ces or commod1t1es to an 1ntermed1ary, that 1S not
suff1c1ent

Customer focus 1S t1ed to results, 1S based on team efforts, and
requ1res employee empowerment and acceptance of accountab111ty
But focus on the customer 1S what Just1f1es our development work,
and what we pr1ze 1n our aSSoc1at1on w1th USAID It's what we
s1gned on for The Customer SerV1ce Plan lays out how a un1t
makes sure that 1tS program meets the needs of 1tS customers

43



•

•

ILLUSTRATIVE INDICATORS FOR MEASURING THE FOUR CORE VALUES

PLEASE NOTE These are examples ONLyl Indicators should be designed to meet
your specific needs, and be meaningful to your program

Results Onentatlon Customer Focus

Strategic plans In place and used as a - Customers are IdentifIed and targeted, and
framework for decIsions linkages among customer networks examined

Planned operational and program • Customers Querted to ascertain their Interest
resultslimpacts are defined frequently or need for products/services
measured and fed back anto management
decISion making Customer service standards established,

agreed upon and used to measure
• Progress IS reViewed regularly against performance
targets or milestones

- Customer satisfaction (access, tlmehness,
Benchmark (baseline) 'nformatIon obtained cost product/service performance} IS

systematically and keyed to evaluation measured and verifIed regularly
cnterla

StrategIc objectives and Work Packages are
fleXible and adjusted to meet customer felt
needs based on dIalogue With customers

•

Teamwork & Participation

• Oemonstrated teamwork IS a factor In

indiVidual performance appraisal

- Staff at all levels contribute to strategic
planning performance monItOring, and major
program deCISions Management acts to
achIeve staff ownership of decIsIons and
actions

• Teams agree on obJectives of work, and
divISion of labor to achIeve objectIves

Management maintains proactive support for
team concept and team efforts

Customers and Partners are Included In
teams, With clear, active roles and
responSibilities

I Empowerment & Aeeountabffity

Management empt-asls IS on results rather
than overSight -on servIce outreach rather
than Internal control

- StaffIteam deCISion making authoflty IS
suffICient to carry out tasks effiCiently and
effectively and allow It to be accountable

• ObjectIves (results) defined at each level
match responSibility vested In personnel/team

• Staff are held accountable for gettIng work
done according to clear, agreed upon
performance standards



•
SERVICE QUALITY AND CUSTOMER SATISFACTION ASSESSMENT

Sher Plunkett, M/ROR

May 1995

Serv~ce qual~ty and customer sat~sfact~on may be usefully
measured along three d1mens1ons

1 The customer's V1ew of the IMPORTANCE of the serv1ce
you prov1de

2. The customer's assessment of HOW WELL you PERFORM the
serv1ce

3. The customer's V1ew of HOW the serv1ce you prov1de
COMPARES w1th other prov1ders.

Assess1ng your serv1ce qual1ty along these three d1mens1ons may
be done by Isurvey1ng" customers (1nformally or formally) w1th
regard to a ser1es of 1nd1cators, and ask1ng the customer to rate
each 1nd1cator from NOT IMPORTANT to VERY IMPORTANT on a scale
of, for example, one to f1ve Ind1cators for each of the three
d1mens1ons 1nclude

These 1nd1cators are 1llustrat1ve -- you may w1sh to mod1fy the
l1st to reflect your needs and concerns. You may w1sh to work
w1th your 1ntermed1ate customers and partners to dev1se s1m1lar47
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1

2

3
4
5

6

7

8

9

10

11

12
13

14

EASE of work1ng w1th you conven1ence, s1mple processes,
m1n1mal red tape, phys1cal access to contacts
RESPONSIVENESS follow1ng up, meet1ng chang1ng needs,
problem solv1ng, answer1ng quest1ons, return1ng calls
DELIVERY on t1me, thorough, accurate, complete
BREADTH OF CHOICE suff1c1ent cho1ces to meet needs
QUALITY OF PRODUCTS performs as 1ntended, can be
ma1nta1ned and repa1red eas1ly
QUALITY OF TECHNICAL SERVICES performs as 1ntended,
profess1onally qual1f1ed
AGREEMENTS/CONTRACTS ease of negot1at1on, clar1ty,
completeness, s1mpl1c1ty, t1mel1ness
CONTINUITY OF SERVICE fam1l1ar1ty w1th customer needs,
ob]ect1ves, past pract1ce, work1ng style
REPRESENTATIVES/CONTACT PERSONNEL profess10nal1sm,
knowledge, helpfulness, ab1l1ty to coord1nate resources,
contact frequency, local language Sk1lls, understand1ng of
local culture
PARTNERSHIP support for customer obJect1ves, w1ll1ngness
to help, comm1t, part1c1pate
COMPLAINT/DISPUTE HANDLING fa1r/equ1table, t1mely
resolut1on, root cause el1m1nat1on
DOCUMENTATION adequacy, t1mel1ness, accuracy, s1mpl1c1ty
INNOVATION new procedures, new serv1ces, new del1very
methods, new commun1cat1on methods
SENIOR MANAGEMENT ACCESSIBILITY fam111ar w1th customer
ob]ect1ves, needs, and concerns



/

serv1ce qua11ty assessments for the1r act1v1t1es

The results of your customers' assessment of the qua11ty of the
serv1ces you prov1de them w1ll do several th1ngs

Prov1de you w1th 1ns1ght on what 1S 1mportant to your
customers, and how well you are d01ng,

G1ve you the bas1s for estab11sh1ng performance
pr1nc1ples you can comm1t yourself to,

Enable you to develop measurable standards for serv1ce
qua11ty that w1ll lead to customer sat1sfact1on w1th
your act1v1t1es, and

Lay a foundat10n for better rapport w1th your
customers, Wh1Ch w1ll ensure more rap1d feedback from
them, and a more collaborat1ve and part1c1patory
approach to ach1ev1ng your obJect1ves

If you would l1ke further ass1stance 1n develop1ng means to
assess customer serv1ce qua11ty, please contact Sher Plunkett V1a
ema1l, or phone (202) 663-3390, or FAX (202) 663-3391

48
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• ACHIEVING

PREPARATION OF THE INSTRUCTOR

DESCRIPTION

TIns module focuses on the basIc orgamzatIonal roles and responsIbIlItIes, processes, tools, and
orgamzatIOnal products called for under the re-engmeered aclnevmg, or ImplementatIon, system
The module famIlIarIzes workshop partIcIpants WIth the key reengmeermg pnnclples that guIded
reVISIOn of the Agency's operatmg urnts' aclnevmg process, and deSCrIbes several key elements
of the reengmeered process (1 e , strategIC objectIve teams and results packages) The emphaSIS
throughout the module will be on what IS new under the reengmeered system and how what IS
new fits mto the total pIcture EmphaSIS wIll also be placed on how the four core values are
expected to guIde performance through the aclnevmg process

PERFORMANCE OBJECTIVES

•

•

•

•

IdentIfy the changes mherent m the new aclnevmg process and determme the Impact on
one's own Job and operatIng urnt

Recogmze what IS dIfferent and what IS the same about the aclnevmg process as
a result of re-engmeenng

Assess why changes were made m the way USAID Implements actIVItIes and
explam the barrIers and advantages to be realIzed through ImplementatIOn of those
changes

Explam the baSICS of the new USAID aclnevmg process and relate them to
changmg roles of US and FSN staff, as well as those of customers and partners

Relate the key elements of the new aclnevmg dIrectIves to one's operatmg urnt

Become famIlIar WIth the new aclnevmg documentatIon requIrements and
methods

Descnbe how speCIfic applIcatIons of the core values will Improve acmevmg, or
ImplementatIon, at the operatIng urnt level

Explam and be conversant WIth how the core values prOVIde a foundatIOn for the
new achIevmg process



Achtevmg

TIME REQUIRED TO TEACH MODULE

The estimated tune requIred to teach thIs module IS 3 hours

HELPFUL REFERENCE(S)

Note The references lIsted here are not all of the readmg matenals used m thIs module These
are only supplementary references provIded m the tramer's guIde for your use, and not provIded
to the partIcIpants

•

LIsted later, m the IntroductIon sectIon of the presentatIon of the module, are a few other
readmg matenals that are bemg mcluded m the partIcIpant's notebook Those are the references
we thInk partIcIpants should have When you are domg the trammg, however, you may choose
to add eIther of the references lIsted here to the ones you gIve your partIcIpants, and you may
decIde to delete some of the ones that are already m the partIcIpant's notebook It depends on
what you thInk your partIcIpants WIll fmd espeCIally useful

• "The New USAID Operatmg System for Planmng, Achlevmg, and Judgmg Results
Accomplzshment, "J Blerke, draft, May 22, 1995 (Tills Item IS already provIded m the
sectIOn of the tramer's notebook dealmg WIth Module 4, Plannmg ) •

• "OperatlOns Busmess Area Analysls Fmal Report Makmg a Difference for
Development, " January 1995 (Thts lengthy document IS not provIded here m the
tramer's notebook It was wIdely dlstnbuted early m 1995, so It should be avaIlable m
your operatmg urnt If not, contact M/ROR for a copy )

EQUIPMENT AND MATERIALS REQUIRED

• DIsk mcludmg set ofplanmng module slIdes m PowerPomt, computer and ZIP dnve, and
TV morntor, OR set ofplannmg module overheads on transparencIes, overhead proJector,
and screen

• Four sets of fhp charts and easels, markers and maskIng tape

2 •
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PRESENTATION OF THE MODULE

INTRODUCTION

10 mID

•

Flip
Chart

or
OVerhead

Transparency
Needed

•

•

Start by statmg and presentmg on a flip chart (FlIp chart 5-1) that
thIs IS Module 5, Acmevmg, and that there are three baSIC
objectives for thIs module

participants are able to Identify the key changes m
acmevmg (I e, ImplementatIOn) as a result of re
engmeermg,

participants understand how the four core values proVide
a foundation for the new acmevmg system and how theIr
applIcatIOn will Improve the acmevmg process and
products,

participants (m theIr SO teams, or however they are
orgamzed to plan and Implement theIr development
programs) make some progress m arbculatmg how they
WIll achieve their own 80s

Next, review With partICipants the matenals that are proVided m
theIr notebooks Actually, lIttle of the content of thIs module IS
from the two Items that are proVided, but they should serve as
useful references on COnfliCt of mterest, a hot tOpiC, m the future

•

• Walk them through the matenals, pomtmg out each's utilIty and
how It relates to what we are gomg to talk: about Note there
are presently few, If any, good wntten matenals on the new
concept m acmevmg, the "results package" What we know IS m
these notes

"Guzdance on ConsultatlOn and Unfazr Competztzve
Advantage." Draft Thts piece IS an attempt by the
Procurement Office, With mput from the Results-Onented
Reengmeermg office (ROR), to address questIOns about
cOnfliCt of mterest when an operatmg urnt has contractors

3
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and grantees as partners on Its strategIc ObjectIve teams
Note that, as of early August 1995, thIS Item IS sull m
draft fonn and IS bemg revIsed Accordmg to DavId
McCloud (ROR), ROR and the Office of Procurement are
negotIatmg provISIOns to deal WIth the rather umque case
of SO teams As of August 3, a revIsed polIcy was
expected wIthIn weeks If you need an update, contact
DaVId McCloud@IRT@AIDW

"POLICY Polley Pnnclples for Award of ASSistance
Instruments to PVOs and NGOs for Development and
Humanztanan ASSistance, " USAID GENERAL NOTICE,
A/AID,5/25/95

"Managzng for Results Draft Directive for Achlevzng"
(7/07/95) (TIns Item IS m the back of the partIcIpant's
notebook, along WIth the dIrectIves for plannmg and
momtormg and evaluatmg performance )

LARGE GROUP EXERCISE

15mm

• TIns part of the module wIll be a large-group bramstorm-Iecture
dIScuSSIon, whtch outlmes the key features of Achtevmg under the
new reengmeered process The focus wIll be on the role and
responsIbIlItIes of SO teams and therr translatIOn of the Results
Framework mto meanmgful chunks of actIVIty (whIch mIght be
called "results packages") at the operatmg urnt level

• Start WIth a bnef large group exerCIse

Ask the partICIpants to take five mmutes of qUIet tIme to thmk
about therr own past expenence m USAID WIth ImplementatIon
(e g , Implementmg proJects), or, If they have never been mvolved
WIth ImplementatIOn of some sort to thInk about what they have
heard from theIr colleagues about therr expenences WIth
ImplementatIon Have them wnte on a pIece of paper two lIsts
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ThIngs-polIcIes, tools, approaches, whatever--that helped
them do an effectIve Job of ImplementatIOn, and thIngs that
hIndered them from domg an effectIve Job of
unplementatlOn

WhIle the partIcIpants are domg therr qUIet work, set up
two easels and flIp charts at the front of the room On
one, prepare several successIve sheets WIth the headmg
THINGS THAT PROMOTED EFFECTIVE
IMPLEMENTATION On the other, prepare several
sheets WIth the headmg THINGS THAT HINDERED
EFFECTIVE IMPLEMENTATION

After the five mmutes of qUIet tIme, ask the partIcIpants to
callout thmgs that promoted effectIve ImplementatIOn and
thIngs that hzndered effectIve ImplementatIOn As they do,
you (and a volunteer from the group) wnte them m bullet
form on the fhp charts As fhp charts fIll up, tape them on
the wall

Try to focus a httle dlscusslOn-clanficatlOn, elaboratIOn,
etc -on at least a few Items that you thmk are partIcularly
relevant to the reengmeered USAID operatIons system
Focus on posItIve thmgs that people mentIOn that
reengmeenng IS gomg to be remforcmg, and negatIve
thmgs that reengmeenng wIll be correctmg

After about 10 mmutes of dISCUSSIOn, ask partIcIpants to
keep an eye on these Items dunng the module and consIder
how the reengmeered AchIevmg process relates to them
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•THE STRATEGIC OBJECTIVE TEAM AND THE RESULTS FRAMEWORK
THE CENTERPIECES OF ACHIEVING

60mm

SHOW SLIDE 1 FROM PLANNING TO ACHIEVING ThIs IS a
transItIOn slIde to put on the screen as the module begIns It hIghlIghts the
relatIOnshIp between the two processes, plannmg and achIevmg Just as
the strategIc plan and ItS Results Framework was the centerpIece of
plannmg so, too, IS It the centerpIece of achIevmg

SHOW SLIDE 2 KEY FUNCTIONS OF THE SYSTEM AchIevmg
can be VIewed as the second of three processes m the operatIons "cycle "
All three processes are, of course, m motIon at any gIven tIme, but the
concept of a cycle helps us remember the mterrelatedness of the three
processes Note, agam, the focus of all three processes IS on results

SHOW SLIDE 3 ACHIEVING There are a few key pnncIples that •
have guIded the reengmeers m re-desIgnmg USAID's ImplementatIon
process For starters, we now talk about "achIevmg" as contrasted WIth
"ImplementatIon" The term "achIevmg" emphasIZes the focus on results,
not Just on process AchIevmg IS a means to an end, not an end m Itself

AchIevmg IS desIgned to be a learmng process, m whIch we take
nsks but we learn from our mIstakes, we use mformatIOn (whIch
Will be more tImely and readIly avaIlable from here on out) to
make modIficatIons m what we are domg, and we share lessons
learned WIth others InsIde and outSIde the orgamzatIOn

A compamon to learnmg IS the flexIbIlIty to act on that learnmg
and make changes as we go along The new AchIevmg process
has buIlt mto It certam degrees of flexIbIlIty that empower those
closest to the processes and actIVItIes to decIde whether to change
them or not The focus, of course, IS always on achIevmg the
deSIred result, at whatever level It may be
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The new AchIevmg process IS desIgned to be collaboratIve, WIth
the mvolvement of customers, stakeholders, and partners at every
opporturnty For example, actIvItIes orgamzed to achIeve specIfic
results m the Results Framework should mc1ude customers,
stakeholders, and partners, and "vIrtual" teammg WIth
collaborators m other parts of USAID IS now the norm

Fmally, the reengmeered AchIevmg process IS desIgned to make
It possIble for teams WIthm the Operatmg Urnt to be mvolved m
all phases of achIevmg specIfIc results-planmng the actIvItIes,
carrymg them out, assessmg them, and modIfymg them-because
Results Packages, or whatever approach for orgamzmg the work
chosen by an operatmg urnt, should be focused, tIme-lImIted, etc
The aIm here IS to aVOId SItuatIons (common m the past) m whIch
project deSIgn and ImplementatIon were so long and complex that
staff (and partners, for that matter) never partIcIpated m the whole
process and never could be held accountable for any results

SHOW SLIDE 4 STRATEGIC OBJECTIVE TEAM The AchIevmg
process begIns (m the sense that any of the three processes, whIch are
cyclIcal and mterdependent, has a begmmng and an end) WIth completIOn
of the Operatmg Urnt's strategIc plan and formatIon of SO teams The
very use of SO teams and therr composItIOn relate to the two core values
of teamwork and customer focus

SHOW SLIDE 5 STRATEGIC OBJECTIVE TEAM Accordmg to
the draft drrectIves, there IS an SO core team of USAID personnel, who
shall establIsh a broader SO team The dIstmctIons between the core team
and the broader SO team are Important ones-see £202 5 2a m the draft
drrectIves for more detaIls

The SO team should mc1ude people who (1) brmg sIgrnficant
expertIse or knowledge needed for SO achIevement (thIs mc1udes
usmg folks from AIDIW under the vIrtual teammg prmcIple and
Jomt programmmg prmcIple), (2) represent major development
partners whose resources bear on achIevement of the SO, (3)
represent key stakeholders, esp local groups and mdIvIduals who
wIll gam or suffer If the SO IS achIeved, and (4) major USAID
customers for the SO
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•
SHOW SLIDE 6 THREE WAYS TO INCLUDE CUSTOMERS' AND
STAKEHOLDERS' VIEWS As for (4) m the precedmg slIde, the
drrectives state

Operatmg umts and theIr core teams, m seekmg to mc1ude the
VIews of customers or stakeholders m the delIberatIons of SO
teams, shall meet such requrrement through one or more of the
followmg means

drrect representatIves of customers sIttmg on the team, or

representatIves from aSSOCiatIOns, NGOs, mformal groups or
collectIOns of mdividuals who the SO team deems competent to
serve on the team, or

members of the SO team core group or USAID partners elIcItmg
mput from therr customers or therr representatives through
normally accepted means, focus groups, town meetmgs, formal
and mformal cOnsUltatIOns, systematIc formalIzed customer surveys
or research, and rapId appraIsal methods that mvolve customers •

SHOW SLIDES 7, 8, AND 9, IN SUCCESSION. STRATEGIC
OBJECTIVE TEAM These three slIdes layout the roles and
responsIbIlItIes of SO teams Note that all three bullets on SlIde 7 relate
to the empowerment core value All the bullets on SlIde 8 relate to the
results focus core value And the frrst bullet of SlIde 9 also reflects the
empowerment core value
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SHOW SLIDE 10 PRINCIPLES FOR DEVELOPING AND
MANAGING ACTIVITIES

As for the WHO Seek the comnlltment of all relevant
development partners and stakeholders, m the publIc and pnvate
sectors, to USAID-fmanced efforts,

Collaborate closely wIth customers, partners, stakeholders, and
other donors to develop complementary programs and leverage
addItIOnal resources wherever pOSSIble,

Assure that the polIcy and InStItutIOnal framework eXIsts ons
developed to support the USAID mvestment,

Seek sustamable solutIons to development problems, mcludmg the
actIve partICIpatIOn of local orgamzatIons and commumtIes dunng
and after USAID's mvolvement

As for the WHAT Apply lessons learned from pnor USAID and
other donor expenence,

Select development strategIes that seek to maXlIlllZe the probabIlIty
of achIevmg approved objectIves and mmrrrnze costs, mcludmg
USAID management costs,

Examme deSIgn feasIbIlIty, soundness, and cost-benefit or cost
effectIveness,

As for the HOW Ensure that all USAID-fmanced agreements
have clear performance targets and accountabIlIty standards,

Defme procedures for momtormg, evaluatmg, and reportmg on the
results of USAID aSSIstance,

Create plans and program support systems that are suffiCIently
fleXIble to enable USAID and Its partners to respond to customer
needs and complex and changmg crrcumstances,

Expenment WIth mnovatIve approaches to development problems
to mcrease the lIkelIhood of success,

9
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•Use perfonnance mfonnatlOn on program results to mfonn
deCISIons on future dIrectIOn of the program activIties

SHOW SLIDE 11 RESULTS PACKAGE ThIS gIves a defImtlOn of
a "Results Package" The word "may" here IS tellIng It still Isn't clear
(as of mId-July) whether results packages are requIred or recommended
The dIrectives stIll sound as If they are requIred, but dISCUSSIOns WIth
some key re-engmeers suggests that the Agency may, m the fmal analySIS,
take a softer pOSItIOn

SHOW SLIDE 12 A RESULTS PACKAGE IS • ThIs one lIsts the
key features that make the results package so appealmg, at least as a
prmclple for orgamzmg the operatmg urnt's actIvItIes It's eaSIer to say
what a results package IS not Instead of what It IS, however, because It IS
so fleXIble and dependent on the actIVIties needed for achIevmg a gIven
result

SHOW SLIDE 13: AT A MINIl\RJM, A RESULTS PACKAGE
INCLUDES. • It emphasIZes that the results package IS focused on a •
result and the actiVItIes needed to produce It QuestIOns of personnel,
fundmg mecharnsms, etc are secondary

SHOW SLIDE 14" A RESULTS PACKAGE MIGHT ALSO
INCLUDE •• In short, a results package mcludes whatever It wIll take
to achIeve a speCific result

SHOW SLIDE 15 ACHIEVING RESULTS IS SUPPORTED BY
Once all the New Management Systems and other computerIZed tools are
avaIlable, It WIll be eaSIer and faster to accomplIsh some routme tasks that
were much more labonous and slower m the "old" days An electromc
filmg system and electromc SIgnature capabIlIty wIll mcrease effiCIency m
achlevmg

SHOW SLIDE 16: RESULTS FRAMEWORK-RESULTS
PACKAGES The next three slIdes layout an example of how the results
framework serves as the baSIS for IdentificatIOn of the results packages
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SlIde 4-16 starts WIth a snnple strategIc ObjectIve Let's accept It as a
gIven, okay?

SHOW SLIDE 17 STRATEGIC OBJECTIVE 3 ThIS slIde presents
a mInI-results framework for our strategIc ObjectIve In our example, the
SO has two key mtermedlate results "Increased mvestment of Natural
Resource Management (NRM) revenue mto vIllages," and "Increased
vIllage control over land and wIldlIfe" (One IS shaded but the other IS
not)

For purposes of managmg for results, the SO team here decIded
that the fIrst mtermedlate result, "Increased mvestment of NRM
revenue mto vIllages," IS a result that, for vanous reasons, can
and should be managed under a smgle results package

As for the other key mtermedlate result, however, "Increased
vIllage control over land and wIldlIfe," It made more sense to the
SO team to go down a level to the three lower-level mtermedlate
results ("Transfer ownershIp ," "WIldlIfe management ," and
"Increased local control ") and manage two dIstmct results
packages, one of them mvolvmg a smgle lower-level result and the
other mvolvmg together two lower-level mtermedlate results
They dId thIs because It made more sense to concentrate theIr
resources and actIvItIes mto manageable umts of actIVIty that made
the most sense, from an orgamzatlOnal perspectIve" from a
resource pomt of VIew, from a host-country partner pomt of VIew,
etc

So, thIs example shows that the level or Importance of the result
does not determme what goes mto a results package It's what
makes the most sense from a managmg-for-results perspectIve

SHOW SLIDE 18 RESULTS PACKAGE 3 ThIs slIde SImply shows
how a results package (m thIs case, the one that has mtegrated two
speCIfIc results mto one package) mcludes the actIVItIes necessary to
achIeve the results
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Achlevmg •SHOW SLIDE 19 RESULTS PACKAGES A results package IS
NOT, repeat NOT, a project A key dIstInctIOn between the two IS that
In a results package the focus IS on the end, 1 e , the result, whIle In a
project, too often the focus IS on the means, 1 e , the mechamsms beIng
nnplemented

SHOW SLIDE 20 NEW MANAGEMENT SYSTEM FOR
OPERATIONS ThIs slIde lIsts the seven related automated Information
systems beIng developed to help operatIng umts In the aChIeVIng area
The Results TrackIng System IS Just about ready, and the Budget
FormulatIOn System IS on the way Others are In earlIer stages of
development We have dIscussed, or wtll dISCUSS, some of these systems
m some detaIl elsewhere In the workshop Ask the partICIpants If these
systems mIght make theIr lIves eaSIer In the achIeVIng area

IS-MINUTE BREAK

RESULTS PACKAGE EXERCISE

7S mID.

• Break PartIcIpants Into small groups (preferably by SO) and

Ask each group to analyze therr own Results Frameworks
ID terms of the most appropnate way of orgamzmg the
assIstance actIVItIes to achIeve specIfic results If the
groups do not have therr own SO Results Frameworks, they
can be gIven an Illustranve case-I e , the Karlanda Results
Framework, whIch IS located at the back of the matenals
under Module 4-Planmng-of the PartIcIpants' notebook

They should ask themselves If each result In the framework
should be managed separately from every other one, or are
there any IntermedIate results that hang together from the
perspectIve of effiCIent, effectIve, fleXIble, collaboranve
achIeVIng How mIght they IntellIgently organIZe the
results Into "results packages?"
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Once the groups have settled on how they would orgamze
therr results mto dIscrete partIcular "result packages," they
should qUIckly choose one and develop a descnptlon of
how that result wIll be achIeved They should pay
attentIon to

who would be most appropnate to serve on a "results
package team," or whatever the team for achlevmg the
result mIght be called,

how, specIfIcally, would customers and partners be
mvolved m aclnevmg the result, eIther drrectly, as actIve
members of the team, or mdrrectly, through consultatIOn (If
through consultatIOn, what means would be used?), and

wlnch ImplementatIOn mechamsms would lIkely be the
most appropnate, results-onented, flexIble mechamsms for
use m aclnevmg the result

Groups should prepare flIp chart presentatIons of therr
products Have them put on the flIp charts therr answers
to the three questIons lIsted above

To complete the exerCIse, do a group-by-group report out
(or choose only one or two groups, If tIme IS scarce), or do
a "gallery walk, " m wlnch one or two group
representatIves stand near therr posted flIp charts and
explam therr products to partIcIpants as they come by and
study the flIp-charted products

13
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HOW DOES THIS CHANGE HOW WE DO BUSINESS? •
20000 After the small group exercise and report-out, lead a large group

discussion In whIch participants Identify what's different about USIng the
Strategic Objective Team and Results Package (RP) approach to achIeVIng,
and the what Its lIDplIcatlOns and benefits wIll be for the operatIng urnt
Go back to the lIsts of promoters and hInderers that were created at the
begmnmg of the module, and ask If what we have talked about wIll
reInforce the posItives and reduce the negatives

If tlIDe permits, the group Identifies actions that need to be taken or
orgarnzatlOnal arrangements that need to be made to facIlItate the effective
lIDplementatlOn of an RP-type approach
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• MONITORING AND EVALUATING PERFORMANCE

PREPARATION OF THE INSTRUCTOR

DESCRIPTION

Tlns module focuses on the use of performance measurement mformatIOn for program
management and for reportmg results to USAID/W for budget and performance reVIew purposes
through the Results RevIew and Resource Request (R4)

PERFORMANCE OBJECTIVES

• Understand and explam the fundamentals of sound performance measurement and the use
of performance mformatIOn to better manage for results

•
• Relate the key concepts/requIrements of the re-engmeered Momtormg and EvaluatIng

Performance dIrectIves to one's cogmzant operatmg umt

TIME REQUIRED TO TEACH MODULE

The estImated tIme reqUIred to teach thIs module IS 2 hours-2 hours, 30 mmutes

HELPFUL REFERENCE

USAID PolICIes and EssentIal Procedures for Momtormg and Evaluatmg Performance

EQUIPMENT AND MATERIALS REQUIRED

•

•
•
•
•
•

Computer WIth PowerPomt applIcatIOn, televlSlon, and computer to teleVISIon converter
4 flIp charts and flIp chart pads
Markers
Maskmg tape
Supplements to slIdes

performance measurement plan
collaboratIve evaluatIon pIece
selectIng mdicators pIece



InformatIOn for Performance Management

PRESENTATION OF THE MODULE •
SHOW SLIDE 1 NOW THAT'S WHAT I CALL A GRAPHIC
INDICATOR

Have cartoon slIde of a Graplnc Indicator on screen before seSSIOn
begms Tlns IS mtended to "break: the Ice"

PERFORMANCE REVIEWS

15mm

SHOW SLIDE 2 MONITORING AND EVALUATING
PERFORMANCE TO SET THE STAGE FOR BASIC
PERFORMANCE MEASUREMENT REQUIREMENTS

• Wlnle performance revIews are to be conducted at least once a
year, It IS Important to note that these revIews are not pnmanly for
use or revIew by USAID/W •• The pnnclpal reason for the revIews IS to proVIde operatmg umts
WIth performance InformatIon needed to better manage for results

It also IS Important to understand that the need for (at least) annual
performance revIews IS based on best practIces developed by the Agency
and ItS operatmg umts These best practIces clearly mdlcate that usmg
performance data to Inform management deCISIOns IS an essentIal part of
the planmng, aclnevmg, and momtormg and evaluatIOn cycle
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SHOW SLIDE 3 KEY FUNCTIONS OF THE SYSTEM

•

•

• Explam why the use of performance measurement data IS cntIcal
m the managmg-for-results cycle (planmng, acruevmg, momtormg
and evaluatIOn)

• Assure partICIpants that preVIOUS efforts at managmg for results are
a solId foundation to buIld on for the transItIOn to a re-engmeered
way of domg busmess

• Although planmng, achIevmg, and momtormg and evaluatIOn
appear to be dIscreet activIties, It should be remembered that each
IS an mtegral part m the development cycle

• SelectIng mdicators for performance measurement, for example,
wIll m many cases help to refme the strategIc plan

• As pomted out m the preVIOUS slIde, performance InformatIOn also
plays a cntIcal role m how a team deCIdes to achieve ItS planned
results

SHOW SLIDE 4 WHO PAYS?

• Inform partICIpants that It IS the operatmg umt's responsIbIlIty to
budget for performance measurement

It IS not reqUIred that operatmg umts budget for a range of
3 percent to 10 percent for momtormg and evaluatIon

This range IS based on expenence and IS explIcItly noted to
reInforce the need to allocate the resources necessary for
sound and useful performance InformatIOn

It IS possIble that momtormg and evaluatIon may cost more
or less than these fIgures based on a gIven SItuatIOn
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SHOW SLIDE 5 WHAT IS TO BE REVIEWED •
• DISCUSS scope of morntormg and evaluatIOn

Whl.le performance reVIews are reqUIred for all the areas mentIOned on
this slIde, operatmg urnts are only reqUIred to report to therr bureaus on
strategIc ObjectIves, specIal objectives and strategIc support objectives

Should a change m any of these ObjectIves be planned by an operatmg
urnt, the bureau may ask for other relevant performance mformatIOn
before a change m the management contract IS agreed to

SHOW SLIDES 6 AND 7 INVOLVE CUSTOMERS AND
PARTICIPATION

• Underscore the Importance of partners and customers m
performance measurement

The Involve Customers slIde mdicates who should be mcluded m the
vanous aspects of performance morntormg

The PartIcIpatIOn slIde makes It clear that It IS up to operatmg umts
themselves to deCIde when to mclude partners and customers m the
process

The mam pomt IS enhancmg the partIcIpatIOn of partners and customers
m order to better manage for results

4
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PERFORMANCE MEASUREMENT

30mm

Focus moves to detaIls of performance measurement

•

•

Flip
Chart

or
Overhead

Transparenc;y
Needed

Before proceedmg to the Indicator Crltena slIdes, flIp chart partIcIpant
mput on cntena for mdicators

Now refer to slIdes 8, 9, 10 and 11 of IndIcator Crltena, BaselInes and
Targets

• compare partIcIpant mput on mdicator cntena
• mtroduce the three basIc mgredients m performance measurement

Indicator cntena

Direct DIrect mdicators are to be used whenever possIble
Proxy mdicators can be used when It IS not practical to gather data for a
dIrect mdicator on a tImely basIs When proxy mdicators are used, they
should be as dIrectly related to the relevant result as possIble

Objective The mdicator shall be defmed m preCIse and objective terms,
Ie, the mdicator can be understood by a WIde audIence and IS not open
to varymg mterpretatIons

Avmlable IndIcators shall be IdentIfied for whIch data are regularly
avaIlable and/or collectable

Practical The mdicator shall permIt cost-effective collectIOn of qualIty
data on a tImely basIs, 1 e, at a frequency that IS consIstent WIth
management needs

UmdImenslOnal An mdicator shall mclude only one phenomenon so It
can be measured, managed and clearly understood

Quantitative In most cases, quantItative mdicators are preferred for the
purpose of performance momtormg In some cases, however, qualItatIve
mdicators are acceptable or even preferred

5



InformatIon for Performance Management

Dlsaggregated IndIcators should be disaggregated whenever necessary
to better manage for results POSSIble areas for dIsaggregatIOn mc1udes
gender, ethmcIty, age and urban/rural

•
SHOW SLIDES 12 AND 13 MONITORING PLANS SHOULD
INCLUDE

• Pomt out mmImum contents of performance momtormg plans

The pages followmg slIdes 12 and 13 m the notebook prOVIde an example
of a performance momtonng plan

HighlIghtmg the need for documentatIon (rotatmg USAID staff, new team
members and operatmg umt management need access to the same
performance InformatIOn), refer partIcIpants to sample performance
measurement plan followmg these two slIdes Be sure to pomt out that
such plans are denved from best practIces and have proven to be useful
managmg-for-results tools

Although the examples used here are lImIted to strategIc objectIves and •
cntIcal assumptIOns, the same plan can also be used for results at all
levels

Such plans are for operatmg urnt management purposes and are not
mtended for reportmg purposes or as a substItute for the results-revIew
portIon of the R4

6 •
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SHOW SLIDE 14 ARE EVALUATIONS REQUIRED?

•

•

• Explam that evaluatlOns should only be conducted when they w111
serve management needs

• Ask partIcIpants for mput on the dIfference between momtormg
and evaluatlOn (BasIcally, momtormg answers the "what"
questlOns and evaluatIons answer the "why" questIons )

Once the dIfference IS establIshed, fhpchart partIcIpant mput on what
would trIgger an evaluatlOn, askIng for a few examples from theIr work
experIence Thts should engage them m dISCUSSIon of when evaluatlOns
are useful for mproved performance

SHOW SLIDE 15 WHO DECIDES

• ReInforce the need for partIcIpatIon m the declSlon-makmg
process

Now compare partIcIpant mput WIth the evaluatlOn tnggers lIsted on the
slIde Comments from the partIcIpants are welcome

• IllustratIve evaluatIon trIggers (from the dIrectIves)

Momtonng mdlcates an unexpected (posItIve or negatIve)
result

A key management deCISIon must be made about the
dIrectIon of an actIvIty/result, but there IS Inadequate
InformatlOn to guIde the deCISIon

Annual (or penodlc revIews) WIthIn the operatmg umt or
the host country IdentIfy key questlOns to be resolved or
questIons on whtch consensus must be developed

Formal or Informal feedback from partners, customers or
other Informed observers suggests that ImplementatIon IS
not gomg well or IS not meetmg the needs of mtended
customers

7
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There IS a breakdown m a cntIcal assumptIon or
mtermedtate result supported by another donor

An operatmg urnt beheves extractmg key lessons learned or
documentmg expenence IS lffiportant for the benefIt of
other operatmg urnts or for future programmmg m the
same country

• Be sure to pomt out that evaluatIon mformatlOn IS cntlcal for
management decIsIons, and for thIs reason, evaluatIOns are not
reqUIred and should be conducted only when they WIll serve
management needs

• Also note that the USAID/W revIew process mIght flag Issues,
arrIved at m a consultatIve process, that could lead to an
evaluatIon actIvIty

•

SHOW SLIDE 16 WHO TO INCLUDE

• ProvIde guIdance on partIcIpatIOn m evaluatIOns

SO teams shall not only mclude customers and partners m
decldmg when to evaluate, but also m conductmg
evaluatIOns

It IS up to SO teams to decIde whIch customers and
partners to brmg mto the process, and how and to what
extent to mclude them

Most lffipOrtantly, best practIces have shown that mcludmg
customers and partners IS essentIal to better manage for
results

8
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EXERCISE USING INFORMATION FOR PERFORMANCE MANAGEMENT

1 hour (45 nunutes for work and
15 nunutes for group reportmg)

Have partIcIpants break mto SO teams to focus on usmg performance
mformatIon The scenano for thIs exerCIse deals WIth mtermedIate results
that are not achIeved as expected (targets mIght eIther be exceeded or not
reached)

Flip
Chart

or
Overhead

Transparency
Needed

The three basIc questIOns lIsted below are wntten on flIp charts These
questIons will guIde the groups' work and reportmg

1 How will we have learned that our mtermedIate result was not
achIeved as expected or exceeded our expectatIOns? Ask
partIcIpants to dISCUSS whIch mdicators and correspondmg data
mformed theIr understandmg of performance

•

•

2

3

What WIll we do WIth the mformatIOn? Outlme a few optIOns,
mcludmg process analysIs, change m strategy, reVISIOn m the
management contract and evaluatIOn (formal or non-formal)

What roles WIll our customers and partners play m Items 1 and 2?

9



DISCUSSION QUESTIONS

1. How will we have learned that our intermediate result
was not achieved as expected or that it exceeded our
expectations?

2. What will we do with this information?

3. What roles do our customers and partners play in items
1 and 2?

FlIp Chart -

•

•

•
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THER4

lOmm

SHOW SLIDE 17 REPORTING

•

•

• Introduce the annual reVIew process

Operatmg umts Withm the Global Bureau and the Bureau of
Humamtanan Response shall report to therr respectIve
central bureau

Operatmg umts Withm regIOnal bureaus report to theIr
respectIve regIOnal bureau

WillIe the R4 IS to be submItted once a year, some bureaus
mIght ask that operatmg umts submIt the results-report
portIOn of the R4 before submIttmg the resource-request
portIOn of the R4

Such a deCISIon should be made m consultatIOn WIth an
operatmg umt's respectIve bureau

10



InformatIOn for Performance Management

SHOW SLIDE 18 THE R4 •
• Explam the essential components of the R4, WhICh are

Factors affectmg program performance
progress m the overall program, I e goals, subgoals, or other
broad programmatic Issues

Progress toward strategic (and other) ObjectIves
summary of data on progress toward achIevmg SOs mcludmg data
on mtermedlate results where appropnate
analysIs of these data
eVIdence that USAID activItIes are makIng a sIgmficant
contnbutIOn to achIevement of the SO
expected progress for the next year

Status of the management contract
proposals for change/refmements at the SO level, If necessary
specIal concerns or Issues, mc1udmg dISCUSSIOns of how the
customer mfluenced the operatmg umt's assessment of progress
and pOSSIble changes m the strategIc plan
updated lIst of G and/or BHR actIVItIes m country

Resource reqwrements
program fundmg request by SO, and OE, staffmg, techmcal
support from AID/W, and program development and support
(PD&S) fundmg

SHOW SLIDE 19 THE REGIONAL BUREAUS

• ReVIew when and by whom the R4 IS revIewed

SHOW SLIDE 20 REQUIREMENTS.

• End the lecturette on a posItIve note'"

11
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SHOW SLIDE 21 EXCELLENT ORGANIZATION

Wrap up module and remforce the unportance of regular performance
momtormg

(If tIlDe pernuts, go to the next exercise )

•

•

TEAMWORK EXERCISE

45 nunutes (30 nunutes for work
and 15 nnnutes for group reportmg)

PartIcIpants form groups accordmg to strategIc ObjectIve teams and
determme mdividual/team responsIbIlItIes for preparmg the R4 Have
partIcIpants reVIew the components of the R4 before the exerCIse begIns
AssIgn break-out rooms

GROUP REPORTING

10 nun

Reportmg mcludes documentmg unresolved R4 Issues ansmg from the
exerCIse

12



• TRANSITION AND CONTINUOUS IMPROVEMENT

PREPARATION OF THE INSTRUCTOR

DESCRIPTION

Tlns module helps partIcIpants understand the process of transItIon, both personally and
orgamzatlOnally, and dIscusses some the transItIon Issues USAID IS workIng on Tills module
mtroduces the partIcIpants to tools for understandmg work processes as a tool for both transItIOn
and contmuous Improvement

PERFORMANCE OBJECTIVES

• IdentIfy the phases mdlvlduals go through m transItIOns

• IdentIfy the varIous aspects of orgamzatlOns whIch are Impacted m a major change effort

• • Use the technIque of flowchartmg to map a work process Descnbe how the technIque
can be used to assIst m transItIOn and to use m Improvmg work processes

TIME REQUIRED TO TEACH MODULE

The estImated tIme requIred to teach tills module IS 3 hours

HELPFUL REFERENCES

"Managmg OrgamzatlOnal TransItIons," WIlham Bndges
"CreatIng CntIcal Mass to Support Change," John D Adams

EQUIPMENT AND MATERIALS REQUIRED

•
•
•
•
•
•

SlIdes 1 - 30
Handouts
Four flIp charts and stands
Markers and maskIng tape
TV, computer to TV converter, and computer



TransItIOn and Contmuous Improvementt

•PRESENTATION OF THE MODULE

CHANGE AND TRANSITION

5mm

SHOW SLIDE 1 CHANGE, AND SLIDE 2 TRANSITION Based on
the work of WIllIam Bndges, dISCUSS the dIfference between change and
transItIon

Change

• Happens when somethIng starts or stops

• Happens at a partIcular tIme, or m stages at dIfferent tImes

Change IS tIed more to events, whereas transItIOn occurs over a longer
tImeframe and IS not planned and managed as ratIonally or easIly as •
change can be

When orgamzations go through a transItIOn, management must be sensItive
to what happens on a personal level as well as to the orgamzatIOn

• Personal - mdividuais expenence transItIOn on a personal,
psychologIcal level

• OrgamzatIonal - transItion m the orgamzation should be dealt WIth
m a holIstIC way, WIth all the vanous aspects bemg addressed

2 •
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PHASES OF PERSONAL TRANSITION

10 mID

SHOW SLIDES 3 THROUGH 7

Wilham Bndges discusses the phases of transitIOn that mdlvlduals go
through durmg a change effort They are

• The endmg phase - let go of old situation

Disengagement
DlSldentIflcatlOn
Disenchantment

•

•

•

•

The neutral phase - go through the "neutral zone" between the old
and new reahty, where thIngs are unclear and confusmg

DlsonentatlOn
DlsmtegratlOn

The "VISIOn" or new begmmng - a penod characterIZed With new
pohcles and procedures, relatIOnshIps, competencies and plans for
the future

The new start IS bullt upon the onentatlon and Identity that
comes out of the neutral zone

DeSign actiVItIes to help people cope with losses - for
example, If loss of attachments IS an Issue, develop ntuals
to mark the endmgs and team-bulldmg exercises to begm
the new If loss of meanmg IS an Issue, develop a
commumcatIons plan based on new meanmg, See the
Bndges article at the end of thIs module

3
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HOLISTIC ORGANIZATIONAL TRANSITION

5 mID

•
SHOW SLIDES 8 THROUGH 10 HOLISTIC BUSINESS
REENGINEERING AND HERE WE GO ROUND THE DIAMOND

In conductmg holIstIC busmess reengmeermg, the prImary focus IS on the
busmess processes and InformatIOn, but reengmeermg does not stop there
It IS CrItIcal to focus on, and alIgn a number of other orgamzatlOnal
systems With the reengmeermg changes to ensure successful
ImplementatIOn SpecIfIcally, we need to alIgn and assure consistency of

• MISSIon, VISIOn, values
• Improved processes and mformation systems
• Jobs and expectations
• Trammg
• Measurement systems
• Culture
• OrgamzatlOnal structure

Remmd the partiCIpants that If thIs alIgnment IS not consCIOusly pursued,
they WIll come up m tIme m the form of Issues or problems - they'll get
addressed one way or another In addition, often orgamzatlons leap to
reorgamze, movmg the orgamzatlOnal boxes around, WIthout changmg
how work IS done ReorgamzatlOns tend to drIve fear mto the
orgamzatlOn, and often do not produce the deSIred effect (because the way
we work dIdn't change) Proceed WIth cautIOn

The VIsual, "Here We Go Round the Diamond" (developed by MIchael
Hammer), presents the need for a holIstIc approach to reengmeermg m
another way

4
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ORGANIZATIONAL EMPOWERMENT

5mm

As USAID operatmg umts transItIon to the reengmeered operatIOns system
they w111 need to both adapt Agency wIde pohcles and procedures, and
they wIll develop operatmg umt specIfIc ways of conductmg busmess
(everythIng IS not spelled out m the core dIrectIves)

SHOW SLIDE 11 AND 12 ORGANIZATIONAL EMPOWERMENT

As operatmg umts make changes, they have the opportunIty to adopt or
contmue to mstltutIOnahze practIces whIch contrIbute to orgamzatIOnal
empowerment Some of these (adopted from Management by
Empowerment, Dr WIlham GUIllory) mclude

•

•

•

•

•

•

•

CommItment to producmg an exceptIonal product or servIce,
exceedmg customer demand and to preservmg the well-bemg of
employees

AccountabIhty and responsIbl1lty form the basIs for operatIOnal
agreements

IndIVIduals and teams realIZe how theIr contrIbutIOns fIt m

Management structure supports empowerment

ActIOn-OrIented procedures (delegatIons of authorIty) demonstrate
support of empowerment

5
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USAID SPECIFIC TRANSITION ISSUES

15 mID

SHOW SLIDES 13 THROUGH 16

•
Some of the key areas that USAID will have to gIve pnonty to adJustmg
mclude projects, contracts, grants and workIng WIth other donors

OptIOns for what can be done WIth eXIstmg projects under the new system
mclude (m rough order of ease/deSIrabIlIty)

• Place under an SO
• Break up elements among SOs
• Amend the ProAg to fIt under SO or break up mto elements
• DeoblIgate and try to reoblIgate

Note that trymg to deoblIgate and reoblIgate WIll most lIkely be the path
of most reSIstance (WIth money already m the pIpelme) In addItIon, If
money IS deoblIgated, durmg tImes of budget troubles, It may not get
reoblIgated

There are advantages m movmg the transItIon qUIckly (Slide 15)

• We WIll be reportmg accordmg to the new system - we mIght as
well get started

• Operatmg umts are expected to develop customer servIce plans

• The Agency will be operatmg under the R4 next budget cycle

• Operatmg umts WIll be expected to demonstrate results through the
results framework

As USAID moves from the present orgaruzatIon to the future
orgarnzatIOn, transItIOn planmng WIll help us phase down our old
"systems" and further Implement the new systems (Slide 16)

6
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TRANSITION ISSUE DISCUSSION

30 mID.

FacIlItate a dIScussIon of the key transItIon Issues the Agency faces and
the current guIdance from USAID/W for dealmg WIth these Issues If you
are m USAID/W, mVIte the bureau transItIon coordmator to help lead the
dIScussIon and provIde the latest guIdance If you are m the fIeld, contact
the bureau coordmator m advance for the latest mformatIOn

RESOLVING TRANSITION ISSUES (OPTIONAL EXERCISE)

45 mID

• IdentIfy the specIfic transItIon Issues assocIated WIth the effort

DIVIde the class mto 3-4 small breakout groups Ask the groups to
IdentIfy a proJect(s) whIch have transItIon Issues assocIated WIth It Ask
the group to do the followmg

• • Develop suggested actIOns to resolve the Issues

•

Allow the group 30 mmutes to work on the Issues Ask them to select a
spokesperson Have the fIrst group report back on therr product Ask the
subsequent groups to hIghlIght addItIonal or dIfferent Issues or suggested
resolutIons that therr groups IdentIfIed

These products could then be sent to the bureau transItIon coordmator for
consIderatIon (Are these suggestIOns mime WIth current thmkmg, and If
not, what IS the current thmkmg?) Tills would be a way to begm
IdentIfymg Issues and gettmg them to the appropnate contact for
consIderatIon

7
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CHANGING AND TRANSITIONING OUR PROCESSES

5mm

•
SHOW SLIDE 18 CHANGING & TRANSITIONING OUR
PROCESSES

• Reengmeenng IS changmg the Agency's processes

• PolIcIes and dIrectIves descnbe broad parameters, not operatmg
urnt specIfIcs

• Operatmg umts wIll be changmg local processes and transitIOnmg
to Agencywide processes

Remember that the Agency IS reengmeenng ItS "processes" Busmess
processes were redesIgned for the Agency as a whole However,
operatmg urnts now have to determme how and what they wIll change and
transItIOn as they move toward the new operatmg system Many of the
processes m operatIng urnts are largely under the authonty of that
operatmg urnt to change

Note that the operatIOns system descnbed by the polIcIes and dIrectIves
were desIgned to gIve the operatmg urnts latItude and authonty to decIde
how to operatIOnalIze these practIces m each operatmg urnt All of our
work gets done through some sort of process, whether It IS ImplICIt or
explICIt, COnsCIOUS or unconsCIOUS, etc The better we can understand
these processes and how they work, the better posItIOn we are m to make
actual Improvements to them

•

WORK PROCESSES TO CREATE
PRODUCTS/SERVICES

10mm

Products and servIces are created and delIvered through work
processes/systems

8 •
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SHOW SLIDE 19 ENSURING CUSTOMER SATISFACTION

Recall the dIScussIon earlIer m thIS course about understandmg customer
needs Customer needs are expressed and met through products and
servIces, whIch ill tum, are created through some sort of processes (see
the notes on the slIde)

SHOW SLIDE 20 WHAT IS A PROCESS?

What exactly do we mean by "process?" One deflmtIon of a process IS
a senes of mterrelated actIvIties that takes mputs, transforms them and
adds value to them, to ultimately create a product or servIce that meets
customers needs and expectatIons

What are some typIcal work processes and what do we know about them?
FIrst, what are some typIcal work processes? Ask the participants to
respond Some possible answers mclude the followmg

•
• Planmng an actiVIty

• Procurmg a good or servIce
• Addressmg a complamt
• Gettmg a VIsItor through custom's and Immlgration

requIrements and on to theIr destmatIOn

SHOW SLIDE 21 ATTRIBUTES OF PROCESSES

What do we know about processes?

•

•
•
•

•
•
•

They are seldom understood by many
They typIcally evolve over tIme
Often, many of the steps are non-value-added, or
duplIcatIve
They often contam steps whIch are waste and rework
They often are mtemally onented, versus customer
onented
They often cross the boundanes of orgarnzatIonal functiOns
(e g , the procurement process does not he only m the
contracts office Part of the work IS ill the
proJect/technIcal offices, the contract offIce, the EXOs
office, etc)

9
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SHOW SLIDE 22 COMPONENTS OF A SYSTEM •
What do systems COnsIst of)

• People

• Processes/Procedures

• EqUIpment

• EnVIronment
• Matenals

When we examme a system, we need to remember that the system IS not
Just the steps we go through, but also mcludes people (an untramed
person, people who speak a dIfferent language, etc), eqUIpment (a
nonfunctIOnmg vehIcle, lack of computers, no needles, etc) the
enVIronment (an unstable natIOnal or local government, drought, etc) m
whIch thIs IS all happemng The pomt IS, changmg only the procedures
may not fundamentally make the system work better

DESCRIBING A PROCESS

5mm

How do we gam a greater understandmg of the processes/systems WhICh
make up the work that our mISSIOn or USAID/W office IS undertakIng
(operatmg umt)? Work processes can be understood through wntten
narratIve documentatIOn, through lIsts of steps, by walkmg through them,
or by drawmg a pIcture - a flow dIagram or process map

Let's dISCUSS how to construct a flow dIagram There IS really no nght
or wrong way to dIsplay the InformatIon about how the process works
What's lffipOrtant IS that those who create the flIp chart, understand It and
can use It

For the workflow dIagram Itself, you use the flowchartmg symbols
famIlIar to most management analysts and computer systems analysts

10
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SHOW SLIDE 23 AND 24 STANDARD FLOW DIAGRAM
SYMBOLS

•

•

The actzvIty symbol IS a rectangle that mdlcates a smgle step m the
process

The deCIszon symbol IS a dIamond that desIgnates a decIsIon or branch
pomt m the process The descnptIOn of the decIsIon or branch IS wntten
rnslde the symbol, usually m the form of a questIOn

The termmal symbol IS a rounded rectangle that IdentIfIes the begmnmg
or the end of a process "Start" or "End" IS shown rnslde the symbol

Flow lmes are used to represent the progreSSIOn of steps m the sequence
The arrowhead on the flow lme mdicates the dlIectIOn of the process flow

The document symbol represents wntten mformatIOn pertment to the
process

The data base symbol represents electromcally scored mformatIOn
pertment to the process

The connector IS a clIc1e used to mdicate a contmuatIOn of the flow
dIagram A letter or number IS shown rnside the clIc1e Tills same letter
or number IS used m a connector symbol on the contmued flow dIagram
to mdicate how the processes are connected

When constructmg a flow diagram, the most commonly used symbols are
termmal symbols, actIVIty symbols, deCISIon symbols, flow lmes and
connectors

When developmg an wtIal flow diagram, teams often use "Post-It" Notes
to order and reorder the actIVItIes and steps m a process They can be
moved and are very forgIvmg as you change the flow dIagram

11
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GETTING TO WORK ON TIME (EXERCISE)

15 mm
Let's walk through a sunple process WIth WhICh we are all very famIlIar 
the process of gettmg to work on tune (Or, Identify a process everyone
IS famIlIar WIth, and would lIke to see work better For example,
processmg a travel authonzatIOn, payment vouchers, sendmg a fa, gettmg
a drIver to the fIeld Feel free to use a real work example m place of the
genenc exerCIse descnbed below)

Where does the process start and where does It end? In other words what
IS the scope of the process? (Use Post-Its to create a termmal start symbol
and place It m the upper left hand comer of the flipChart Then create the
fIrst actIvIty box Use square Post-Its to create a declSlon (dIamond)
symbol Refer to page 35 m the Team ToolkIt for addItIOnal aSSIstance

What are all the steps you take to get ready and get to work on tune
Let's say the goal IS 8 00 (Create addItional activIty and deCISIon boxes
for all the steps, thereby creatmg the flow dIagram See the sample
diagram m the partIcIpant matenals as an example, If needed)

Now, lets change the goal Today you have to arrIve at work at 7 00
What can we do to change the process to achIeve the result?

SHOW SLIDE 25 DEFINITION OF INSANITY

•

•
If you want a dIfferent result, you need to change what you do (the
process) DISCUSS ways to change the process They could mc1ude gettmg
up earlIer, skIppmg breakfast, not readmg the newspaper, domg
everythIng faster, takIng a taxI mstead of the bus, etc

12 •
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What does thiS exerCise tell us? The work we do to achieve results occurs
through a senes of processes These processes are often not well
understood and sometunes are not deSigned to achieve the results,
resultIng In waste, rework and frustratIOn When we understand how
processes are workIng, we better understand what needs to be changed and
unproved We understand the "truth," or "what IS "

SHOW SLIDE 26 ANALYZING A WORK PROCESS

Some thIngs to look for In analyZIng a work process Include the follOWIng
• Rework loops
• Nonvalue-added steps
• Delays
• Documents that go nowhere
• Senal vs parallel steps

Why IS a flow diagram so valuable? (Ask the group Some poSSIble
responses Include the followmg

• •
•
•

•
•

It allows us to "see" a process objectively
It gIves Insight to problems and delays
It helps groups arnve at a common understandIng of how a system
works
It tells us "what IS" - not what we want It to be
It shows us the "truth "

•

SHOW SLIDE 27 AND 28 WHY IS A FLOW DIAGRAM SO
VALUABLE?

How can processes be unproved? (Ask group and then compare therr
responses to the ones on Slide 29 )

13
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SHOW SLIDE 29 HOW CAN PROCESSES BE IMPROVED? •
What are some processes we have m our mISSIon (or USAID/W offIces)
and for whose performance we are accountable? (SOlICIt responses from
partIcIpants)

How well are they workmg and what could we do to Improve them?
(SOlICIt Ideas from the group Try to elIcIt responses from professIonal
as well as non-professIOnal employees)

WHERE ARE WE & WHERE ARE WE GOING?
(BREAKOUT EXERCISE)

60mm

DISCUSS reengmeermg m the context of changmg (Improvmg) Agency
reengmeenng processes (operatIOns, budget, procurement, accountmg)
The Agency recogrnzed that ItS processes for achIevmg sustaInable results
were m need of Improvement The Agency's processes for conductmg the
operatIons work and the supportmg processes (budget, procurement and •
accountmg) had evolved over tIme and had become rather mflexlble,
ndden WIth paper and cumbersome Before we dISCUSS m detaIl what the
Agency has done to Improve these processes, let's talk about how work
IS done today Let's take some tIme to descnbe "what IS" so we have a
clear understandmg of where we are, as we prepare to Implement the new
processes

In the large group, braInstorm processes m the operatmg umt (mISSIon
or AID/W) that people are familiar WIth and will change sIgmficantly
due to our reforms IdentIfy 3 or 4 (dependmg on class sIZe) for breakout
groups to work on Use the cntena of (1) we understand It well enough
to map It (2) It IS need of Improvement, or WIll be changmg due to the
reforms DIVIde the group mto small groups for the purpose of thIs
exerCIse Ensure there are at least several people m each group who are
famIlIar WIth the process The task for the groups IS to develop a hIgh
level map/flowchart of the process they were assIgned Refer people to
the handout on thIs breakout m theIr bmders

14 •
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TransItion and Contmuous Improvementt

Instruct them to create a process map or flow dIagram of theIr process

• Identify where It begIns and ends (the scope)
• Identify the major steps Try to keep It mgh level - don't get

mrred m the detaIls
• WrIte the steps on Post-It notes and move them around as needed

As a group, they should address the followmg questIOns

• Who IS (are) the customer(s) of tills process?
• What do we tillnk are their needs? How could we valIdate our

assumptIOns?
• How well do we think thiS process meets theIr needs?
• How could It be Improved?

Allow the groups 30 mmutes for tills task The other Instructors should
guIde and assist the small groups With tills task Ask the groups to place
theIr products on the wall at the end of the group work Allow 10
mmutes for a gallery walk Tell the participants to make note of any
questIOns or observatIOns Wrap up the seSSIOn WIth a 10 mmute open
dIscussIOn of questIOns and observatIOns of their own or other groups
products

We use process maps as a very sImple, but powerful tool to tell us how
thmgs work How might we use tills tool m our day to day work? Ask
the group, and record answers on the fllpchart The followmg are some
possIble answers )

•

•

•

•
•

•

To understand the process we wIll put m place to address a
development problem (Ie , what IS the process we Will put m place
to address girl's educatIOn)
To create a common understandmg WIth our partners how we are
or plan to approach a development problem
To understand and Improve our mtemal "support" processes
To help analyze a problem (we know somethmg IS broken, we're
not sure where)
To help understand the role and contrIbutions of different offices
to an operatmg umt process

15
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• To help us transItIon to the future USAID/W has changed
Agency processes through the reengmeenng efforts They have
not worked through all the detaIls as to how each mIssIon wIll
make these new processes work Much IS left to the operatmg
umts to decIde Smce reengmeermg attempted to take Agency
"best practIces 11 and InstItutIonalIze them, It IS Important for offIces
to recogmze theIr own "best practIces 11 (and not throw the babIes
out WIth the bath water)

Suggest to the groups that they hold on to these process maps and use
them m theIr own transItIOn work

SHOW SLIDE 30 A THOUGHT ON IMPROVEMENT

16
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• CHANGING ROLES AND EFFECTIVE TEAMWORK

PREPARATION OF THE INSTRUCTOR

DESCRIPTION

ThIs module begms WIth a look at how teamwork IS mteractlVe WIth other core values and
IdentIfIes the changes that all USAID personnel wIll be asked to make m the process of makmg
teamwork operatIOnal ExercIses wIll address ways m whIch roles must change, the roles that
need to be played on effectIve teams, systemIc changes that need to realIZed by empowered
teams and the PrIOrIty Issues that 11ffi1t team effectIveness The module concludes WIth the
IdentIfIcatIon of concerns that partIcIpants have about the core value of teamwork m the new
USAID operatmg system, what they can do to overcome those concerns, and what benefIts they
can derIve from teamwork

PERFORMANCE OBJECTIVES

• • IdentIfy the changes Inherent m the new system and determme the Impact on one's Job
and operatmg urnt

• PredIct and descnbe how one's Job mIght change under the new systems

• IdentIfy teamwork requIrements needed to support the new operatmg system

TIME REQUIRED TO TEACH MODULE

The estImated tIme reqUIred to teach thIs module IS 4 hours

HELPFUL REFERENCE

•

DIrectIves 101 - Managmg for Results
202 - Managmg for Results AchIevmg
"Ground Rules for Groups" by Roger M Schwarz



Changmg Roles and EffectIve Teamwork

EQUIPMENT AND MATERIALS REQUIRED:

• Tool KIt for EffectIve Teamwork
• Handouts

Changmg Roles WIthm USAID
Workmg RelatIOnshIps m the New System
Team Empowerment
To Become a Team RequIres

• ExercIses
GUIdelInes for BralllStormmg
MultI-votmg
EffectIve FunctIOnmg on StrategIc ObjectIve Teams m USAID
Force FIeld AnalysIs of Pnonty Issues (by Dnvmg and Restrammg
Forces)
IdentIfymg New RelatIOnshIps

• 3 flIp chart stands and flIp chart pads

• Markers and maskmg tape

2
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Changmg Roles and EffectIve Teamwork

PRESENTATION OF THE MODULE

INTRODUCTION TO TEAMWORK AT USAID

5mm

EMPHASIZE- Some managers m USAID have successfully practIced teamwork
for years In the words of Phylhs DIchter-Forbes

"PIeces of the new system have come from mIssIons around the
world We had already expenmented wIth trymg to do dIfferent
thmgs"

•

So let's look at how we are approachmg teamwork differently today than m
the past

ASK Recogmzmg that most of us have partIcipated m trammg programs
that were focused on makmg teamwork real, tmprovmg commIttees
and group dynamIcs, etc -what IS different?

How we thmk and work together

• Teamwork must be mteractIve WIth the other core values-management by
results, focus on the customer, and empowerment and accountabIhty

• Players are different, as are their roles-early mvolvement of customers and
partners as members of the team, rather than as counterparts and servIce
prOVIders, to whom we go to vahdate our best assessments

• The way we work has changed WIth reduced paperwork, mcreased effiCienCies,
streamlmed reportmg, gettmg deCISion making nearer the actIOn, etc

REENGINEERING PRESENTS US WITH THE OPPORTUNITY, FIRST AND
FOREMOST, TO HAVE FUN AGAIN-SOMETHING WE AS AN AGENCY
SEEM AT TIMES TO HAVE FORGOTTEN HOW TO DO

•
REMINDER TIDS SESSION CANNOT DEAL WITH ALL THE SKILLS

REQUIRED TO BUILD AND MAINTAIN TEAMS BUT WILL
FOCUS ON THE START-UP OF TEAMS

3



Changmg Roles and EffectIve Teamwork

TEAM EMPOWERMENT

40 mID

Lets begm WIth the DEFINITION of teamwork and then look at the
CONDITIONS OR REQUIREMENTS of becommg a team

DEFINITION A TEAM IS A GROUP OF CO-WORKERS WHO RELY ON
GROUP INTERDEPENDENCE AND SUPPORT TO
SUCCESSFULLY ACHIEVE AN OBJECTIVE OR GOAL

HANDOUT "To Become a Team" REVIEW 6 POINTS IN DETAIL (Module WIll
touch on or deal WIth most of these pomts)

CULTURAL CHANGE IS a major challenge for many USAID orgamzatIOnal
umts

•

Refer to model m the notebook that Identifies some major systemIC change
requIrements

HANDOUT "Team Empowerment" Relate back to dIscussIOn of ORGANIZATIONAL
EMPOWERMENT m module on Orgamzational TransItIOn

• SYSTEMIC CHANGES REQUIRED FOR DEEP-ROOTED TEAMWORK •
EXERCISE DIVIde the group mto 3 small groups Have them SIt together as a team

ASK EACH OF THE GROUPS TO TAKE 4 OR 5 OF THE
ELEMENTS AND IDENTIFY THOSE ACTIONS OR ENABLERS
mAl' ARE NEEDED TO FACILITATE SYSTEMIC CHANGE

(Some Actions that may be IdentIfied)

PuShIDg DeciSIOns Down-polICIes, procedures, rewards

Elumnatmg Layers-Combme roles, change orgamzational structure

In-houselExternal Faclbtators-Just-m-tme trammg, facilItatmg groups, workmg
through reSIstance Issues, meetmg skIlls

New LeadershIp SkIlls-New selectIOn cntena, new requIrements, succeSSIOn planmng,

4 •
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Changmg Roles and EffectlVe Teamwork

trammg

Support from the Top-ModelIng, decIsIons, resources, VISIble champIOns

Work that ReqUIres Teams-Re-engmeenng, orgamzatIOnal structure changes,
benchmarkIng, work re-desIgn, contmuous unprovement efforts

Includmg Customers-Early IdentIficatIOn and mvolvement

Focusmg on Core Busmess-Clanty of development pnontIes, clear enUnCIatIOn of
strategIc objectIves

Teamwork Skills-Rewards, trammg, dIverse requIrements, promotIon & retentIon
cntena

A Change m Management Plan-TransItIOn skIlls, strategIc planmng, VISIon

Right People on the Teams-SelectIOn, recruItment, career development programs

Re-deslgned Reward System-Formal, mformal, performance managementand appraIsal
system

Clear Team Charters-Outcomes/results, negotIatIOn skIlls

• REPORT OUTS Ask all 3 teams to present a bnef report ProVIde the
opportumty for all to challenge, clarIfy or add to the requIrements

• Refer to HANDOUT on "Implem~ntmgEmpowerment" With an emphasiS on
orgamzatlOnaileadershlp and support

MOVING INTO THE TEAM MODE OF DOING BUSINESS

5mm

• Conduct a bnef dISCUSSIon WIth the partICIpants on the questIon of what should
come first

•
1)
2)

redrawmg the lmes and movmg the orgamzatlonal boxes, or
practIcmg the behaVIor & estabhshmg team norms?

5



Changmg Roles and EffectIve Teamwork

•What are the dangers In redeslgmng the organIZatIOn before you have trIed
operatIng In a new way WIth dIfferent players? Answers should mclude

potentIal for qUIck regression to the old way, when the change falters
htgh hkehhood of domg It wrong
WithOut actually practIcmg new ways of domg thtngs, It's dIfficult to sort out
the dIstrIbutIOn of responslbIhties

BRINGING INDIVIDUAL PROFESSIONAL AND TECHNICAL SKILLS TO RE
ENGINEERED TEAMS THAT ARE EMPOWERED

60 mIn (total)

EXERCISE EffectIve FunctlOnmg on StrategIc ObjectIve Teams m USAID (30
mInutes)

HANDOUT "Changzng Roles Wlthzn USAlD"

Orgamze partICIpants mto 4 groups to look at potentIal changes m theIr Jobs for varIOUS
professIOnal areas The handout IS a reference pomt or trIgger to help people thtnk about •
those changes DO NOT USE THE PROFILES AS GillDANCE USE ONLY AS A
TOOL IF NOT HELPFUL, IGNORE

• MOST IMPORTANT GUIDELINE PUSH THE ENVELOPE AND ASK
HOW YOU NEED TO OPERATE DIFFERENTLY

Program OffIcer/Project Development Officer
Controller/ExecutIve Officer/Contractmg Officer
MISSIOn DIrector/Deputy DIrector/Office DIrector
TechnIcal Officer

• RECORD AND REPORT OUT 5 - 7 MINUTES PER GROUP

ASK What are the major Issues m operatlonahzmg new roles that cut across functIOnal
areas, 1 e , mterdependence, real contrIbutIons based on balance of responsIbIlIty
and accountabIlIty?
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TEAM ROLES

15mm

• To launch and mamtam effectIve teamwork we must be clear about Its
purpose Agam, m the words of PhyllIs DIchter-Forbes when she
addressed the re-engmeermg ToT pIlot class

"As a manager, you need to be very clear about why a team was put together
The team needs to be able to come back to you and say what they thInk they dre
there to do and what they can do "

One technIque management and teams use to ensure there IS a common understandmg
about what they are responsIble for and what resources and authOrItIes they have to work
WIth, IS to develop a charter or contract between the team and management (Refer
the group to the sample charter on page 7 of the Team Tool KIt )

When bemg launched, a team needs to understand the varIOUS roles whIch are played out
m a team settmg Some of the roles whIch team partICIpants assume are team leader,
team members, facIlItator, and recorder

The preCIse label and aSSIgnment of these roles IS not what IS Important Ensurmg that
people on the team are assummg and completmg the tasks requIred by these roles IS very
essentIal

HANDOUT "Conductmg Effectzve Meetmgs" and "Group Member Roles"
Walkthrough thIs handout WIth the group

Remmd the partICIpants that the role of the facIlItator IS best practIced WIth some
profeSSIOnal trammg and experIence Operatmg umts mIght choose to employ the
servIces of profeSSIonal faCIlItators as they establIsh teams, or they may choose to mvest
m the trammg and development of staff members to serve m thIs role

7
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PRIORITIZING THE MAJOR ISSUES IN MAKING TEAMS WORK WITHIN THE
CONTEXT OF REENGINEERING, AS WE NOW UNDERSTAND IT

60 mIn

EXERCISE BraInstormmg of the Major Issues

• DIvIde partiCIpants mto 3 small groups and have each group Sit together

• ASK each participant to thInk for a bIt and note down on paper the two or three
major Issues they see regardmg makIng teams work as the way of domg busmess
m USAID

• Each group should select a member to serve as Recorder Recorders m each
group should prepare to record contnbutions exactly as presented

• Reduce each Idea to a few key words If pOSSible

•

• Record m Sequence People may pass Clanfy and combme only With
concurrence of the contributor FULL GUIDELINES for the BralllStormmg
Process used here are found m the TOOL KIT (P 29 TAB 13) •MULTIVOTE IN ORDER TO BOIL LIST DOWN TO "STICKIEST" ISSUES

(FULL GUIDELINES, TOOL KIT, P 32 TAB 13)

1 Number the Items Be sure there are at least 20 Items

2 Ask each member to choose up to one-thrrd of the total hst as Items they wish to
dISCUSS or address

3 After all group members have sIlently completed theIr selectIOns (by number),
tally the votes by show of hands for each numbered Item on the lIst

4 To reduce the lIst, elImrnate those Items With few votes (probably 3 or less)

5 Repeat vote to come down to a workable number (3 - 5) for groups to work on
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Ask groups to each take one of the prIOrity Issues and proceed to do a FORCE
FIELD ANALYSIS (GUIDELINES, TOOL KIT, P 33, TAB 13)

1 State Issue m terms of desrred change

2 Do dIagram that wIll focus dIscuSSIOn on drivIng forces wluch are benefIts and
advantages of the change and restramIng forces that are the shortcommgs and
dIsadvantages of the change

3 Record member contnbutIOns on dIagram and scale mtensIty of forces (1-5)

4 Develop strategIes for mcreasmg the dnvmg forces and decreasmg the restrammg
forces Reducmg the restrammg forces IS often the best way to start

5 Target changes that can realIstIcally be made and IdentIfy steps that can be taken

• Each small group reports to the large group WIth refmement of steps to help
people work more effectIvely m teams

After groups report back on the content of therr work, ASK

What did people In the varIOUS roles do to help the team get through
their task?

What dId the leader do?
What dId the facIlItator do?
What dId the recorder do?
What dId the team members do?

SUMMARY

10 mID

RevIew key pomts from "Ground Rules for Groups" by Roger M Schwarz (Full artIcle
IS last Item under Tab 7 m the partIcIpant notebook,

•

•
•
•
•
•

Test ASSumptIOns and Inferences
Share all Relevant InformatIOn
Focus on Interests, not POSItIOns
Be SpeCIfic, Use Examples
Agree on the Meamng of Important Words

9
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• Explam Reasons BehInd Statements, QuestIons and Answers
• DIsagree Openly WIth Group Members
• Make Statements InvIte QuestIons and Comments
• Jomtly DesIgn Ways of Testmg DIsagreements and SOlutIOns
• DISCUSS "non-dIscussable" Issues
• Keep DISCUSSIOns Focused
• Ehmmate Cheap Shots and Other DIstractIons
• All Group Members are Expected to PartICIpate
• Exchange Relevant InformatIon WIth Non-group Members
• Make DeCISIOns by Consensus
• Conduct Seif-cntique

OPTIONAL TEAMWORK EXERCISE

45 nun

•

HANDOUT "Teamwork"

• DIstrIbute the InformatIon cards randomly to the team members Each team
should have a complete set of InformatIOn cards •• Have the teams begm therr task Allow 20 mmutes, then have the partICIpants
tum to therr reactIon forms on page two of the exerCIse sheets

• Reconvene the class as one group Lead a dISCUSSIOn of the problem-solvmg
actIvIty, focusmg on

sharmg of InformatIon m a task onented SItuatIOn,
cooperatIOn m group problem solvmg, and
the emergence of leadershIp m group problem solvmg

Team members should be encouraged to share data from therr reactIon forms

10 •
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Solution = 23/30 wors

CalculatIon Method

24 Lutts/Hr 30 Lutts/Hr 30 Lutts/Hr

A
4 Lutts
1667 wor

B
8 Lutts
2667 wor

C
10 Lutts
3333 wor

D

•

•

Total 7667 WOR = 23/30 WOR

2 MR/HR 1 LUT = 10 MIPP
1 WOR/5MIR 2 MIPP = 1 MILE

11
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TRAINING OF TRAINERS WORKSHOP OBJECTIVES

By the end of the workshop partICIpants WIll be able to

1 demonstrate a thorough understandmg of the expenentlal learnmg cycle by
facIlItatIng part of one module of the trammg,

2 recogmze and descnbe a vanety of expenentIallearnmg methodologIes that are
relevant to re-engmeenng trammg,

3 IdentIfy and evaluate effectIve group facIlItatIon skIlls and mterventIOns,

4 determme theIr own level of skIll m group facIlItatIon and IdentIfy areas for
Improvement,

•

5

6

become more famIlIar WIth a vanety of trammg tools and applIcatIons for
re-engmeenng trammg m the USAID context,

have some fun whIle learnmg'

1



PRESENTATION GUIDELINES

Your team will present a one hour (60 mmutes) trammg session on a re
engmeermg tOPiC You may use any of the modules that have been covered so far,
and you may revise the segment you select so that It will be more attuned to your
audience

As you plan your presentation, you may wish to use the Session Design Form for
your work First, thmk about the entire module and how you would present It
Then, m collaboration with other teams who may have selected the same module,
select one activity from the module to present to the group so that each team IS
presentmg a different aspect of the module or a different module

In plannmg your presentation the following Items must be mcluded

• You must use 2 different types of media (e g , PowerPomt slides,
overheads, flip charts, handouts, etc)

• You must use at least 2 mstructlonal techmques (e g , lecturettes,
exerCise, gUided diScussion, small group diScussion, report out, etc)

We will support your work by providing the followmg

• Consultation (Freel)

• Reproduction of matenals (give us overmght to get copies made)

• Overhead transparency film, VIS a VIS pens for wntmg on the
transparencies, markers, tape, flip charts and other Items as
requested

Immediately followmg your presentation 30 mmutes will be devoted to a class
discussion about the session and your facIlitation of It The followmg questions
will be used to gUide this diScussion

1 Objectives

Were the session objectives clear and eVident?
Were the session objectives met?
How did this particular design facIlitate meetmg the objectives or did
the design hmder meetmg the objectives Be specific m your
comments

2
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• 2 Design

What methodology, techniques were used?
Old these choices fit the learning obJectives?
Old any exercises used (If any) help you grasp the content?
What elements would you not drop from the design?
What elements could the design do without?
What might you add/substitute to Improve the design?

•

•

3 FaCIlitation

Old the facilitator(s) maintain a neutral stance?
Did the faCIlitators demonstrate active listening? How?
What were the most/least effective interventions used by the
facilitator(s)?
How did the facilitator(s) help participants to achieve success?
What speCific behavIors did the facilitator(s) exhibit that you liked?
that need Improvement?

3



SESSION DESIGN FORM

LEARNING OBJECTIVES

Instructional ObJectwes Suggested ActiVity/Methodology Time

•

•

•
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•

•

Resource Materials
for

Training of Trainers
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DANGERS

-- ~~~i~UNITIES
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WHAT IS MAJOR ORGANIZATIONAL CHANGE?

Major change. a significant alteration in established patterns of expectations

•

Negative
Perception

Established
Expectation
Pattern

PosItive
Perception

Minor Change

Major Change

8
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RESPONSE 10 POSITIVE CHANGE

•

ff!?""""
'::?iQ
dl

\D

:E
II)-:E-lIJ
lIJ
LtJ
Do

II INFORMED
PESSIMISM
(DOUBT)

I UNINFORMED OPTIMISM
(CERTAINTY)

-'"

CHECKING OUT

TIME

III HOPEFUL REALISM
(HOPE)

\
IV INFORMED OPTIMISM

(CONFIDENCE)

V COMPLETION
(SATISFACTION)
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CHANGE IS A PROCESS
•

PRESENT
STATE

•••••••
•••Unfreezing :.

(Pam)
Refreezmg

(Remedy) •
CHARACTERISTICS OF THE TRANSITION STATE:

• low stablhty

• high emotional stress.

• hIgh. often undirected energy.

• control becomes a major Issue,

• past patterns of behavior become highly valued,

• confhct Increases

I
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STRATEGIES AND TACTICS TO MANAGE CHANGE

•

.,.,...
~

't"

UNFREEZING TRANSITION REFREEZING

STRATEGIES

Disconfirm the present Provide structure, guidance, confidence, and trust while encouraging Confirm the desired

state and promote movement state and promote
moyement away from .cceptance of new
existing expectation expectallon pat-
patterns terns

TACTICS

1 Explain the problemsl 1 Continue to reinforce the 6 Reward those who are supportive 1 Demonstrate commit-
opportunities facing need for change and remind of the change and apply pressure ment
the organization people of the benefits of to those who are resistant

successfully achieVing the 2 Use consequence

2 Reduce the targets' desired state 7 ASSign roles. tasks and respon- management
defensiveness about slblllties so targets feel they

the past 2 look for opportunities to are Involved and exercIsing In~ • Rewards
make symbohc deCISIons that f1uence • Punishments

3 Specify the necessary send ctear SIgnals rein- • EHort

change. forcing the change 8 PrOVide targets With the logistic.
economIc and political resources

4 Use consequence 3 PrOVide as much accurate' needed to achieve what you asked
management timely Informahon as of them

pOSSible

• Rewards 9 Identify anchors that targets can

• Punishments 4 Allow targets to ventilate trust will remain constant and

• EHort their fears, concerns, Inse- prOVide stablhty
CUrlt,es, and grief In an
environment that treats these 10 PrOVide targets With training In
feelings .s 'egllimate how to understand thelf own reac·

hans, as well as the reachons of

5 Focus targets' attenhon on others, to the change process
the future not the past

~



CRITICAL ROLES IN THE CHANGE PROCESS •
Change Sponsor Individual/group who legitimizes the change

Change Agent Individual/group who IS responsible for
Implementing the change

Change Target Individual/group who must actually change

Change Advocate - Individual/group who wants to achieve a change,
but who lack sufficient sponsorship

•

•
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• ANTI-EXPERIENTIAL LEARNING CYCLE
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THE EXPERIENTIAL LEARNING CYCLE

1-4
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• •Sample Activitie. 'or Each Phal' 0'
The Experiential Learning Cyele

•
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Figure 1 The Experiential Learning Cycle

While educators and group leaders alIke stress the necessity ofprocessmg, there are,
m realIty, very few gUidehnes m the hterature for accomplIshmgthat goal Arandom survey
of over two dozen exercise books, teacher's manuals, and workbooks publIshed from
1970-1978 mdICates that facIlItators wlshmg to follow the expenentIal cycle are given lIttle,
and m some cases no, mstructIon about how to do It These books fall fairly equally mto one
of three categones

1 No questions, gUidelInes, or dIrectIOns for mtegratmg learnmg are prOVided The
faclhtator IS gIVen the activity and ItS objective (Brooks, no date, Egan, 1975, FranCIS &
Woodcock, 1975, Johnson, 1974, McCroskey, Larson, & Knapp, 1971, Myers & Myers,
1973, Stewart & D'Angelo, 1975) For example, m an mstructor's gUide to A Systems
Approach to Small Group lnterachon (Tubbs, 1978), the "trust walk" IS suggested as an
expenentIal activity, and only the followmg InstructIOns are Included

Trost Walk Members are paired on some baSIS One member ofthe pair assumes the role ofbemg "bhnd
by closmg hiS or her eyes The other person leads him or her around, mamtammg contact with only one
hand placed on hiS or her shoulder (from behmd) After five mmutes or so, the members reverse roles The
mstructIons may contam some suggestIons about trymg to sense whether the "blind' person begms to
feel trust for the other person (p 10)

2 The faclhtator IS Instructed to lead a diSCUSSion, pullmg out the Important concepts
the expenence was to generate (Pfeiffer & Jones, 1972-1978, Wackman, Miller, & Nun
nally, 1975) For example, m "AdmiSSions Committee A Consensus-Seekmg ActiVity"
(Pfeiffer & Jones, 1978), the faclhtator IS Instructed to draw out the follOWIng concepts

1 The consensus process wlthm each group assets and difficultIes, whether the rules were followed,
and the dynamiCs behmd the posted scores

2 Ways m each performance could be Improved m future consensus-seekmg actIvities
3 Work situations to whIch the prmclples ofachlevmg consensus could be apphed (p 16)

3 The faclhtator IS given some speCific diSCUSSIOn questIOns that tap only certaIn
phases of the learnmg cycle (Frank & Jandt, 1976, Hall et al , 1975, Jongeward & James,
1973, Krupar, 1973, Napier & Gershenfeld, 1973, Stevens, 1971, Thayer, 1976) For
example, In A Handbook of Verbal Group Exerc~ses (Moms & CInnamon, 1975), the
questions suggested for a "Copmg With Confrontation" expenence focus mamly on what
happened (shanng) and what It meant (InterpretIng)

a How did you feel about gomg mto the mSIde chaIT? Why? Old your feelings change once you were
m the chair?
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b How did you react to the feedback? In most Instances, did you tend to agree or dl~agree?Why?Did the
feedback surpnse you? DId you feel It was honest?

c Were you hesitant about giVIng feedback? Why? Was your feedback pnmanly negatIve or posItive? •
Why?

d What did you learn from the people you felt were most comphmentary and cntIcal? Have your feehng,
changed about these people? Has your self concept changed? In what way? (p 71)

An example that mdlcates pnmary focus on the abstractmg phase IS found m an exerCIse on
paraphrasmg (Weaver, 1978)

Do you find paraphrasing difficult? Why?
Does paraphrasmg serve to clanfy conversatIOn?
Are there weaknesses 10 paraphrasmg? Are there certam SituatIOns where It might not be appropnate?
Is It reahstlc to expect people to paraphrase 10 normal conversatIOn? (p 28)

WhIle there should be no excuse for omlttmg general gUIdelmes aImed at elIcltmg the
conceptual purpose of the exerCIse, It IS understandable that only the most abstract sort of
dIrectIOns can be gIVen If, m fact, It IS true that the greatest learmng IS generated In the
partIcular partIcIpant's here-and-now experIence, then questIons coverIng all the pOSSIble
learnIngs are ImpOSSIble to predIct It may even be that the longer the lIst of speCIfic
questIons the facIhtator bnngs to the experIence, the less hkely partIcIpant-based and
-dIrected learnIng IS to occur

The effectIve facIhtator IS sltuatIonally responSIve He or she gUIdes any partIcular
group ofpartIcIpants to fInd learnIng that IS meanIngful and testable for them, regardless of
whether It fits wIth the author's or facIhtator's conceptual scheme In other words, the
process IS trusted to unfold and evolve The Ideal faclhtator does not lead the partICIpants to
conclusIOns but rather sttmulates InSIghts and then follows what emerges from the
partICIpants

One of the books surveyed, RealIty Games (Sax & Hollander, 1972), does prOVIde
some general gUIdelInes to encourage the partICIpants to dIrect theIr own learnmg expen
ence When they falter or reach the end of a partIcular theme or traIn of thought, another
questIon can be asked to help them move on For example, some suggested questIons are
"How do you feel about that?", "Have you conSIdered any other alternatIves?", "Are those
all the necessary facts?" Sax and Hollander (pp 43,67-69) further prOVIde questIons that
clanfy feelmgs ("Ifyou felt sad, what about the problem would make you feel that wayP"),
needs ("What dId you WIsh would happen ?"), thInkmg ("How do you see the problem as a
whole?"), pomt of vIew ("What led you to expect that?"), conSIstency ("Are the needs
compatIble?"), and completeness ("Are there some reservatIOns that have not been ex
pressed?")

Processing Questions for Each Stage of Cycle
Although the questIons suggested by Sax and Hollander are a welcome addItIon to the
faclhtator's repertOIre, not all of them fIt clearly Into the progressIve stages of the experIen
tIal learnIng cycle Followmg IS a serIes of questIons deSIgned for each stage of the
experIentIal cycle

Usually In stage one, the expenencmg phase, partICIpants are engaged m an actIvIty to
generate data, and processmg the data does not m actualIty begm untIl the second stage,
sharIng However, SInce every faclhtator has had the experIence of meetmg partICIpants'
reSIstance to begmmng and/or completmg an actIvIty, questIons are prOVIded for thIS stage
These questIons are usually "no-fall" questIons for three reasons (1) they tend to break
down reluctance by allowmg the partICIpants' reSIstance to gettmg mvolved m the actIvIty,
(2) If reSIstance cannot be overcome, proceSSIng the blockIng Itself becomes the learnmg,
and (3) they can be used at any stage of the expenentIal cycle They are key questIons that,
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when combIned wIth the facIlItator's summanZIng and reflectIng, aId the group In mOVIng
eIther more deeply Into the stage at hand or on to another stage

• What IS gOIng on?
• How do you feel about that?
• What do you need to know to ?
• Would you be wIlhng to try?
• Could you be more specIfic?
• Could you offer a suggestIon?
• What would you prefer?
• What are your SUspIcIons?
• What IS your obJectIon?
• Ifyou could guess at the answer, what would It be?
• Can you say that m another way?
• What IS the worst/best that could happen?
• Whatelse?
• And?
• Would you say more about that?

In stage two, the shanng phase, partICIpants have completed the expenence Ques-
tIons are dIrected toward generatIng data

• Who would volunteer to share? Who else?
• Whatwenton/happened?
• How dId you feel about that?
• Who else had the same expenence?
• Who reacted dIfferently?
• Were there any surpnses/puzzlements?
• Howmanyfeltthe same?
• How many felt dIfferently?
• WhatdId you observe?
• What were you aware of?

In stage three, the mterpretmg phase, partICIpants now have data QuestIons are
dIrected toward makmg sense ofthat data for the mdividual and the group

• How dId you account for that?
• What does that mean to you?
• How was that sIgmficant?
• How was that good/bad?
• What struck you about that?
• How do those fit together?
• How mIght It have been dIfferent?
• Do you see somethmg operatmg there?
• What does that suggest to you about yourself/your group?
• What do you understand better about yourself/your group?
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In stage four, the generallztng phase, partIcIpants work toward abstractmg from the
specIfic knowledge they have gamed about themselves and theIr group to superordmate
pnncIples QuestIons are dIrected toward promotmg generalIzatIOns •

• What mIght we draw/pull from that?
• Is that pluggmg m to anythmg?
• What dId you learn/relearn?
• What does that suggest to you about m general?

• Does that remmd you ofanythmg?
• What pnnclple/law do you see operatmg?
• Does that remmd you of anythmg? What does that help explam?
• How does thIs relate to other expenences?
• What do you aSsocIate with that?

• Sowhat?
In stage five, the applymg phase, participants are concerned with utIhzmg learnmg m

theIr real-world situatIon QuestIons are dIrected toward applymg the general knowledge
they have gamed to theIr personal and/or profeSSIOnal hves

• How could you apply/transfer that?
• What would you hke to do With that?
• How could you repeatthls agam?
• What could you do to hold on to that?
• What are the optIons?
• What might you do to help/hmder yourselP
• How could you make It better?
• What would be the consequences ofdomg/not domg that? •
• What modIficatIOns can you make work for you?
• What could you Imagme/fantaslze about that?

A final stage can be added here, that of processmg the entIre expenence as a learnmg
expenence Questions are aimed at sohcltmg feedback

• How was this for you?
• What were the pluses/mmuses?
• How might It have been more meanmgful?
• What's the good/bad news?
• What changes would you make?
• What would you contmue?
• What are the costs/benefits?
• !fyou had It to do overagam, what would you do?
• What additIons/deletIons would help?
• Any suggestions?

It IS obvIous that many of these questIons focus on and Will ehclt Similar responses,
Ie, they overlap m content and meanmg However, for the skillful faCIlItator varIatIons on
the same theme offer more than one road to arnve at the same place
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Advantages/Disadvantages

There are potential dIsadvantages many techmque, but the dIsadvantages of possessmg a
senes ofprocessmg questIOns m one's facIlItatIve repertOIre seem to be outweIghed by the
advantages One dIsadvantage IS that the facIlItator may come to rely solely on the'le
questIons wIthout becommg knowl~dgeable about the concept, Issue, or theory to be
Illummated by the expenence The second dIsadvantage IS a more phIlosophICal one
questIons are actually mdIrect statements that serve to hIde one's own reactIons to the
expenence (PfeIffer & Jones, 1974) ThIS dIsadvantage can be overcome m two ways (1) the
faCIhtator can turn each of the questions mto statements (''I'd hke to know what you're
feehng"),and (2) the faCIlItator can share hIS or her own expenences durmg the processmg
ofthe learnmg cycle ("What happened for me was ", "What I learned was ") NeIther
of these objectIons negates the value of a repertoIre of processmg questIons To the
contrary, both emphaSIze the fact that questIons In themselves are neIther good nor bad, It
IS how the faclhtator uses them that IS the object of evaluatIOn If the facIlItator IS a
developmg person, chances are that he or she wIll not mIsuse thIS technIque (Pfetffer &
Jones, 1977)

On the other hand, the advantages are several (1) Ifthe expenence IS gomg as planned,
the faCIlItator has a tool for gUIdmg the expenentIal learnmg cycle at the pace, depth,
breadth, and mtensIty that he or she deems appropnate, (2) If the expenence IS not gomg as
planned, the faCIlItator has a tool for denvmg learnmg from what ~s occurrmg, so that
somethmg benefiCIal IS gamed, regardless of partICIpants' attItudes and reactions, and,
finally, (3) the greatest advantage IS that these questions can be used wIth VIrtually any
experIence m nearly any SItuatIon WIth the vast majorIty of partICIpants They are
generalIzable, transferable, and guaranteed to evoke learnmg The nature ofthe faCIlItator
and the skIlls ofsharmg, empathIzmg, and lIstenIng are most Important to the approprIate
use of thIS technIque However, armed wIth these questions, the conSCIOusly competent
faCIhtator can be assured (and make sure) that "nothmg never happens" (Johnson, 1974)
when the learnmg process IS trusted
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TRAINING SOME BASIC CONCEPTS

TRAINING - HOW IT DIFFERS FROM TEACHING

There IS a dIstmctIOn between teachIng and trammg By teaching one usually refers to the
mstructIOnal mode of learmng that IS typICal of our school expenence In school settmgs, the
performance of the student IS Judged to see If they have mastered the matenal, students are
urged to meet the reqUlrements for a degree and they are not usually mvolved m the course
desIgn or the content covered, nor do they usually partICIpate to a great degree - they are
passIve, focused on absorbmg the subject and passmg the exam

The term 'trammg,' as used here defmes an adult educatIon or highly partICIpatory actIVIty
aImed at transferrmg sk11ls and lffiprovmg capacity m the context of relevant, useful and
dIrectly useable knowledge In contrast to teachIng, traInIng views participants as responsIble
for therr own learmng The tramer's role IS to encourage partiCIpatIon m the deSign of the
course (usually through a needs assessment process whIch drrects the attentIon of the
partICIpants to thoughtful conSIderatIon of therr learnmg needs and prOVides an opportumty to
express them), create an envrronment that Will support learnmg, deSIgn and conduct a senes
of learnmg expenences, mVlte partICIpants to work as partners With the tramers to make the
traImng successful, and mvolve participants m evaluatIng the traInIng as It relates to therr
needs Thus, the central reqUIrements of traInIng are those mandated by the partIcipants' needs

The Agency's development professIOnals must be traIned by combImng useful, useable
technIcal skills and InformatIon m a manner that also allows them to assume responsibilIty for
therr own learmng

The Work Involved 1D TraInIng

In any trmmng event for adults, there are two pnmary consIderatIOns One consideratIon IS the
task, or the content of the learmng The other IS process, or how the learnmg IS structured and
managed The role of the tramer IS central to the effectIve balance of these two consideratIOns
SpeCIfically, m addItIon to the knowledge, skill and expertIse m the content of the trmmng,
traIners are also concerned about the range of traInIng technology, mcludmg such aspects as
how adults learn, group development, choosmg appropnate expenentIal technIques, and
supportmg the learnmg With questIons, activIties and/or medIa to focus and enhance the
learmng

When these two prlffiary consideratIOns (what IS bemg tramed and how It IS bemg managed)
are out of balance, traInIng seSSIons are meffectIve If the content/technIcal InformatIon IS the
only conSideratIon, presentatIons tend to lecture, whIch IS one-way commumcatIOn and has very
low mvolvement by the partICIpants ThIs lffibalance IS charactenzed by a lot of talkmg by the
presenter (the "mstructIonal" mode) and, whIle a lot IS SaId, the partIcipants learn and retaIn
very htt1e If the Imbalance IS m the process, sessIons are charactenzed by a lot of actIVItIes
whIch, when completed, have no meanmg to the partICIpants
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TraImng eXIsts to bnng about learmng It IS a structured process, a sequence of expenences,
a senes of Opportumties to learn, In whtch the partICIpant IS exposed In some more or less •
systematIC way to certain materIals or events The partIcIpant's behaVIOr IS supposed to be
modIfied by means of this process so that after It IS completed, he/she behaves In some way
that IS dIfferent from the way he/she behaved before trammg

The settIng for learnmg must be one that allows the learner to be creatIve, to make mIssteps,
and to try out new ways of behaVIng Without fear of the usual paInful consequences of faIlure
ThIs defimtIOn of traInmg has ImplIcatIOns for the kInds of techmques whtch are approprIate
In desIgmng, presentIng, and evaluatIng the traIIDng

ADULT LEARNING

Adults as learners share several Important characterIstIcs whtch have ImplIcatIons for the
methodologIes used In traImng I These are dIscussed below

1

2

Adults enter a learmng aCtIVIty With an Image of themselves as self-dIrectmg,
responSIble grown-ups, not as trnrnature, dependent<xearners Therefore, they
reSIst SItuatIons In whtch they are treated With dIsrespect This ImplIes that If
adults help to plan and conduct theIr own learnmg expenences, they Will learn
more than If they are pasSIve learners Tramers, when workIng With adults, must
demonstrate that they value partICIpants as human bemgs, that In your eyes they,
and what they've experIenced, count

Adults enter a learnmg aCtIVIty With more experIence than youth Therefore, they
have more to contrIbute to the learmng actIVIty and have a broader basIS of
experIence to relate to new learnmg Methods whIch buIld on and make use of
the experIence of the adult learner Will produce the greatest learnmgs

•
3 Adults enter a learnmg aCtIVIty With a chfferent qualIty of experIence and

dIfferent developmental tasks than youth Therefore, the appropriate orgamzmg
prIncIple for adult learmng experIences IS developmental sequence prImanly and
lOgICal subject development only secondanly

4 Adults enter a learnmg activity With more ImmedIate mtentlons to apply learnmg
to lIfe problems than youth Adults reqUIre practIcal results from learnmg They
Will perceIve learnmg experIences that are orgamzed around lIfe problems as
bemg more relevant than those orgamzed around subject tOPICS

5 Adults must want to learn They learn effectIvely only when they have a strong
mner motIvatIOn to develop a new skIll or acqUIre a partIcular type of
knowledge

6 As the work of Malcom Knowles and others has shown, adults learn most
effectIvely when they experIence or do somethmg and by the use of a vanety
of methods Learnmg IS "problem-centered" rather than "subJect-centered"
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7 Adults learn best m an mformal enVIronment

One useful way to descnbe the way m whIch adults learn IS the expenentIal learmng cycle
model

The ExperientIal Learnmg Cycle

Tms model assumes that learmng occurs when a person engages m some actIvIty, looks back
at the actIvIty cntIcally, abstracts somethIng useful, and puts the result to work Of course, thIs
process IS expenenced spontaneously m everyone's ordmary hvmg It IS an mductIve process
proceedmg from observatIOn rather than from a pnon "truth" (as m the deductIve process) The
usual purpose of traImng IS to enable partICIpants to learn, whIch IS defined as bnngmg about
a relatIvely stable and sustamable change In behavIOr The steps In the expenentIaI learmng
cycle are descnbed below

Experlencmg ("Domg")

The InItIal stage IS the "domg" part of the learmng cycle It IS the step that IS often
assocIated WIth game-lIke actIVItIes or fun In trammg thIs stage often mvolves the use
of role plays, a SImulatIon, or dIScusSIon of a genenc case study Almost any actIVIty
wmch has people talkIng to each other about Important feelmgs or Ideas, or trymg
sometlnng new by eIther askIng themselves questIons or makIng chOIces, WIll brmg out
new InformatIon to the people mvolved

SometImes tramers spend an InordInate amount of energy planmng the actIVIty, but
leave the exammatIOn of It unplanned As a consequence, learmng may not be
faCIlItated ObvIously, If the process stops after thIs stage, alilearmng IS left to chance,
and the traIner has not completed the task The next four steps of the expenentIal
learmng cycle are even more Important than the expenencmg phase

Pubbshmg

In the second stage of the cycle, people have done an actIVIty, and now they are
presumably ready to share what they saw and/or how they felt durmg the event The
Idea here IS to make aVaIlable, to the group, the expenence of each mdIvIdual ThIs step
Involves fmdmg out what happened WItlnn mdIvIduals, (both Ideas and feelIngs), whIle
the actIvIty was progressmg

PublIshIng can be earned out through free dIscussIon, but thIs reqUIres that the traIner
be clear about the dIfferences m the steps of the learmng cycle and dIstInguIsh sharply
among mterventIOns m the dIscussIon People's energy IS often focused on staymg
InsIde the actIvIty, and they need to be nudged mto separatIng themselves from It m
order to learn
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Processmg

ThIS stage can be thought of as the key step m the learmng cycle It IS the systematIc
exammatIOn of commonly shared expenence by those persons mvolved Tllis
"talkmg-through" part of the cycle IS cntIcal and It cannot be eIther Ignored or desIgned
spontaneously If useful learmng IS to be developed The tramer needs to plan how the
processmg Will be carned out and focused toward the next stage - generalIZIng
Unprocessed Ideas or feelmgs can be expenenced as "unfimshed busmess" by people
and can dIstract them from further learmng

Tllis step should be thoroughly worked through before gomg on to the next PartICIpants
should be led to look at what happened m terms of dynamICS but not m terms of
"meamng" People often antICIpate the next step of the learmng cycle and make
premature generalIzatIOn statements The tramer needs to make certam that the
processmg has been adequate before movmg on

In the generalIZIng stage, It IS pOSSIble for the tramer to brmg m Ideas to augment the
learmng Tllis can proVIde a framework for the learmng that has been produced
mductIvely

Generabzmg

•

A leap has to be made at thts pomt m the expenence, from the reahty mSIde the actIVIty
to the realIty of everyday hfe outSIde the traImng seSSIon The key questIOn here IS "S0 •

what?" People are led to focus on SItuatIOns m therr personal or work hves that are
SImIlar to those m the actIVIty they expenenced

The task IS to take from the processmg step some prmcipies that could be apphed
"outSIde II Tllis step IS what makes learmng practIcal, and If It IS omItted or glossed
over, the learmng IS lIkely to be superfiCIal

It IS useful at thts stage for the group mteractIon to result m a senes of products 
generalIzatIons that are presented not only orally, but also VIsually Thts strategy helps
to facIhtate learnmg among partICIpants The traIner needs to remam non-evaluatIve
about what IS learned, drawmg out the reactIons of others to generalIzatIons that appear
mcomplete, undIVIded, or controverSIal PartICIpants sometImes antICIpate the final stage
of the learmng cycle also, and they need to be kept on the track of clarIfymg what was
learned before dIscussmg what changes are needed

ApplYlDg

The fmal stage of the expenential learnmg cycle IS the purpose for wllich the whole
expenence IS deSIgned The central questIon here IS "Now What?" The traIner helps
partICIpants apply Ideas to actual SItuatIOns m wllich they are mvolved Ignonng such
dISCUSSIons JeopardIzes the probabIlIty that the learmng WIll be useful It IS cntical that
attentIOn be gIven to desIgmng ways for mdividuais and/or groups to use the learmng •
generated durmg the experIence to plan more effectIve behaVIor Z8
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IndIVIduals are more lIkely to use theIr learmngs If they share them WIth others
Volunteers can be asked to report what they mtend to do WIth what they learned, and
thIs can encourage others to do somethIng new

TRAINING METHODOLOGIES

The more mvolved a person IS m a learnmg actIVIty, the greater the pOSSIbIlIty that the mtended
learmng WIll take place TraIling actIvItIes are effectIve to the degree that they mvolve the
partIcIpant to learn new knowledge, skIlls or attItudes

Involvement IS the actIOn mSIde the mdividual The partIcIpant feels, rIsks, thinks, gets
confused and makes new connectIOns WIth Ideas, themselves, and other people

Learmng IS the result of mvolvement so that the partICIpant can recall, apply, develop,
understand, know and use new knowledge, skills or attItudes

FIgure 1 classIfies dIfferent trammg actIVItIes and techmques accordmg to the extent of learner
mvolvement As can be seen m the diagram, readmg IS the least mvolvmg actIvIty WhIle
readmg the learner IS m a reactIve mode, pasSIvely receIvmg and VICarIously expenencmg In
contrast, group work and team bUlldmg have the hIghest mvolvement PartICIpants m these
actIVItIes are m a proactIve mode, they are mterdependent, responsIble for theIr own learmng
and the problems they are solvmg are real

~ .----------------~~AbItnIct • ~Concnla

The expe71entzal lecture (or lecturette) IS more mvolvmg than the tradItIonal lecture because
It mcorporates actIVItIes on the part of the partICIpants Interspersed among the sectIons of
content are bnef mteractIons among partICIpants These mterruptlons are deSIgned eIther :B:9
personalIze the pomts of the lecture and/or to generate readmess for the next tOPIC



DZSCUSSlOn IS a frequently used traInmg mterventIOn - whether m large groups or small (4-5
persons) ones Small group work provIdes the opportunIty for some mterestIng dIscussIOn •
among partIcIpants, especially when the group has a clearly defined task and IS gOIng to make
a presentatIOn or report to the total group The kmd of InteractIOn that takes place In the small
group allows IndIVIduals to get to know one another better, cover more matenal than would
be pOSSIble If the whole group were Involved, and allows skIll bUIldIng m analyzIng,
synthesIZIng and presentmg

The case study method, developed and popularIzed In busmess educatIOn by professors at
Harvard BUSIness School, IS closely related to role plaYIng, In whIch a "case" IS acted out m
a semI-structured format Case study IS frequently used m A I D trammg where It usually
mvolves analysIs and dIscussIon of alternatIve strategIes for problem solvmg and solutIOns

The case vignette - a short case study based on personal or hypothetIcal SItuatIOns <197>IS
also used m trammg It IS an adapted form of the more m-depth case study The mam
advantage of the case VIgnette IS that of mcreasmg focus and usmg tIme effectIvely Well
chosen VIgnettes can accomphsh many of the goals of the case study m less tIme
The use of VarIOUS mventones or other questIonnarres Involves learners In self-assessment The
didactIc component comes from the dIscussIOn of the theory underlymg the Items on the
mventory

Structured experzences and slmulatlOns stress hIgh partIcIpatIon and processmg of data
generated dunng mteractIve actIvItIes

Group problem IdentificatlOn and problem solvmg as well as team bUlldmg are characterIzed
by hIgh learner mvolvement and mteractIon The data for learnmg come from the hfe
experIences and current Issues/problems facmg the group members ThIs mvolve the use of real
actIvItIes whIch a group IS currently undertakIng, turned mto "hvmg" case studIes for analySIS
and problem-solvmg by the partIcIpants

Where pOSSIble, try to aVOId SItuatIOns whIch call for the traIner to lecture at length whIle the
partIcIpants take notes ThIs IS often the mode partIcIpants are accustomed to, and trainers often
encounter some reSIstance m gIVIng them more responsIbIhty for theIr own learmng In such
SItuatIOns, It IS a good Idea to begm to mtroduce the concept of learner-centered traInIng by
startmg out WIth some mteractlve lecturettes and gradually workmg toward group actIvItIes
Askmg open-ended questIOns for whIch there are no nght answers IS another way to mtroduce
partIcIpants to thIs learnmg mode Open-ended questIons often lead to a dISCUSSIon whIch can
be valuable to the traIner m gaugmg the partIcIpants' VIews, behefs, and background as well
as bemg a useful way for partIcIpants to exchange Ideas

•

ExpenentIallearmng, as descnbed above, "teaches" a way ofusmg one's everyday expenences
for learmng ThIs kmd of actIve learnmg IS probably the best way to achIeve a sense of
ownershIp over what IS learned There are, however, other ways for adults to learn whIch are
appropnate to the actIve learnmg approach For example, skIlls are best learned through
practIce and pOSItIve reInforcement ActIve expenences do not readIly gIve a large-scale
perspectIve, thus a lecture-dIscussIon method may be more effectIve for such a purpose When •
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new mformatIOn IS to be commurucated to partIcIpants, the abIlIty of the tramer to use a varIety
of effectIve platform (presentatIOn) s10lls IS cntIcal

The chOIce of an effectIve mterventIOn IS made after an assessment of the learnmg needs of
the partICIpants and a statement of trailllng objectIves The maturIty of the group, the s10ll and
expenence of the tramers, and the envIronment m whIch the traInmg takes place determme
whIch approach should be used

CREATING A SUPPORTIVE LEARNING CLIMATE

Another Important role of the tramer IS m creatmg the learmng clImate If partICIpants are to
feel safe enough to share openly, try out new behavIOrs, profit from theIr mIssteps, be creatIve
and learn Without the fear of the consequences of faIlure, then an envrronment must be created
that supports trust and carIng PartICIpants need to feel that the traIner wants to hear therr
comments Responses such as "Tell me a lIttle more about that," or "Help me to understand
what you have m mmd," tend to draw the speaker out and IndIcate a WillIngness on the part
of the lIstener to be really engaged The abIlIty of the traIners to set such a clImate Will
determme the extent to whIch partICIpants Will share With one another and With the tramers
Tramers must be aware that by askIng for openness they are settIng up expectatIOns that they
are WIllmg to change A key traInIng s10lliS the abIlIty to be fleXible, to be WillIng to modIfy
or adapt materIals to meet the partICIpants' needs To the extent that the tramer IS WillIng to
be challenged and responSIve, to be knowledgeable Without always havmg to be "rIght" they
Will be directmg the partICIpants' learnmg along the lmes partICIpants belIeve to be Important,
and m the end makmg them ultImately responsIble for that learmng

EVALUATING TRAINING

Our phIlosophy of traInIng assumes that partICIpants know what they need m the way of
tramIng we Will evaluate whether they belIeve they are gettIng It WrItten evaluatIons are a way
of fmdmg out how the traImng IS gomg For the traIners, the evaluatIOns can serve as feedback
on what IS workmg and what needs modIficatIOn Several sample evaluatIOns are mcluded In
the TraInmg matenals These are end-of-course evaluatIon Instruments It IS also useful for
traIners to use some tIme at the end of each day to collect some InformatIon about how
partICIpants are respondmg to the traInIng There are many ways to do thIs, two are presented
below

1 A 10-15 mmute penod at the end of the day when partICIpants wrIte theIr
reflectIons on the day These are collected, read by the tramers and then shared
With the total group (anonymously) the follOWing mornmg Any changes the
tramers may have made m the deSIgn m response to the reflectIons are also
shared at thIs tIme

•
2 A short daIly reactIon form to be completed at the end of each day, the results

tabulated by the traIners and the data presented to the group the next day If the
data suggests that the traInmg 15 gomg well, take a few mmutes to celebrate With
partICIpants, If thmgs aren't gomg well, thIs IS an opporturuty to dISCUSS the
Issues and arrIve at alternatIves With the partICIpants 31



Tramers should not underestImate the Importance of collectmg, through some appropnate
techruque, data from partIcIpants about how they are expenencmg the traInmg DURING the •
traImng ThIs 1TI1mediate feedback provIdes trainers WIth the opportunity to make any
mId-course corrections that the data mdicate are needed thereby aVOIdmg the trap of not
knoWing that somethmg was amISS untIl the fmal evaluatIon

•
Adapted from Malcom S Knowles, The Modern Practice ofAdult Educatlon, AsSOCIatIOn Press, New York, 1970
and "Elght Steps to Better Trammg", Natlon's Busmess, March, 1961, and "A TrtUner's GUide to Andragogy",
HEW, SRS, March, 1972
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• DIFFERENCES IN DIDACTIC A. EXPERIENTIAL INSTRUCTION •

~

DIDACTICINSTRUCTION

Teaching Philosophy Content Is carefully planned so that
key concepts and terminology are pre
sented clearly, concisely and accurately
to budd upon eXisting knowledge In an
organized way

Key Words and Phrases Task analysIs, lecture, question and
answer, audiovisual media, platform
Skills, blbhographles, assignments,
measuring Instruments, standards
rules, cognitive gain, pass-fall

Interpersonal Style Directive - planmng, organizing
presenting and evaluating Process Is
subject-centered

StrengthS 'The Expert" - Informative, thorough,
certain, systematic Strong leader,
powerful, expressive, dramatic, charismatic
entertaining

Potential Limitations IEhtISt"- preoccupied with means, Image
structure rather than results Ignores
affective variables Inflexible (must
follow lesson plan) Ivory tower (doesn't
adapt or make the connections With what's
real)

w
w

EXPERIENTIAL INSTRUCTION

Small group actiVIties are carefully
planned to give learners experiences
that they can use as a personal frame
of reference for understanding key concepts
Learning IS self-directed discovery, people Will
unfold If allowed to practice and Internalize new skills

Problem solVing, "hands-on', case
study, role play, Simulation, values
clarification, needs analySIS, feedback
personal growth, awareness, feehngs,
structured experiences

Reflective - experience, introspection,
generalize and apply Process IS
problem focused and learner-centered

"The Coach"- takes risks and encourages
risk-taking In others, lets people perform
and make mistakes, gives feedback,
bUIlds confidence, gives opportumty and
recognition, shares leadership

"Counselor" - turns training Into
therapy, psychologizes saCrifices content
(e g , learning obJectives, training
deSign) for process, allows digreSSions,
unconcerned With clock (pacing) resists
leadership role, wants to be one of the
group, loses control of learning process
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tI VERIFYING

,/ ALIGNING

,/ PROBING

,/ PHRASING

,/ ASKING

RESISTANCE REDUCERS

WHAT I UNDERSTAND YOU TO
MEAN IS IS THAT RIGHT?

LET ME LOOK AT IT FROM
YOUR POINT OF VIEW

TELL ME MORE ABOUT WHAT
CONCERNS YOU

HOW CAN WE WORK IT OUT
SO THAT ?
(INCLUDE BOTH CONCERNS)

WHAT WILL IT TAKE TO ?
(INCLUDE BOTH CONCERNS)



Resistance-What Are People Resisting When
They Are Resisting You? •

When you are working to bnng about change, you may be trying to help your organization
complete a task that, In the eyes of your subordinates, someone else has decided must
be done and that they mayor may not see as valuable It Isn't that they aren't smart enough
to do It The reason they have not accomplished the task IS that they have not seen It or
seen It clearly They are so close to the situation and have such an emotional Investment
In any possible outcomes, that they are In the position of needing someone to help them
define the task and Identify possible solutions In the task or solution, there IS some difficult
reality that they will have a hard time seeing and confronting

The difficult realities that your subordinates are likely to get stuck on will vary from Situation
to Situation, from organization to organization Here are some possible ones

• The political Situation, both Internally and externally, may be
very nsky and they may not want to make waves or take a
position

• The new strategic plan and/or reporting system may render
some people's positions or offices unnecessary or may reqUire
skills that do not eXist In the organization now ThiS may mean •
getting nd of some people or reassigning them, which always
creates anxclety and Inreases stress

• The organization may be providing services to a declining
market or to a rapidly changing one and thiS IS too discouraging
to deal With

• A project or program In which a lot of money IS being Invested
may turn up some negative results ThiS means bad news would
have to be sent up the line, and promises made earlier will be
taken back

• People In the organization may be very dissatisfied and they
may be reluctant to surface the dissatisfaction

• They may feel Inadequate In some part of the Job and not want
to face that Inadequacy

• Senior managers know that they operate autocratically, don't
want to change, yet see the negative effects of It

• Senior management may be part of the problem and the staff
may not want to confront them
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The Faces of Resistance

Resistance takes many forms, some of them very subtle and elusive In the course of a
single meeting, you may encounter a vanety of forms As you begin to deal With It In one
form, sometimes It will fade and reappear In a different body

Fortechmcally onented employees (and managers') - like health and population experts,
agronomists, economists, computer and systems people - resistance can be very hard
to Identify Their technical backgrounds so onent them to data, facts, and logiC that when
they are asked to perceive an emotional or Interpersonal process, It IS like trying to see the
picture on a badly out-of-focus piece of movie film

The following list of common forms of reSistance, though Incomplete, IS Intended to help
bnng the picture Into focus

GIVe us more deta,l-"When you put these worksheets together were those
numbers wntten In red or blue Ink?" No amount of information IS seen as enough
to satisfy them They need to know what IS gOing on but when you start to get
Impatient With the questions, even though you are able to answer them, that IS
the moment to start suspecting the request for detail IS a form of resistance and
not a Simple quest for information

Flood you w,th deta,l-This IS a corollary to the request for detail You ask
someone how this got started and the response IS, 'Well, It all got started ten
years ago on a Thursday afternoon In September I think I was wearing a blue
sweatshirt and the weather outSide was overcast and threatening rain I hope I
am not bOring you, but I think It IS Important for you to understand the background
of the Situation, etc, etc, etc" You find yourself getting more and more detail and
understanding less and less The moment you start to get bored or confused
about what all thiS has to do With the problem at hand, you should begin to suspect
that what you are getting IS resistance and not Just an effUSive attempt to give you
all the facts

T,me-"We don't have time for thlSI" or ''ThiS IS the wrong time" "I don't have time
to meet With you thiS week (or next week or ever) ThiS form of resistance can
also be expressed by constant Interruptions dunng your meetings The whole
time Issue, which we all have to face every day, IS most often resistance against
haVing to tell you how he/she really feels about thiS project

Impracticality-They keep reminding you that they live In the "Real world and
are faCing Real world problems" ThiS form of resistance accuses the manager
of being Impractical and academiC As In many forms of reSistance, there may be
some truth In the statement, but then there IS some truth In almost any statement
It IS the intensity of the emphaSIS on "practicality" that leads you to suspect you
are up against an emotional Issue

I'm not surprised-It IS one of life's more amazing facts that for many people It
IS of pnmary Importance to not be surpnsed It seems that whatever happens In
the world IS OK as long as they are not surpnsed You tell your Director after
meeting With the entire staff that the bUilding IS gOing to collapse, the workers 37



have all walked out, the chief financial officer has Just run off with the assistant
director, and the governor IS knocking on the door, and the Director's first
response IS, "I'm not surprised" The fear of surprise IS really the desire to always
be In control When we run Into It, It IS kind of deflating It can be seen as a signal
that our work IS really not that Important See the desire not to be surpnsed for
what It Is-a form of resistance and not really a reflection on your work

Attack-the most blatant form of resistance IS when they attack you With angry
words, pounding a fist on the desk, pOinting a finger In your face, punctuating the
end of every sentence they leave you feeling like a bumbling child who has not
only done poor work, but has somehow Violated a line or morality that should
never be crossed We often respond to such an attack by Withdrawal or a
response In kind Both of these responses mean that we are taking the attack
personally and not seeing It as one other form the resistance IS taking

Confusion-Sometimes the person you are working With may experience some
legitimate confUSion ThiS may not be reSistance, but a desire for clanty After
things become clear to you, however, and you explain It two or three times, and
they keep claiming to be confused or not understand, start to think that confUSion
may be their way of resisting

Silence--ThiS IS the toughest of all We keep talking but get very little response
In return "Keep talking, I don't have any problems With what you are saYing If I
do, I'll speak up " Don't you believe It Silence never means consent If you are
dealing With something Important to the organization, It IS not natural for the
person to have no reaction Silence means that the reaction IS being blocked For
some people, Withholding IS a fight style "I am holding on so tightly to my POSition
and my feelings that I won't even give you words" If you think a meeting went
well because the employee didn't raise any obJections, don't trust It Ask yourself
If he/she gave you any real support or showed any real enthUSiasm or got
personally Involved In the action If there were few signs of life, begin to wonder
whether the Silence was the form the resistance was taking

Intellectuallzmg-When a person shifts the diSCUSSion from deCiding how to
proceed and starts explonng theory after theory about why things are the way
they are, you are face to face With intellectualizing as resistance "That's really
faSCinating I wonder If there IS an Inverse relationship between thiS Situation and
the last time we " Spending a lot of energy spinning theOries IS a way of
taking the pain out of a Situation It IS a defense most of us use when we get Into
a tight spot ThiS IS not to knock the usefulness of a good theory or the need to
understand what IS happemng to us It IS a caution against colluding With the
IndIVIdual In engaging In ceaseless wondenng when the question IS whether you
and he/she are gOing to be able to face up to a difficult situation The time to
suspect intellectualiZing IS when It beginS at a high-tenSion moment or In a
high-tenSion meeting When thiS happens, your task IS to bnng the diSCUSSion
back to actions and away from theones
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Morallzmg-This type of resistance makes great use of certain words and
phrases ''those people" and "should" and "they need to understand" When you
hear them being used, you know you are about to go on a triP Into a world of how
things ought to be, which IS simply a moralizing defense against reality People
use the phrase ''those people" about anyone who IS not In the room at the time
It IS a phrase of superiority used In descnblng people who (1) are usually at a
lower or higher level In the organization than the speaker, or (2) are unhappy
about something the speaker has done or said and, therefore, "really don't
understand the way things have to be done"

Phrases of supenonty are actually ways of putting oneself on a pedestal Pedestal
sitting IS always a defense against feeling some uncomfortable feeling and taking
some uncomfortable actions

The phrase,lIthey need to understandll means "I understand-they don't Why
don't they see things clearly and With the same broad perspective that I do?"
Frequently, ''those people" the speaker IS talking about do understand perfectly
The problem IS (for the speaker) that they don't agree

MoraliZing can be very seductive The moralIZing employee IS invIting you to JOin
hIm or her In a very select CIrcle of people who know what IS best for ''those people"
and who know what they "need to understand" This IS an elite POSition and It IS
well protected-If the rest of the organization does not appreciate what you are
dOing, this IS Just further indication of how confused they are and how much more
they need youl ReSist the temptation With as much grace and persistence as
possible

Compliance-The most difficult form of resistance to see comes from the
compliant IndIVIdual who totally agrees With you and eagerly wants to know what
to do next It IS hard to see complIance as resistance because you are getting
exactly what you want-agreement and respect If you can trust the concept that
In every person there IS some ambivalence about your help, then when you get
no negative reaction at all, you know something IS missing Everyone you work
With Will have some reservations about a given course of action If these don't get
expressed to you, they Will come out somewhere else, perhaps In a more
destructive way You are getting this form of resistance any time there IS almost
total absence of any reservations and a low energy agreement Beware the
person who expresses a deSire to qUIckly get to soluttons Without any diSCUSSion
of problems-also the person who acts very dependent on you and Implies that
whatever you do IS fine

Methodology-If you have done a considerable amount of data collection In your
planmng process, the first wave of questions Will be about your methods "Are
these findings statistically slgmflcant at the 05 level?" Questions about methodol
ogy represent legitimate needs for Informatton for the first ten minutes That IS
enough time for you to establIsh the credibility of your work If the questions are
really about information As the questions go past the ten minute mark, you should
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cautiously begin to view them as resistance Repeated questions about methods
or suggestions of alternate methods can serve to delay the diScussion of actions

Flightmto health-This one IS the most subtle form of resistance It occurs when,
somewhere In the middle or toward the end of your work on the change proJect,
It appears that the organization no longer has any problems You begin to hear
things about how much better things seem to be gOIng This IS Similar to what
happens when the fighting couple finally make an appOIntment with the marnage
counselor as the session approaches, they find they are getting along better and
better By the time of their seSSion, they look at each other and say they aren't
qUite sure what the Issues were because they have been getting along qUIte well
lately Of course, there IS nothing wrong with the situatIon Improving, but most
surface symptoms have underlying Issues or problems that need attentIon You
need to be on the lookout for smoothing over what should be the real focus of
your work

Pressmg for solutions-This form takes the face of an Intense desire for
Solutions-solutions-solutions Since you are also eager to see them "do It nght"
some collusion can take place between you and your employees If the discussion
of solutions IS not held off a little The deSire to get It finished can prevent the
group from learning anything Important about the nature of the strategIc plannIng
process and the reporting system Recognize that the rush to solutions can be a
defense and a particularly seductive form of resistance for you

Waste of time-This one IS a vanatlon on the time theme but IS common and
often unspoken "Strategic management systems come and go In the GOB,
depending on who IS In charge If we do the absolute minimum and weather thIS
latest of fads, we'll be fine ThiS Isn't gOing to lead to anything other than bUSIness
as usual You (the mamager) are spinning your wheels for little, If any, gain" ThIS
covert (or overt, If spoken) resistance means that you Will have to do some seiling
of thiS as an opportUnIty to Improve your Unit's management and get more of what
they want, rather than less
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WHEN YOU ENCOUNTER RESISTANCE REMEMBER

Employee resistance and defenses are not to be denied In fact, they need clear expres
sion If suppressed, they Just pop up later and more dangerously The key IS how you
respond to the resistance and defenses Resistance IS Inherent In the consulting process
There are two underlying concerns that cause most resistance- control and vulnerability

Control

Maintaining control IS at the center of the value system of most organizations
There IS a belief In control that goes beyond effectiveness and good organiza
tional performance Control IS the COin of the realm In organizatIOns The whole
reward system IS geared around how much control, responSibility and authonty
you have When you perform well, you don't get much more money, you get more
control At some POint In hiStOry, organizations realized that you can't pay people
enough money to commit themselves like they do, so Instead, control IS held up
as the reward

The message In all this IS that control IS very, very highly valued There IS nothing
wrong with having control, and being out of control IS a very anxIous state to be
In When we get resistance, one good guess why IS the employee feels he or she
IS gOIng to lose control

Vulnerability

Concern that people Will get hurt IS the second major Issue that gives nse to
resistance Organizations are systems that are competitive and political It IS very
Important to stay ahead of your peers, stay In favor with your boss, and maintain
the loyalty and support of your subordinates To do all three of these and get your
Job done IS difficult As you move up an organization and deal with people at
higher and higher levels, you realize that the feeling of being Judged and haVing
to prove yourself again and again IS part of every position In the organization, all
the way up to the top

PolitiCS IS the exercise of power Organizations operate like political systems,
except that there IS no voting The Impact your change project has on the political
situation and the power of your subordinates IS a very Important conSideration
When you get reSistance, It may be that you are unintentionally disturbing
whatever political eqUlllbnum has been established

When you encounter reSistance, try to understand It Look for concerns about
control and vulnerabIlity

41



TO DEAL WITH RESISTANCE YOU SHOULD BE ABLE TO

1 Identify when resistance IS taking place

2 View resistance as a natural process and a sign that you are on target

3 Support the client In expressing the resistance directly

4 Not take the expression of the resistance personally or as an attack on
you or your competence

There are three steps for handling resistance

Step 1 Identify what form the resistance IS taking

Step 2 Name the resistance In a neutral, non-punishing way

Step 3 Be qUiet, let the chent respond

A couple of pOInts to summanze

1 Despite the words used the resistance IS not designed to discredit your
competence

2 Defenses and resistance are a sign that you have touched something
Important and valuable The fact IS now simply coming out In a difficult
form

3 Most questions are statements In disgUise Try to get behind the
question, to get the statement articulated ThiS takes the burden off you
to answer a phantom question

4 Give two good faith responses to every question The third time a
question IS asked, Interpret It as a form of resistance

Adapted from Peter Block Flawless Consulting, University Associates, Inc, San DIego CA, 1981 Pages 114-120,

208-209
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PRESENTATION OBSERVATION POSSmLE ALTERNATIVES
QUESTION

Clear ObjectIves

DIrectIOn/Structure and Flow

Relevant Matenals

Balance TIme/Content

Approach Appropnate for
Content!AudIence
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• ACTIVE LISTENING-THE MOST ESSENTIAL
FACILITATION SKILL

w
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•
Active IIstemng IS a commrtment to understanding, being able, and helping others to

• Give non-verbal acknowledgmen~Lettlng the other know you are listening and
Interested In what they are saying

Examples Maintain eye contact
Lean toward the speaker
Be physically at the same level-If they are sitting-you Sit
uUh-huh"

•

• Parro~Restatang what the speaker has stated to check for accuracy

Examples uSo you want me to meet you tomorrow at noon at the corner of 23rd and
Madison?"
''You think that collecting gender dlsaggretated data Will be ImpOSSible an your project?"

• Paraphrase-8tatang In your own way what the other's remarks convey to you

Examples "ls thiS (statement) an accurate understanding of your Idea?"
'Would thiS be an example of the pOint you made? (then stating a speCific example )"

• CheckPerceptions-Describing what you perceive to bethe other's Innerstate In order
to check whether you do understand what he/she thinks or feels

Examples ''You look like you felt hurt by my comment? Did yoU?"
"I get the ImpreSSion you'd like to change the subject Is that accurate?"
''You seem to be feeling more at ease now II
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• Own Feelings-Reporting your own lOner state as explicitly as you can-making sure
the statement indicates the feelings are In you

Examples- III'm concerned" III'm pleased" (naming the feeling)
III feel embarrassed" (naming the feeling)
"I feel like a tinY fish In a sWlmmmg pool" (simile)
III feel like hugging you "(action urge)
IIllm redder than a cherry tree mJuly" (figure of speech)
III'm upset" (naming)

• Describe behavlors-Reportmg specific, observable actions of others without making
accusations or generalizations about their motives, personality or character traits

Examples ''That's the third time you have said you agreed wIth a statement of mme and
then added 'but' and expressed agreement with the opposite"
IIJlm and Harry have done nearly all the talking and the rest of us have said very little"

• To understand the other as a person

Check to make sure you understand what the person says Ideas, mformatlon and sugges
tIons as the IndIvIdual mtended them (skill-paraphrare)

Check to make sure you accurately understand what the person feels-their Inner state
(skill-perception checkmg)

•

•
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• INEFFECTIVE LISTENING BEHAVIORS

The basIs of much meffectlve IIstemng IS twofold 1) failure to dlstmgUlsh those times when the sender IS
not expectmg you to do anythmg except understand, and 2) failure to listen long enough or with suffi
cient understanding of the sender's feelings to really clearly understand the definition of the problem

These are twelve of the most typIcal ways that people respond m a listening sItuation

1 Ordering, Demanding (II You must ""You have to II)

2 Warning, Threatemng (II You had better II "If you don't then ")

3 Admonishing, Morallzmg (II You should II "It IS your responsibility "

4 Persuadmg, ArgUing, Lectunng (1100 you realize II "The facts are ")

5 Cntlclzmg, Disagreeing (II You are not thmkmg about this rationally ")

6 Advlsmg, GIVIng Answers ("Why don't you II IILet me suggest '')

• 7 Praising, Agreemg (IIButyou've done such a goodJob II III approve of "

8 ReaSSUring, Sympathizing (IIDon't Worry ""You'll feel better II)

9 InterpretIng, DIagnOSing (II What you need IS II "Yourproblem IS II)

10 Probmg, Questlomng (IIWhy Who What When? II)

11 DivertIng, AVOIding ("We can diSCUSS It later II IIOld I remember to tell you ?"

12 KIdding, USIng Sarcasm (IIWhen didyou last read a newspaper?"IIWhme, whme,
whme-are you 3 years old'"

• 47



While there IS an expanded rationale for why each of these responses runs a nsk of bemg a barrier to
understanding, the over-ndlng effect IS to communicate to the sender that It IS not acceptable for him/her •
to have those feelings The above twelve responses are frequently expenenced as

1 Don't have that feeling

2 You'd better not have that feeling'

3 You're a bad person If you have that feeling

4 Here are some facts so that you won't have that feeling

5 Here's a solution so you won't have that feeling

6 You're wrong If you have that feeling

7 Your feeling IS subject to my approval

8 You needn't have that feeling

9 Here's the reason you have that feeling

10 Are you really Justified In having that feeling?

11 Your feeling Isn't worthy of diSCUSSion

12 You're Silly and Immature If you persist In having that feeling

The result of receiving one of these kinds of messages IS either to become defenSive and JUStify the feel- •
Ing further, or to close off entirely, never allOWing the listener to hear anything deeper than the present
Ingproblem
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co-TRAINING

Co-trammg IS a specIfic strategy to enhance the learmng potentIal m the trammg settmg It
mvolves the dIvIsIon of responsIbIlIty for an effectIve trammg sesSIOn between two (or more)
equally responsIble persons A WIde vanatIon of roles and of speCIfic tasks IS pOSSIble, but the
central Issue m co-trammg IS that both (or all) partIes are concerned about the effectIveness of
the entrre learnIng expenence, not Just "therr part "

The followmg matenal dIscusses co-traImng, the major advantages of co-trmmng, the
relatIonshIp between co-traIners and the steps In the development of an effectIve co-traImng
relatIonshIp It IS speCIfically focused on traImng SItuatIons In whIch USAID sponsored trmmng
IS conducted by a two-person (or larger) trmmng team, and where a WIde dIfference In
expenence eXIsts between the co-traIners partIcularly where one person IS pnmartly a "content"
expert and the other person IS prImarIly a "faCIlItatIon" expert Of all the pOSSIble VarIatIOns
of co-trammg roles, tlns IS the most dIfficult and reqUIres the clearest delIneatIOn of steps

The elements of the co-traInmg role, however, and the stages of development remam constant,
regardless of the range of dIfferences between the co-tramers Thus, even experIenced tramers
can benefit from revIewmg tlns matenal All too often, experIenced tramers neglect the
dynanncs of co-traInmg whIch results In the dehvery of a less than optImal trmmng event
EIther they faIl to spend suffiCIent tIme developmg the co-trammg relatIonshIp or they assume
that smce they have traIned so much the development work IS unnecessary Content experts
often know httle about trmmng theory and practIce FaIlure to spend the necessary tIme In
developmg the co-traImng relatIonshIp always results In madequate traInmg
As preVIously stated, m any trammg event for adults, there are two pnmary conSIderatIons One
conSIderatIon IS the task, or what IS the content of the learmng The other IS process, or how
the learnmg IS structured and managed The roles of the co-traIners are central to the effectIve
balance of these two consIderatIOns

Advantages of Co-TralDlDg

ObVIously, the Job of balancmg process and content IS dIfficult and can be greatly facIhtated
by the use of two (or more) tramers The nature of the work IS the pnmary reason for usmg
co-trammg, as It IS m response to the dIfficult task of promotmg effectIve partICIpant learnmg

Another Important reason for workIng WIth a colleague as a co-tramer IS to complement each
other's presentatIOn styles and content expertIse, thereby heIghtenmg the learnmg expenence
In addItIon, one way partICIpants learn m groups IS by studymg tramers as behaVIOral models
ThIs IS espeCIally true WIth regard to content areas such as team bwldmg, or where (as IS true
of re-engmeenng traImng seSSIOns) the lIkehhood of strongly dIffenng opImons, approaches
and technology IS hIgh Co-trammg prOVIdes not only two or more models of mdIvIdual styles,
but It also offers the opportumty for the development of dIfferent perspectIves on the same
content areas

Because of the reInforcement mherent m co-traInIng and the opportumty to approach the tOPIC
m a VarIety of stylIstIc ways, the lIkelIhood that the learnmg WIll transfer to the partIcIpant~9

back home, everyday SItuatIOn IS mcreased A co-trmmng team whIch has both content



expertIse and facIlItatIOn expertIse enables the team to frame the traImng seSSIOn m ways
credIble to the USAID culture Once the deCISIOn IS made to Increase the potentIal effectIveness
through a co-traImng team, the roles and relatIOnsmps between the co-traIners need to be
planned pnor to the traImng event

GIven the already dIfficult task of promotIng learnmg, a co-trammg approach would seem to
make the traImng event even more complex There are some potentIal dIsadvantages, such as
dIfferent onentatIOns, tImmg and mterventIOn strategIes, threatenmg and competItIve behaVIOrs
between traIners and overktll of the content In spIte of these potentIal obstacles, co-traInmg
a group, when set up and managed appropnately, IS a far supenor strategy for mcreasmg the
pOSItIve Impact of the traImng

Roles and Relationships ID Co-TralDmg

•

The relatIOnsmp between co-traIners must demonstrate mutual responsIbIlIty, as well as respect
for mdIVIdual dIfferences Tms IS a dIfficult relatIonsmp to bul1d, partIcularly when large
dIfferences eXist between co-tramers and/or tIme IS very lImIted But It IS cntIcal to effectIve
co-traImng If roles are dIVIded m such a manner so that one person IS "workIng" and the other
IS not even present m the room, essentIally the behaVIOral message IS mconsistent With
co-traImng Another example demonstratmg the need for a solId, mutual relatIonshIp IS when
a COnflIct arIses based on diffenng pomts of VIew, the co-tramers need to behave m a manner
that shows that, although dIfferences may eXist, they genumely appreCIate each others' pomts
to VIew If the co-tramers do not behave m thIs manner, partICIpants are led to choose between
tramers or, worse yet, negate any credIbIlIty for both tramers •

WhIle It IS cntical to demonstrate mutual responSIbIlIty, thIs does not mean that the co-traIners
have exactly the same role or tasks to perform dunng the seSSIOn One traIner may assume the
"faCIlItatIon speCIalIst" role, havmg a group-dynamIcs, adult learner focus, wmle the other may
assume the "content speCIalIst" role, havmg the subject-matter focus Furthermore, the trammg
process and content roles may be alternatmg roles dependmg on the mdividual strengths and
weaknesses of the trammg team members Together, the traIners are better able to momtor and
faCIlItate mdividual and group development as well as the presentatIon of the subject matter
learmng

Steps for DeveloplDg the RelationshIp

To faCIlItate learmng and to proVIde the proper support for partICIpant learmng, the tramers
should do some "team bwldmg" before actual trammg begms ThIs team bul1dmg combmes
planmng, rehearsmg, developmg mterpersonal relatIOnshtps, and specIfymg certam detal1s on
the actIVIty Itself Some matenals for developmg the co-trammg relatIonshtp are presented at
the end of thIs sectIon

In addItIon to assIgmng tasks, practIcmg exerCIses, and rehearsmg lectures, the tramers should
spend some tIme thlnkmg and talkIng about theIr expenences as tramers and as techmcal
experts ThIs IS a central Issue Tramers should dISCUSS and agree on how they can be
SUpportIve of each other ThIs IS necessary because the faCIlItatIon speCIalIst or contenP •
speCIalIst bnng to the traIIDng theIr personal expenences, belIefs, reactIOns, and feelmgs about



•

•

•

themselves and then roles Before the traImng begIns, they need to examIne then own and each
other's attItudes about the Issues and content that WIll be dIscussed m the traImng They need
to share theIr expectatIOns and personal lImItatIOns, compare reactIOns to the materIals, and
dISCUSS how they wIll handle delIcate Issues If, and when, they arIse Each should explore With
the other speCIalIsts the areas m whIch they feel confident and those In whIch they feel
vulnerable

Some concepts and actIvItIes that Will enable traIners to develop theIr relatIOnshIp are presented
below

• Imbal Meetmg With Co-Tramer(s)

The purpose of the ImtIal meetIng IS to establIsh a personal connectIOn With each other,
dISCUSS roles (such as traInIng speCIalIst and content speCIalIst) and to share reactIons
to the pre-work actIVItIes, each other's data, surprIses, etc

The content and relatIonshIp tasks that surface at thIs stage are outlIned below

Content Tasks

DISCUSS and agree upon purpose,goals, and behavIOral objectIves of the seSSIon

ReVIew modules, needs assessment, content areas, resource materIals

Come to a consensus about the expectatIOns and experIences of the of the
partICIpants DISCUSS your reactIons to the makeup of the group, ItS SIze, and any
other speCIal conSIderatIOns

Develop strategIes for the deslgn/re-deslgn of the seSSIon relatIve to methods,
1 e , lInkIng approprIate techmques such as role play, lecture and demonstratIOn
With content areas

DISCUSS and agree upon the PrIOrIty and sequenCIng of actIVItIes

EstablIsh task asSIgnments and operatmg norms based on comfort, experIence,
knowledge and skill levels

DeCIde on who does what, 1 e , your role as the faCIlItatIOn speCIalIst m
facIlItatIng presentatIOns, role plays, group dISCUSSIOns, etc, and hIslher
role as the content speCIalIst

DeCIde where you Will SIt In the group meetmgs

DeCIde your norms for attendance for yourself and for group members

DISCUSS whether and how you are gomg to make Inputs when the otliii
co-traIner IS leadIng



Plan SIgnalS for "I need help," "You need help "

Determme an approach to the problem of "back-home" apphcatlOn

Rehearse seSSIOn and examme areas for Improvement

Prepare alternative strategIes and activIties to handle any predIctable
problems

EstablIsh a contract and plan to support each other If problems arIse With
the group or m communIcating the content

RelatIOnship Tasks

IntervIew each other to ascertaIn knowledge and skIll levels as well as
lIkes and dIslIkes pertaImng to the work you Will do together

Clanfy personal relatlOnshIp by discussmg roles, Ie, "Who am I With
you?"

IdentIfy and dISCUSS the fears and assumptIOns about the group, content
and process

Encourage and support each other to mcrease or develop skIlls

State some of your co-trammg behavIor patterns and mdicate the
behaVIOrs that your co-tramer mIght see as IdlOsyncratic Share what you
Will be attemptmg to Improve m your style dunng thIs seSSlOn

Note Issues that have arIsen m your past work With other co-tramers

Discuss/explam Items about your past expenences as a partIcIpant and as
a co-tramer

DISCUSS and agree upon how to manage the co-trammg relatIOnshIp

Where, when and how do we deal With Issues between us?
Can we agree to dIsagree?
WIll we encourage or dIscourage COnflIct?
How much of our behaVIOr Will be role determmed and how
much Will be personal and mdividual?
How do we establIsh and mamtam growth-producmg norms?
What IS non-negotIable With each of us as co-tramers?

•

•

Share the developmental efforts that you are makIng nght now IndIcate •
what personal Issues you antICIpate workIng on durmg the trammg 52
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Contract WIth each other relatIve to specIfic cooperatIOn and support
functIOns

Durmg Trammg

•

•

The Jomt responslblhty durmg the tralmng IS on asslstmg one another to get the content across
10 the most effective manner, keepmg participants mvolved and focused on their learmng,
mamtaImng the collaborative, synergistIc effect of co-trmmng

The content and relatIOnshIp tasks that surface durIng thIs stage are outlIne below

Content Tasks

Exarrnne Indicators that learmng IS occurrmg, such as stimulatIng
diSCUSSions, cntIcal questIons, ablhty to practice slalls, etc

Exarrnne IndIcators that the group has developed and that group coheSIOn
IS contrIbutIng to learmng Indicators could be the abilIty to be patIent
With one another, permIttIng others to completely express an Idea and to
fully partICIpate 10 group actIVItIes

ReVIew the sequence of actIVItIes, the tIme frames, and pacmg factors

MamtaIn a comfortable enVIronment by the clearmg of matenals or
medIa and checkIng the phySical chmate

Make transItIons between tramers smooth and see that they flow With the
content and group needs

Clarify each other's pomts, or facIhtate any commumcation breakdown
by add10g mformation where appropnate

Debnef dunng breaks regard10g how thmgs are gomg 10 the seSSIOn,
SObCItmg mutual feedback and renegotIatIng, If necessary

RelatIOnshIp Tasks

ReVIew the specrfic cooperatIon and support functIOns agreed to 10 the
ImtIal meetmg

Examme 1Odicators of collaboratIve, synergIstIc approach of co-traInmg,
e g, non-threatenmg, non-compulsIve behaVIOrs, smooth flow of
comments and 1OtelJectIons

Present and mamtaIn the tramers' relatIOnship as a model for the group
(Demonstrate support for each other SWItch roles when dIscussIilg



The purpose ofmeetmg after the trmmng event Itself IS to constructIvely assess the trmmng and
the co-trammg relatIOnshIp and to lay the groundwork for workIng together agam

•

dIfferent aspects and Issues of the trmmng group When It seems
approprIate, artIculate your dIfferIng pomts of vIew)

Take a supportIve role whenever the other tramer IS leadmg an actIVIty
by attendmg to group dynamIcs and mtervemng when It seems
appro}1rIate (AVOId mterruptmg the other tramer except to clarIfy some
pomt that seems confusmg to the group )

DebrIefing dUrIng breaks regardmg co-traImng relatIOnshIp

Sollcltmg Feedback
What dId I do that was effectIve?
What dId I do that was meffectIve?
How am I workIng as a co-traIner?
To what degree are we colludmg, Ie, not sharmg all the
mformatIon we have?

Renegotiate
As we re-examme our agreement, IS there anythIng that we need
to renegotiate?
How are we feelmg about each other?
What IS each of us gomg to do m the upcommg actiVIties?

After Trammg

•

•
The content and relationshIp tasks that surface durmg thIs fmal stage are outlmed below

Content Tasks

DISCUSS the extent to whIch the purpose, goals and behaVIOral objectives
of the trammg event were realIzed

Share and dISCUSS partICIpant VIews and evaluatIOns

DISCUSS what worked and dIdn't work and what changes would be made
If the seSSIOn were to be presented agaIn

SOlICIt Ideas about Improvmg your trammg competence

RelatIOnship Tasks

Constructively assess roles offaCIlItation speCialIst and content speCIalIst
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DISCUSS the feehng, fears and assumptIOns each had before the event
How do you feel about those Items now?

DISCUSS how well you worked together and how could you have better
helped each other

ReVIew co-tralmng relatIOnsmp, Ie, If we were to do thIs agaIn, what
changes In our co-tralmng relatIOnshIp would we make?

DISCUSS under what condItions you would work together agaIn

DISCUSS your personal and professIOnal learmngs from thIs event

SOhClt Ideas for your contInuIng personal development

When two (or more) traIners work together collaboratIvely, a synergIstic effect develops, Ie,
the outcome of the dehberatIon of the two exceeds the sum of theIr contrIbutions as IndiVIdual
traIners Co-trammg, as descnbed here, generates synergIstIC outcomes through the personal,
professIOnal, faclhtatIng and content expertIse Interchange resultIng from thIs collaboratIOn
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PRESENTATION (pLATFORM) STYLE

The followmg are my typIcal responses m the type of group With whIch we are gomg to be
worlong

1 When settmg up the room arrangement, I place

2 When I prepare for my presentation, I usually

3 When I start my presentatIOn, I usually

4 When I want to reInforce an Idea, I usually

5 When people look confused by what I am saymg, I usually

6 When people dIsagree With what I am saymg, I usually

7 When I use an audIO-Visual aId to commumcate my Ideas, I usually use

8 When I'm facilItatmg a group

9 My favonte presentatIon technIque IS

10 My least favonte presentatIon technIque IS

11 My greatest strength IS

12 My greatest weakness IS

•

•
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AN OVERVIEW OF THE TRAINING PLANNING PROCESS

QuesttonsTo Ask for Each Step m Planmng Tralmng

Step 1 Needs Assessment

What are people dOing now?
What would people do If they were domg It well?
What do people need to be able to do "It" better?
Is It a problem of not knowmg how to do somethmg?
Or IS It a problem of not being Willing to do something?
What combmatlon of these three areas IS It?

Step 2 BehaVioral Objectives

What should the participant be able to know, do or feel as a result of the tralmng?
What IS an acceptable standard for how well they need to "know" "do" or "feel" by the
end of the tralmng?

Step 3 Participant Characteristics

What IS the background of those to be trained?
What abilities, Interests and attitudes do people have?
How well do we know them?
Do we need more Information from them before the tramlng?
Who are the "stakeholders"?

Step 4 Strategy Selection

What media, personnel and materials shall be used?
What are the appropnate obJectives, the time and the participants?
What approach to workmg With the client shall we use - Directive - Collaborative 
FaCIlitative?

Step 5 Materials Development

What material, m what form, at what length, do participants need to support their
learmng? Handouts? References? Tools?

Step 6 Sequencing of ActiVities

Where do we need to start With these participants?
How ready are they to learn?
How active an activity can we start With?

S7



What IS the central learning, how do I bUild to It and what follows?
What activity will bnng about the maximum learning?
What activity will bnng all the learning together at the end?

Step 7 Presentation

Is the room set up to support the training (equipment, chairs, tables, etc )?
Are we ready?
Now that participants are here, do our assumptions about who they are and what they
need stili make sense?
What do we need to do that we didn't think of before now that could assist the learning?

Step 8 Evaluation

Have participants achieved the desired level of performance at the end of the training?
Based on participants performance, what changes do we need to make In the training
design to Improve It?

Step 9 Validation

Back on the Job, or In the situation are people different?
Are they dOing what you trained them for well?
Is the problem solved? If so, why? If not, why not?
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THE FIVE CARDINAL RULES OF TRAINING

• BE PREPARED - KNOW YOUR MATERIAL INSIDE &

OUTSIDE, BACKWARD & FORWARD

• BE NON-DEFENSIVE AT ALL TIMES

(EVEN IF YOU FEEL DEFENSIVEI)

•

•

•

•

•

REMEMBER YOU ARE TRAINING ADULTS

LISTEN - LISTEN - LISTEN BE CURIOUS

BE FLEXIBLE
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GROUPING FOR LEARNING

Instructor as Lecturer

DDDDDD

Appropriate Situations for This Grouping

• When you have large amounts of information to convey
• When the traInee group IS large (more than 50 people)
• When the Instructor is an expert on the subject
• When the instructor is an excellent speaker
• When high quality media support the lecture

•



GROUPING FOR LEARNING
Instructor as Leader

Appropriate Situations for This Grouping

• When dIrectIons or procedural steps are requIred
• When a problem needs to be clarified
• When new content needs to be determined
• When the whole group IS treated as one group for the entIre course
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GROUPING FOR LEARNING

Instructor as Facilitator
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Appropriate Situations for This Grouping

• When partICIpants break into small groups for dIScussIon or problem solVIng
• When the level ofpartICIpant expertIse IS hIgh
• When the level ofpartiCIpant experIence is hIgh
• When you want partiCIpants to Interact WIth and learn from each other
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TIPS FOR PRESENTING

• • Use gestures freely

• Have good eye contact

• Be warm and fnendly with the audience

• Communicate - don't talk down to them

• Smile and be dramatic

• Use variety m your VOice, but keep It low

• Be bubbling with enthusiasm

• Pour your heart out and be emotional

• Stand straight and tall, but not stiff

• • Don't be note bound - only glance at your outlme

• Stir the audience to actlon l Tell them what you want them to dol

• Don't talk about what you've done - but what they can do

• Use stones - examples that are VIVid, colorful and real

• Stress the POSitive

• Forget yourself and remember them

• Don't talk too fast - or too slowly

• Be smcere - mean It - people can spot a phony
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Tips on Making Training Presentations

•The pnmary mtent of presentations in trammg 15 to convey new or newly
orgamzed tnformatlon to partlC1pants to help them learn ConveYIng
mformanon IS tbe first step In a leammg process tbat Includes (a>
presentanons, (b) practice, and (c) dIScussIon of what was learned The
pnDOpal respoDSlbilitles for tramers 1D makmg presentanoDS are to be as
CQDQse as possible and still cover essennal pOints, to be £lur In the
message, Its purpose, and the key value of the Intended learnmg, and to
present mformatlon m mterest1D& ways Ideas for makmg effective
presentauons are.

1 Have each pomt you mtend to make In a presentation dearh
tbought out and written down well m advance of the sessIon to
ensure you say everythmg you want to say, m logIcal order

2 Practice each presentation well 10 advance of the seSSIOn, and

• Check how long the presentation takes you to mdke

• Be sure you know specIfically what you want say about each
POint you want to make

• If the presentation takes longer than 15 mmutes, check the
content carefully to be sure 11 IS all needed, see If you can
break up the presentatIon, WIth a question and answer
seSSion, WIth panlClpant mvolvement m the presentation, or
other means

•
• Practice a presentation unul you are famlhar (and, hopefully,

camfonable) WIth what you wi be saymg
.

3 If you wdl be usmg VISuals in the presentation (for example, flip
charts, VIdeos/films or sectlon(s) of a trallung workbook), check well
In advance of the seSSIOn, and
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• Be sure your planned comments and the VIsuals are In• concert wllh one another (Ill agreement as to pOints bemg
made, preseuted m the same order)

• Check that the VISuals and any needed equIpment are
aYa1lable and reached for me presentation

4 Make pomts clearly and conCISely m your presentation

• Test your audibihty, WIth another tramer as your audIence, In

the room where you will be presenung, make adjustments to
your pace, volume, or position In the room, as needed

• Address each P0lnt completely, but l:m.dh (It I~ better to err
on the Side of breVity, panlclpants can flesh out any pomt~

that may have too bnef by aslung questlons, but there IS no
way to correct overlong dIScourses that may lose parucJpants'
Interest)

• Be yourself, there IS no "one right ways' to present -- feel free
to conduct your presentauon mformally and with humor, the
best learmng takes place when tramers and paruclpants

•
develop a posItive and comfortable rappon

• Check WIth the participant group from lime to ume to see If
they are understandmg you, aslung for example, "Does what I
am sa)'lng make sense to you?" "Have I explamed thl~

clearly?" and look for general understandmg. or encourage
questIons

5 At the conclUSIon of your presentation inVite questions

•

•

•

Participant que5uons are vel)' unportant after a presentation
- passIve bstemng IS very Inefficient, especially with new
Information; It IS estimated that only 25% 10 50% of what I~

heard 15 retaIned-you can assume that panlclpants have not
sot a complete understandIng of what has been presented

Make your inVitatIon for questions poslUve and open ended.
50 It doesn't madvertently put paruapants on the spot -. for
example, "Does anyone have any quesnons on anything I've

]
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talked about?- -Arc there any questions or thoughts about
any of th1s?" (NOT "Who dIdn't understand thl~

mformanon?- "Who has a quesnon about the work plan •repon?-)

• WalL.lor 15 to 20 seconds at least. after aslang If there are
any questJons-paJ1Japants may be reluctant to ask a question
or may need a few moments to formulate then questlon, If

you wast long enough someone will usually speak up

• Follow up encouragement may be needed to ebcst questions,
for example, "Feel free to ask a quesnoD, I've covered a lot
of ground rather qwcldy herc· "Don't hesitate to ask If you
havc a question, remember you're m trainIng, here, I know
that some of tins may be confusmg at thiS POint"

• Answer questions bneOy, check to sce that you have said
enough, for cxample ·Does that answer your questIon?
(again, 11 IS bctter to err on the side of brevity, too long
answers may dIScourage qucstlon-askmg)

6 If your prcsentatlon Includes prcpanng panlC1pants for an cxercl"e
or practice SessiOn, bc surc to

• Use a consIStent set of mstructlOns each time a sessIOn IS •beIDg Introduccd, for example

(a) The purposc of the excrclse IS, "To lcarn how to "
(b) What Will actually be done, for exampk., "You Will

fonow the steps on page "
(c) Abouthowlonglt~take

(d) What materials partlapants will nccd
(e) What will bc thc outcome of the exerClSC, for examplc,

"You will be lenerating a repon 00..:,
(f) And, what will happen after the exerase, "We'll get

back together as a group to talk about how It went"

• Checlc WIth co-trainer and WIth panlClpants to be surc your
IDStruCUOns were clear and complete
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Organizing the Presentation

Your audIence's interest IS hIghest dunng the openmg and closmg The
opemng mfluences the attenuon gwen to the entIre bnefing Your
audIence's attenuon drops m the body A chuge of pace such as a story,
an illustration, or an actIvity reduces tins drop. An effective closmg
ensures that your audIence walks away WIth the key message 1

Aucllenc:e Aetent Ion Cur-ve

c: ----o

~
II
.,;

&
GI

~
II

'gCL.- '-- ....

A Cll:Mt" I "9 B

LeftQtn of" 'four- Br- Ie! I ng

OPE~ING

•
In the first nunute and a half, your opemng should

a) Oet the hstener's interest
b) Estabhsh your credentIals and concern for the audIence
c) ProVIde a reason for your bstener to stay wnh the remaining

ponlon of your bnefing
d) Introduce your tOPiC or malO Idea

I Adapl~d frDm George L Momsey ud Thomas L Sechrest EfftCtJ"t BWIIIUS IIl1d Tecl.lllclIl
P1uenttmons Add&soD-Wesley Pubbsluag Co.. IDe., 1987
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•
Tb1s can be accomphshed usmg a combmauon of these teehruques

Present Your Topic Directly - Effective when your credlblhty
as a speaker IS already estabhsbed, your poslUon In an
oflaDlZauon UDphes autbonty mlhe field Also appropnate
when the mterest of the aucbence 15 confirmed For Instance,
a lathering WIth a pubhazed agenda on worker safety
SlJlUfies IDJual mterest In safety and health 1SSUes

• Start with. Stol)' - Stones draw attenuon Use true and/or
personal accoUDts that relate to the mam pomt

• Create I Common Bond with Your Audience - Gam
attenuon and empathy by connecung Wlth the h~leners on
their lcvel The message IS ''I'm one of you ..

Another way of bul1dmg rapport IS to comphment your
audlcnce Speakers often starl off Wlth what make~ the
briefing umque m terms of who IS part of the audience

• Use Humor to Steer Your Audience •• Anecdotes often serve
as opemngs The key consideratIons· Is the humor m "good
wte?" Is It relevant to the mam tOPiC? Wlll It help the
bstener be marc receptive?

To determIne the best operung techruque, start off \\ Ith what you do best
Genuineness IS cntlcal Be yourself

11IE ttWN IDEAS

The purpose of your bnefing detemunes how you orgaruze the malO Ideas
Some options,

• Problem/Solution - Descnbe the problem, then present the
solullon Its strength IS Its slmphclty

• Motivation Sequence - Follow thls sequence to motivate the hstener
to take action

Alttntron. Stan WIth a story l1lustratmg what 15 nussmg or wrong

•

(

•
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Need Explaln the problem and why Improvement IS needed

SalzsjaalOn. Show bow the solution responds to the need

VISUlZUzatlon DNl CofllTQSt Descnbe the suuatlon when the need IS
meL Compare the situauon before and after the problem IS
addressed

ActIon. Urge the audience to take speClfic steps 10 order to bnng
about thIS change

• Indirect proor - Present the supponmg eVIdence before stating the
mam POint Used when the audience 15 inclined to reject your mam
POint. regardless of the eVIdence

• RerramlDI the Issue - Show the audience a different wav of
achlevang &oals by 100lang at the ISsue In another way ThIs does
not mean proVIng that your positIOn IS better than another

CLOSING

A clear endmg IS Imponant so that the audience doesn't feel that the
bnefing IS a let down or unflmshed There are two baSIC rule~ to foBo\\

Rule 1. End Wnh ConVlcuoD

Summanze the mam pOints usmg tbese techrnques

• End WIth a bnef story to Illustrate the mam pomt
• End WIth a quotation or phrase
• End WIth an example of your theme

Do not Introduce new matenal at the end It only conrl1~es the
audIence

Rule 2. Tell The AudIence You Are EndJD&

Alert the audIence when you are about to end your speech For
example
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"With that as a final note "
'To sum up these factors "
·Our pnmary purpose today has been to "
-"To bnng our dIScussIon to an end "
"Now let's review the milD POints we've covered" •

nus proVIdes a transluon before you summarize the mam POints

~-- l
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CHARACTERISTICS OF EFFECTIVE VISUALS

• VISIBLE
EGlY to See ci Read

ILLUMINATING
Focus on Key Pomts

Fill the screen WIth your unage Use broad
strokes and large lI1Ze text characters To be
teeD from. 20 feet away, the characters should
be 1 mcb m height on the ac:rHD (2 mchel fQr
.w feet, etc.) For overhead traDapar.UCl.I, 1f
you place the acetate OD the floor, you mould
be able to read the text ltandmc up.

Use vlvul worda. Try to commumcate Idea
Wlth metaphors and analogw (e I, a horae
race to represeut wcompetltlouW). Commumcate
Wlth both mdel of the aud1ence'. brams. Use
graphical B)'Dlbola to reach the "'ht Ildea
wlule your words reach their left. aides
Hlghhght key elements m the V18Ual (color,
layout, an'OW8, underlmmg, etc.).

Make the 'Y1Iual Deat and uncluttered For
text VISuals, use the 6X6 rule - no more thlm
lIZ Imes of fezt with ead& lUU! hmnng no more
than SIZ words (lOme authors extend the rule
to 8X8) The use of too many colors or types
of fODts 18 comuamg to the Ylewers

•

SIMPLE
Clear and non-dtstract1ng

UNIFORM
Conststency format from

V&aUQ.l-to-vuwzl

VISUALmLE

CON'I'INT

Select a ltandard
format UI1Dg the
IllUDe typee and
I1ZeI of fonta

•

ATTRACTIVE

LIVELY
Interatm6. Compels AttentIOn

The quahty of drawmp aDd umages are equal
to at leut that of Dewspaper advert18ementa
The tat appeU'l typed or drawn by a
profel81onal illustrator The background 18
clean and all bD•• and areu are IOhd

No more thaD three pure-text V18uala are
presented one after the other. Boxea, color, or
graphics are added for mterelt. Some V18uala
make uae of prograsr.ve revealment 80 that key
mf.'ormatloD .. added to the UDale a bIt at a
tuDe
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Vu-graph Transparencies

Vu-graph transparencies are professionally produced or personally developed
acetate sheets of mformatlon to be used with an overhead projector The Image
IS shown on a screen or blank wall

As VISUal aIds, vu-graph transparencIes have specIal advantages, but they also
have Significant drawbacks If not used property Figure 5·5 below highlights
those advantages and drawbacks

Figure 5·5. ADVANTAGES AND DRAWBACKS OF VU·GRAPH
TRANSPARENCIES

ADVANTAGES DRAWBACKS

• Adds profeSSional touch • light and glare can be tlnng If overused

• easily transported • ReqUires specIal equipment not always
readllyav8llable

•can use wlth large audience • Complex charts can overwhelm viewers
(over25)

•

•

•As WIth fhpchart information, you can develop vu-graph transparencies ahead or
develop them dunng the presentation If you deCide to develop transparenCies In
advance of the presentation, there are two ways to do so

1 Professionally
GraphiC artists can produce your transparencies, based on the directions
youprov.de

2. Personally
.. You can put the Information on a piece of paper and have It copied onto

a transparency sheet by a duplicating machine or a machane deSigned
speCifically for making transparencies (If you're wondenng whether your
duphcatang machine can make transparencies, check the machine manual)

b You can make a transparency yourself by usmg a transparency marker
and wntlng on a transparency film made for that purpose (YOU'll have a
chance to try dOIng that later In thIS lesson )
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Regardless of whether you are developing the transparency yourself. or
developing the Information for a professional to use In making your transparency.
there are gUidelines to Insure that your transparencIes are readable and
appealing to your audience Figure 5-6 provIdes those gUidelines.

Figure 5-6. GUIDELINES FOR MAKING TRANSPARENCIES
READABLE AND APPEALING

• Use as few words as possible to communIcate your Ideas

• Keep informatIon to SIX lines or less. WIth no more than SIX words
perl,ne

• Cover-one major Idea. With up to three subpolnts. on one
transparency

• Use tinted plastic to reduce the glare

• Illustrate Ideas with'

Pictures
Shapes
Graphs
Color (but no more than three colors on one transparency )

• Use a gnd to ensure straIght lines and markings (You WIJr use
a transparency gnd later In the lesson )

• Layout your transparency In penCil first. USing letters at least
1/4- high

Figure 5·7 on the next page proVides some addItional tipS for uSing
transparencies dunng presentations
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Figure 5-7. TRANSPARENCY TIPS

IF ... THEN •••

You are uSing more than • Turn prOjector on, show a transparency,
one transparency then tum It off-1Jnless you are shoWing

a senes an rapid succession

• Don't keep a transparency on too long
The Image becomes tlnng for Viewers

You want the group to • Try one of these methods
focus on a speCific area

- Use a penCil to POint to the area Lay the
peneal on the plastiC to steady the poanter

- Reveal one area at a time by uSing a
paper to -mask- the areas you don'
want shOWing Place the paper between
the transparency and the glass for extra
control and to enable you to read the
masked Information

You are uSing the same • Use permanent marking pens
transparenCies In subse-
quent sessIons • Mount transparenCies In plastiC frames

to keep them from curling

• Store them sandWiched between papers In
adust·free location

You Wish to re-use the • Use water-soluble marking pens Run
plastiC or change the water or a damp cloth over the area to
information remove the Ink.

You want to look more • Wnte memory Joggers In black Ink on the
profeSSional In front of transparency frames and use them as
the group your presentation notes

• Place masking tape around the edges of
the projector glass to keep out the prOjectIon
light and to keep unframed transparenaes
from Sliding.
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The purpose of this exercise IS to give you practice In developing a transparency

EXERCISE: DEVELOPING A VU·GRAPH TRANSPARENCY

•
USing supplies provided by your tratner. create a vu-graph transparency for the
presentabon you outlined In Lesson 4

1. Use a transparency gnd to layout your transparency. following the
gUidelines In Figure 5-6

2 Use a transparency marker to record the information on the transparency
plastiC

3 Tape your transparency to a frame.

4 When you have ftnlshed. go to the vu-graph projector and display your
transparency Your tratner Will prOVide any help you might need to do that

-•

•
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FUPCHARTS

PURPOSE

Use fhpchans so that your listeners can follow your malO POints, and you can control
the amount of InformatIon at certaIn POints of the bnefing

You can also encourage audience parttclpatlon by recording their comments On a
fhpchart.

TIPS

1 ChecK out the fhccnart easel(s) well In advance and

• Be sure they are In good cendrtson

•

(

2

• Be sure all pans are present for each easet (some require two bolts at
the top to secure the fllpchart tablet, others require a cress-bar or other
mechanism)

• Place the fhpchart easel(s) In a highly ViSible part of the room

Check the sucply of markers and"

• Be sure they are In good condrtson

• See that vou have a vanety of colors

•
3 Make your fhcChans readable and appealing"

• Use dark-colored markers so that It IS readable from the farthest seat In
the room when wntlng or Illustrating key POIntS (blaCk, or dark shades of
green clue, brown, or purple)

• Use tighter and bnghter colors to highlight POints (red, yellowI orange,
pink, and lighter shades of blue, green, purple)

• emphasIZe key POints VtsuaUy - for example undertlntng, arrows or
bullets
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• Wnte big enougn - 1 1/2 men hlgn IS the mInImum

•
• Leave arnole space In between the lines. a "crowced" fllpchart onty

creates oIfficulty for the audience whIch IS listening wnlle slmultaneousty
sorting out what's on the fhpchart

•

•

• Put only five or SIX lines of pnnt, or only one or two Images on a sheet

4 Prerecord informatIon If your time IS limited

5 Record InformatIon dunng your presentation If you want to encourage the
audience to make contnbutlons

6 Post fhpchan pages on the wall If POints are of endUring value In the
presentation (the walls can be "purged" penoclca1ly to aVOid fhpchart overioad)

• Tear stnps of masking tape In advance so you con't delav the posting
process

• enlist the aId of another person In the postlng process If you are
generatIng a lot of fhpcharts, so you can stay on top OT thIngs
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FIIpcnans

Flipchans ccnsist of an easel to which are attachea blank pages that are wntten
on with a felt tiP marker The information can be prepared ahead or reCOrded
dunng the presentation

Prerecording information saves presentation time and Insures neatness
Recording dunng the presentation allows you to respond to the ImmeOlate
SItUation

Regardless of whether you choose to prerecord or record dunng the
presentation. there are cenaln general gUidelines to follow to Insure that your
flJpchans are readable and appealing to your audience Figure 5·3 below
proVides those general gUidelines

GUIDELINES FOR MAKING FLIPCHARTS READABLE
AND APPEALING

• Make leners at least 1·112 Inches high

• Leave two anches or more between lines

• Use the top 2J3 of the pad

• Use as few words as pOSSible.

• Hlghbght key POints by uSing·

•

•
Color
Shapes

GraphiCS
BOXing

Undertlnang
Pictures

• Check readability by gOing to vanous pans of the room

• leave a blank page between each prerecorded page so that the wntlng
on the next chan does not show through and distract your audience
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FUPCHART TIPS

IF ••• THEN •••

You are recording audience • Record key words qUickly
members' Input

• Check with people to be sure you are
reflecting their Ideas accurately

• Alternate colors when listing the
group's Ideas.

You Wish to have people • Use two fhpcharts
compare and contrast data

You want to dlsctay anformatlon • Hang pages on the watt
for a penod of time

~
You want to look espeCIally • lightly wnte memory Joggers In
professional an front of the penCIl an margan of fbpchart page,
the group. and use as presentation notes.

• Praeuce teanng pages cleanly before
trying It In front of the group

• Tab prerecorded chans to eliminate
searching for them when needed.

• Cover prerecordang errors With paste-
on tabels. then wnte correct
Info.rrnatlon on the labels

• Cover fbpchart Information when not
In use
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HOW TO GET A STALLED GROUP MOVING AGAIN

The perceived quality of training often rests on the trainer's skill In managing the group In most
groups, people will try to aVOid conflict, and when a group runs mto trouble, group members
withdraw and lose focus An effective tramer will recognize that when conflict occurs, It needs to
be skillfully managed, because most people have not learned strategies to deal With conflict (An
effective Instructor will support those few group members who take the nsk to resolve the conflict)

The followmg techniques can be useful m groups m which energy IS low, dominance by a clique
or mdlvldualls ObVIOUS, tempers are hot, and m many other Situations where "process" IS Important
to accompllshmg "task"

IF THEN

1 The group IS bored 1 Introduce a new piece of data
Example "You might be Interested to know that at
the stakeholders meeting they found out that "

2 The group IS dull and passive 2 Change places
Example Move from the front of the room to the
back or side of the room

3 Small groups aren't workmg 3 Regroup mto smaller or different sets
Example Break Into pairs mstead of fours or fives,
organize a "fishbowl" In which half the class IS
active and the other half functions as observers
around the penmeter of the active group

4 The group IS argumentative 4 Present feedback to the group
Example "I observe at thiS very moment that we
seem to be "

5 The group IS out of control and 5 Make an assignment
nOIsy Example "STOP - shift gears, find a pencil and

piece of paper list three thmgs that "

6 The group can't see the forest 6 Focus on the uses of the report or deCISion
for the trees - nitpicks, and Example "let me remmd you that the Agency has
has lost focus stated that we must focus more often on our

customers by talking directly With them"

7 A group member behaves badly 7 Give Immediate behaVioral feedback, but refram
from Judgmental remarks
Example "Manny, you are smoking In a "no
smoking" area, please extmgUlsh your cigar"
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DOMAINS OF LEARNING

AffectIve Learmng
Involves the fonnatlon of attItudes, feelmgs & preferences

BehavIoral Learmng
Development of competence m procedures

Cogmtlve
Infonnatlon acquIsItIon
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END OF COURSE EVALUATION - PARTICIPANT QUESTIONNAIRE

COURSE TITLE TRAINER _
O~TE(S) _

.the Rating Scale below to answer each question, except #4,6,11,12. Space is provided to
explain your answer or add other comments. Please be specific.

1. To what extent did this course meet Its obJectives?

Ple.se Explain., _

1 2
Not

at All

3 4 I 6 7 8 8: 10
To. Very
HIgh
Dlgree

o

2. How well organized was the course?

Please Explaln., _
o

How satisfied were you With the course materials?
Please Explaln., _ o

4. What were the most useful topics of the training?
Please Explaln. _

5. What were the I!!!!. useful tOPiCS of the training?
Please Explaln., _

•
Plea.. tum page over to continue

'aI-Tech. Inc.
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6 How satisfied were you with the physical faclUtles?

PleaseExp~in.~~~~~~~~~~~~~~~~~~~~~~

7 To what extent did the trainer respond to the daily feedback from participants?

Please Exp'aln._~~~~ ~ ~__~~~~_

8. How effective was the trainer in presenting the material?

Please Expiain., _

9. How knowledgeable was the tramer about the subject matter?

Please Explain., _

10. Overall, how satisfied were you With this course?

Please Explaln.,~ _

11. How likely are you to do something differently back on the Job as
a result of this course?

12. What would have made this course more useful to you?

Please Explain. _
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VGA TO TV CONVERTER

INSTALLATION GUIDE

INTRODUCTION

The VGA-to-TV converter IS a deVIce that changes the SIgnal that goes from the
computer to the momtor mto a sIgnal that can be dIsplayed by a TV The SIgnals used
computers are very dIfferent to the ones used by TV, therefore they must be changed

VGA-to-TV converters are manufactured by many dIfferent compames The converters
we are usmg are made by AITECH These are the ones we are gomg to descnbe m thIs
mstallatIOn guIde

In the box you WIll fmd the followmg Items

A converter box

A cable to connect the computer to the converter (the VGA IN cable)

Two cables to connect the converter to the TV (You only need to use one at a tIme)

The S-VHS cable Use It for a better SIgnal Not all TVs will have thIs type of connector If your
TV does not have It, use the other cable,

The second cable uses RCA connectors Almost all TVs have thIs type of connector

A power supply (DC· 9 Volts)
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Technology

How To CONNECT THE VGA-TO-TV CONNECTOR

ConnectIOns
These are the connectIOns that AITECH ProPC/TV Plus devIces have (from left to nght)

The RCA vIdeo connectIOn
The S-VHS (S-VIdeo) connectIon
The VGA IN connectIon
The momtor connectIon
The power mtake (DC - 9 volts)

How To CONNECT IT

The connectIOns of the cables that come WIth the VGA-TV converter do not fit any
connectIon but therr own, except for the S-VHS and the VGA m These two
connectors are the same and fit mto each other's place

The VGA-TV connector should have three cables connected to It the power supply
for power, the VGA-m for the computer SIgnal that needs to be converted and the S
VHS or the RCA cable to take the converted SIgnal to the TV
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Technology

Connect the power to
the VGA converter

Connect the VGA IN
cable (the one WIth a
round connector on one
SIde and a 15 pm
momtor connector on
the other) to the
converter box
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Technology

Connect eIther the S-VHS cable (If
your TV has the S-VHS (S-vIdeo)
connector) to the converter box

OtherwISe connect the RCA connector
to the converter box If you are usmg a
desktop you can connect the momtor
cable to the momtor connector on the
back of the converter box

90

•

•

•



•

•

•

Technology

COnnect the VGAIN
.cable to the computer
- Itor port

These are the rear
connectIOns of a Compaq
Contura 410 laptop The
VGA IN cable plugs ffito the
computer morutor port
(Most laptops have morutor
ports Only the mexpenslve
ones do not)

Connect the appropnate cable
connector to the TV

Your TV may have Video mput
connectIOns m the front Most
TVs have them m the back
Make sure that you plug the
RCA connector to the yellow
RCA Video m connectIOn

Ifyour TV has a S-VHS
connection, use the S-VHS
cable Instead of the RCA
Once connected, the converter
does not requIre anythIng It
works by Itself

Make sure that you power
the converter box last. ThIs
may help aVOId problems
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Technology

WHAT CAN Go WRONG AND How To FIX IT

You do not see any Image In your TV screen.

Tlns problem may be caused by the TV Itself or the converter Make sure that both
the TV and the converter are plugged m The converter has a lIttle green lIght on a
comer It must be lIt If It IS not, make sure that everythmg IS properly connected
SometlDles the problem may be that the converter box needs to be turned on last
To do thIs you can Just unplug the power supply from the converter box, wlnle
the rest of the eqwpment IS plugged m, and plug It agam Immediately If
everythmg else IS correctly connected, you should see the computer display on the
TV screen

You do not see any Image on your computer screen

•

Two thmgs may be wrong Laptops have a feature that allow you to show the dIsplay
on an outsIde momtor, on the laptop screen or both When you plug a momtor or a
VGA converter on a laptop, the laptop screen may go blank Some laptops, lIke
Compaqs have a blue Fn key on the bottom left comer of the keyboard and a blue Icon •
on the F4 key Hold down the Fn key and lnt the F4 key As you lnt the F4 key the
dIsplay will sWItch to the outsIde screen HIt It agam to sWItch to the momtor screen
and agam for both

If that does not work, make sure that the computer IS plugged and turned on

You see snow on your TV but not what appears on your computer dIsplay

The problem may be that the converter IS not plugged or that the TV has the wrong
mput source selected Most TVs have a button that allows you to sWItch among the
dIfferent mput sources (VCRl, VCR2, antenna, etc) Press It repeatedly until you see
the Image from your computer on your screen
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Technology

LIST OF TECHNICAL AND PHYSICAL CHARACTERISTICS

PC Interface
External connectlOn Via the computer's I5-pm VGA momtor port

Video resolutions
Up to 640X480X256/32K164K1I6 7 nnlhon colors NTSC versIon

Mmunum system reqUIrements
IBM PC/AT, 386/486 or 100% compatible
640KBRAM
525" or 3 5" disk drive
DOS 3 3 or hIgher
VGA card and momtor
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• DISPLAYING POWERPOINT PRESENTATIONS

You wIll need to have a copy of Microsoft PowerPomt m order to be able to VIew and make
changes to the presentatIons provIded to you However, If you are only mterested m playmg
the presentatIons as they eXist, you Will only need the PowerPomt VIewer software ThIs
software comes With MIcrosoft PowerPomt and IS freely dIstrIbutable You have been
proVided With a copy of the mstall dIsk for thIs program

It IS hlghly recommended that you provIde a copy of the PowerPomt VIewer mstall dIsk to
your system admnustrator and ask hIm or her to mstallit for you on the destmatlOn computer
ThIs IS because as users of computers at USAID, there are certam functIons that we are
unable to perform on our PC's at work ThIs may make mstallatlon of the software more
dIfficult than It otherWIse would be However, m the event that there IS no such person
aVailable to mstall the VIewer program or you are mstructed to do so yourself, follow the
mstructiOns below to mstall the PowerPomt VIewer on your computer

INSTALLING THE POWERPOINT VIEWER

• 1 Insert the PowerPomt VIewer dIsk mto a 35 mch dIsk drIve m your computer

2 From Program Manager, open the FIle Menu and pIck Run

3 In the box that appears, type "a \vsetup" If the 3 5 mch dIsk drIve IS drIve a or
"b \vsetup" If It IS drIve b and press the OK button ThIs Will start the PowerPomt
Viewer mstallatIon program

- . . ". Run : .' "::

~..andLme

Ie \vaetup

l",~t« J
I,«~~!«J
t~,;;J

L,Jt~!lp ]

•
Note It IS possIble that your computer setup has been modIfied so that you cannot
select the "Run" optIon from the FIle menu m Program Manager If so, SubstItute the
steps m the sectIon "Installmg the VIewer from FIle Manager" below for steps one
through three above
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A dialog box will appear, aslang you what directory you want to mstall the viewer
mto The entry m this box will already say either tIC \pPTVIEW" or
tIC IMSOFFICE\POWERPNT" It will say the latter ifyou have a directory called
C IMSOFFICE on your hard disk

W-ef~.. ta: the Microcoft PowerPoint Viewer 4...0
installation praBram.

Setup cannut inltall#,Plem filu or update ihared fiJ9 if they
.are- in Qe. Beforeptoeeedind.. we ,eCDllllllend that "OU close
a~ applicatiom IOU rna, be ,unning.

!Mtall to:

IC \MSOFFICE\PO\llERPNT

, I EXit Setup I

4 Press Enter or clIck on the OK button With the mouse to accept the dIrectory and
contmue The mstallatlon program Will create thIs dIrectory on your C \ drIve

The PowerPomt Viewer disk w111 copy several files mto the C \pPTVIEW directory or
the directory you selected Once It has completed, It Will tell you that It needs to
restart wmdows m order to fimsh the mstallatlOn

5 Press enter or clIck on the OK and Wmdows WIll restart

After Wmdows restarts, there WIll be a new program group called "Microsoft Office"
contammg an Icon labeled "PowerPomt Viewer"

l¥J5x_
6_

PowerPolnt
VIewer
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INSTALLING THE VIEWER FROM FILE MANAGER

In the event that the Run optIon has been disabled m Program Manager's Fl1e menu, follow
these steps to begm the PowerPomt Viewer setup program

1 In the Program Manager group called "Mam" you Will fmd an Icon labeled Fl1e
Manager Double-chck It or chck on It once and press <Enter>

Q MaID

~ 11
File Manager Control Panel Pr

•
2 Display a h51 of the files on the Viewer mstallatIon disk by chckmg on the button

labeled "a" (If the disk IS m the B dnve, chck on the button labeled "b") The "a"
button IS shown crrded m the fOllowmg 11lustratIon

...: :.. : : : ::.:.:. : : .: ::: : Ril~ Man1l'ger.· :.:..:.: ::: ..: :: : : ::: :: ::..:: :: aa
file Disk Iree ~Iew Options Wmdow Help

IIii! C [DRIVEUVOLOOI I!Ilttl§,::::~

.. t.. ~ artgalry Inl
J~~:i~~-=-""J Dasym bak
Clmsapps ~ asym Inl
EJsystem D as,Ymeln grp
t::)lemp Dawcas dll
r.::Ldefaultplf Dawclass1 dll
Daccessor grp Dawclass2 dll
~ arcade bmp DawfaXlo dll
~ argyle bmp Dawfllprol dll

C \WINDOWS\* * -(DRIVEOVOLOOJ
t:Jdata
eJdos
CJmsoffice
t:Jmtb30
e::Jsb
CJscsldrv
t:Jsdms
CJtemp
~wlndows

l:Jw c20
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3 The file wmdow WIll change to display the files and drrectones on the floppy disk
The followmg IllustratIOn shows what you may see once you display the contents of
Viewer mstallatlon disk One of the files IS called VSETUP EXE Double-chck on
that filename and the setup program WIll begm

'=!I .):;-: : .::.:::: :.:;:-:".::.:" ..:.: ..:.. : :..: :.:"::.:.":: .. : lBil:t:'. Man11ge r:····:· ::: ::::"i:::::: :.:::,::: : : ::.:>..:.:; :.::'=:'::::?::{:::::::: :::. \:::.::.:::;:::::::IIa
file Disk Iree ~Iew OptIOns Wmdow Help

ILiiI A [PP4ENGll] 1!I1~~1S h<::~

•

•
~Tot$l1aflt~{$) (1 .taMS)

4 Continue on to step 4 above m the Installmg the PowerPoznt Vzewer section

USING THE POWERPOINT VIEWER

SELECTING TIlE PRESENTATION

Once the VIewer has been mstalled on your computer, you may use It to VIew any PowerPomt
slIde presentatIons mcludIng those that have been provIded to you for trammg To do so,
follow these drrectlons

1 Start the PowerPomt VIewer program by double-clIcking on the PowerPomt VIewer
Icon (It may be necessary for you to open up the Microsoft Office program group m
Program Manager In order to fmd this Icon)

97 •



•
Technology

l;J
PowerPolnt

Viewer

Once you begm the program, the "Mzcrosoft PowerPomt Vzewer" dzalog box shown
below wzll appear m the center ofyour screen You may use thzs dzalog box to locate
the PowerPomt presentatIOns as you would a "Fzle Open" dzalog box m a word
processmg program such as WordPerfect

Select the directory In

which the PowerPolnt
presentatIon IS
located

1::::::::::~~~:::::::::J

.,r------':t-i Make certa In the
appropnate dnve letter
IS selected Most
probably c will be the
corre ct dnv e

"-,I,==-~=--------"""'--------lH Type the filename of
the pre sentatlOn or
select It from the hst
box below Any
presentations In the
current directory will
be displayed here
This example shows
that the re are no
presentations In the
curre nt directory

Notice that only files ending In" ppt" are dIsplayed To see
other flies, select a different option from thiS drop-down list
box By defautt PowerPornt presentations are automatically
saved with a " ppt" ending

Ate N~Qie:: ~~f· ppt ~- ~ ~~ :It\.p~-

~ r~::'--~tI~\------'I="lr"""'"

~ppIYle.,.

1Presentatlolll (.. ppt)

r ~'"UtlliIl:~'
r AlftOllIatfC Tlmingl

•

•
2 Change to the dnve and drrectory m wluch the PowerPomt presentatIon files are stored

usmg the "Drrectones " hst box and the "Dnyes " drop down lIst box The default
dnve shown WIll probably be c and the default dIrectory WIll be the one that you
entered when you mstalled the software If you did not change the drrectory specified
durmg mstallatlOn, that drrectory WIll be "\pptvlew"
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3 Once you change to the dIrectory m whIch the presentatIons are stored, you WIll see a
lIst of files m the "FIle Name" lIst box Once you select a presentatIon file by
clIckmg on It, the fIrst slIde of that presentatIon WIll appear m a rmmatunzed form m
the lower nght hand comer of the dIalOg box

•
4 If the presentatIOn file hIghlIghted IS the correct one, clIck the "Show" button m the

upper nght-hand comer of the dIalog box (Double-clIckmg on the filename WIll also
begm the slIde-show)

. . ..' . .: .. : :. Slide Sh:owHelp·.:.·..:.: ' -: :: :=:.:::.:::.::.:.:::;:

NAVIGATING THROUGH THE PRESENTATION

There are several methods for movmg through a presentatIon when you are VIewmg It WhIle
they are outlmed below, It IS best to remember that the VIewer software prOVIdes you WIth
help m remembenng how to get around a presentatIon That help IS made aVaIlable through
the <Fl> key At any pomt whIle you are usmg the VIewer software, you can press <F1>
and the followmg Help screen WIll dIsplay

•
&D to that dde
IlaeblUnblack:$ the ftle8n

\V'hitetJU:nwhite~the 'lCleen

Show/a..~ Ifmw POfnt'e,
Stup/ftctit_ aul_llic ,how
£nd-srKle.bow

En$$o"'''9 DO~en
:6o.to next .ti....eYen If hidde~
Relurn to ftRt JIlide

During the tHde tho.c

MwIe cliek.. -.paw.. 1N\ fig'"
.at.tow, down aito..... :Oi pag.u dOWn
flight ~.¢.k., :kcktpaQe.. *P*.. teft
".fOW~ up aoow.. :OJ page up

Nulllbflt faRowM by Etlter
1I-l:ut·.'
~'orll.,·

~~a,~=~

"$'" Cit·....

:Em.. Orlt8reak,. -81 .....*
~~

....4

Hold both buttoM down tOf 2' ;sect.

NotIce that It prOVIdes you WIth a full range of optIons for naVIgatIng through a presentatIon
The most notable optIons are those that allow you to move slIde-by-shde through the
presentatIon A bnef summary follows
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"(txt5lid. PrevIous ~lIde

Keyboard Spacebar Backspace
Techniques

Page Down Page Up
Right Arrow Left Arrow
Down Arrow Up Arrow

Mouse Technaques ClIck Left Button Click Right Button

Once the presentatIon has completed, when you attempt to move to the next slIde, the VIewer
Will rnstead take you back to the dIalog box which you use to start the presentatIon

<Fl>
< sc>

Type e num er 0

press <Enter> (ex
then press <Enter> The VIewer
you take you nnmedlately to
slIde number 5 )

DIgItal DECpc XL 590 c \data\wp\vlewer txt
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• PKZIP: A FILE COMPRESSION PROGRAM

What It IS and How to Use It

WHAT ARE COMPRESSED FILES?

•

File compressIOn IS a process that reduces the SIZe of a me
Compressed mes can not be used as regular mes, the
process needs to be reversed before they can be read by the
programs that created the mes the mes need to be
uncompressed To be able to place more mes IS a dIsk and
save space, mes are compressed usmg one of the many me
compressIOn programs aval1able We are gomg to be usmg
PKZIP The files you receIve are gomg to be created WIth
PKZIP and may have eIther the ZIp or the exe extensIOn
These two extensIOns may md1cate that the me IS
compressed The exe extensIon may also md1cate that It IS
a program file

WHAT IS PKZIP?

What IS the extensIOn
The last 3 letters of a filename that
come after the penod For example
m the file tutonal ZIp ZIp IS the
extenSIOn Many programs gIve
extenSIOns to therr files, bke Lotus
123 (wk*), while others do not, hke
WordPerfect for Wmdows

PKZIP 18 a shareware program that allows you to compress and uncompress (expand) mes Files
compressed usmg thIs program are much smaller and therefore eaSIer to transport Files that are
too large for a dISk, can be reduced to a SIZe that fits m a dISk

•

ThIs program comes m an executable compressed
file When you uncompress It (m techmcal
language, unzlp It) you Will get several files ill

your hard dnve The most lIDportant part of thls
program for you IS a file called PKUNZIP EXE
ThIs IS the program that restores compressed files
to thel! ongmal SIze You know that you need to
use PKUNZIP EXE when you have a file WIth an
ZIP extenSIOn

WARNING
There IS a VirUS that IS dlStrlbuted as a
recent versIon of PKZIP It IS called
PKZ300B EXE or PKZ300B ZIP Ifyou
execute these flies, the flies In your hard
dISk WIll be erased. The latest versIon of
PKZIP IS 2 04G
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PKZIP A FIle CompressIOn Program

To restore files to their ongmal size you need a copy of PKUNZIP and a file With a ZIP
extensIOn Do not try to restore the ZIP file 10 the disk 10 whIch you receive It, there may not
be enough space Place the file 10 an empty dIrectory (thIS step IS not necessary but It WIll help
you know whIch files were compressed mto the file With the ZIP extensIon) One ZIP file may
contam many files If you unzIp the ZIP file mto a dIrectory that contams files, you Will not
know what files were there and whIch are the new files

You can unzIp files from WithIn W1Odows and from DOS

From WIndows

• Place the fIle WIth the ZIP extensIOn and the PKUNZIP EXE m an empty drrectory
• Place the mouse pomter on top the ZIP fIle, clIck and hold down the left mouse button
• Drag the mouse to place the mouse po1Oter on top of the file PKUNZIP EXE and release

the left mouse button
• The screen WIll turn black, you may see some messages on It, and ImmedIately you wIll

see File Manager agam
• Press the key F5 (or clIck on W1Odow, and then on Refresh)
• You will see a new fIle or fIles on the screen These are the fIles that were ZIpped mto

the compressed files (It may be Just one file or several files)

From DOS

• Place the fIle WIth the ZIP extensIOn and PKUNZIP EXE m an empty drrectory
• Go the appropnate drrectory, type PKUNZIP and the name of fIle WIth the ZIP

extensIon and press ENTER For example, type PKUNZIP TESTFILE ZIP to UnzIp a
file named testfIle ZIp

• You WIll see some screen actIVIty
• Type DIR (to see the lIst of mes contamed m the drrectory)
• You should see fIles that were not there before These are the uncompressed mes

RESTORING EXE FILES

Compressed fIles can also have a * EXE These PKZIP fIles are self-extractmg files They do
not need PKUNZIP to perform the extractIOn Remember that fIles WIth * ZIP need PKUNZIP
to perform the extractIon You can expand these mes from DOS and Wmdows The process IS
sImI1ar to the one descnbed above The only dIfference IS that you need to execute the me You
do thIs by

•

•
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PKZlP A Flle CompreSSlon Program

IN WINDOWS

Double-clIck the fllename m FIle Manager Remember to place the flle m an empty drrectory
before double-chckmg on It Tlus IS lIDportant so that you know what files came m the
compressed fIles

lNDOS

Type the filename WIthOut the EXE extensIOn at the command lme m DOS and press ENTER
After you UnzIp the flIes that came compressed m the PKZIP EXE flIe, you WIll see the
followmg 11st of flIes
Pnnt and read the manual me (manual doc) TIns me may be around 100 pages long, dependmg
on whether and how you format It It comes m txt format

After you uncompress a flIe, you can use It If the flIe IS a PowerPomt presentatIon (It w111 have
a PPT extensIon) you can open It m the run-tlIDe versIOn of PowerPomt and show It m class

-
D. ~hatsnew 204 -- -2430 - 2/1/93 20416am - a -[j ombudsmn asp

-
591 2/1/93 20416am a

E]pkunzlr com 2750 211/93 20416am a
~ addendum doc 19361 2/1/93 20416am :n~lIcense doc 3707 2/1/93 20416amIImanual doc 202252 2/1/93 20416am a IThiS file contains the manual
is order doc 3304 211/93 20416am a You may need to format It
~readmedoc 741 2/1/93 20416am a because it comes In ASCII (textl,
~ sharewar doc 573 2/1/93 20416am a before you prmt It
c:lpk204g exe 202574 6/24/94 110944pm a :~ThiS IS the compressed file
r:::!pkunzlp exe 29378 2/1/93 20416am
DpkZlpexe 42166 2/1/93 20416am : ""ThiS IS the pkunzlp fde
E]pkZlpflx exe 7687 211/93 20416am a
E]zlp2exe exe 27319 2/1/93 20416am a Any file With a txt or a doc
[j authven frm 2330 2/1/93 20416am a extension contains text
[j v204g new 10704 2/1/93 20416am a mformatlon and can be read
~ hints txt 14109 2/1/93 20416am a With Wmdows Wnte or

Notepad The files With an
exe extension are executable

fdes
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PRINTING TRANSPARENCIES (SLIDES)

FROM lIARD COPIES

To pnnt transparencIes from hard COpIes you need to have access to a copy machme and copy
machIne transparencIes Place the transparencIes m the paper tray of the copy machme of feed
them manually, place the ongmal on the glass and make the COpIes the usual way

Ifyour ongmal IS small and you want to fill the page, you may want to enlarge the matenal you
want to copy Do It first on paper to make sure that you have an appropnate Image, the Image
IS centered, the nght SIze, no extra lmes or sports, etc Then make the transparencIes from the
paper Image

FROM SOFTWARE FILES

If you want to pnnt transparencIes from software files, lets say PowerPomt, WordPerfect for
Wmdows, etc you need to feed laser pnnter transparencies mto the pnnter paper tray or
manually and pnnt the usual way

Some pnnters allow you to select the type of medIa you want to use, these are usually color
pnnters If that IS the case, select the transparencIes or slIdes as the medIa Also, some computer
applIcatIons allow you to select the medIa If the one you are usmg does, select the appropnate
media

Make sure that the transparencies you use are laser pnnter transparencies, otherwise
they may melt IDslde the pnnter

Do not forget to read the mstructIOns on the transparency package Sometlmes transparencIes need
to be fed m a specIfic drrection Also check With your system admmIstrator If you have any
questIOns about your pnnter
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Thoughts on Developlng a strategy for Conductlng
The USAID Reenglneerlng Tralnlng for PPC Staff

One of the last seSSlons of our II TOT II class was plannlng a
strategy for conductlng the reenglneerlng tralnlng for our unlt
(l e PPC In our case) We were asked to conslder the checkllst of
questJ.ons found J.n sectlon 11 of the II Tralners, Notebook II Thls
note summarJ.zes dlscusslons that Turra Bethune and I had on thJ.s
subJect Thus J.t's prelJ.mlnary We'll need to meet wlth the other
PPC tralners to dlscuss and plan a team strategy for tralnlng the
PPC staff

How we'll work as a tralnlng team

Our preference wlll be to have the four PPC tralners all work as a
team to present the course(s) to PPC staff, rather than spllt It
between CDIE and the rest of PPC We mlght want to dlvlde the key
tOplCS or modules among us, taklng those where we have most
expertlse, lnterest, etc We mlght also want to palr up, wlth two
worklng together on each module (as we dld In the practlce tralnlng
sesslons)

Gettlng PPC management's support

Once the PPC tralnlng team gets organlzed and has a prellmlnary
plan for conductlng the tralnlng, we should all meet wlth PPC's
management to dlscuss how they mlght support the effort and
partlclpate For example, we'd ask them to agree that they wlll
show thelr support by

• partlclpatlng In the tralnlng themselves

• sendlng a message to all PPC staff asklng them to partlclpate
In the course and stresslng ltS lmportance

• maklng openlng remarks to all of the classes on the flrst day,
agaln stresslng the lmportance of reenglneerlng and of the
tralnlng, and glvlng thelr support/commltment

• maklng lnput and agreelng to our speclflc proposals regardlng
the course partlclpants, contents, schedule, locatlon and
other mechanlcs

Who gets tralned

We expect all PPC dlrect hlre staff lncludlng management,
professlonal and support staff -- wlll be requlred to partlclpate
In the classes In our oplnlon, classes should not be dlvlded
elther by rank or by offlces (What about full tlme contractors?)



SOllc1t1ng part1c1pants' preferences

In add1t1on to gett1ng PPC management's preferences and 1nput, we'd
want to get some thoughts from PPC staff on what they want out of
the course, and preferences on spec1f1c 1ssues llke contents,
tlmlng, locatlon, etc We mlght do thlS Vla Emall or some other
slmple mechanlsm ThlS should help us In tallorlng the course to
spec1f1c PPC needs and expectat10ns

Tralnlng course locatlon, schedule and structure

We suggest an off-slte tralnlng locatlon, otherw1se the temptatlon
to "run back to the off1ce" may be too great We'll try to get one
of the Tralnlng Offlce classrooms that wlll hold 20+ people
comfortably

We'll need to conf1rm w1th the PPC tra1n1ng team members and PPC
management when the tra1n1ng should be completed (October l?)

Glven PPC's staff Slze, we suggest havlng 2 or 3 separate classes
or courses wlth about 20 partlclpants each (Larger class Slze
mlght dlscourage actlve partlclpatlon)

At th1S pOlnt, we probably prefer to have each course last 3-4
consecut1ve days (or however long It wlll take, glven the modules/
tOplCS we declde to cover) However, another opt1on to cons1der
would be conductlng the course on half-days, say --every mornlng
for a week or so Yet another approach would be to do one module at
a tlme (1 e hold three classes In a row on the flrst module, then
three on the second module, etc )

Traln1ng course agenda and contents

Here I S a very prellm1nary llSt of posslble modules and the1r
sequence, WhlCh mlght be a startlng p01nt for dlScusslons w1th the
rest of the PPC tra1nlng team, wlth PPC leadershlp, and PPC staff

1 Open1ng seSS10n

• Welcomlng comments by PPC leadershlp -- show of support to
reeng1neer1ng efforts and the course purpose

• Introductlons of the tralners and the part1c1pants

• Background overVlew of the broader U S Federal Government
context of reeng1neerlng, e g the Natlonal Performance
Rev1ew, the Government Performance and ReV1ew Act, etc

• ReV1ew of the class schedule and agenda, 1 e what tOplCS wlll
be covered and when and ln what depth What won't be covered

2 Managlng Change and Transltlon

• The 1mportance of help1ng people cope W1th the "lnternal"



(psycologlcal, emotlonal) transltlons assoclated wlth change,
and not Just the II external II aspects (e g new roles, new
pollcles and procedures, new systems, new organlzatlonal
structures, etc)

3 OverVlew of USAID reenglneerlng efforts

• Maybe a llttle hlstory -- glvlng the IIblg plcture ll of USAID
reenglneerlng efforts, current status and remalnlng
constralnts What has and has not been done to-date (Some
IIfrankness ll upfront may help reduce potentlal sceptlclsm and
frustratlon about reenglneerlng and about the course)

• We suggest reflnlng and uSlng a matrlx of 4 core values/3
operatlng systems (developed by one of the partlclpants In our
course) that hlghllghts IIwhat's new II In operatlons
plannlng, achlevlng, and PM&E, and how each system
lncorporates the core values

4 The four Core Values

• managlng for results
• customer focus
• partlclpatlon/teamwork
• empowerment/accountablllty

5 The new Operatlng Systems

• plannlng
• achlevlng
• performance monltorlng & evaluatlon

6 Other tOplCS (perhaps optlonal?)

• automated new management systems (NMS)
• automated dlrectlves
• other tOplCS related to reenglneerlng (not covered above, or

not In detall), e g the learnlng organlzatlon, contlnuous
quaIl ty lmprovement, leadershlp, experlence of the CELs, rapld
appralsal technlques, benchmarklng technlques, etc

Tralnlng resources
resources

materlals r vlsuals r egulpment r and human

A baslc resource we'll use lS the two tralnlng notebooks from the
TOT course, although we'll want to reVlse and add to them
We wlll also draw on tralnlng materlals from varlOUS other tralnlng
courses and from the reenglneerlng Ilterature e g on
teambulldlng, customer focus, GPRA, NPR, etc

We plan to use a comblnatlon of fllpcharts, overheads, posslbly the
power-polnt software, handouts (coples of teachlng materlals and
relevant artlcles), relevant quotes and cartoons -- to keep the
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presentat10ns Ilvely and var1ed We'll try to appeal to the
d1fferent learn1ng styles of 1nd1v1duals, and those that prefer to
learn V1a "11sten1ng", "see1ng", "part1c1pat1ng" etc

We'll use some of the "exerC1ses" from the TOT and/or des1gn our
own, to get part1c1pants act1vely 1nvolved 1n the modules

We plan to ask CDIE management for
Adm1n1strat1ve Team to ass1st the
llke prepar1ng overheads, charts,
power-po1nt equ1pment, f1nal1z1ng
mater1als, etc

the support of one of the CDIE
PPC tra1n1ng team w1th th1ngs
d1agrams, uS1ng the computer
and reproduc1ng the tra1n1ng

We'll also make use of Tra1n1ng Off1ce support
resources and classrooms

equ1pment,

Slnce we are 1n AID/W, we have the advantage and poss1b1l1ty of
draw1ng on II gurus II 1n the Agency who have worked on var10US aspects
of the reeng1neer1ng effort (e 9 those work1ng on the automated
New Management Systems, those who worked on the BAA report and the
automated d1rect1ves/ essent1al pol1c1es and proceedures, and those
who are up-to-date on 1ssues such as the Congress's, GC's, and IG's
responses to the Agency's reeng1neer1ng plans) One 1ssue 1S to
what extent the PPC tra1n1ng team should be II tra1ners II versus
IIfac1l1tators" (who would prov1de baS1C reeng1neer1ng concepts/
1nformat1on and then rely on experts work1ng on var10US aspects of
reeng1neer1ng for to make more deta1led presentat10ns and to help
answer quest1ons)

Follow-up after the formal tra1n1ng course

F1nally, we'd llke to d1SCUSS how the PPC tra1n1ng team m1ght
cont1nue the1r role as change agents after the formal courses are
over For example, we m1ght

• recommend and/or organ1ze a PPC workshop or retreat follow1ng
on the tra1n1ng for the purpose of develop1ng an act10n plan
for PPC's 1mplementat1on of reeng1neer1ng

• cont1nue to hold spec1al seSS10ns or workshops on var10US
tOp1CS relat1ng to 1mplement1ng reeng1neer1ng, espec1ally
concentrat1ng on some of the pract1cal "how tons that couldn't
be covered 1n the bas1c course

Some of the TOT part1c1pants felt the TOT course was IIsuperf1c1al"
and not sufflclently detalled, trylng to cover too much We may
run lnto the same problems One way to deal wlth thlS would be to
contlnue wlth optlonal, supplemental workshops/sesslons after the
baslc course that go lnto greater depth on tOplCS of lnterest, or
to perlodlcally send readlng materlals to tralnlng partlclpants
wlth more concrete "how to do It" gU1dance
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Once agaln I flnd myself thanklng you for your help As you know Annette and
I were madly rushlng to put together our module for presentatlon the next day
In our tralnlng course We asked you at the end of the day, around 4 P M to
do two graphlcs for us on the computer before you went home Wlthout much
explanatlon or any hesltatlon you Just went and dld lt You left a llttle
later that day In order to flnlsh lt and, as usual, lt was excellently done
The quallty of the work was superb

Agaln, thank you very much for your tlmely help It made a real dlfference
In our presentatlon and contrlbuted to our belng told that we dld a good Job
Thanks for maklng us look good I
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FOCUS

PREVENTIONS
CLEAR GROUND RUlES

FACILITATOR ROLE
KEEP GROUP FOCUSED ON TASK AND PROCESS
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THE FACILITATOR ROLE

THE RESPONSIBILITIES
FOR AMEETING
ARE SHARED.

The Idea

Role separation IS an Important aspect to consider when a team leader and a facIlitator work
together UnderlYing this separation IS the belief that leadership IS a senes of functions that
can and should be performed by a number of people, and, that the process and logistical
functions are best handled by a neutral party A neutral person can focus complete attention
on how a team leader and group are gOing to accomplish a task unbIased by an Investment
In any specific answer, direction or decIsion, other than the one agreed upon by the team
leader and the group

It IS not enough, however, to be simply neutral The role of the facIlitator IS one of Informed
servant, being able to chart the course and stand watch for agroup as It winds ItS way through
sometimes foggy andtreacherouswaterto ItS goals The greateryour repertOIreofpreventions,
interventions and tools, the more "Informed" and helpful your faCIlitation can be

However, no facilitator, no matter how skilled, can faCilitate a group that does not want to be
faCIlitated Descnblng the role to a group and getting their agreement to use the role IS a key
step In effectively being able to faCIlitate

3



Key POints

The facIlitator

• Is a neutral servant of the group

• Does not evaluate or contnbute content Ideas

• Helps the group focus all Its energIes on the task at hand

• Encourages everyone to participate

• Makes sure that members have a chance to particIpate

• Protects all members of the group from attack

• Suggests alternate methods and procedures

• Coordinates pre and post meeting lOgistiCS

• Explains role to group If they are new to uSing a faCIlitator

• Plans meeting beforehand with team leader

• Helps keep group within time constraints

• Paraphrases participants contnbutlons as needed

• Repeats contnbutlons to Insure accurate recording when necessary

• Creates the group memory or directs the recorder In dOing so

• Dresses In neutral manner

• Exhibits open and neutral body language

• Energizes or slows a group down as needed

• Helps a group summanze their accomplishments and evaluate the meeting

• Asks open ended process questions

• Recognrzes strategic moments and helps a group make a clear decIsion about
Immediate next steps

4
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• STRATEGIC MOMENTS

The Idea

•

Strategic moments are crossroads or those pOints In a meeting when a team IS faced with a
range of pOSSible ways of proceeding These moments occur continuously throughout a
meeting For example, "Do we need to expand our list of pOSSible options? Do we want to
defer thiS decIsion until later? Would It help our thinking to compare these pOSSible solutions
with one another?"

From a facIlitator's POint of view these strategic moments mean selecting a new strategy An
awareness of a repertoire of pOSSible strategies IS of great value Once a strategy IS
determined, the facIlitator's concern IS to "operatlonallze" and Implement the chosen strategy
For example, the strategy of "listing" can be accomplished by recordmg Ideas on large sheets
In front of a group, or by each participantJotting down Ideas on notebook paper, or, by a smgle
person typing the list of Ideas Into a word processor

A facIlitator needs to be able to help a group select the appropnate strategy and tool, and to
operatlonallze It effectively For example, If the group agrees It has hsted all the pOSSible
solutions and now wants to reduce or narrow the list, you might suggest the tool of "Straw
Vote" If they agree to try thiS as a next step, you need to be able to operatlonallze thiS tool
clearly and smoothly Remember, group problem solvmg IS difficult and only works If you, as
the gentle tamer of the multi-headed ammal, can get everyone to agree to work on the same
problem, In the same phase, uSing the same problem solVing tool at the same tJmel

• 5



THE IDEA

At the heart of the role of the faCIlitator
are a set of attitudes and skills that are
the foundation for all the others These
attitudes Include neutrality, Win/Win,
flexibility and non-defensiveness The
skills Include IIstemng, paraphrasing,
reflecting feelings, being able to ob
serve and providing feedback Manyof
the preventions and mterventlons
which follow are a combination of
these attitudes and skills

6
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SOME HELPFUL HINTS ABOUT
FACILITATIVE BEHAVIOR

"Softness tnumphs over hardness,
feebleness over strength What IS more
malleable IS always supenor over that
which IS unmovable This IS the principle
ofcontrolling things by gOing along with
them, ofmastery through adaptation "

Lao-Tzu

FACILITATIVE ATTITUDES

Neutrality

Suspendmg or defernng your own thoughts, opinions and feelings about
the task before the group IS the basIs for your credibility and effective
ness It IS your overview of where they are and where they want to go,
separate from your opinion about either of them, that will enable you to as
SiSt them maccomplishing their tasks

WlnlWln Attitude

If you do not believe and do not demonstrate a belief that agreements are
possible or desirable, they probably won't be Your responsibility IS to ad
vocate for deCISions that everyone IS willing to support

Flexibility

It IS Important for you and the team leader to plan the agenda for the meet
mg based on your knowledge and expenence ennched by the data you
have about the participants' needs and to Identify strategies and tools
beforehand It IS equally Important that you be able to let go of the
preplanned roadmap and move With the group

Being Non-Defensive

The medlatmg mfluence of a faCIlitator depends on neutrality and a non
defensive attitude When a faCIlitator becomes defenSive, he or she can
eaSily become the focus for the sessIon At tImes you Will be called upon
to put the group's needs before your own and not allow your feelings to
add another dynamic to a complex Situation

7



•
General Approach

Boomerang

Maintain/regain focus

Play dumb

Specific Things
You Can Say or Do

Don't get backed Into answering questions the group
should be answering for themselves Once you have
presented information and had a question and answer
session you will usually have the group begin to use the
information through some activity It IS at this POint that
you want the group to answer ItS own questions, so
Boomerang the question back to the group
Group member "FaCIlitator, which problem should we
deal With first?"
Facllltator"That's up to the group Which do you think we
should do first?"
Group member, addressmg the facIlJtator"What was the
infUSion rate for last year?"
FacllltatorllWho can answer that questlon?1I
Group member"l don't like the tack we're taking here II
FacilItator 'Whatdo you think we should do?" (See Don't
be defensive)

'Walt a second Let's keep a common focus here"
"Just a moment, one person at atime Joe, you were first
and then Don"
"I can't facIlitate If we have two conversations gOing at
once Please try to stay focused"
"Excuse me, Mary Are you addreSSing the Issue of ?II
"let's work on one thing at a time"

When the group has gotten off track dUring a task or the
group has broken down In some way, playing dumb IS a
way of getting the group to focus on Its own process by
haVing to explain It to you It's a form of the boomerang
and IS easy to do when you are really confused
"Can someone tell me what IS gOing on?"
"I'm confused, what are we dOIng now?"
'Where are we?"
lel'm lost I thought we were "

8
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Say what's going on

Check for agreement

Avoid process battles

Enforce process
agreements

Encourage

Sometimes, simply IdentifyIng and descnblng adestruc
tive behavior to the group IS enough to change that
behavior Be sure to "check for agreemenf' after your
process observation
"You are not letting John finish his presentation"
"I think you're trying to force a decISion before you're
ready"
lilt seems to me that "
"My sense IS "

Almost any time you make a statement or propose a
process, give the group an opportumty to respond Don't
assume they are With you
"Do you agree?"
"Alnght'?"
"OK?"
A powerful way of checkmg IS to look for the negatIve
Make Silence a sign of confirmation Rather than saymg,
liDo you all agree?", ask
"Are there any obJections?"
IIlf there are no objections (pause) we'll move on "
"Is there anyone who can't live With that deCISion?"

Don't let the group become locked mto arguments about
whIch IS the IInghf'way to proceed Pomt out that you can
try a number of thmgs, deal With more than one Issue
The Issue IS which one to try first (See Preventlons
Educate the group)
'We can try both approaches WhIch one do you want to
try fl rst?"
"Can we agree to cover both Issues In the remaInIng
time? 0 K , which do you want to start With'?"

Once the group has agreed to a procedure, your
credibility and neutrality Will be at stake If you don't
enforce their agreement
'Walt asecond, you agreed to braInstorm Don't evaluate
Ideas "
"Harry, let Sandra finish"
"Sorry, Beth, I'm afraid your time IS up

"Could you say more about that?"
'Why don't you try "
"Keep gOing, I thInk thiS IS useful"

9



Accept/legitimize/deal wlth/
defer

Don't be defensive

Use your body language

Use the group memory

Don't talk too much

This IS a general method of Intervemng that works well
for dealing with difficult people and emotional outbreaks
of all kmds
''You're not convmced we're gettmg anywherel That's
OK, maybe you're right"
"Are you willing to hang on for 10 more mmutes and see
what happens?"

If you are challenged, don't argue or become defensive
AccepttheCriticism, thankthe individual for the comment,
and boomerang the Issue back to the mdlvldual or to the
group
"I cut you off? You weren't fmlshed? I'm sorry Please
contmue"
''You thmk I'm pushmg too hard? (lots of nods) Thank you
for tellmg me How should we proceed from here?"

Many of these mterventlon and preventions can be rem
forced, and sometimes even made, by the movement of
your body or hands
For example, regammg focus by standmg up and movmg
Into the middle of the group
Enforcing a process agreement by holdmg up your hand
to keep someone from mterruptmg
Encouragmg someone by gesturing With your hands

The group memory (all the flip chart paper) can also be
used to remforce many of the mterventlons and preven
tion For example
Regammg focus can be faCIlitated by walkmg up to the
flip chart and pomtmg at the agenda Item the group
should be dealing With
Gettmg agreement on content can be greatly supported
by wntmg down on the flip chart or Circling the subject to
be discussed

The better you become at faCIlitating, the fewer words
you WIll have to use When you have done a good Job,
the group may leave thmkmg that the meetmg went so
well the group can work on Its own from now on
Use your hands, eye contact, and partIal sentences to
communicate economically
"I'm sorry You were saymg "
"Gould you say that agam "
"The pomt you were makmg was "

10

•

•

•



•

•

•

General Approach
Stay neutral/stay out of
the content

Be positive (wlnlwln
attitude)

Suggest a process

Educate the group
(process commercials)

Specific Things
You Can Say or Do

Don't get sucked Into contributing your own Ideas or
opmlons after you have presented matenal (see
Boomerang)
Remind the group of your role "As your faCIlitator, I'm
supposed to be neutral ThIs IS your project What do you
wanttodo?"
"I won't be able to help you work through this Issue If I
start taking sides"
"I'll share mypersonal oplmon With you after the sessIon"
"Actually, I don't have a personal opinion aboutthe Issue
yet"

If you really believe awln/wm solutIon can be found, you
WIll Increase the chances of It happemng
"I know this Issue IS qUite emotIonally charged for some
of you, but If we take our tIme and work our way through
the problem I'm sure we can fmd a solutIon you can all
live with"

''Why don't we try brainstorming?"
"I would suggest looking at crlterra before trying to
evaluate optIons"
"How about working backwards from the deadline?"

By offering short comments about why you are dOing
what your are dOing and about the nature of the problem
solvmg process, you can help the group work through
diffIcult SItuations and become better at facllltatmg Itself
''There's no one right way to solve aproblem Which way
do you want to try first?"
''You can't solve two problems at once"
"If we don't agree on the problem, we'll never agree on a
solutIon" 11



Get permission to enforce
the process agreements

Get the group to take
responsibility for its
actions

Build an agenda

Get ownership of the
daily agenda

Set up the room

"If you want to get through all these reports by 11 00, I'm
gOing to have to hold you to your five minute time limit Is
that 0 K ? Any obJections?"
"Is It alnght with you If I push a little harder to get finished
on time?"
You've agreed not to bnng up old history Do I have your
permission to cut you off If you do?1I

''ThiS IS your project, not mine What do you want to do?"
"It'S upto you to decide Ifyou want to change the agenda"
"I can't make you reach an agreement You have to really
want to find a win/win solution"

By working With your manager/team leader to plan or
re-plan your agenda for the meeting, you can anticipate
and prevent many potential problems from occurrmg

Even though an agenda has been prepared madvance,
don't assume that everyone mthe group has agreed to
It Check for additions, reVISions and reordermg of agen
da Items
"0 K, that's the agenda for today Any addiTIOnS or
reVIsions?"
Once people have had a chance to revise or approve the
agenda, then It becomes their agenda, not yours, and
they are less likely to feel they have been mampulated

You can prevent a number of potential faCIlitation
problems from occurring, Simply by how you arrange the
room madvance
For example, If you want people to Sit In the front rows,
put fewer chairs than you thmk you Will need People
always tend to Sit as far back as they can

12
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• The Work of,Flcilitltins _
25% Prevention 25 %Proce•• AWlrene••

•

•

"* BUilding agendas

"* Building detailed process roadmaps

"* IdentIfyIng ISSUes In the larger
system that affect the meeting"* IdentIfyIng strategies to handle
ISSUes and alligators"* Thinking strategically

25% Theory lid Technl,.e

"* Understanding the conceptual
road maps of facilitating"* HaVing a repertoire of process
suggestions and tools available"* KnoWIng how to Introduce the
process suggestions and tools"* Understanding the roles, attitudes,
tools, behaViOrs and the theory
underlYIng them

"* Knowing the difference between
process and content"* RecogniZing strategic moments

"* Knowing what phase of problem
solVing a group IS In"* Being able to see and describe
process"* RecogniZing conflict and
managing It effectively

25% Flclll'ltlng
(Actually doing itl)

"*Making process observations"* Making process suggestions"* IntrodUCing tools"* Implementing interventions"*Getting agreements"* Facilitating non-verbally

"* Remaining neutral

13
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FACILITATION TOOLS

"'kJ1uut, II.~ iotJ IfD" It40e
il,cz~,

etJl!IUI~1e.1Mr;iM
iG /oJ" til. cz 1UJiJ."

~A1~

The Idea

There are a vanety of ''tools'' the facIlitator can use to help a group In the problem solving,
generating solutions, and deCISion making processes Any tool IS only as good as how It IS
presented and Implemented USing tools effectively takes practIce and time You will want to
adapt these tools to your own style and develop your own Remember, there IS always more
than one way to approach a task - what IS Important here IS that you have a vanety of tools
In yourtool kit so that you can qUickly decide on the most appropnate one to use In the moment
The one you think most appropnate may not work wIth the group and so you need to have at
least two back-ups that will accomplish the same goal

On the following pages some tned and true faClhtatortools are bnefly descnbed The examples
used for each tool are presented In the context of a hypothetIcal meeting which could occur In

any Office and Involve the group's dissatisfaction with the copying situation

15



WHOSE PROBLEM?

WHAT'S THE
REAL PROBLEM?

When groups seem stuck In decldmg what the problem
IS, or what the underlYing (root) causes of aproblem are,
they may need to step back abit and decide who has the
problem Creating diagrams on the flip chart that repre
sent the diScussion of the group will help them to see thIs
more clearly

•
I

• l- • - • l- •
I I I

0 0 0

I
•

Getting a group to agree on who has the problem wIll free
them from re-Inventlng the wheel and allowthem to move
to the next step In the process

When a group has difficulty deCiding on how to write a
problem statement It IS often asignal that they are looking
for ascapegoat or that they have a"nght answer" In thiS
case It IS helpful to ask them to look at all of the vanous
statements they have generated so far and based on
these come up with a different statement that descnbes
whatthe real problem IS Groups often confuse problems
with solutions, e g , "The problem IS that we need a new
copy machine," or liThe problem IS that the secretarres
need to be on tIme every day," as opposed to liThe
problem IS that our copies are of poor quality," or 'We
don't have secretanal coverage at critical times"

16
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BASIC QUESTIONS

WHO

WHAT

___+-WHERE

WHEN

WHY

GENERALIZE!
EXEMPLIFY

Often gomg "back to the basIcs" IS a helpful tool to get a
group to focus more clearly on the nature of the problem
On a flip chart wrIte the words WHO - WHAT - WHERE
- WHEN - WHY leavmg space to record group members
responses

Personnel Department/IndustrIal EngmeerIng/Labor Rela
tions Department/Managers/Supervlsors/Personnel
Reps/Shop Stewards/SecretarIes

Make copies of reports - correspondence and memorandums

Duplication Services Department

Dally - before and after normal working hours

Number of people on distrIbution list

This seemingly Simple tool focuses the group's attention
on the mtty grItty ofthe problem situation and allowsthem
to descrIbe It more accurately Once this IS done, the
group can usually see the situation more clearly and
Isolatethe problem, orareas ofagreement/disagreement
on the nature of the problem

This tool IS useful when a group knows mgeneral what the problem IS - and there IS
agreement as to where the problem IS located or who has the problem or when or why
It occurs Take the one baSIC question on which there IS the most agreement and then
ask the group to make a general statement and then give a specific example(s) of the
general statement ThIS Will usually lead to agreement on the problem

•

GENERAL

SPECIFIC

GENERAL

SPECIFIC

Duplication services office busy all the time
The time, including before and after office hours

EqUipment In use 6 A M- 7 PM, Monday - Saturday

DuplicatIon Services being used by other departments

IndustrIal Engmeenng used the equipment for a 300 page
report last week

17



IS-IS NOT This tool lets groups analyze what the problem IS and IS

not This IS most useful when there IS httle Imtlal agree
ment on the problem situation •

IS IS NOT

fI' # of reports reqUired fI' Personal use of
duplication services

fI' Number of copies
needed fI' Equipment

tI' Volume of work wlln
Personnel OffIce tI' Staff that runs

eqUipment

tI' Proximity of machines to
other departments

BREAK IT DOWN

MANAGER

When there are many dIVergent opinions on the nature
of the problem, It IS a good Idea to diVide the group Into
sub-groups, e g ,manager/staff, administrator/secretary,
pro/con a speCIfiC Idea and then ask each sUb-group to
record on flip chart paper How To statements about the
problem from theIr perspective When the sub-groups
share theIr perceptions there IS usually some agreement
between the listsenablingthegroupto arnve at aproblem
statement they can all live With

STAKEHOLDER'S CONCERNS

STAFF

•

o How to reduce dupllcatmg costs

8 How to establish clear and
consistent poliCies for use of dup
services

o How to decrease the # of reports
reqUired

8 How to mcrease efficiency of dup
services

@) How to minimize personal use of @ How to share duplicating services
dupllcatmg machines fairly among all staff
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FORCE FIELD
ANALYSIS ThIS technique IS most helpful when a group has Iden

tified and agreed on a problem statement and has
developed a specific goal Then the facIlitator asks the
group to think about the sustaining forces (forces In the
situation, people or organization that contnbute to sus
taining goal attainment) andthe restrammg forces (forces
In the situation, people or orgamzatlon that contnbute to
keepmg the group from reaching ItS goal) This analySIS
IS useful since It helps the group Identify those aspects
of the problem on whIch they have the authOrity and
power to act and those for which they WIll need to obtain
additIonal resources It IS NOT a speedy tool You Will
need to be certain that the group has time avaIlable for
an In-depth analySIS and that the problem IS worthy of the
time spent

RESTRAINING FORCES

~~-----

FORCE FIELD ANALYSIS

GOAL Reduce the number of people In other departments using
dupllcaton services

STATUS QUO

SUSTAINING FORCES

-----~• * Efficiency of staff In dup
services

* Machine IS working

* Budget Concerns

RESOURCES WE HAVE

* # of people on distribution
lists

* Growth of company

* Growing # of departments
near Personnel Dept

Without dup services

RESOURCES WE NEED

•
AGREED UPON PROBLEM STATEMENTS

How to reduce the number of people on the dlstnbutlon lists

How to reduce # of other departments usmg duplication
services 19



BESTIWORSTI
MOST PROBABLE This IS useful when a group IS trymg to decide on which

possible solution IS the one they Will select for Implemen
tatIon orwhat IS the most likely outcome they can expect •

BEST WORST MOST PROBABLE
reduced Xerox costs no more personal use somewhat reduced Xerox costs

tight monitoring system reduction of duplIcation services for
personal use

have consistent clear
standards re' duphca
tlon services
have new, more
effective, efficient
duplicating eqUIpment

slower duplicating
services

clearer poliCies concermng use etc

ASK AS A QUESTION ThiS tool Will help a group develop a sound problem
statement and help aVOId the solutIOn-tao-soon
syndrome

* HOW TO REDUCE THE COSTS OF DUPLICATING
SERVICES

* HOW TO REDUCE USEOF DUPLICATIONS
SERVICES FOR PERSONAL NEED::..:S:-- __

* HOW TO REDUCE NUMBER 0 POOR QUALITY
COPIES

o too hght-ean't read
page dark and smudged
paper wnnkled

20
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• WHAT I LIKE ABOUT When the group has listed 2 or 3 possIble solutions and
there IS no reason why one IS better than the others, then
asking each member to state what they like about one of
the solutions and recording this Information on the flip
chart IS helpful

•

•

ASK THE EXPERT

WHAT OTHERS
HAVE DONE

RANK ORDER

When the group IS In doubt about the feasIbility or prac
ticality of a speCific solution to their Identified problem, It
IS useful to ask the expert before the group reaches a
final deCISion This may be a member of the group or
someone outSide the group who IS known to have exper
tise In the area

When thegroup IS evenly divided aboutthe solutions they
have generated, or unsure If their favored solution will
work, It IS a good Idea to suggest that they find out what
others have done In similar circumstances before they
deCide

Asking the group to indiVidually rank order the pOSSible
solutions and then collecting their indIVIdual responses
on the flip chart helps group members to see which
solutions have the most support In the group

21



BRAINSTORMING

Use "straw vote" tool to help
the group decide which solu
tions to spend more time con
sldenng

Although mtroverts have been known to thmk that
bralnstormmg IS extraverts strategy to dnve them crazy,
when generatmg Ideas about root causes, problems,
solutions, strategies etc, havmg the group bramstorm
Ideas IS practically always a helpful tool The process,
when Itworks, enables indiViduals and groups to momen
tarily abandon their conventional, calculated, logical, se
quential etc , thought processes and free-up or unfreeze
10 a manner 10 which new and creative Ideas can be
brought out mto the open for pOSSible use The success
or failure ofthlstool often rests upon the facilitator Speed
and quantity In prodUCing Ideas are fostered, the
faCIlitator endeavors to create an atmosphere of excite
ment 10 a game splnt and encourages everyone to come
up With bigger and better Ideas, makes certam that the
extraverts who love to thmk out loud don't overpower the
Introverts, who thmk first and talk secondl The pnnclples
and procedures for bramstormmg can be found on page
2-20

PROBLEM: How to reduce # of
people on dlstnbutlon hst

BRAINSTORM FOR
POTENTIAL SOLUTIONS

A Use routmg slIps @

B Use routmg slips for supervisory lIst @

and below

C Survey everyone on distribution list (i)
to see If they need to reamarn on lIst

D Post copies of reports on central bul-
letrn boards @

E Make copies for top level managers
only

F ReView lIst of regularly produced @
documents to see If they all have to be
duplicated for everyone on duplIcation
list

G ReView reports reqUired Check and
see If any can be ellmmated or stream-
lined @

22
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• CUTUP AND
MOVE AROUND When agroup hasgenerated alotof information and they

find that they needto reorgamze It In order to make sense
of It, having them cut up the flip charts and rearrange the
mformatlon m new order IS helpful It IS also ad
vantageous to take advantage ofmodern technology and
write the key Ideas on poSt-ItS which can then be moved
as often as necessary to get the desired results

CUT UP AND MOUE AROUND

or use POst-its!

•

•

Before Session

Set up Group
Memory

Room setup

Get supplies
Help TL orgamze

data

During SessIOn

Introduce role

Capture data

Keywords

Keep supplies
available

After Session

First edrt of
group memory

Check flip chart
paper for pg #'S

trtles
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CHECKERBOARDS Anothertool for helping groups organize their Ideas IS the
checkerboard This tool can help In both the problem
solving and decIsion making stages of the group's work
In the decIsion makmg stage It IS agood Idea to list cntena
on the checkerboard

•
CHECKERBOARD
t::: Personnel

IDOCUME

Deparbnent SupervisorsVice Presidents Managers Reps

Annual Duplicate Duplicate
Route by Route by

Reports Department Department

Quarterly Duplicate Duplicate Duplicate Bulletin
Reports Board

Weekly Bulletin
Personnel Duplicate Duplicate Duplicate

Board
Updates

Personnel Duplication for

Actions Duplicate Routing Slip Routing Slip Appropriate
Rep

SOLUTION SURVEY EVERYONE ON DISTRIBUTION LIST TO SEE IF NEED TO
REMAIN ON LIST

•

ADVANTAGES!
DISADVANTAGES When the group IS trymg to decide between two or more

attractive solutions, It IS helpful to ask them to list the
advantages and disadvantages of each This usually
leads to more clarity and a better decIsion

*ADVANTAGES

see whether we are dOing
unnecessary duplicating

opportumty to find our how
useful our Information IS

*DISADVANTAGES

time consuming to check With
everyone

everyone on list should have
information provided whethe
Interested or not
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BOTH/AND

STRAW VOTE

NEGATIVE VOTING

BACK OFF

FOCUS ON
AGREEMENTS

QUESTIONS,
QUESTIONS,
QUESTIONS

It IS often Important to help a group see that several
solutions are acceptable Rather than having to decide
on only one Idea It IS often possible to Include more than
one - to look for a Win/Win solution that Includes
both/and

ThiS tool IS Simple to use - the faCIlitator asks for astraw
vote about whatever {content or process)ls stalling the
group and then suggests an action to unfreeze the group
based on the straw vote

Instead of asking who IS In favor of the tOPiC It IS usually
better to ask who IS not In favor or who cannot live With
the deCISion ThiS tends to save both time and tempers

When a group appears to be at an Impasse or there IS
strong disagreement about some tOpiC, It IS helpful to
suggest that the group back off thiS tOPiC for a while and
return to It at a future time Record It on your Issues flip
chart and before the end of the meeting, have the group
set a time to continue the diSCUSSion

The old sawthat nothing succeeds like success IS doubly
true In groups Focus the group's attention penodlcally
on the small and large agreements they have reached
Always hold out the hope that agreement IS possible 
that a Win/Win solution can be found

FaCIlitators needto know howto use questions effectively
In working With a group The chart on the following page
Illustrates the deSired outcome of uSing questions to
establish the pattern of diSCUSSion On pages 2-13
through 2-19 there IS more matenal about the use of
questions and the types of questions
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THE PROCESS-CONTENT ICEBERG
Facilitators must managt both content and process

PROCESS

•

CONTENT PROCESS

WHAT WAS ACCOMPLISHED HOW IT HAPPENED

* WHAT was said * HOW we communicated •Bill said, "It's due on the 12th" Open? Candid? Two-way?

* WHAT was decided * HOW we Included or excluded

Only Mary will go "In" or "Ouf' groups? New members?

* WHAT was solved * HOW leadership was conducted

The report errors were corrected Non-eXistent? Shared? One-way?

* WHAT was discussed * HOW conflicts/differences were
nanOlea

A new procedure was discussed Openly acknowledged? Ignored? Encouraged?

* WHAT was done * HOW our time was used

A bneflng was given Wasted? Rushed? Clock-dnven?

* WHAT was clanfled * HOW attitudes and feelings
effected our workl

The new polley on leaves was clarified Ignored? Acknowledged? SensitIVIty?

* WHAT follow-up was planned * HOW energetic we were

Sam Will report on the new circular Apathetic? Frenetic? Energized?
26 •



• FACTORS WHICH CAN AFFECT THE DEVELOPMENT OF
GROUP CLIMATE

NEGATIVE CLIMATE POSITIVE CLIMATE

Autocratic
Inappropnate leadership style Leadership stYle~ Lalssez-falre_ fits task

Democratic

Task and purpose obscure or not Task well prepared and presented
communicated Clanty of purpose

Meeting agenda not In keeping Meeting agenda In keeping
with objectives with objectives

Group size III-Judged Size of group appropnate

Group composition not conducive Composition of group mline with
to objectives with Objectives (e g , IS most appropnate for

purpose, a peer group, self-selected group,
diverse mterms of age, gender, race, culture,
similar backgrounds, expectations and
concerns, etc)

Time of sessions when members Time of sessions well chosen

• are tired or have "had enough" Time available fits the task

No recognition given to what "Unfinished busmess" or members
members may be "bnngmg m" "baggage" cleared away

No attempt to surface "hopes and Contract worked out
fears" or Identify common purpose Expectations surfaced

Process vague, Ill-defmed Clanty of purpose
Irrelevancies pursued Purpose pursued

Individuals or small groups dommate Participation evenly dlstnbuted

Conflict "buned" or hidden Conflict (If present) brought out and dealt with

"Ground rules" not thought out Ground "rules" outlined and accepted
nor communicated

FaCIlitator not alert to dynamics of FaCIlitator has necessary observation
group or skilled enough to deal and group management skills
with Issues

Lightness not present or type of Humor used to "lighten" sessions at
humor not appropnate appropnate stages

Low trust level-Group members High trust level (achieved by use of

• feel III at ease or feel the need trust-bulldmg skills)
to be defensive
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NEGATIVE CLIMATE POSITIVE CLIMATE

Competitive attitude and wlnllose Collaborative and problem solvmg •approach by members approach by group-win/win

Over-cntlcal or attackmg type Feedback skills properly employed
feedback In eVidence

Leadership hkely to produce Leadership behaviors predictable
reqUirements or procedures which
partiCipants will be anxIous about

"In" groups or "palrmg" obVIOUS Group relationships shared
Faclhtator(s) relate particularly to FacllItator(s) relationships evenly
one or two members dlstnbuted

SpeCialist or Jargon language Language appropnate to the group
used and promotes alienation

No follow-up on group decIsions Action taken on group deCISions

FeelIngs are not checked out- Feehngs of Individuals checked
assumptions made by faclhtator(s) out at times dunng sessions
on how members are feeling

Silence becomes threatemng and SIlence used positively for
creates awkwardness thought and reflection

•PHYSICAL FACTORS WHICH CAN AFFECT CLIMATE

Too much, too little or badly used
space bnngmg feelings of bemg
"Iosf', "crowded" or "spllf'

Seatmg-glvmg mappropnate
messages and causmg lack of
contact and separation

Dull, dowdy, cluttered surroundings,
FacIlItator not easily contactable or
adoptmg poSItion mconslstent
with style

Group Victims of frustratmg
Interruptions or distractions

Time chosen when members are
tired or overloaded - too much or
too lIttle time for task

Space-comfortable amount to allow
feelIng or easmess and closeness

Seatmg-glvmg eye contact
posslblhtles to faClhtator(s) and all,
and suggesting sharmg

Bnngs encouragmg environment
FacIlItator position glvmg avallablhty
and appropnate to style

Group secure from outSide distractions

Time of event and amount of time
available convement to all and
appropnate to task
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EXCELLENT MEETINGS

In an excellent meetmg:

<t People are valued as Individuals.

<t The physical environment IS comfortable and
conducive to concentration

<t There IS a willingness to hear the facts, whether
friendly or not so friendly.

<t Ideas, as well as hard facts, are solicited and heard.

<t The best Ideas rise to the top, the weaker ones are
eliminated.

<t Conflict and argument are allowed and managed

<t The best - not the most popular - decIsions or
solutions Win.

<t Groupthlnk IS discouraged creative, Investigative
thinking IS encouraged.

<t Leadership IS never abused and IS frequently shared.

<t The leader knows and executes his or her
responsibilities

-¢- Participants participate and get actively Involved

~ A light touch and some humor make It a truly human
event
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DEALING WITH THE DISRUPTIVE GROUP MEMBER

First, make sure to read Doyle and Straus', Problem People, at the end of this section This IS

an excellent article and you will find a lot of good Ideas here

From time to tIme a group will have one or two people who seem to be IIghtmng rods for confhct
They mayor may not be aware of their Impact on the group, but the effect may be devastating
on the group's ability to get on with It

Sometimes the "problem person" IS bnngIng an Important message to the group The message
may not be brought In the way you or others would like. butthat person may be on to somethIng
Try IIstemng as If the presenter has a crucial piece of mformatlon for the group and IS tryIng the
only way he/she knows to get It out Thank the person If you really hear the message, and help
the group hear, too

The Interpersonal Gap

What IS INTENDED IS never the same as the EFFECT on another person, because of the way
we Encode and Decode our commumcatIons The ACTIONS which are PUBLIC and KNOWN,
may not be accurately creatmg the INTENTION, which IS PRIVATE and UNKNOWN

Many times the "problem person" IS sImply dOIng a strange Job of Encodmg mtentlons. because
of being anXIOUS, or angry and upset, or because of old patterns learned a long time ago USing
the Interpersonal Gap concept can be useful In understanding what IS happemng. as you Will see
In a moment

ACTION

o
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For the Hard Core Problem Person

But there are also people who won't be helped gently or who resist really JOIning the group and
resist makmg a positive contnbutlon to the group's efforts You need to have a qUiver of
alternatives In dealing with them

The most successful approach IS an "escalatmg intervention" strategy, where you try the lowest
profile, lowest Impact alternative first, and move up (or down) to the highest profrle!lmpact
approach as a last resort

The First Approach Paraphrase and Shift the Focus

Here you look the person mthe eye and, staymg neutral myour vOice and stance, you
paraphrase what they have said, and ask them If you got them nght

"Sue, It sounds lIke you're sayIng that you thInk thIs whole Issue IS blown
out ofproportIOn andyou don't think the group shouldbe addreSSIng It at
all Andyou feel strongly about It Is that fight? It IS? Thank you Tom, you
were also tryIng to say something here, weren'tyou?"

Sometimes Just feeling heard will be enough to qUiet anxiety If not, you may need to move to

The Second Approach: Acknowledge the Pomt and Validate
the Effort to Contribute

Here you frame what the person IS sayIng ma positive way, fIrst paraphrasmg It, then acknow
ledgmg the pomt You are not agreemg or colludmg, Just lettmg hIm/her hear that he/she has
been understood and that the pomt has a nght to be heard and that you recognrze that person
IS trymg to help

"Harry, you've been a vOIce In the Wilderness here lately It seems to me
that you're trying to get the group to see thatyou feel strongly that X
Department IS the cause ofall thIS and that the group IS wastIng ItS time
dISCUSSing Issue X Is that fight? You want to make sure the group
doesn't get Itself Into a trap It WIll have a hard tIme gettIng out of, huh?
That's sure a good Idea Can people see what Harry IS saYing? Who
could tell Harry why they don't want the group to stop fight now?"

Here agam, Just bemg understood may help the person get Into the flow and drop the blockmg
behaVior If not, you move to

The Third Approach. Register the ReSistance and Move On

In thiS approach, you paraphrase as above, makmg sure the Issue IS recorded on the Group
Memory to that person's satisfaction and then move the group on, explaining why as honestly
as you can

"CharlIe, you thInk we're wastIng time and that DepartmentX should be
dealing WIth thIS, not thIS group, andyou've said that several times and
are gettIng frustrated because no one seems to care what you think Am I
fight so far? Good Let me get that on the Group Memory Charlte, IS
that said the way you want? Good Now I am gOing to have the group

•

•

•
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move on because 1) the Boss has saId he wants us to, 2) the group
doesn't seem to be able to use your Input fight now In Its work, and 3)
there doesn't seem to be any way to deal wIth yourPOint wIthout a great
deal ofunravellmg of the work from the last two hours You may well be
fight, Charlie' I want you to know that, but lef's move on II

The Fourth Approach' Confrontation and Exploration After the Meeting

You may have to get with the "problem person" after the meeting IS over, where the embar
rassment factor IS lower for both of you and tell him/her what you think and find out what
she/he wanted USing the Interpersonal Gap, you could help him/her see that the actions used
(and here you need to be very accurate and neutral In your deSCription of what he/she did) are
not getting the effect deSired, but In fact, are getting the group angry Ask, "Is that what you
want?"

You need to be very honest at thiS POint about the effect you see that person IS haVing on the
group, the risks he/she IS generating and help him/her develop a strategy for next time If that
person turns out to have been right, make It a POint at the next meeting to acknowledge that,
and apologlzel

"CharlIe, I thmk you're klllmg yourselfm there! Andprobably not makmg
any fflends for the Department What are you trymg to accomplIsh? (Lis
ten ACTIVELY) So, you are trymg to -7 Boy, It seems to me that the ef
fect you are haVing IS In fact- Is that what you want? No? Well, would
you like to work out anotherapproach that might get you where you want
to go'?"

"Frankly, If I were a member of thatgroup m there today, I would have
been really tIcked atyou I was havmg trouble staymg neutral myself! You
seemed to me to be deliberately trymg to goad Tim mto a fight, to scare
Sue, and msult the Boss If that keeps up, man, somethmg's got to pop
You may even be fight aboutyour Issue, but you sure do make people
mad atyou, me mcluded, when you go at It lIke that I won't take another
assignment as faCilitator ofyour group until you can convince me you've
got another style gomg "

The Fifth Approach: Confrontation Durmg the Meetmg

ThiS IS the last for obVIOUS reasons

•

• It Will start an mtense conflict which mayor may not be resolved qUIckly

• The person may, In fact, be on to somethmg, just not domg a good job of
gettmg It across

• ItWill be embarraSSing for them, for you and maybe for other group members

• If not done well, or If you really get hooked, the person IS left m a hostIle
environment With no one on his/her Side or "clean" enough to protect him/her
from getting hurt 33



• If Itcontnbutesto thatperson'sgetting repnmanded orflred, you andtheothers
may feel some responsibility

It can be done low key, with Skill, and from a qUIet, unhooked place, like so

"Charlie, you have mterruptedSue twice, Tom twice, and me several
times m the last few mmutes It IS clear to me thatyou feel strongly about
thiS, but I believe what you are domg IS makmg It harder for this group to
get Its work done Bemg heard hasn't been enough I'm supposed to
protectpeople and their contnbutlons as Facilitator, but I'm begmnmg to
thmk I need to protect the group from youl How about coolmg It for now
and let's you and I meet afterward to figure out what couldbe done Let's
move on "

There are other clever things which could be done, like puttmg the problem person In charge
of being a watch dog for the group on the volatile Issue Use your Imagmatlonl As long as It
comes out of a place of canng for the group AND the problem person, It will probably be 0 K

As a facIlitator, a good sense of humor, good old fashioned canng and a shot of courage will
go a long way toward making you a very helpful person to have around

•

•
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ESCALATING LEVEL OF INTERVENTIONS

Low Level
Interventions
(WlnlWlO)

Ignore or Avoid

+
Make Eye Contact

+
Stand Up

+
Walk Half Way

+
Walk By Them-Make Eye Contact

+
Ask, "What do YOU think?"

+
Touch and Talk Directly

+
Confront on a Break

+
Confront Before the Whole Group

High Level
InterventJons
(Win/Lose)
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Summary: FacIlitator Techmques
Dealing With Difficult People

• RemaIn neutral

• Start with the most subtle Intervention possible, e g , eye contact

• Use preventions first, e g , meet With the "difficult person" prior to the session

• Go for a WIn/WIn resolution whenever pOSSible, Ie, IS there a way to resolve
their concerns, Issues?

• Only escalate your interventions If you need to and escalate slowly Remem-
ber to try and save their ''face''

• Use the Intervention of Accept/Legitimize/Deal With/Defer

• Keep yourself grounded

• MaintaIn neutral body language

• Separate out the person from their behavior Privately give them speCific
feedback on observable actions Without an Interpretation of motivations or
Judgment

36
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MANAGING FEELINGS

It IS Important for facIlitators to be sensitive to and aware of how participants are feeling emo
tionally Feelings which are not acknowledged go underground and Interfere with the meeting
process FollOWing are two suggestions about ways to help partiCipants manage the some
tImes surpnslngly Intense feelings they expenence

Sometimes people who feel badly about something that has happened In the session
withdraw If people get particularly qUiet, or the whole group gets qUiet, It IS Important to fmd
out If they are upset Ask them

Sometimes when people feel overloaded by a presentation or tOpiC, they begm to withdraw If
the group gets particularly qUiet, ask them what IS happemng and what they need The ac
tIVIties or techmques you select In response should be designed to bnng out mformatlon you,
as a faCilitator, need In order to be able to remove the blocks to people being ready to con
tinue with the task ThiS task of helping people be ready to continue work IS part of facIlitation
A major part of the faCilitator's task IS to facilitate a good meeting climate
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• USing Questions to Establish the Pattern of DIscussion
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GROUP DISCUSSION

Description Group diScussion, as used here, IS an exchange of Ideas among members of a
group, facIlitated by a diSCUSSion leader The diScussion IS centered on a specific
tOpiC, problem or question

When IS It a useful technrque?

Group diScussion IS more useful when one or more ofthe followmg conditions are met

• There IS expenence or knowledge on the sUbject In the group

• There IS a need to create new Ideas or action from these expenences

• There are complex Ideas to understand or make deCISions about

• There IS a need for talking about personal values, attitudes or feelings
that will lead to Involvement

•

• There IS a need to determine the partICIpants' needs

The functIon of the dISCUSSIon leader

The purpose of the diSCUSSIon leader IS to assIst the group IndOing Its Job The leader
helps set the stage, keeps the dISCUSSion moving along, develops WIde participation
and assists the group In establishing asystematic approach to ItS task Inthe beginning •
of a training program the tralner(s) should take on thIS role As the training progresses
and participants gain skills they can begm to share thiS responsIbility

Some functIons of the group leader are

1 Setting the Group Climate The leader has an Important part In developing the climate
of the group He/she should make sure group members have become acquainted With
one another ThiS should be done early In the meeting Informality of the group leader
and the reflection of a warm and fnendly attitude toward all group members encourages
partiCIpatIon

2 Stating the Question Clear phraSing of the question Which the group IS being asked to
diSCUSS IS Important In fOCUSing the group's attention on ItS baSIC task and purpose A
well-stated question stimulates constructive and creative group partiCipation

3 Encouraging Group Participation The group leader can encourage group partiCipation
by

• Keeping aware of indIVIdual's efforts to be heard and by prOViding them an adequate
opportunrty to contnbute ThIS Includes calling the group's attention to unheard
contnbutlons

• Helpmg the group understand the meaning and Intent of mdlvldual contributions

• Malntalnrng continUity of group diSCUSSion by pOinting out the relationship of Similar 40 •
Ideas offered by different group members
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• Encouragmg mter-member diSCUSSion rather than member-leader diScussion

• Conveymg acceptance by exhlbltmg a non-entlcal attitude and by reframmg from
evaluatmg member contnbutlons

• Don't let anyone take overand monopolize the diScussion and don't rely only on those
who are always articulate and eager to talk Try to bnng 10 those who aren't talkmg
by makmg them feel that their contnbutlon would be welcomed by the group But call
on people by name only when you know that they are trymg to get m, or when you
are sure they won't be embarrassed by bemg called upon

• Keepmg the diScussion on the subject Some diversions may be frUitful, but only
msofar as they can be related before too long to the maIO tOPiC

• Helpmg the group bnng out logical fallaCies and errors of reasoning It would be a
mistake to try to push too hard, too fast along these lines and the leader should not
fltthe diSCUSSion ngldlymto apreconceived pattern, norusecross-exammatlon where
the result IS to make people look foolish

4 Utilizing Group Resources- In most groups, participants have special knowledge and
skills which are useful to the group The leader should become aware of these resources
and make sure they are available to the group He/she should not, however, permit such
resource people to dominate group diScussions

5 Keep the Discussion Moving Along A good bnsk pace IS deSirable, but don't move It
faster than the group wants to go, patience IS an Important attnbute of the good diSCUS
sion leader It IS also an Important part of the role of the diSCUSSion leader to see that the
group uses the time well

6 Testing for Group Consensus- The leader can assIst the group 10 developmg consen
sus by occasionally revlewmg POints developed dunng the diSCUSSion and by summanz
Ing what appears to be the group's conclUSions

7 Summarize the Group's Conclusion and Ideas Brmg It all back together at the end to
both review and remforce the learning that you Intended to draw from the diSCUSSion It IS
Important that the diSCUSSion leader remams Impartial dunng the diSCUSSion so that thiS
function of summary and review can be clearly heard by the participants Be careful not
to give answers or give personal opinions as "facts" dunng the diSCUSSion or thiS Will
decrease your Impartiality and thereby decrease participants' ability to hear your sum
mary
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SUMMARY-HOW TO LEAD A DISCUSSION •1 Set the Climate

• Start on time

• Try to make the group feel at ease

• State the general purpose of the diScussion (It IS assumed that you have
specific learnmg objective and this techmque IS appropriate)

• Announce the tOPiC clearly and concisely

• Explain the diScussion procedure and define ItS limits

2 Guide the Discussion

• Encourage partiCipation by all members

• Control the over-talkative member

• Draw out the shy member

• Don't allow one or two members to monopolize

• Deal tactfully With Irrelevant contributions •AVOid personal arguments•

• Keep the diSCUSSion movmg

• Keep the diSCUSSion on the subject

• Summarize frequently

• Use audio-visual aids (e g , a flip chart)

3 Summarize the Discussion

• Review the highlights of the diSCUSSion

• Review the conclUSions which have been reached

• Make clear what has been accomplished by the diSCUSSion

• Restate any mmorlty viewpoint

• Get agreement for any action proposed

• End on a high note
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TYPES OF QUESTIONS AND THEIR USES IN
LEADING DISCUSSIONS

THE USES OF QUESTIONS

Questions may be used effectively to

• get all members of the group Involved In the diScussion

• draw out the qUIet, shy or laid back member

• start people thmkmg

• awaken Interest

• frnd out what prevIous knowledge of the sUbject members may have

• keep the diSCUSSion moving

• keep the diScussion on the subject or bring It back to the subject

• recall a ·'wanderlng mrnd"

• stop private conversations

• prevent monopolization by one member

• draw out members' experience which may be relevant and helpful

• pull a udlfflculf' member Into place

• get each member to hear a range of 0plmons all different from his/her
own

• highlight Important aspects of the subject

• check on the group's assimilation of the sUbject matter

THE TYPES OF QUESTIONS

Broadly speakrng, there are two types of questions

The general question IS addressed to the group as a whole The diScussion leader
wants to stimulate thrnkrng by all members ofthe group Ifthe trarner names the person
who IS to answer before he/she asks the question, It simply encourages all the other
members to go to sleepwhile the ''vIctim'' tries to answer Ifthe trarner puts the question
to the group as a whole, every member of the group has to thrnk In addition, by usrng
a direct question too early In the diScussion, It may embarrass members of the group
by asking them questions which they are not yet ready to answer

The direct question IS addressed to an individual by name It has definite advantages
In certain circumstances, but It must be used With care It could, for example, put the 43
person to whom It IS addressed In the very uncomfortable and potentially embarraSSing



position of having to reply when he/she Just does not have anything to say On the
other hand, If there IS an acknowledged "experf' on the tOPiC under discussion In the •
group, the direct question can be used to draw upon his/her expenence It can also be
used to draw a shy member Into the diScussion, but In this case the question should
be carefully chosen and be one which the person IS pretty sure to be able to answer
It can also be used to break up pnvate conversations or to Interrupt a "monopolizer"
(e g , by asking someone else to comment)

Note that It IS a useful techmque to phrase the question as a general question first,
pause to allow all the members of the group to think and then name the individual who
should answer, e g ,"Whatdoyou conslderto bethe baSIC reason this situation arose?"
(pause) -then call a name

Another form of the direct question IS what IS sometimes referred to as the "pIck-up" questIon This IS
used to refer back to a contnbutlon which got passed over In the "heaf' of the diScussion This frequently
happens With a contnbutlon from ashy memberwho may speak rather qUietly and be Interrupted by a more
vocal member The Important thing IS that the leader should make a mental note at the time and come back
to the POint later If only to give recognition to the contnbutor For example, "I believe that you were saYing
a few mmutes ago, Mr Smith, that you had found a new way of dealing With thiS problem Would you like
to tell us a little more about It?"

In addition to classlfymg all questions as general or direct, questions can be further divided mto a number
of useful categones A few are descnbed below

An open question IS expressed 10 very broad terms and IS capable of a Wide vanety of answers It •
IS usually prefixed by who, what, when, where, how or why For example

'Who ought to be responsible for taking action on thiS type of Situation?"
'Why IS It Important that a project should consider gender Implications In project deSign?"
'What are the advantages of dlsaggregatmg project data by gender?"

A factual question seeks facts, mformatlon, data, etc For example

"How many supervisors of the group have attended a prevIous OPM tramlng session?"
'Which of you have prevIous expenence mwntlng EER's?"

A re-dlrectedquestion IS used when members of the group put specific questions to the diSCUSSion
leader The leader, should, whenever possible, re-dlrect the question to other members of the
group ThiS keeps the group active and prevents a dialogue between the diSCUSSion leader and
one member

In the case of a rhetoflcal question, the leader does not expect the group to answer and the group
knows thiS They know that either no answer IS reqUired or the leader Will answer It, e g , "In these
circumstances what else could I do but go along With the crowd?"

In a leadmg question, the answer IS ImpliCit mor suggested by the question, e g , "ThiS sort of data
analySIS IS qUite unacceptable Isn't It?"

One comes across many other categones of questions In the literature on the subject, including Imperative,
exploratory, provocative, controversial, and ambiguous questions Butthe categones dealt with above an •
the most Important In the diSCUSSion group Situation Of the five categones, the last two, rhetdfltal and



•

•

•

leading, have no value m diScussion leadmg They do not provoke the group members to thmk and they
do not stimulate further diSCUSSIon In any case, the leadmg question IS usually considered mvaslve If you
have the chOice, try to pose questIons most frequently m an open, neutral or non-dlrectlve form

45



General Hints on the Use of Questions

1 Questions should be bnef, clear and simply worded

2 Direct questions should be dlstnbuted at random A fixed order, e g , clockwise
around the group, should be avoided at all costs Such questions should be well
dlstnbuted among the vanous members of the group

3 Questions should, as far as possible, cover one POint only

4 Questions should, where possible, be related to the ability and expenence of the
person to whom they are addressed

5 Having asked the question, give the members of the group time to thmk before
expecting an answer

6 Don't use rhetoncal or leading questions to try to get out of a difficult or awkward
Situation In the group ThiS IS likely to make the Situation more difficult
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• THE RECORDER ROLE

W. .......AILI....

• The Idea
Just as the process and logistical leadership functions are delegated to a neutral party, so IS the
one of minute taking or recording The facIlitator IS often the recorder Other times, another
individual IS requested to be the recorder In which case the recorder works In concert with and
at the direction of the faCIlitator The major responsibility of the recorder role IS to create an
on-going, accessible and accurate group memory or record of what IS being said dUring the
meeting so that the partiCipants can refer to It to keep themselves focused, make clear deCISions
and Increase their understanding of what one another and the entire group IS saYing
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Recording on the Flip Chart

FacIlitators use the flip chart, magic markers and tape as central 'tools of the trade" The ability
to capture data generated by group members, record Itm"real time" while capturing the essence
of the group's process, and dlsplaymg It publicly serves several Important functions

• It helps keep the group focused on task by recording Individual contnbutlons
and group agreements

• It protects the group from overload by recordmg the essence of Ideas without
wrltmg down all the words

• It encourages participation and reduced status differentiation by wrltmg down
everyone's Ideas

• Itdecreases wheel spmnmg and repetition by capturing the Ideasthe flrsttlme

• It provides a group memory ofthe events and Ideas durmg the meetmg

The next few pages present some teChniques and Ideas on how to record on flip charts or flip
chart paper This IS askill that reqUires that the faCIlitator make full use their active listening Skills,
write or pnnt legibly, syntheSize group member comments Without changmg the meaning of the
comment and most often, stili keep the session runnmg smoothly It takes practlcel
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Techmques for Recording

• Remam neutral and do not get your Ideas mixed up with their Ideas

• Listen for key-high energy words

• Capture the basIc Ideas, the essence ofwhat IS bemg said Use the speaker's
own words

• Don't wnte down every word

• Wnte qUickly and legibly

• Don't be afraid to make some spelling errors

• Leave out all the '1he's " and "a's"

• Abbreviate whenever possible

• Make corrections non-defenslvely

• Vary the size of wntlng and/or pnntmg for vanety and to accommodate Size
of group and their distance from the paper

• Highlight the pages Use colors, symbols, Imes, etc

• Be sure to label and number every sheet as you go

• Use an ongomg Action Item list

• Use "post If' notes for sequencing, companng, mapping

• Separate Ideas, e g , underline and circle Ideas, change colors with each new
Idea, use symbols, leave space between lines

• Leave wide margins

• Use arrows to connect Ideas and show relationships

• Don't worry about how much paper you usel

• Have adequate pens, tape and paper ready for the entire day

• Arrange the meeting room so the participants face away from the door and
toward a wall space adequate for a group memory
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SHOW LOCATIONFIVE

1111. SHOW DIRECTION -~I> # C;

~,,~

~ \ / / / // RECORDER TECHNIQUES

-WIJIPW I!JP :::
//11\\'"

@ ADD DEPTH TO SYMBOLS AND LETTERS "*
II USE CARTOONS

3. USE ACTION FIIURES AND LINES

rp SHOW
~ RELATIONSHIPS @

1. USE AVARIETY OF LINES - - - - .....
AMMMAAA I I I I I I '* '* '* '* '* '**
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RECORDING - GETTING READY

* IF YOU DON'T HAVE AFLIP CHART STAND OR AN EASEL THEN:

•

•

* Place paPer on wall
where wu can
comfortabW reach
both toP and bottom
of sheets

* center sheets so
aroup members can
see them

• STAGGER TAPE ON SHEETS SO YOU CAN TAKE

THEM DOWN ONE SHEET AT ATIME

• STORE SHEETS OFF TO SIDE OF ROOM OR IN BACK OF ROOM

• TAPE 4 - 5 STACKS OF PAPER DEPENDING ON WALL SPACE

• EACH STACK SHOULD HAVE 5 • 6 SHEETS

• HAVE EXTRA STACKS AVAILABLE ON ANOTHER WALL

o .... '.. hb4...
....ta • B••In t. tll'lh,. lVI' .Itt h.k If
....t • TId••11I kll' the
"I' fr'lI ..I.kl•• tI
ot~.,....ta

o C~..kf.r tltl., '11'
I'II~", 1'01' 14.ltlty

I RECORDER TECHNIQUES I II
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HELPFUL RECORDS TO KEEP DURING TRAINING •

o Thl••heet call be preplred before the training 

or durillg the ••••Ion. - Keep a runlling record

\IIlI!Il \IIlI!Il

1m IiJ

ISSUE ITEMS
U.ed to capture idel',
information, que.tion., or
IU9geltion. for lat.r
dilcullion in the
tfainillg or It later meeting•

•
@TIO~

WHAT WHO BY WHEN

o Thi. Iheet can be prepared ill advance

It i. th.n available to record decilionl

Ind/or action item. al you go
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• ROLE PLAYING

John E Jones and J Wilham Pfeiffer

•

•

CONTEXT
Human relations trammg technology now offers a number of dIfferent ways of changmg
people's attItudes and of developmg mdIviduals' behavIOral skIlls In FIgure 1 we have
depIcted the vanous major trammg mterventIons along a contmuum from dIdactic to
expenentIal (based m part on Hall, 1971, and Tannenbaum & SchmIdt, 1973) We also show
the relatIOnshIp between learner mvolvement and the source of meanmg of the matenal
bemg learned WIth experIential approaches-those thatprImanly stress actIve partIcIpant
mvolvement m contrast to paSSIve receptivIty-the learnmg IS presumably mternahzed
and, therefore, more effective

Across the bottom of FIgure 1,1 there IS a claSSIficatIOn of human relations trammg
approaches and techmques, ordered accordmg to the extent to whICh they mcorporate
learner mvolvement The least mvolvmg mterventIOn IS readmg, m whICh the learner IS m
a react~ve mode, paSSIvely receIvmg and vicanously expenencmg The most mvolvmg
mterventIon IS the mtenslve growth group, m whICh the learner IS encouraged to be

Low Involvement _----.------------------------------- High Involvement

DidactiC
Meaning
Extemalto
Learner

Experiential
Meaning
Internal to
Learner

Figure 1 The Technology of Human Relations Tralnlng*

1 The followmg dISCUSSIOn ofleamer mvolvement m vanous trammg approaches IS extracted and adapted from Pfeiffer
and Jones (1979c pp 1 3)

• From PfeIffer and Jones (1979c)
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proactzve, to take responsIbIlIty for hIs own learnIng In between these two extremes are
actIvItIes that range from lectures to structured expenences

The expenentIal lecture IS more InvolVIng than the tradItIonal lecture approach
because It Incorporates actIvItIes on the part of the "audIence" Interspersed among the
sectIOns of content are bnef InteractIons among partICIpants These InterruptIOns are
desIgned eIther to personalIze the POInts of the lecture and/or to generate readIness for the
next tOPIC

DISCUSSIOn IS a tIme-honored teachIng InterventIon, whICh has been extended and
refined In partICIpatIOn traInIng, partIcularly by adult educators at IndIana UnIVerSIty The
case-study method, developed and populanzed In busIness educatIon by professors at
Harvard BusIness School, IS closely related to role plaYIng, In whICh a "case" IS acted out
m a semIstructured format

The use of paper-and-pencIl Instruments Involves learners m self-assessment The
dIdactIc component comes from the theory underlymg the Items of the scale Structured
experIences stress hIgh partICIpatIon and "processmg" ofdata generated durIng mteractIve
actIvItIes

IntensIve growth groups eXIst In many forms, such as counselmg, T-groups, encounter,
and therapy They are characterIzed by hIgh learner mvolvement and mteractIon The data
for learnIng come from the hfe experIences and here-and-now reactIons of the group
members PartICIpants are expected to mtegrate theIr learnIng mto new self-concepts on
theIr own terms

The mvolvement dImenSIOn m FIgure 1 could be replaced WIth any of several other
dImenSIOns that would vary SImIlarly For example, at the hIghly dIdactic end of the scale
(readIng) would go low nsk, low selJ-dzsclosure, and low mteractwn wzth others The
other end, hIghly experIentIal (IntenSIve growth group), IS assOCIated WIth hIgh values on
these same three dImenSIOns (rIsk, self-dIsclosure, and mteractIon) Each of the trammg
approaches and technIques IS, ofcourse, useful for certam purposes, and there are varIOUS
traInIng SItuatIOns most appropnate for one or another

FacIhtators are contmually faced WIth the task of plannIng actIvIties to meet the
learnmg needs of partICIpants The desIgn problem can be graphIcally represented as
follows

The chOIce of an effectIve mtervent~on IS made after an assessment of the learnIng
needs ofpartICIpants and a statement of trammg objectives The matunty of the group, the
skIll and experIence ofthe facIhtator, and the enVIronment In whICh the trammg takes place
determme whIch approach IS used
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ROLE PLAYING IN HUMAN RELATIONS TRAINING

Role playmg has a wIde utilIty m leadershIp and management development, trammg m
commUnICatIOn skIlls, Improvement ofmterpersonal relatIOnshIps, and team development
A practical strategy for the effective use of thIs mterventIOn m experIentIal trammg desIgns
and a clear sense of ItS advantages and potential dIsadvantages m human relatIOns work are
needed Our suggestions for deslgnmg and conductmg such structured actiVItIes m a group
sItuation are mtended to clanfy the practical uses of role playmg

COrSInI, Blake, and Shaw (m press) Identify four types of role plaYIng theatrIcal,
SOCIOlogICal, dissimulatIve, and educatIOnal In the context of thIs paper we wIll lImIt
ourselves to educatIOnal role playmg Role playmg, as dIscussed here, IS an educatIOnal
actiVIty for trammg partICIpants that focuses on learnIng human relations skIlls and
concepts As an educational tool It IS, for example, used wIdely by the mIlItary m war games,
by assessment centers to determIne the optimum career path of partICIpants, and m
assertIOn tramIng to develop the skIlls and concepts needed for IndIVIduals to stand up for
theIr nghts m the face ofpotential conflIct Perhaps the most WIdespread use ofrole playmg
m trammg and development has been m courses and workshops m commUnIcation skIlls
and leadershIp development Role playmg lends Itself particularly well to the exploratIOn
of Ideas and theones m mterpersonal commUnIcation and leadershIp roles

Role playmg IS dlstmgUIshed from another major educatIOnal approach, the case
study, pnmanly m terms offocus and Impact The case study IS more lIkely to be centered
pnmanly on cogmtIve learnmg, whereas the role play typICally emphaSIzes both cogmtIve
and affective development on the part oflearners The case study's there~and~then content
emphaSIS IS a feature that often reduces ItS Impact It has conSIderably less learner
mvolvement than the role play, and ItS potential for promotmg transferable learnmg that IS
"owned" by partICIpants IS deCIdedly less

Role-Playing Objectives

A number of objectives In human relatIons tramIng can be realIzed through role plaYIng
The approach can be used to demonstrate varIOUS skIlls and concepts In Interpersonal
relations and commumcatIons Problems beIng focused on by a partICIpant group can be
"staged" to achIeve a dIfferent perspective Role playmg can be applIed to personnel
selection, as In assessment centers It can proVIde an Impactful means of experIenCIng
dIfferent behaVIOrs In order to evaluate theIr effects It can also be used to create a data base
for mterpersonal feedback wlthm a human relations laboratory learnmg SItuatIOn Inas
much as many expenentIallearnIng concepts are often dIfficult for partICIpants to apply to
their everyday work, role playmg offers a vehICle for delIvenng theory Input m an
engrossmg and stImulatmg way that IS relevant to real-world problem SItuatIOns Theoreti
cal concepts can be mcorporated mto role descnptIons and mto the role-play problem Role
plaYIng also has the addItional potentIal of generatmg affectIve content for purposes of
explorIng relatIonshIps between feelIngs and behaVIOr m human mteractIOns Role plays
can be selected or deVIsed to study the probable effects of dIfferent behaVIOrs on the
partICIpants In a problem SItuatIOn, thereby prOVIdIng a potentIalleammg opportUnIty for
mdlvlduals to develop an Increased sensItIvIty both to then own and to others' feehngs

ADVANTAGES AND POTENTIAL DISADVANTAGES

Role playmg has a number of obVIously deSIrable applIcatIOns, however, there are also
some potentIal dIsadvantages The faCIlItator needs to be aware ofboth the advantages and
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dIsadvantages m order to be able to optImIze the benefits and mlmmlze the potentIally
negatIve aspects

Advantages

PartIcIpants typICally experIence role playmg as an engagmg 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 m order to benefIt from the process Also, role
playmg IS often fun, although overplaymg a part can detract from the learnmg When role
playmg IS conducted skIllfully, the SItuatIons have a hIgh credIbIlIty for partIcIpants,
thereby redUCIng resIstance to learnmg relevant skills and theory

The techmque IS hIghly fleXIble The faCIlItator can change the role playas It IS bemg
conducted, and the materIals can be edIted to fIt partIcular SItuatIOns Role playmg can be
engaged m for brIefor long perIods The techmque often mmlmlzes the threat of mterper
sonal mteractIon m human relations trammg It IS sometImes easIer to explore oneself by
projectIng oneself mto a role than to expose oneself dIrectly PartICIpants are allowed to
carry out decIsIOns wIthout the danger of embarrassmg or mcnmmatIng themselves m
"real" SItuatIOns Role playmg can mcrease partICIpants' awareness about the effects of
feelIngs on SOCIal behaVIOr

Perhaps the most deCIded advantage ofrole playmg m a trammg context IS that It uses
the expenences of partICIpants m ways that mcrease theIr ownershIp of learnmg As It
proVIdes a vehICle for focused feedback to mdivIdual partICIpants, It can aSSIst m develop
mg the expreSSIOn of feelmgs Human problems LI1 systems can be studIed through the
medIUm of role playmg m a humamzmg way that brmgs the "human factor" of orgamza
tIonal SItuatIOns mto sharper focus Because It has the potential to develop skIlls m
self-expressIOn, IIstemng, commumcatIng pomts of VIew, and mterpersonal mteractIon,
role playmg can raIse partICIpants' conSCIOusness about the need for skIlls m human
relations trammg It can also permIt the SImulatIOn ofproblem Issues that anse mfrequently
m personal or work SItuatIOns but are very Important when they do anse Thus, role playmg
offers partICIpants the opportumty for hard-to-obtam expenence In dealmg WIth such
SItuatIons

Potential Disadvantages

Several potentIal dIsadvantages are mherent In the role-play techmque One ObVIOUS one IS
that the artIfiCIalIty or superficIalIty ofSItuations depICted m role-play SItuations can allow
partICIpants to dIscount the value of theIr learnmg because of the apparent oversImplIfICa
tion of the SItuatIOn A second problem IS that sometimes partICIpants lose themselves In a
role and engage m madvertent self-dIsclosure, exposure, and ventIlatIOn It IS Important
that the faCilItator pomt 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 playmg can be a threatemng
experIence for a sIgmficant mmonty ofpartICIpants, and the faCIlItator needs to be senSItive
to the pressures faced by partICIpants

A thIrd dIsadvantage IS that roles sometImes remforce stereotypes and cancature
people's behaVIOr ThIS unfortunate SIde effect can be aVOIded If the tramer ensures that
role deSCrIptions are credIble and nonstereotyplCal and that role players are mstructed not
to cancature theIr roles Fourth, role playmg can detenorate mto play, and the senous
learnmg potential that IS Inherent m the process can thereby be JeopardIzed A fifth
problem anses when role plays are staged m front of an audIence the paSSIVIty of the
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audIence can lessen the Impact of the learmng In such a case, It IS Important that members
of the audIence have actIve roles as observers or coaches

SIxth, role-playmg sItuatIOns can overpersonahze problem SItuatIOns, for example, m
team buIldmg, problems facmg orgamzatIOnal work umts are sometImes aggravated by a
tendency to perceIve feedback personally and to see Issues m terms of mdividuals Role
playmg can, through such overmvolvement, generate excess affect, and the faclhtator
should be aware of the need to keep the learnmg focus sharply delmeated

DESIGNING ROLE PLAYS

In deslgnmg role plays, the potentIal dIsadvantages of the techmque can be aVOIded
through certam desIgn conSIderatIOns, chOIce of role-play problems, dImensIOns of role
play structure, careful development ofmatenals, and detaIled preparatIon

Design ConSiderations

In creatmg role-play SItuatIons there are a number of useful deSIgn conSIderatIons Wlthm
the SItuatIOn Itself and the descnptIons of the roles of mdividual players, It IS often
Important that there be a broad range ofhuman problems Unless the role play IS mtended
to demonstrate meffectIve behavlOr, partICIpants should be gIven an opportumty to behave
effechvely ThIS IS parhcularlytrue Ifthe maJorobJechve ofthe role play IS to develop skIlls,
m whICh case the emphasIs should be on acknowledgmg and remforcmg the deSIred
results

In the role-play SItuatIOn It IS Ideal to have conflICt and varIety Generally It IS
deSIrable to avoId gettmg too close to actual current orgamzatIOnal SItuatIons Usmg actual
problem SItuatIOns as the content of role-play actIvItIes can have a number of negative
consequences, mcludmg the followmg

1 DefenSIve behaVIOr on the part ofpartICIpants may be evoked
2 PartICIpants may concentrate on solutions rather than focus on aspects of the

problem
3 BaSIC dIsagreement on Issues may be generated, leadmg to polarIzation wlthm the

partICIpant group
4 The orgamzatIOnal SItuations commonly addressed m OD often have many causes,

and the human dImenSIOns wlthm them are obscured Role playmg may overSIm
plIfy such SItuatIOns and lead to misleadmg generahzatIons

In settmg up role-play SItuations It IS, therefore, best to use sImulated problems before
attemptmg to use real orgamzatIOnal problems If, however, real problems are bemg used,
It IS better to focus on eXIsting problems rather than ones that have been "solved," m order
to mInImIZe blammg

Choice of Role-Play Problems

There are many types ofproblems that can be suggested for creatmg role-play 'iituatIOll'> It
IS pOSSIble to focus on personal problem behaVIOrs such as bemg unable to say no or bemg
shy Problems mdigenous to leadershIp SItuatIOns can easIly be set up for role playmg
boss~subordmatemteractIOns lend themselves well to exploratIOn, and performance ap
praIsal, a speCIal type ofboss-subordmate behaVIOr, can be studIed effectively It IS easy to
estabhsh role-play SItuations that sImulate vanous aspects of staff meetmgs, such as the
mfluence ofhIdden agendas on the conduct ofthe meetmg IntegratIOn problems, such as a
"we-they" attItude, can be studIed effectIvely Peer relatIonshIps between colleagues can
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help keep the actor "In role," can provIde support for the role player In dIfficult sItuatIOns,
and can step In and change places wIth the role player, IfdesIrable USIng one or more alter
egos actively Involves more partIcIpants In the role play and IS advantageous from that •
viewpoInt

Degree of Nonverbal EmphasIs

FInally, an often-neglected dImenSIOn concerns the degree of nonverbal emphasIs In the
role-play sItuation Role plays can be used to focus exclmively on nonverbal behaVIOr,
through the use of pantomtme for all commUnICatIOn, for example WhIle thIs would
generate awareness of nonverbal factors In Interpersonal behaVIOr, a more realIstic ap
proach mIght Involve expltctt role mstructwns that Include dlTectIOns about nonverbal
behaVIOr Observers' InstructIOns, too, can be desIgned to focus on thIS dImenSIOn

The four dImenSIOns descnbed here are Independent, and they could be combmed m
almost any ImagInable way That IS, a multiple role play could be desIgned with an
Incomplete (open-ended) scnpt, usmg two alter egos and concernIng scnpted nonverbal
behaVIOrs Equally pOSSIble IS a smgle-group on-stage desIgn usmg a dramatized case WIth
everyone but the role players bemg observers and WIth nonverbal behaVIOr left unexam
med SpeCIfiC designs depend on the learnmg goals, the speCIfic content Issues, the nature
of the populatIon, and the facIbtator's preferences, along WIth other factors Awareness of
these dImenSIOns, and the range of chOIces they Imply, should help the facIbtator m the
design process

Development of Materials

It IS Important to develop clear, conCise, and highly focused matenals for use m a role play,
they should be readable and not too lengthy or too complIcated for a partICIpant to
remember OrdInanly a role play reqUIres some case background data, to set the scene for
partiCIpants OccasIOnally, further mformatIOn ("bulletms," "telegrams," "letters," notes,
etc) IS used to affect the role playas It progresses The role descnptIOns should be wntten
m uncomphcated language for the mdlvldual players, and should mclude some hmts on
how to play the role Observer background-data sheets need to be prOVIded for persons m
the "audIence" It IS highly deSirable for observers to have paper-and-pencil mstruments to
focus theIr reactIOns OtherWIse there may be a tendency to overpersonahze the observa
tIon and fall to focus on the speCIfic learnmgs mtended

Instead of USIng prepared wntten role materIals, partICipants can create theIr own
roles ThIS approach mInImIZeS the need for prmted matenals, but It IS often more dIfficult
to handle on the part ofthe facIlItator m that the outcome IS less predIctable and may not be
consIstent WIth the expressed learnmg goals

Preparations for Role PlaYing

It IS Important for the facIlItator to prepare for the role play by estabhshIng a proper set,
keepmg the objectives contInuously clear, and makmg certam that the entIre expenence
has an ObVIOUS lOgIC to It

The Importance of estabhshmg a proper set early cannot be overemphasIzed Smce
the term "role playmg" can connote "fun and games" for some people, It lS up to the
facIlItator to establIsh that the actIVIty IS mtended to promote learnIng The objectives
should be speCIfIed beforehand, except In a SItuatIOn mtended to explore covert mterper
sonal processes, for example, the use and Impact of hIdden agendas Even m such a case,
however, the facIlItator needs to be constantly aware of the ObjectIves
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In settmg up the sItuatIon It IS Important to gIve an overvIew to estabhsh who IS gomg
to be mvolved and how PartICIpants can be selected by one of four basIc models usmg
volunteers, type-castmg partICIpants on the basIs of then personalIties, makmg aSSIgn
ments on the baSIS of some other knowledge of partICIpants, and utIhzmg role reversals
The latter mIght, for example, mvolve havmg someone WIth hIgh status playa low-status
pOSItIon and VIce versa In bnefmg role players, the facIhtator should not make the mIstake
ofassummg that people know how to get mto theIr roles, a bIt ofcoachmg on role takmg may
be necessary One way of bnefing role players IS to deSIgnate support groups that can
function as coaches dunng caucusmg seSSIOns These groups can be establIshed eIther
randomly or through volunteermg, and they can prOVIde each role player WIth a support
base for gettmg mto and staymg m role A vanatIOn on the support group IS the reference
group, conSIstIng ofpartICIpants WIth SImIlar Jobs For example, secretanes m a workshop
could be the reference group for an mdividual who IS gomg to role playa secretary

In bnefing observers It IS Important to clanfy theIr tasks are they SImply observers or
are they permItted to talk WIth one another? Are they expected to make a report? Are they
gomg to meet WIth mdividuals? Any forms that they are to use m recordmg theIr obser
vatIons should be explamed If the observers are to be permItted to mtervene In the role
play WIth process observatIons, thIS procedure should be made explICIt Ifthe observers are
to function as alter egos, thIS role should probably be demonstrated by the faCIlItator

In stagmg a role play, several arrangements suggest themselves The "group-on
group" role play, conducted m the center of the room WIth observers CIrcled around It,
mcreases the sense of mvolvement Alternatively, the role play can be staged WIth the
observers m a semICIrcular arrangement so that the role players can be seen from the front
In multiple-group role plays each group should be arranged m such a way that It can
mteract WIth mimmal mterruptIOn from the other groups If there are several groups, or If
the role play IS lIkely to be faIrly nOISY, the role plays can be conducted m separate rooms

ROLE PLAYING IN THE EXPERIENTIAL LEARNING CYCLE

The role-playmg actiVIty IS the begmmng of a five-step expenentIal model (PfeIffer &
Jones, 1979c, pp 3-5)

whIch IS based on a cychcallearnmg process of five separate but mterlockmg procedures As Imphed by
the name of the model, the emphaSIS IS on the dIrect expenences of the partlclpant or learner-as
opposed to the VIcariOUS expenences garnered through dldachc approaches

The expenentlal model IS also an mductwe rather than a deductIve process the pamclpant dtscovers
for hImselfthe learnmgs offered by the expenentJal process HIS dIscovery may be faclhtated by a leader,
but 10 the end the pamclpant finds and vahdates hIS own expenence

ThIS IS the laboratory approach to learn10g It IS based on the premIse that expenence precedes
learmng and that the learnmg, or meamng, to be denved from any expenence comes from the learner
hImself Any mdlvldual s expenence IS umque to hImself, no one can tell hIm what he IS to learn, 0" gam
from any achvlty Probable learn10gs can, of course be deVIsed, but It IS up to the partIcIpant to vahdate
these for hImself

FlVe revolv1Og steps are mcluded 10 the experiential model
Experlencmg
The process usually starts WIth expenencmg The partlclpant becomes mvolved m an achvlty he acts or
behaves In some way or he does performs observes sees says somethmg ThIS Imtlal expenence IS the
baSIS for the enhre process

Publtshtng

FolIow1Og the expenence Itself It becomes Important for the pamclpant to share or pubhsh hiS
reachons and observatIOns WIth others who have eIther expenenced or observed the same achvlty

Processing
Shanng one s reactIOns IS only the first step An essenbal-and often neglected-part of the cycle IS the

S9



necessary mtegratIon ofthis shanng The dynamics that emerged m the actIvity are explored, discussed
and evaluated (processed) with other participants

General:zmg
Flowmg logICally from the processmg step IS the need to develop pnnclples or extract generahzatlOns
from the expenence Statmg learnmgs 10 this way can help participants further define cIanfy, and
elaborate them

Applymg
The final step m the cycle IS to plan apphcatIons of the pnnclples denved from the expenence The
expenentIal process IS not complete untIl a new learnmg or discovery IS used and tested behavIOrally
This IS the expenmental part ofthe expenentIal model Applymg ofcourse, becomes an expenence m
Itself, and, With new expenence, the cycle begms agam

)

Each step of the expenentIal learmng cycle can be related to role plaYIng In the
expenencmg phase, the focus IS on the role play Itself Here It IS Important to recogmze that
thIS phase creates the data base ofhuman Interaction for later dIscussIOn Thus much ofthe
emphaSIS In preparIng a role play has to be on later phases, 1 e , what happens after the role
play IS completed In the publtshmg phase, the observers' reports and the role players'
expreSSIOn of feelIngs, attItudes, and expenences are the sIgmficant aspects Here the
emphaSIS IS on sharIng reactIOns expenenced In the role play

The publIshIng phase of the role play expenence flows Into the next phase
processmg Observers can report the patterns ofbehavIOr that they observed At thIS POInt
role players often are stIlI emotIOnally In theIr roles, and It IS Important to make an
InterventIOn that wIll help to "de-role" them and make them more receptIve to cogmtIve
IntegratIOn of the experIence Often a sImple announcement-"All role players may now
resume beIng and actIng themselves"-IS adequate SometImes, however, a meetIng may
be reqUired WIth support or reference groups for the purpose of fimshIng the unfimshed
busIness ofthe role play The use ofvIdeotape replay In the processIng phase can be hIghly
advantageous for fOCUSIng the study of the dynamics of the role-play sItuatIOn-the
patterns of behavIOr that spontaneously emerge In the InteractIOn of the role players

The next phase IS generalzzmg from the role-play experIence to "real-world" SItU
atIons There are a vanety oftechmques for developIng generahzatIons IndiVIduals and/or
groups can be Instructed to wnte declarative statements based on theIr experIences outsIde
the tramIng situatIOn, and partIcIpants can be encouraged to develop cause-and-effect
hypotheses about the dynamIcs that emerge In the role-play expenence

The fmal phase of the role-play process IS the most Important one applymg In thIS
part of the deSIgn particIpants are led to explore two crucIal questIOns "So what?" and
"Now what?" These dIscussIOns can take place between goal-settIng partners, withm
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natural subgroups of the trammg group, between partIcIpant-observer paIrs, and by
repeatmg the role play and applymg the generalIzatIOns that came out ofthe first round It IS
Important that the facIlItator, m devIsmg a role play, thmk very carefully about how
participants are to be led from playmg a role to mtegratmg theIr learmng mto practIcal,
everyday, slgmficant changes m behaVIOr

CONDUCTING ROLE PLAYS

In order to maximize the learmngpotentlal ofthe role-playtechmque, the faCIlItator should
be aware of some speCial consideratIOns m conductmg the actIvity Perhaps the most
Important IS to keep the objectIves ofthe role play and the facIlItator's role clear throughout
the entIre process The faCIlItator needs to be confident that the objectIves are bemg met
and that the actIVItIes can be focused adequately wlthm a narrow range oflearmng goals

In mstructmg partICIpants on how to role play, Maler's (1975) seven dIrectIons, as
outlmed below, are useful

1 Accept and adopt the facts of the role
2 Be the role
3 You may change your attltude(s) dunng the actIon
4 Let yourselfbecome emotIonally aroused
5 Make up data, Ifnecessary, but do not alter the spmt of the case
6 AVOId consultmg your role notes dunng the role play
7 Do not overact, It may detract from the learnmg goals

These mstructlOns can also be reproduced on the role-descnptIon sheets that are handed
out to role players pnor to the actIvity

WhIle the role play IS bemg conducted, the faCIlItator must be able to modulate the
mtenslty of the event ThIS can be effected m a number of ways Humor can be used to
lIghten a heavy mteractIOn, the role play can be put" on hold", participants can be aSSigned
different roles dunng the role play, the mteractIon can be stImulated through mterventIon
on the part of the facIhtator, role players can be mstructed to remam m role The faCIlItator
can tell participants to reread their role descnptIOns and coach each other on roles, and then
there can be mtenm caucuses between observers and support or reference groups and/or
the role players The role play should be ended before It eIther becomes bonng or loses ItS
focus on the learnmg goals

It IS Important for the faCIlItator to be thorough m workmg all the way through the
expenentIal cycle explamed preVIOusly Forms and gUIded procedures can be extremely
helpful for publIshmg expenentIal data, but the faCIlItator must assist In usmg the forms and
m explaInmg and trackmg the procedures GettIng partICIpants out of the content of the
roles IS cruCIal for effectIve proceSSIng WhIle de-rolIng the role players after the role play,
the faCIlItator may InVIte them to • ventIlate' or to explore In an expressive way the feelmgs
that they expenenced dunng the actIVIty They can also be InVIted to fmIsh unfimshed
busmess by makmg statements such as "If I had been the boss " Role players often can
separate themselves trom the role through a wntten analYSIS of the role-play SituatIOn
afterwards SometImes thiS process can be stImulated by havmg mdlvldual consultants
work With role players m order to "fimsh" the expenence Role players often can gIVe each
other mterpersonal feedback m role as a means of endmg the activity and gettIng them
selves beyond It In order to explore ItS generalIzable learmng To encourage partiCipants,
both role players and observers, to focus theIr learmng, the faclhtator can Instruct them to
concentrate on companng feelIngs With observable behaVIOr and to develop generalIza
tIOns about the worlds that they ordmanly work In, whIle aVOIdIng any diSCUSSIOn about
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personalItIes wIthIn the role-play sItuatIon The faclhtator should also reIterate the obJec
tIves of the actIvIty Often It IS useful If the objectIves are posted on newsprInt In the
traInIng room The faclhtator needs to be partIcularly careful to encourage the generahzIng •
and applYIng aspects of the expenentIallearmng cycle, as these are often omItted, leaVIng
practIcal, transferable learnIng to chance

SUMMARY

Role plaYIng IS one of the most excItIng techmques avaIlable to the group faCIlItator In
traInIng and development actIvItIes SInce role plaYIng IS actIve learnIng, It reqUIres
detaIled planmng for both content and logIstIcs, and SInce It IS not a "show," It necessItates
care In processmg, or talkmg through, the expenence before crystalhzmg ItS learnmg
Fmally, role playmg creates practIcal, transferable learnmg that partIcIpants own and are
hkely to apply m theIr everyday hves

PUBLISHED DESIGNS

In Umverslty ASSOCIates' Annuals and Handbooks (PfeIffer & Jones, 1972-1979a, 1973
1979b), are a number ofrole plays wntten In the form ofstructured expenences The major
ones are lIsted here m two groups role plays and "quaSI-role plays," Ie, actIvItIes that
have a role-play flavor to them even though mdlvldual persons are not aSSIgned speCIfic
roles to play For each structured expenence, ItS number, tItle, and the publIcatIOn m whICh
It appears are lIsted

Role Plays

9 "CommIttee Meetmg Demonstratmg HIdden Agendas" (Handbook, Vol I)
73 "Wahoo CIty A Role AlternatIOn" (Handbook, Vol III)
98 "StrategIes ofChangIng A MultIple-Role-Play" (1973 Annual)

131 "Roxboro Electnc Company An 00 Role-Play" (1974 Annual)
139 "Faculty MeetIng A MultIple Role-Play" (1975 Annual)
144 "Lmdell-BIllmgs CorporatIOn A ConfrontatIon Role-Play" (1975 Annual)
193 "Tn-State A MultIple Role Play" (1977 Annual)
207 "StaffMeetmg A LeadershIp Role Play" (Handbook, Vol VI)
211 "HELPCO An 00 Role Play" (Handbook, Vol VI)
238 "DefenSIve and SupportIve CommumcatlOn A DyadIC Role Play" (1979 Annual)
266 "Power PersonalItIes A Role Play" (Handbook, Vol VII)
268 "Sexual Values m OrgamzatIons An 00 Role Play" (Handbook, Vol VII)

Quasi-Role Plays

80 "Energy InternatIOnal A Problem-SolVIng MultIple Role-Play (1972 Annual)
117 "PIne County InformatlOn-Shanng In a Task Group" (Handbook, Vol IV)
142 "LIve Case A Group DIagnOSIs" (1975 Annual)
223 "AdmISSIOns CommIttee A Consensus-SeekIng ActIVIty" (1978 Annual)
231 "Balance of Power A CooperatIon/CompetItIOn ActIVIty" (1978 Annual)
257 "Sunglow An AppraIsal Role Play" (Handbook, Vol VII)

REFERENCES AND SOURCES

COrSInl R J Blake R R & Shaw M E Role playmg A practical handbook/or group faCilitators (Rev ed ofComnl R J
Shaw M E &Blake R R Role playmg In busmess and mdustry 1961) LaJolla CA UmvemtyAssoclates mpress
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Hall J The awareness model A ratIOnale oflearnmg and Its applicatIOn to mdlVldual and orgamwtlOnal practICes Conroe
TX Teleometncs 1971

Miller N R F Solem A R & Maler A A The role play techmque A handbook for management and leadership practice
La Jolla CA University ASSOCiates 1975

Moreno J L Who shall survIve Foundations ofsociometry group psychotherapy and sOClOdrama Beacon NY Beacon
House 1953

Pfeiffer J W & Jones J E (Eds) The annual handbook for group faclhtators (1972 1979) La Jolla CA Umverslty
ASSOCiates 1972 1979 (a)

PfeIffer J W & Jones J E (Eds ) A handbook ofstructured expenences for human relatIons trammg (Vols I VII) La Jolla
CA UmversIty ASSOCiates 1973-1979 (b)

Pfeiffer J W & Jones J E The reference gUide to handbooks and annuals (3rd ed) La Jolla CA UmversIty ASSOCiates
1979 (c)

Tannenbaum R & Schmidt W H How to choose a leadershIp pattern Harvard Busmess ReView, May June 1973, pp
162 164 166-168

John E Jones, Ph D, l8 the vIce preSIdent m charge of product development at
Umverslty AssocJates, La jolla, Cahforma He JS a co-edJtor of Group & Orgamza
tIon StudIes The InternatIOnal Journal for Group FacIhtators and ofthe PfeJffer and
jones Senes m Human Relatwns Trammg, mcludmg A Handbook of Structured
Expenences for Human RelatIOns Trammg (Vols I-VII) and the Annual Handbook
for Group FacIhtators (1972-1979) Dr jones's background JS m teachmg and
counselmg, educahon, and orgamzatwn- and commumty-development consultmg

] Wlll.am PfeJffer, Ph D, JS the presJdent of UmverSJty AssocJates, La jolla,
CalJforma He IS co-edJtor of Group & OrgamzatIon Studies The InternatIOnal
Journal for Group Faclhtators and of the PfeJffer and jones Senes m Human
Relatwns Tratnmg, tncludtng A Handbook of Structured Expenences for Human
RelatIOns Trammg (Vols I-VII) and the Annual Handbook for Group FaClhtators
(1962-1979) Dr PfeJffer's background IS m adult educatIon, mternal change
agentry, Gestalt group work, and orgamzatJon development
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Teamwork
• Teams should be

empowered to achieve
results

• Processes cross functional <

boundaries - functions need
to work together

~ FoundatIOn for Change

~



Empowerment and
Accountability

• Authority

• Accountability

• Capability (Tools,
Knowledge, Ability)

• Trust
~ FoulldatlOlI for Change

~



Managing for Results

• Know the customer and
their needs

• Know the results we want to
achieve

• Understand the process to
achieve results

~ FoundatIOn for Change

~



Managing for Results

• Use information/data to tell
us how well things are
working

• Have authority to take
corrective action (change
process, or change result)

~ FoundatIOn for Change

~
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TRANSITION
• Three-part psychological

process
• Extends over a long period of

time
• Can't be planned or managed

as rationally as with change

from the work of Wm. Bridges

t,..,.o,J

~
-~"

TransitIOn & Contmuous Improvement
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Phases of Transition

• The Ending Phase - let go of
old situation and identity

• The Neutral Phase - go
through the "neutral" zone

• "The Vision" or New Beginning

\jJ
~-

TransitIOn & Contmuous Improvement
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"The Vision" or New
Beginning

• The new beginning is built
upon the orientation and
identity that comes out of
the neutral zone

• Design activities to help
people cope with losses

TransltlOll & Contmuous Improvemellt
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Holistic Business
Reengineering

• Mission, Vision, Values
• Improved Processes and

Information Systems
• Jobs &Expectations
• Training

TraIlSltlOll & Contl1luous Improvement
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Holistic Business
Reengineering

• Rewards
• Measurement Systems
• Culture
• Organizational Structure

TransitIOn & Contmuous Improvement



Here We Go Round The Diamond
Business Processes

Jobs, People,
and Structure

Values
and Beliefs

\Jj

~

Management and
Measurement

Systems ~ Michael HammerIl...__-=-__::::===
TransltlOll & Contllluous Improvement



Organizational
Empowerment

• Commitment to customers,
employees

• Accountability/responsibility
basis for operational
agreements

• Individual and team
contributions

v)
~

TransitIOn & Contmuous Improvement
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Options for Projects
• Place under an SO
• Break up elements among

SOs
• Amend ProAg to fit under

SO or break up elements
• Deobligate and try to

reobligate
TransitIOn & Continuous Improvement



Advantages to Moving
Transition Quickly

• Reporting
• Customer Service Plan

needed
• Operating under R4 next

budget cycle
• Demonstrate results through

results framework
N TransitIOn & Contmuous Improvement
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What can you do to plan
transition within the level
of authority you already

have?
• Organizational level

(operating unit)
• Personal level

~ Trans"..n & Coulmuou, Improvemeut



Changing and Transitioning
our Processes

• Reengineering changed the
Agency's processes

• Policies and directives describe
broad parameters, not all
operating unit specifics

• aus will transition to Agencywide
processes and change local
processes

~ TransltlOlI & COlltmuous Improvement
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Ensuring Customer
Satisfaction Who are they?

\ 'I"~' \ ~ t, t; " I , ( ,~", nl'J ~ "i \ ' I
l I,q'~ I 1 1\\ \1,;":' ,,:1 ,~'~;,r;f~"i;tPh,'~~Ij£j:~I'~{:0" ,'''''''1'0: ~ '! ""~iI'i

Supplier i.. '1 ' [ Work Process ,!}~~6d~~ilS'~rvi~~~t~> ~;~~Stomer'; .:
"""'" _ ~ ...... ~ ..~.? ~ l>.>.~ ~ I ""

What do they need?

• Understand Customers' needs
• Incorporate needs into design of

product/service
• Ensure process can create desired

product/service
TransitIOn & Contmuous Improvement

~

~



What is a Process?

• A series of interrelated
activities/steps which:
• takes inputs,
• adds value to them, and
• creates products/services to:

Meet customers' needs

~ TransitIOn & Contmuous Improvement

~



Attributes of Processes
• Seldom understood by many
• Typically evolve over time
• Often, many of the steps are non

value-added, or duplicative
• Often contain steps which are waste

and rework
• Often are internally oriented, versus

customer-oriented

...,.J Transltwn & Contmuous Improvement
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Components of a System

~ > »> -SYSTEM

Procedures Equioment Materials

Environment People

~ Transltlon & Confmuous Change

~



Standard Flow Diagram
Symbols

D The Activity Symbol indicates a
single step in the process.

<) The Decision Symbol designates a
decision or branch point in the
process.

~ Flow lines are used to representu<; the progression of steps in the
sequence and direction of flow.

~ Transition & Contmuous Change
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Standard Flow Diagram
Symbols

II !he Do~umentSymbol =written
~ Information.

The Data Base Symbol =
electronically stored information.
The Connector = a continuation of
the flow diagram.o The Terminal Symbol =the

. , beginning or the end of a process.
f"'\ t ~, ,
0 1LHf'J:

\f'J TransltlOll & Contmuous Change
~
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Analyzing a Work Process
(things to look for)

• Rework loops
• Nonvalue-added steps
• Delays
• Documents that go nowhere
• Serial vs. parallel steps

~
€" TransItIOn & Contl1luous Change
~



Why is a Flow Diagram
so Valuable?

• It allows us to "see" a process
objectively

• It gives insight to problems and
delays

• It helps groups arrive at a
common understanding of how
a system works

TransltlOlI & Contmuous Change
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How can Processes be
Improved?

• Reduce the number of steps

• Eliminate non-value-added
steps

• Find ways to reduce the cycle
time

\)"J TransitIOn & Contmuous Change
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