» v 3 - Y
- Y

."’,‘

. A :
Z
’

A

Your Role as an Effective
Communicator

Learning Outcomes

By the end of this unit the learner will be able to:

v Apply the key principles of effective communication in a workshop setting.
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Communication, or the transfer of a message, is an essential part of any learning situation. In
communication, we impart knowledge, express opinions, share feelings and discoveries, report views,
and agree or disagree with others.

Because it usually rests with the trainer to trigger the communication process, and because the quality
and depth of the communication depends to a large extent on his/her skill, you will want to develop your
ability to carry on discussions that get everyone involved.

Leading a Discussion

Good discussions require more than simple questions and answers. When done properly, discussion is
an extremely valuable method of learning and instruction. In fact, it is the most common technique used
to get learners involved and participating. However, discussion leaders need skill and style to maximize
learning.

Every leader will eventually develop a style or a way of doing things. You probably already have a sense
of your style. What is right for one person may not be right for another. One person might use more
control with the group; another may prefer a low profile that allows him or her to stay in the
background. Whatever style you choose, remember that your main responsibility as a discussion leader
is to guide, involve group members, and summarize the ideas presented.

Your role should be based on your skill and ability to listen constructively, to question skillfully, and to
coordinate the contributions of each individual.

A great deal of communicating is done by asking questions. Questioning sometimes implies doubting,
but for trainers and facilitators, it can mean:

Requesting information in order to gain knowledge
Seeking clarification

Establishing facts

Satisfying curiosity

You as the trainer want to make learning more effective and meaningful. To do this, it is necessary for
both the trainer and trainees to develop questioning techniques that facilitate free discussion and
expression of feelings and ideas.
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The ability to use questions effectively can also depend on having an ear for hidden meanings. For
example, a participant may begin a conversation with a statement that is easy for them to make, but
which doesn’t really address what is on their mind. Sometimes they haven’t admitted to themselves
what the problem is, or they themselves may honestly not know.

For example, let’s say that a participant complains about the lack of organization at a session, in that the
group didn’t break for coffee at a fixed time. A non-directive question (“You feel this unstructured
format is a bad thing?”) may bring out the feelings behind the complaint.

Let’s look at some types of questions that trainers can use to improve communication.

Types of Questions
Leading Questions

These questions contain the correct answer. They can be used to draw out the shy or quiet individual
and to guide the learner toward the correct answer. Example: “You can see the advantages of working
together on a project, can’t you?”

Factual Questions

The questions ask the student to give the what, where, when, why, and how. Examples:

How many times a day would you use a lecture format?
When would a lecture format be most helpful?

Problem Questions

These stimulate and challenge the learner. The question may be used to set up a situation involving a
number of factors and perhaps some controversial elements. Example: “When you have a group of
young, restless males and they are no longer listening to the topic under discussion, what strategies can
you use to keep them engaged?”

Attitudinal Questions

This type of question is used to bring out the feelings of the other person. Example: “If | understand you
correctly, you feel we’ve taken too long to cover this topic? Do others feel this way too?”

Level One: Reaction

How do we know the training we just delivered was effective? Even if the participants seem happy as
they walk out the door, and even if they give you high marks on the evaluation form that they hurriedly
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filled out before they left the room, this doesn’t give us a clear picture of whether they truly learned and
whether they can use what they learned.

Educators generally use four levels of evaluation. The most common model is that developed by Donald
Kirkpatrick in 1959. Since that time, Kirkpatrick’s work has been adapted worldwide. It continues to apply
to the training environment today just as it did then.

Kirkpatrick’s model looks like this:

Reaction Impact/

Results

The first stage, reaction, is measuring the participants’ reaction to the program. Did they like you? Did
they like the program? Were they happy as they walked out the door? This level of evaluation has
sometimes been called “smile sheets.” It is sometimes dismissed as incidental to the true evaluation
process.

However, they are more significant than they may at first appear. While liking a workshop or a facilitator
does not necessarily mean participants learned, disliking a workshop or a facilitator (or the room, or the
materials, or any other element of the learning process) can hamper learning.

Learning is sometimes a painful process, so we can use the information we gather from these reaction
sheets to alert us to potential problems and to revise or fine tune our presentation style and our
materials, if need be.

This level of evaluation can answer questions such as:

e Was the material appropriate for this group? Was it too hard or too easy? Did it focus on
what they wanted or needed to learn?

e Was the course adequate for the group? Was there enough material or too much material?
Did it cover enough of the topic or was there too much material covered too quickly?

e Was the course delivered efficiently for the group? Did participants spend time and energy on
those topics that needed the time and energy?

Rather than wait until the end of the workshop when participants are leaving, you may wish to measure
their reaction mid-course. This can act as a reality check for you and allow you to adjust and revise for
the second half of the programme.
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Sample One
Course:

Date:

Instructor:

PLEASE INDICATE YOUR CHOICE 'WITH AN X
1) Stunglvapree

2} Ngree

3) NotSurc

d) |isagree

h) Strangly iszgeee

QUESTION

) | Weremsterials provided clesr and easy tc
read?

NJA

2) | DIdthe transparerciasfvideos relntorce the
CoLrse cortent?

3) | Didthz hands un scenarios baelp you in
undeestanding course corlent?

4) [ Was the fosl ool prepared and
knowlsdgaahbis?

H) | Wasthe instructor halpful by sivirg clear
instricfiors and answers:

G} | Dirdth= instructor hedd your (nteress
thenughnut the fraining cnorse”

7) | Werethe classroom fazilitics cican and
comtortable?

8) | DIdyou have encugh timeto finlch the
scenariosanc test?

9) | Didthe tralnirg course provids vou with
what vou wanted to learn?

20) Would you sznd others Lo Aceie Trainiog?

Suzgested Improvements:

Pageb5]15



Sample Two

hamet
nires;
Name

| aziltater:

Flease give yoar 1atirg Mo Jie Tollowing copoeve wn s seole of 5100, whoe 0 & “uncodssowry®
ard 200 Uereelinan”

Caursa Cantant

“. 'Wers the redirse nhjesrivas detine s anel elzar !

SIS [ il B 0 U L] FLU- wY pUID)

7. Wastre coarse well argarkred so that =he toplzs Hower cmnattly and bglasily”

oM s k8] aon =0 L3 a0 L ] LI

2. ‘Were the workbook end suppordng materisls easy to follow ans practical?

S [) B an 0 o0 i U () 0 1nn

Fazilitator
= Didshs fanilratre fave knovdrdie and mastery mser rhe subjecr mamar?

[ |

°oowoow i 0 s L] FLUN- U W L1

J. ‘Wasthe facilitamar shle to carthire theary vath peattical appiicatisnd

|

IS U {1} ) nm U - ELUN- o0 SULL)

2. id e Fociliteloe sl 2be ideas snd vommrenicabe e i e ssting sod infurmstive

LALEART | I l I l l

2 10 20 Lo 0 =0 &2 ELC %0 100

Ganaral

I Whial ey vour voinivn of Lhe ssessivefueowrizri?

| I . | .l
n

0 =M n an oo iy . an an 100
2. Howweuld you rowthe uoining kaglites?
2 10 20 3 o o G2 0 =0 2 100
2. Qrrhe 2male belevs, plooss tare your knowd ndgs andd il lewel anthe sibjesr mattor ot the

program, with 30 arthe line toc betare this arqqine and o A an the line toe arrer this
tralring sassinn.

1, ‘What sugnestions do you Fave to Imgorove future sassliensprograms?

w

Whisl see sums nmediate sleps voa will tow Leke 25 2 sl of Laking Uiis progosm?

£, Additieel corirnenls
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Sample Three

You can draw a five-point continuum on the flip chart and ask participants to respond to the several
points on it by a show of hands.

How many feel there was too much stuff today?

| | 1 Y Strongly 1
\ A ! \Disagree i

How many feel the day went too fast?

Strongly

Qsagree

Strongly Strongly

Disagree

\Agree 1 Qsagree i

Another way of using the continuum is to place it on a wall. The five degrees may actually be posted via
flip chart sheets at five wall positions or just pointed to in a general way: "Strongly Agree is here;" "Agree
is here;" etc. Then let participants position themselves physically, in relation to the five degrees, to
indicate their reaction or feeling about a given evaluation question.
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Sample Four

COURSE JAIE:

We neleve thal Lhe cuslomer's serceplion s he coly redlily. Yeur cornments will ke of help i
the design and delivery ot cur workshops. I"lease be as candid and specific as pessible. Thank

you,

What Is your general opinlon of the sesslon/program?
Excellent very Good Geed [air noor

What did you benefit from most?

What suggastions do you have to improve future sessions/programs?

Rating of the speakers’ ability to communicate material in an interasting and infarmative

manner:

Speaker's Name Excellent Very Gaod Good Fair Paor

How would you rate the training facllities?
Fxcolrnt Very Good Good Fair 25¢0

What are some Immedlate staps you will now take as a result of taking this program?

Additional comments

Level Two: Knowledge Evaluation

The second level is learning or knowledge evaluation. This is the heart of an evaluation strategy. Did the
participants learn? Usually we can measure learning by determining whether the learning objectives

have been met.

If the objective was an increase in knowledge, this can be fairly easily tested by a pen and paper test,

just as teachers do in school.
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If this was a skill to be learned, the test can be a post course performance test. For example, if the skill to
be learned was using an electronic cash resister, they can demonstrate their skills in a series of
situations. Or, you may want to ask them to complete a comfort level evaluation.

Testing for a change in attitude is more difficult. We can speculate about whether there has been a
change, but actions will speak louder than words. Change in attitude is best measured after participants
have returned to the workplace and have the opportunity to apply their new skills.

Samples of knowledge and skill of evaluations are shown on the following pages.

Sample Comfort Level Evaluation

Course: Date:

Please take a minute to indicate how comfortable you are with the skills you learned in today’s
session.

Technique or Skill Piece of Cake Let Me Practice Show Me Again
| didn’t have any I’'m catching on, I’'m having trouble
trouble with this but | need more with this and need
and will be ableto | practice time. more instruction.
use it easily.

1.

2.

3.

4,

5.
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Sample Pre and Post Test
Rating Chart 1 = Fair 2 = Needs 3=Good 4=VeryGood 5 = Excellent
Work

For your pre-workshop exercise, please fill in the space on the right hand side. You will be asked at
a later date to complete the score on the left hand side as a post-workshop exercise. Your ratings
will not be shared with anyone.

Pre-Workshop Post-Workshop
Rating Rating

Role As A Member of The Management Team:

1 Understand your role as a supervisor

Maintain good working relationships with colleagues and senior management
Foster quality consciousness in the work group

Have effective ways to eliminate stress

Be able to see the overall picture

TOTAL

u b~ WN

Your Organizational Skills:

6 Define work objectives so they are clear to employees
7 Prioritize work to be done
8 Handle details effectively so things don’t slip through the cracks
9 Use a planner to schedule work
10 Manage multiple priorities, projects, and assignments
TOTAL

Your Leadership Skills:

11 Help others build self -esteem

12 Manage a diverse workforce

13 Use the technical, organizational, and human support available to improve job
performance

14 Establish and maintain high performance goals for the unit

15 Be a role model for your employees
TOTAL

Your Communication Skills:

16 Provide clear directions or instructions

17 Use questioning techniques to collectinformation

18 Encourage feedback from peers, work group, and supervisors
19 Provide timely feedback on performances

20 Really listen to what others are saying
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TOTAL
Your Interaction/Team Skills:

21 Develop work teams to prepare them for future responsibilities
22 Understand and accept the potential of team work
23 Build a climate for effective team functioning
24 Work with people of diverse aptitudes and attitudes
25 Recognize individuals for the contribution they make
TOTAL

Problem/Conflict Resolution Skills:

26 Handle and resolve conflicts as they arise
27 Be proactive in identifying potential problems
28 Be creative when solving problems
29 Recognize conflict as a positive element in a work group
30 Follow up to see if solutions are really working
TOTAL

Pre-Workshop Score
Add your points for each category and enter here.

Mgmt. Team Org. Skills  Leadership Communication Interaction/ Problem/ TOTAL
Skills Skills Team Skills Conflict Skills

Post-Workshop Score
Add your points for each category and enter here.

Mgmt. Team Org. Skills  Leadership Communication Interaction/ Problem/ TOTAL
Skills Skills Team Skills Conflict Skills

Evaluating transfer of learning is more difficult, but often the most effective type of evaluation that we
can do. Can and will participants use their learning back in the real world?

As an example of what we mean, imagine that you attended a workshop on managing conflict. You
enjoyed the workshop (reaction) and you learned a great deal about what conflict is and how it should
be managed (learning). However, the next time you and your partner are in a conflict, or you have two
employees who are engaged in a conflict you must help them resolve, everything you learned went flying
out the window. There was no transfer of learning.
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Often, evaluating transfer of learning means collecting information from the participant, his or her
manager, his or her customers, and even co-workers. Your goal is to determine whether there has been
an impact on everyday life at work. This can be conducted in several ways, including a questionnaire,
interview, or as part of a 360 degree performance evaluation.

When you send participants back to use these skills on the job, creating some type of support system at
work can be very useful; this is best done in a partnership between you and the participant’s supervisor
or manager.

The fourth evaluation level is whether all that training made an impact: did it make a difference if the
employee was a more skilled customer service representative, sales executive, or supervisor? When
training has been truly successful, there is a natural transition from learning a skill to owning a skill, and
ultimately passing it on to others.

A direct business result is difficult to measure. For example, sales training may lead to an increase in
sales. A workshop on safety may reduce accidents. Customer service training may reduce customer
complaints. Even then, there are so many variables that it is difficult to measure impact of training in
isolation.

When we consider the impact of training, we should also ask whether the training was appropriate,
adequate, and effective.

For example, perhaps the sales training increased sales yet at the same time elevated work-
related stress. Thus, the training might not have been appropriate.

If safety training reduced 7 % of the accidents when management was hoping for a 100%
reduction, the training would not have been adequate. (Perhaps more time was needed for
demonstrations or role play.)

A drop in customer complaints may have been the result of effective training, or the drop
might have been a result of a new billing system installed at the sametime.

Watch out for other factors, such as where a manager acknowledges the value that training should
have, and simultaneously increases expectations. When the measurements are taken, it could appear
that training missed the new benchmark, where in reality improvements using the previous numbers
were measureable and noteworthy.

Evaluation must begin as the training program is being put together.

What is the training to achieve?

What are the objectives of the training?

How will these results/objectives be measured?

Finally, what support is in place to ensure the training is put to use?
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Test Your Knowledge
Sample Impact Evaluation for Participants

Would you please take a few minutes to help us measure whether this training program has made a
difference for you at work.

Participant's Name:

Manager's Name:

Company Name:

Program Title:

Dates of Program:

Location of Program:

Have you seen a positive change in your skill level? If so, in what area(s) have these changes been
most noticeable?

What are you doing differently now? Do you feel these changes are directly related to your training
program?

Have you had any difficulty using the skills/knowledge covered in the course? If so, what difficulties
have you experienced?
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Do you have suggestions for additional or advanced training that you feel would be helpful to you?

Additional Comments:

Completed forms should be mailed to:

Forms may also be faxed to:

Thank you for your co-operation.

Test Your Knowledge

prepare a reaction evaluation for your short segment of training. Use the space below to sketch out
your template.
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Further Reading:

v
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