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FORE¥ORD

While the conference methcd of training hegan slowly to
‘be recognized in this country at about the turn of the century,
it has recsived its geeatest inpeitus and rost viézspread
- adoption as cn instructicnal rethod in the past fifteen or
twenty years, It is now widely used in bcth rovernmental
agencies and in nrivate industry in conuection wich the
training of employces in such generzl adrinistrative training
fields as Supervisor Training, Ixecutive Training and in
special phases of Manacemrent Training. 1ts pnrincipal
advantage lies not oaly in itc provision for, but in its
insistence upon, full grcuv participaticr and discussion, and
in the pooling ana snaring of the i1deas end erpericnces of
employees whose current activity and vast exnerizsnce qualifies
them to make valuable ccontiibutions o1 the geod of all con=-
.cerned. When it is realized that this process is carried on
under the guicdance and ccantrol of an informed Conference
Leader who is selected for his high qualifications and then
customarily trained in a special training course such as that
presented in this boo', the reasons for the succ2ss of this
pattern of instructinin and its present general use will be
* apparent. '

The tepics rresented in the pages which follow encompass,
in as concentrated and yet as full and adecquate a form as
possible, all the principles, practices and elements which
make for good training by imeans of the conference method.

" The series is designzd to enable the FPEA to establish a
nucleus of well-preparcd trainers who can be depended upon

to serve all of its offices constructively for the fulfill-
ment of their training needs by prosescuting training programs
.by means of tho conference method in the various fields of
their activities. Emphasis is placed throughout on the
responsibilities of the Conference Leader, on the importance
of advance preparation or his part, and on the techniques of
discussion. Suggested standards for the selection of ccn-
-ference leacders are also included.

Cletso

CHARLES G. STERNM, Director
Personnel Division

July, 1943
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The Confcrence Leaders Training Course
The Concept of the Confererice Mcthod of Training

Conference Objectives

Tc develop a prelindnary undersfanding of the conference method of fﬁ;
training. ' ' 73

.. ¢

Purpose of the Confercnce:

1. To survoey th: purposes ané advantages of the Confercnce
Leaders Treining Coursc. ‘
2., To arrivec zt an understanéding cf the contrelloer con-
farence by analysis and dcfinition.
To survey tne advantages of thce conference method.
To survey the component cicments of the confercnce
situation.
To emphasize the concept of control and to stress the
importance of skill ecn the confercnce leaders part.

Introductory Comments

In the intercst of the rapid orientation of his group, and for the
sake of brevity ang dispatch in gettingan understanding of mechanie:
settled, the lcadcr will do well te explain the vrocess of thec cor
ferecnces which arc to cempose the prescnt Conference Leaders
Training Course. Hec should mention their number, pass outa listof
them to his group, ani taks & momcnt to read over the list with

the group, pointing out that provision is macde at the end of the
course for at lcast two practice cenference sessions. He should
urge regularity ané promptnese of attcndance, and full participa-
tion in discussion, from the first meceting, on the part of all
mcmbers of the group. Fe may thon pass out the agenda for the
present first meeting, indicating that such agenda will be provide
for z2ach confersncc. Hc¢ will noxt exvlain that chart summaries of
cach meeting will be issu2d at the end, and that supplcmentery
materials will be supplied to trainces, irn the form of outline
brecak~downs cf the tonic of each confercnce. Thesc supplemcntary
moterials will be valuable as a rcview guide for the final meeting:
of the coursc. He may clso menticen that charting will be done 3
during each mceting, wné thal sumuary wall charts will beexhibited
He should stcte thgt at the end of the coursc a complete set of
Confercrnce Leaders Qutlirces for the Conferconce Lezders Training
Coursc (similar to tnc present onc, from which he is working -
which he may hold up and exhibit to the group), will be made
.available to intcrested trainces; and that a Conference Leaders
Guidc and Mznual will bc issucd.

LI
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He will then be rcady to move intc his confcrence paper,
and procced in accordznce with thc Discussion Plans

Discussion Plan

In this opering mecting, it will be necessary for the
leader to hceld the greup a little loascr before pro-
cceding to discussion, but he siiould endeavor to cover
the suggestions of the Introductory Commont end the
opcning cluments of che Discussion Plan (in the form
of remarks) as rapidiy as nossibic., His conference
propcr may begin with a fronk statemcnt of the purposcs
of the prescnt Confercnce Leader Trainirg Course. (It
will probubly not be neccssary to chart thesc on the
blackboard.) H: should ciohasize the significance of
& rcal undcerstanding of thoe true coafercnce ncthod for
all cxecutives and supervisors, both in the course of
their reghler dutics »nd in specizl training conncc-
tions, With respect to valueble training now going
forward in FPH4, hc should crrhasize the primary nced
for the undcrstanding «nd vrectice of the confercrnce
method. Ho may also menticn the advantages to indivi-
duals in conncection 'rith the modern treining movement,
and with reccspcet to desirahlc eortification for training,
and with regard to the materials zceruine to them from
the coursc, from the agende through the final issue of
the Conforcneg Leadors Guide and kanual.

"The lcader ray, If hwe acsircs, spend seme time in

cliciting iccas from thc group as to the probable
advantagas to thcem fror such e course, but he should

‘not devote teco rmuch +ime to this mcthod. Hc should

rovce on with somc dispatch toward the major clements
of digcussion centering around the concept of thc
conforones rethod.

Lfter a fow very brief romarks or the history of the
confircnee idea ard method, (sze¢ Supplementary Materials),
the leader will procued into full group participation

on the main subject of his conforcnce by cliciting idcas
froir group mcmbers ~s to what the contrelled conferconce
is not, anc dcvelop the clomeats of Chart I with this
titlc.

Ee may ask, "Is a forum a controlled conforcnce?"
"My net?" "“How cCo.s it Giffor from a controlled
conference?"  {(.ind so on, ™ith similrr questions
on the other t,pis of proscntation.) Or he may
state, "L frequent mothod of training is a talx
given by an cxpert or speciclist follewed by open
discussion anc¢ qucstions frer the floor"..le may

16360 ‘ 4
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-...then ask, "Is this a confcrence?" "If not, why not?"
"Is it a forum?" ctec., ctc.

With statements or questions such as these he should
have no éifficulty in dcveloping Chart I rather rapidly,
and in leading dircctly into thc formulation of Chart 1I,
Idcas as to What the Confcrence Meothod Is.

He may then summrarize the itoems of thase first two
charts, and thcn with the group, arrive at a list of
definitions, and a summary cdefinition, in Chart 111,
Definition of the Confercnce ¥cthod.

He may then swing directly intc a discussion with the
group on the advantascs of the confercnce method, and
develop Chart IV, Comparison of Ldvsntages and Dis-
advanta:cs of Various Tveining Methods. Advantages
of the Confcrence Ecthod. (He may ask directly for
statcments of advantages end disadvantazos from the
group in this conncection.)

The leader will thcon ask for idcas as to what the groun
belicves to be of central importance in & succcessful
confercnce. ("What is essential to & well conducted
and successful confcrence?") Things like preperation,
planning, outline, thc informcd lcacder, ctc., will all
be advanced; and probably thoe idcaz of control of dis-
cussion will be forthcor.ing. “hen it is, the lcader
should lced off from it and Ccevelon Chart V, The
Concept of Controlled Discussion. ¥hky Control is
Important.

He may then elicit idcas for Chart VI, Preliminary
Devices for Control, by asking dircct questions of

the group, or by pointing up the nccessity for control
by telling an incident (from cxpericnce, or hypothcti-
cal) of what can hanpcn to thc group and to the
conference when control lapses.

The leader may then ask the group to think over and
analyze out all thc component clements that cnter into
the conference situetion, and sc dcvelop Chart VII,
the Elemcnts of the Conforcnce Situation. The leader
himsclf should tskce the initiative in summarizing the
reciprocal relation and relative importance of thesc
elements for thc group, after the chart has been
fully deveclopced.

Hc may then swing baclk, by way of a concluding
emphasis for all thc contral cdiscussions of his
confcrence, by referring to the earlicr devclopment
of things which arc cssential to a successful con-
ference, and ask for coantributions on the role of
the lcader, to cdevelop the concluding Chart VIIT,

5
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The Rcle of the Confercnce Leader - His Central

Importance.

- .The lcader will then summarize the cenference briefly
N by 2lluding to thc definition of the confercnce, the
. concept of controlled cdiscussion, and the central

. importancs of the confcrence leacer.

Conclusion of Conferince

A — e S—

N The Prosecution of thp Tr%ﬂning Co nfwroncc - General;
o and sugpcst that thc Laaor items of thc first con

;' Thce lcader will then allude to Confeorence No. 2 on

. fcroncb will be cdiscusscd in detail in subscquent
- mectings.

FOTE: It is uncerstood that all the charts

‘ (I through VIII) indicated in the

b forcgoing Discussion Plan will bc
develoncd from the grou~n, and chartcd
: on thc blacl!z=board by the leacer; and
8 that at thc conclusicn of cach chart
s devclopment, the proposcd wall chart

E on the same subject will be exposed
b for croun summery and ticing-in of thec
items covered.

: Beforc dismissing his grour, thc lcader will distributc:
5 Chart Suwmmarics (consisting of mimecogranhed

L copies of the proposcd charts)

T Supplementary Metcrisls (consisting of notcs

3 on thc history of the confercnce method
and of an cutlinc breali-down of the

g - topic of thc confercnce for rovierr)

o Rcferences (consisting of ¢ bricf list of

books on thc Confercnce Method)

4 | (The wgonda and Coursc Qutlinc - List

of Tonic¢cs - will have been distributed
at the teginning of the mecting)

16360
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Chart I

What the Confercnce Method is Not

(Other methods of teaching or presenting
naterials)

forum
instructional mcthod
class-reoonr recitation
pancl discussicn
lecture Characteristics
debate of each of these
individual tutoring mcthod ‘
"talk by a spccialist followed by
opcn discussion and quections
from the floor"
anplicatory syster (problems)
showing of slides ecnd films
system of memerizing and reciting

In vhat respects does the cenfercnec
methiod differ from thesc?




et |

hat the Confercnce Method Is

Idcas as t

Prcdominantly = group situaticn and proccess.

Ln informal rclationship. .

Il nrocess cf c1°cussion.

L slering ané ncol*ng of ideas and gxporicnces.

4 nrocess subjcct to guidancc.

. process subject tec control,

l. process which is cdirocted toward a definite
objecctive couched in terms of specific purposcs.

lL proccss which hes = glilled and infeormed leader
for control, ~uidance, and dl;qgglgg.

4 process with objectives and purposcs set
beforchané, and gppropriate teehni igues
cutlined ir advance.

i process for stimulating thinking, generating
dis“ussion, bb‘pytluq undorstgn_;_g, importing
ooy xnowluGeo, ané reachine practical conclu-
sions reletive to actica.

10
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Chart III
Definition c¢f thc Confercnce Method

o 'U' dapted from Yebstcr)

cenference - a meceting for consultatior and
discussion
method - a definite system cf prccedure
cortrol - restrairing cr dirceting influcnce
Giscussion - the process of sifting or examining
oy prcsenting censidcratiens pro
and con
confercnce leader - one whe cxercises a restrain-
ing and directing influcnce
over a conferenc
informed lcader - one wiho !'rovs or is acquainted
with subject znd mcthod

Summary Dcefinition

Thc ternm "conicrence" is defined as 2 meeting in
which alL members perticipate in the dlsou531on of
& specifiice tovic under tlie guidance and control of
an inform.d lcader who has deteririncd prior to the
mecting the cdirection in whizh he wants io £0.

11




Methods of Presenting
The Forum
The Class-roo::

The Pznel Discussion

The Lecturc

The 4Lpplicatory
System

Slicdes 2nd Films

tascs ané Disadvantarcs cof Various Training ¥

“Victhods

égyantagcs 2f thc Confcrernce Letaed

lLdventanscs
Chance for discussion 1.
Oppcrtunity fcr
cierification 2.
"ider -renge cof opinion
. 3.

Gives oppertunity fer 1.
clerification of pcints

2.
Prcsents different 1.
pcints of vicw irom
eythoritics
Paft10¢pat1un of 2.
sudicnee
Prcscntes new material 1.

Prcsents maximunmnmaterinl 2.
Presanted in en orgaaized
and dirccted form tomest 3.
the objective

Teezniug othed

Permits emphesis 4,
Given by authority
inteliectuzl stimulation

5e

6.

Permits consicderction 1.
of actval problers
Ccmpels individucl work 2.
Prisurcs solution

3.

Meteriel always the sarel.
Irédividuality of tcacher2.
does net intrude
Eccnomical of time

3.

12

L)
L]

Disadvantages
Too much dominaw
tican by leader
Unguided discus~j#
sinn i
Iay result in lad
of intcrest as

Teacher-pupil
atmosphere
No discussion

leltod anount o
time for audien
to participate
Unwicldy

One man's opiniofih
Lack of group.
rarticipation -,
Depends too n
cn individual
personality :
Does not prcvide.
for individual
capacities '
Lack of cpportunity.
for rcvicw and
clarification of
specific points:.
Glamcur may soon\
fade

Probhlems must be!
limitecd in numbcrd
Requires much oufd
side work

Cf limitduse in
varicd group

Costly

Used by themse
permits little
Giscussion '
Cannot be readifiis
adapted to -
special condidy
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~ Chart IV (CCQtlﬂUbd)

hods of Presenting Mat er1al°

¥, Instructional
- Mcthod

ffThe Debate

E Individuzl |
J-?utoring Method

EIhe' Talk by a
Pecialist followed
Py open discussion
. ‘and questions fron
=. the floor"

ijstcm of
b Yemorizing and
P2 Reciting

(TR
N

%yConference Method

1.

Closwv

LCvantagcs

Prccise instructions 1.
tcaching on a particular
subject by 2 gqualificad2.
expert

Thorcughncess and author-
itat%ve aid.

Comnlicte prescntation 1.
of opposing sidcs of a
contrdversial cucstion.
Opportunity for formal
rchuttal.

3
attenticn to 1.
individual nececs.
Opportunity for gues-
tions and probving 2.

g¢xhausticn of the loasson
of metericzl. 3.

Prescntatier of sub- 1.
Jeet by an expert.
Clarification cf points

of intercst. 2.

3.

Censidcrable rctontion .
of msterial.

Chcck on extent of
learning. 2.

Permits pooling ofex 1.
pericencc to sclve super-
visory vroblocms. 2.
Stimulntes incdividual's
dcsire to thinlk, talk and
discuss preblems comron
to the group.

Involves an active and
contributing attitude con

‘Disadvantages:

Limited group
participation
Restriction of
attention, interest
and applicaticn to.
circumscribed

facts or icdcas.

Lack of group
participaticn

Too srcat arbitra-
rincss of toric
choice. Possible
lepse of intcrest.

Lack of the
stimuiation of
sharing.
Circumscribcd
ranxtc of attention
Repid fatigue.

Dopends too much
cn the personality
of thc speaker,
Tendency tc too
much demincnce by
on¢ incdividual,
Limited group
narticipation,

Lack of analysis,
criticism, and
thinking.

ack of individual!
zation.

Limits prescntatior
{ factual materia

Danrcr of "Loose
thlﬂ“ln’"

the part of thosce prescont,

13
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Chart IV (continucd)f_ L e e
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-

Methods of Presenting haterials

0

13
‘ Ldvartases Disedvantages

P*  Conference Mcthod * 4. Provides mcans for
¥ better interneciation
.- ) of the »clicics =nd
$ proccdurcs of I'FHL.

. 5. Prcsents a cooperative

& : oppcertunity for pro-

o= moting ané develcoing

s, : th: comporn intercst cf

: supervisers and menagement,

by

A .

b 6. Tonds to €cvelor uniform
thought Ireiwm nozy diverse
idcas,

. 7. Gives suncrvisors an
8 : onpertunity t~ nake
sugrestisrs and rcecon-
n.ond-~tions to “he '
B . Lémiristration for
B imnreving zdmirlstra-

' . tive proc.durc end
. poiicies.

L . &, Discussicn is ctntrclled. ,

g - ' 9. Brozks dovmu pupil-
£ tcacher attituce.

g 10. Opportunity for rcvicw
throuch board wewke.

12
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Ihe Concept of Controllcd Discussion

J=te
(2}

Why Cocntrel

Inportant

L

1

- 3

Control - "a rostraining or directing influcnce"
Is the {rcup necess=zrily ablc tc contrcl its own
"¢iscussicn?
Jhat centrel dices -
Fruserves harmony
Cunscrves time
Kaeps the discussivn moving
Keeps it ¢n the right track
Jotivates the grour
Previd s for the inclusicn of all mcmbers of
the group
Llone makes nossible the schicvement of the
cbjoctive of the conferonce znd the
ulfillment of its »urpsscs CNeST
Summarizes and "tosches"
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Chart VI

L Some Preliminery Devises of
): .

P Prepered cutlines

i3 Charts

B Questicns

L. Statements
Httontion-getting devices
5 The ecroup

16
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Chart VII 1

AN

The Elements of the Conferznce 3ituation

The tonic - its nature and scope
The leader - his exnerience, training
and skill
The group - its size and character
The’ secondary aides
nrepered outlines
charts
supnlementary materials
The ohysical arrangements and situation-
effect and influence
The devices used - nature and variety

- 17 -
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The Role of the Conference Leader

His Central Importance

'. The leader's role is chiefly stimulation
r. (motivation), direction, and control
¥ He should:
ﬁ; be thoroughly prenared
B : have at least a working knowledge of
A the subject
B understand the conference method
- . learn to know his group quickly
6 consciously develon his skill as a
g conference leader
g be convinced of the value of his efforts
Qih- How important is the leader to the success
g, of the conference?
a
-
,
b
e - 18 -
3




Refercrees

Conferance Wo. 1

Conference lLcaders Training Course







Conference No, 1

Trhe Conference Leaders Training Course

The Concept of the Conferznce Method of Training

References _in Training and 3elated Fields

a. 9Some Standard Texts in the General Management and Personnel

Fields:
1, Tead, Ordway, and Henry C, Metcalf - "Personnel
Administrztion " - Its Principles and Practice -

Newr York - McGraw Hill Book Co., Inec,, {330 W,
g2nd St.) - 1933 (third edition, revised) - 519 pp.
4,00,

An outstanding text book on nersonnel adminis-
tration, diccussing protlems and attitudes as
well ac facts,

2, Scott, Welter D,, Robert C, Clothier, and Stanley
B, llathewson - "Personnel Management" - Princinles,
Practices and Point of View - New York - McGraw--
Hill Book Co,, Inc,, - 1931 (second edition) -

583 pp. $4.00,

A standard work on perconnel management
especially good in its trecaiment of hiring,
rating, and training,

3. Viteless, Morris D, - "Industrial Psychology" -
New York - W, W, torton Co.,, Inc, (70 Fifth Ave,)

1932 - 652 pn. $5.30,

A comprehensive text covering all phases of
industrial psychology. Snecific rroblems are
discussed clearly and thoroughly,

4, Lescohier, Don, D, - "History of Labor in the
United States" - 1896~1932 -~ Vol, III - Working
Conditions - Labor Legislation, by Elizabeth
Brandeis - New York - Macmillan Co, - 1935- 778
np. $4,50 - Vol, IV - Labor Moverents by
Selig Perlman and Philip Taft - 1935-623 pn, $4.00,

A comnrehensive survey of the development of
organized labor and labor legislation in the
United States since 18396, These two volumes
comnlete the series bhegun by John R. Commons
and associates,

5. Laffingwell, W, H, - "Textbook of Office Management" -
McGrew-1Hill Co., Inc., City - 1932 $3,00.

.. 16360 - 21 -



b, References on Training

1.

2,

’10a

11..

12,

“““““ Tops™ = = T
New York - Prentice-Fall, Inc, - (70 Fifth Ave.) '
1938 - 644 pp. $5.35

A study of the status and functions of
personnel administration in the light of
recent labor trends, Particularly helpful
in its discussions of techniques and pre-
sentation of sources of more detailed
information and current sioctistics.,

Walton, Albert - "lMew Techniques for Sunervisors
and Foremen" - McGraw-}ill Co,, 3306 W. 42nd
St., - 1940 - See chapters 1-2-3-10 and appendix 1,

Tead, Ordway - "Human Nature and Management" -
McGraw-lill Co., Inc., 330 W, 42nd St, - 1929 -
chapters 4-10-18.

Diemer, Hugo - "Foremanship Training" - McGraw-
Hill Co,, 330 W, 42nd 3t, - 1929 - See
chapters 1-6-7-14,

Foster, Orline D, - "Stimulating the Orgeanization"
Herper Bros., New York - 1923 - See chapters 2-6-7-,
Allen, Charles R, - "The Foreman anrd liis Job" - ,
J.B. lippincott Co., Philadelphia - 192Z-entire book.

Allen, Charles R, - "The Instructor, The iMan, and
The Job" - J. B, Lipvincott Co,, Philadelphia -
1919 - entire book, .

Scott, Walter Dill - "Increasing Human Efficiency
in Bvsiness" - Macmillan Co., New York, 1911 - .
See chajters 12 and 13,

Cushman, F, - "Foremanshin and Su»ervision" -
Wiley, New York, 1928,

Wzlser, C, - "Art of Conference" - Harpers, liew
York, 1933,

Beckman, R,0, - "liow to Train Sujervisors" -
Harpers, New York, 1940

Coovner, Alfred M, - "How to Conduct Conferences"
McGraw-Hill, liew York, 1942,

Greene, James H, - "Organized Training in Business"
New York - Harper Bros, (49E33d St) 1937 (revised
edition) - 350 pn, $4.00 .

\
A thoroughly revised edition of a standard .
- 22 - 3




a valuable new chanter on training needs .
and methods in collective bargaining.

Reitell, Charles - "How to be a Good Foreman"
New York - Ronald Press Co, (15 E. 26th St.)
1937 - 186 pp. $1.50.

Considers the foreman's problems as those
of the department manzger, and disdusses
his resnonsibility in relation to employee
sunervision, technical efficiency, and
cost controi.

14, Gardiner, Glen - "low to Nandle Grievances"
Elliott Service - 1937 (219 &, 44th St) NY
+52 pp. 25¢.

Some Periodicals in the General iansgement _and Personnel
Fields:

1. "Public Administration Review"
American Society for Public Administration
1313 E, 60th St., Chicago, Tll, $5,00 per
year quarterly, Conteins articles by well
known figures in the field of public adminis-
tration discussing subjects of general and
immediate interest, Of benefit to those
members of the training staff who are con-
cerned with the development of training
courses for executives,

"National Safety News"
National Safety Council, Inc,, 20 North Wacker
Drive, Chicago, 1llinois $4,00 ver yecar -
monthly, Contains current developments in
all phases of first aid, safety, and accident
prevention, Of benefit to the irst Aid Train-

ing staff in keeping posted on new techniques
and current statistiecs,

"Personnel"
American ionagement Association, New York City
$2,00 per year - quarterly. Contains articles
by acknowledged authorities concerning the
field of nersonnel management including nersonnel
training. Of benefit to the staff in keening
abreast of training activities, new ideas, and
development of techniques in o%her organizations,

"Advanced Management"
Society for the Advancement of !Management, Inc,
Quarterly - 29 W, 39th St. llew York City,

"Supervision" - Suwervision Publishing Co., Inc.
95 Madison Avenue, New York City

M A YT P .
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Ed, C. S. Slacombe
? d., Some Associations

k- 1, American Scciety for Public Administration
2 1313 East 60th 5t., Chicago, Illinois

2, American l!Management Association
330 West 42nd S5t, YNew York City

3. National Safety Council, Inc.
20 North Wacker Drive, Chicago, Illinois

4, National Industrial Conference Doard
247 Park Avenue, New York City

5. Council for Personnel Administration :
Government - 1626 X Street, NW, Washington, D, C.

P e A
o
-

National Association of Manufacturers
Industrial Building, Wasnington, D.C.

e, Some Outstanding Names in the Modern Training Field

i Tead Mathewson Cooper
R: Clothier Gerdiner Beckman
3 Metcalf Allen Walser
E Cushman Carlson
E

- 24 -
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Conference No, 1

The Conference Leaders Training Course

The Concept of the Conference Method of Training

A o
Conference Objective: g
B
To develon a preliminary understanding of the conference I
method of training, '4;
Purpose_of the Conference: Hﬁ
1., To survey the n»nurvoses and advantages of the g
Conference Leaders Training Course, o
.Y
2,. To arrive at an understanding of the controlled ,g
conference by analvsis and definition, .k
3 To survey the advantages of the conference method, '&Q
4, To survey the comnhonent elements of the conference Q}
situation, S
4
5. To emphasize the concent of control and to stress Y
the importance of skill on the conference leaders a
part . . E _'
9
a3
&
]
S
- %
Y
g
P
- 25 -
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Sunplementary Materials
Conference Leaders Training Course

OQutline of Tonics

Conference No, 1

Introductory Topics
The Conference Leaders Training Course.
The Concept of the Conference Method of Training.

Crientation and basic assumptions and purposes of
the Conference Leaders Training Course, .
Advantages of the Conference Leaders Training Course.
Certification,
History of the conference idea and method,
What the conference method is not,
Ideas as to how the conference method differs from
these things.,
Ideas as to what the conference method is,
Definitions of: Conference

method

control

discussion

conference leader

informed leader
Advantages of the conference method,
Chart comnarison of advantages and disadvantages of
various methods,
The central concepnt of controlled discussion.
Some devices of control.
The elements of the conference situation - their
reciprocal relations - the topic - the leader -
. the group - secondary aids (prepared outlinesj
k. charts; suoplementary materials) - the physical
A arrangements and situation; the devices used.
19 - Emphasis on the imnortance of the lecader and his
- role - training in conference leadershin being
- ' the purnose_of this course.

Allusion of Conference No, 2 on the ‘“raining

5 Conference and hints as to topics of the course.
IR Chart Summaries
y: Refercnces )
B Agenda ) Tor issue for Conference No, 1
1 Supnlementary materials)
. Course Outline - for course as a whole,

LN : B . . . . -
A« . BAE e Wkl o 0 ornd N s b 2 B4 ek € e R 628 B i KL B e e BTN
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ANOTE Fa_1PE _ORIGINS OF TuE CONFERENCE METHOD ~ ~

e
o]

£

Analvtic, skeptical, drawing out method of teaching.

His philosonay and his method of teaching in Platels @

Dialogues---The Apology, The Buthyphro, The Lysis, &

The Protagoras ' 4

LR

The nhilosonhy of 3ocrates was btased on:- g%

%ﬁ;; (1) A firm conviction of the absolute reality and necessity of 5
i Virtue :--

: & i

> (2) A belief that the one true way to virtue was knowledge and:-- :

(3) The resultant conviction that knowledge of things human, of N

ourselves, is the first essential of wisdom and goodness >

alike, £

No man would willinely choose evil if he could see the re- o
mote consenquences of ris act as clearly as the immediate end -
to be gained. The trouble lics in sn inadequate perspective, )
a careless and Ignorent trusting to aonearences, an inability :
to see the remote thiing asz clearly as the thing near by and %
therefore obvicus, The nced is for a sort of moral art of -
neasvrement, ability to see the truth without being influ-
enced by the accident of nearness or remoteness, simnlicity
or comnlexity, Clecr, unconfused sight of truth is wisdom,
As a resvlt of such a belief the teaching of Socrates was
nernetual effort to get his »nunils to see things as they are.
Not by giving new material, not by giving them his ideas, but
by stimvulating them to see for themselves the falsity or

) ST

S > ¢ . e .‘.‘
inadequacy of their own knowledge, did he hone to see them )
grow wiser and tharcfore hetter, K
The formation of conceptions, constitutes the sum of the
whole teaching cf Socratecz, E
W"riting cennot adant itself to the different state of mind of '
different nersons., It cannot answer questions, reply to I
objections, rectify misunderstanding,. N

2 -

. P

The Anology #0901 J

e

(3

Methods of t=aching in the last analysis depand unon the i
acts of mind invelved in the sense expcrience and thought. .
- 29 -
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Conference No, 2

nier

The Prosecution of the Training Confereace
General

‘
g

_ ‘To gain an understending of how the training conference
s prosecuted.

Purnose of the Conference:

Tn determine = desirable nerspective on training
for the leader and the group.

< &b,

To survey four essential steps of thinking in
their bearing on conference »ractice,
To determine the duties and the attitude of the
leader,
To survey the make-up, attitude and psychology
of the group,
To emphasize the importance of summarizing
(for retention and carry-over into action on
the nart of the group); and to stress the
importance of advance rrenaration on the

§  leader's part,

Introductory Comment:

‘;,w;th regard to the handling of a series of conferences
- comprising a full course or nrogram, the imnortance of
'iretrospective allusions to foregoing conferences, and of
.Aadvance allusions to forthcoming conferences, on the part
0f the leader, cannot be over emnhasized, This device
' makes for clarity, emnhasis, orientation of trainees, and
knitting together of the relationshins of all the elcments
7 pf the course as a whole,

uﬁThe leader will therefore do well, in beginning this con-

% . ference, to a2llude to the major ideas of Conference No, 1

....on The Concent of the Conference Method of Training, and
%;..pun over a brief summary of these, He may clicit noints
i from the group in this connection, if he wishes; but he
+8hould not in any case dwell too long on this review; and
- he may handle it entircly, himself, for emdhasis and time-
" gaving.

Be may then refer to the objective and vpurnoses of the
o' present conferance on The Prosecution of the Training
onference. He will pass thcse out to his trainees, in
he form of Agenda, at the beginning of his nresent

- 33 -
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meeting, and he may take a moment to read them over with
the group.

To set the stage for his conference prover on the subject
i of Conference lio. 2, he will do well to reiterate par-
3 ticularly the elemzats of the conference situation, as
3 : surveyed in Conferciice No, 1, (the tornic - the leader -
. the group - th: secoadary aides - the nhysical arrangements -
and devices used),

. He will tren bc ready to nrocced toward his major dis-
. cussion, in accordaace with the suggestions of the
Discuss{on Plan,

Discussion Plan:

. The leader mav begin by leadiag his groupn to an aporecia-

" tion of the im,ortance of themselves having, as prospective

@ training leaders, (and of generating in their trainees, in

e whatever training they may in turn be called uvon to give), '

) an objective, overall 9erspective on the training orocess -

L they are =-articinating in, both as a personnel service to

3 them, as an onrortunity for them, and as a part of an
overall organization oolicy program, course and topic
sequence, having definite objectives, directed toward the

X most nractical results possible, in terms of increased

. efficiency, greater nroduction, and imnroved employee

: morale, as reilected in the work and bearing of emnloyees,

) He may then clicit wdvantages of training, and cite, or

" get from the group, examnles of snecific programs or

courses and their sdvantages, He will thus, with the

group, develon Chart I, Overall Obhjectives of Training,

and Examples of Snecific Frograms and Adventages.

K (The leader mey suggest, in connection with the discussion
. of the advantages of trairning, that at a later noint in

; the nresent course - in Conference lio, 5 on Technigues

g, some consideration may be given to the question of the
extent to which the oractical results of training are
measurable, )

Then, with a brief transitional reference to the »rimary
need of the group for the stimulation or motivetion, and
guidance of its thinking, (in order that contribution and
discussion will be forthcoming), the leader will survey

with the groun the four stens of thinking for each of the
purnoses of the conference as nlanned, and to develop

Chart II, Four Stens of Thinking in Conference Procedure.

- He may then care to pause for a brief movement of

3 summary and settling-in of the idea of his conference

¥ up to this »oint. He will then proceed directly and ~
rather rapidly, and with vitality, to eliciting from

the groun, a clear sequence of ideas for Chart III,

16360 -3 -
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The Duties of the Conference Leéder: and% himself sug-
i

gesting that the fvlfillment of these duties presunnoses
a certain set of attitudes on the nart of the leader, he
may carry forward directly with the development of

Chart IV, The Attitude of the Leader, ("What would you
say are sorme necessary attitudes on the leaders part, in
order that he mey fulfill these duties satisfactorily? "
"o what extent should he school himself to become eon-
scious of these attitudes in himself?" etc.)

He should then ask a series of questions leading to the
formulation of Chart V, The Make-up, Attitude, and
Psychology of the Training Group, such as: "Should the
training group be homogeneous in character, with regard

to the work, offices, activities, status, and experience
of its constituent members?" "Should it be heterogeneous
in these resnects?" "Should official sureriors of various
levels, and corresponding nersonal subordinates, be
scheduled in the same groups?" "If so, to what extent?"
"Are all grouns of the same character?& "Do you think

it would be possible to distinguish a ‘group personality!,
as it would aspear to a leader dealing regulorly with
diverse grouns through the topics of a2 full course or
program?" "Are grouns as grouns likely to be slow?
intelligent and interested? loud and aggressive? resistent?
mild and gentle? etc,"

The leader should be in a nosition to strengthen this
discussion by citing from his own experience the often
surorising reality of the characteristics, or personali-
ties, of senarate training grouvs along these lines.,

After Chart V has been develoned satisfactorily, the
leader should indicate that these characteristics of
groups, as a whole, as well as those of individual tynes
of trainees (which will be considered later) will be
related to the consideration of anwronriate technigues,
at a later noint in the course (in Conference lo, 9
Discussion Techniques),

The leader may then nroceed to chart off, rather rapidly,
with the group, a concluding series of miscellaneous
subjects relating to the general orosecution of the
training conference, as in Chart VI, Miscellaneous Items,
He should round out the development by emnhasizing the
importance of advance nlanning and sreparation on the

part of the leader, alluding in this connection to the

next Conference No., 3 on The Preparation of the Confer-
ence Leaders Outline; and then craw his nresent conference
to & conclusion by summarizing for, or to some extent with,

- 35 -
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the groun, the leading ideas of Conference .No. 2, as
just covered,

Conclvsion of Conference:

He will “hen distribute his Chart Summaries and his
Sunnlementary listeriuls for this meeting, and be pre-
pared to cismiss his group.

NOTL: The nrenared wall charts will have been turned
up, after the development of eich chart with the group
in the confsrence, for emphasis and clarification, in

the usval wey,

16360



Bullet

v emE em m am e wm Gs Er EE R wR MR S M ER R v@ MW e WS R R e e =

paders Tr=inirg Course

in Yo, 47

Coanfereonce

16360



: Bulletin No., 47

L3
‘—-——————--—-————.———

Overall Objectives of Training

Examnles of Soccific Frograms, and Advantages

413 Training should be directed toward
aractical resuwlts, in:

Increase in efficiency

Greater preduction

Improved emnloyee morale

(Consider to what extant practical
results are measurahle, Is it
essentisl that they should be
mezsurable?)

Some Exnmnles c¢f Tynes

of Training Advantzcges
Executive Training The gaining of a first-hand, practical

education in the sriaciples, policies,
reqnirements, and nracticec of large
scale nuviic administration and manage-
ment, in all its ~hasec,

Fulfillment of overall objectives,

(Comsare uaid university courses in
this field, and exnensive text books
in “he field, with the advantages of
cractical training in administration
bearing on the daily job.)
Sunervisor Tr:.ining The gaining of »ractical first-hand
instruction in how to handle neonle -
the human relationships basic to good
mznazement,

Greater knowledge of the organization
o2nd of the bhearing of one's particular
office on the totzl job,

Greater xnowledge of specific practices,
devices, short-cuts, and requirements.

Training in the elements of true

leadership.

Achievement of the overall objectives,
Job Training of Increase in technical knowledge
Various Xinds Improvement in snecific skills

Higher cualifications for development

Achievement of overall objectives
16360 - 39 -
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Chart I

Pour Steps_of Thainking . .
(for ench objeciive to ke gained)

1, The presentztion of the nroblem

clarity - with brevity yet comnleteness - leader
understanding - on part of group

2, The assenbling of facts (or ideas)
beariug on it
contro] cf comnleteness and relevency - leader
contritution of facts, idens, and experiences -
groun

2, The evolvation and judging of facts and ideas

discussion - groupn
control ana gridance - leader

4, The decisions (or "Agreemwents") as to action

the group
summarized by the leuader

- 40 -
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“Chart III

The Duties of the Conference Leader

1. Stort discussions,

?. Ieep discussinns going.

3. Have 211 members contribute,
4, Xeep out of arguments,
5

o Xeep the discussion on the
right tract.

6. Avoid meking decisions for
the group.

7. Jense when *the ohjective
is attained,

€. Attemat to convert dis-
centing menbders,

9, OSummarize and teviiinate
discussions,

- 41 -
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Chart IV

The attituds of the Confersnce Leader

1, Slrow ar interest in the group,
2. BRe enthusiastic about outecome.
3. Lxercise natience with conferecs,

ist others to clarify their
as when necascary.

5. Be tactful,
o, UDisplay a sense of humor,
7. Ze symnathetic,

8., 22 willine to unpreciate the
virws of others,

9. daintazin Poise,

16360
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The Make-vn, Attitvde, and Psychology of the Training Group

Groun

The homngeneous groun

The heterogeneous
group

Suhordinate and
sunerior comiuination
(questionanhle)

Tyne

The bright, active,
and responsive groun,

The resistent, entrgonist

groupn,

The slovr, conathetic
grouy.

16350

Disadvantare

Lack of diverse exneri-

Advantage

Sgual interest and

ence znd wider viewnnints.understanding and

Possible lack of mutual

interests, Possible
lack of understanding
in discussion,

day wvorlz in a negative
direction, engendering
feors znd resistences,

Other tvnes of grouns

sharing of common
aroblems,

Problems n»resented
and trected from
diverse »noints of
view and with
diverse applica-" -
tion, Wider range
of exverience
srobable,

2y engender un-
derstanding and
mvrtual relnful-
ness, Imnrove
reoport and
morale,

General Anproach

Direct nositive apvroach in moti-
vation and interest getting,

The indirect, 'negative' anproach

tomard motivation and interest

The steady, natient, nersistent,
drawing out aniroacih; anneal to
particular most resnonsive

individuals,
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Miscellaneous Items

(On the Cenarzl Prosecution of the Training Confersnce)

Elements the leader may count on use, and apneal to:

The genesrsl egareovusness of huaan boe i:gs - tleir
imme te Li ing for getting together in grouvns.

The general gzrrulousness of humen heings - mest
neonle like to tealk,

The general (norman and natural) egotism of human
beings - most people like to talk about them-
selvez, or at least about their own interests,

"C"

These sre in themselves fundamental and powerful
motivations, 1egardless of the form or direction
they may take; and the acroit leader will depend
wion them for the nsturel basis of his conference
procedure,

Surmarizirg makes for:

clarity

emrhosis

orierntaticn

trensitionn

retention of the »art of trainees

It should be practiced regularly.

Sumnarize developments on:
Individual to»ics or subjects
Specific conference »nvrvoses
Conferznce Objective

The success of the conference denends on:

The thoroughness of the confarence nlan
The sxill of the leader in his technique

The leader ;ust be informed - hence nlanning and
nreseration is essential,

- 44 -
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Supnlementary Materials

Conference lLeaders Troining Course

Qutline of Top
Conference Ho, Z YMay, 1943

IU]

The Prosecution of the Training Conference - Getneral
Allusion to CTontereince No, 1 - on the Concerct of the
Conference ietlind of Training,

Summary of mzjor icdeas of Confereince o, 1,

Review of the elements of the Conlerence sitnation

and their recinrocal relstions - itre tonic - the
leader - the group - the secondery ails - the nhysical
arrangements - the devices used,

flecessity for objectiviiy to the whole training
nrocess on the nart of Lhe leader and the group:
their mutual realization of the trr ining »rocess
they are narticiouting in, and their oversll relations to it,

rhings for the leader to bear in mind and for the group
to realize und remember - the overall ohjectives of the
course as a whole - its nrohable advanteges to them,
Examoles of courses and advantage

The objective of the nresent conference,

The snecific nurpnses of the nresent conference,

The orinary rneed to stimulzte and guide thinking, which
i1l lead to contribution and discussion,

The four steps of thinking for eaclhi of the objectives
to be gcined,

1., The uresentation of the problen,

2. The assemblinz of facts bearing on it.
3. The evalurtion and judging of facts.,
4

m,

‘he decisions as to action.

The duties of the leader,

The attitude of the leader,

Tre make-un, attitude, and »ncsychology of the group,
blements for the leader to count on and use.

The immortance of summarizing,

Ideas 2s to what the success of the training conference
most denends on,

The imnortance of nlanning and srenaration - the
informed leader.

- 45
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Summary o»f the present

Allusion to Conference No. 3 - The Preparation of the
Conference Leaders Outline,

Chart Summeries)

Agenda ) for issue to conferees on
Susplemeuntary ) @onference Jo, 2
materi-ls
- 46 -
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Agenda
Conference Objective:

To gain an undersianding of how the training confzrence is
orosecuted,

Purvose of tie Conferance:

l, To deternine a desirable nerspective on training
for the lezder and the groun,
2., To survey four essential stens of thirnking in
iieir bearing on conference »rzctice,
3. To determine the duties ancd the sttitude of the
leader, /
4, To survey the make-un, attitnde, and psycheclegy
of the groun,
5. To cmrhasize the imvortance of summarizing
(for retention and carry-over into action
on the part of the group); and to stress
thke imnortance of advance »reparation on
the leader's nart.

- 497 -
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Conference Na. 3

The Preparation cf the Conference Lezders OQutline

Conference éb]gctiv :

To gain an understanding of the technique of the preparatlon
and use of the Conference Leaders Outline.

Purpose of tre Conference:

1. To stress the importance of advance planning, and to
indicate the need for thoroughness, in substance and
detail.

To survey the role of the ccnference leader.
To determine the means of gatherlng, crganizing, and

© .  writiang ugr meterial. B

. To determine methods cf indicating devices for the leader

to use, and tc plan charting.

. Tc survey the mechanics, form and contents " and rhetoric

of the Conference Leaners Outlirne.

7o survey the quelifications required for. the preparation

of good outlincs arnid to review the forms of supplemen-
tary materials prepared and issued.

G B

(5>}
.

Introductery Comment:

The leader will as usual issue his agenda for this meeting
end tske & moment to run over them with che group.

Reference may then be ‘made to.nhe conclusion of the foregoling
Confcerence No., 2 on Thé-Prcsecution of the Training Confsrence
at wiiich the impocrtance -of advance planning on the part of
the leader was stresssd. The lcader may ir this connection
briefly rur over with his group, the four steps of thinking
in the conference situation, and ascertain how these are
related to planning ths cornference and to pre-arrange

devices for. control srd guidance on the leaders part.

This ftreatrent will roerm & direct transiticnal introduction
to his present conference ond encble him to move smoothly
with the group into his conference prcper.

Discussicn Plan:

The leader may begin, rather directly and rapidly, and with
as nuch vitality as possibie, with an open group discussion
28 to somne of the general components of the conference plan.
Ee may care to pose an approach to this discussion by asking

183¢0 - 51 -
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such leading quegtions as M"What would be llkely to

happen here today if I had npt plannred this meeting

for you at all?" "Or if we had only a vague idea as

to what we wanted to discuss today about preparing an
outline?" "Whet basic runction must a lesder azlways
perform for hile group?" (ccatrol and direot), "what
the$iare some of the thlngs he will need in his conferﬁnce
outline in order to provide for control and direction? '
Thus the leader will be able tc desvelop Chart I - General
Compcnentes oF the Conference Outlipne, He will do well to
review the dafinitlon of the "Ccnferenegh" in this con-
necticn, eliciting the definition from the group; and
hedwéll want to strees repeatedly the ideas of control

and direction, znd the need for detail an thoroughnesg
("hy?" Tc aﬁticipate exigencies and gE“%rovide for a ‘
complets, adsquate, and well-rounded treatment and
conference. ) o

He may then procsed tc eiiciting ideas from the group
s te the relstionship of the confererge leader to the
subject matter of the gonference itself end of the
course 28 a whoie. "Myst the leadsr have & thorough
complaete, and professignal knowledge of the subject?“
"Need he be sn expart?! "Can he be entirely ignorant of
it, and still lead a successful conference on igen

"What is desirable, in this connection?" "To what

extent then, ought the leader to know the subject mater-
isl of the conference or coursz2?" M"Are g2ll types of
msterisls and subjects nccessarily amendable to treatment
or handling by the controlled conferenae method?® "If
r.ot, name some that may not be, and show why not,"

"why is the conference methcd used and recommended for
the training of people who are doing jobs 1n the public
administration field?" "what is usually the relation of
the qualified leader's knowledge of material to his
conference handling in this field?" '"How does this
compare with the confepence method in Job tralning in
factories?" M"With the instructor in anatomy in a
medical college?" "Can you name some types of material
in the public administration fizld, and indicate in
general the extent to which they may be amendable to
conference handling?" "The relation of the leader to
knowladge there?" "Thg ‘constitution and experience of
the group in this conngction?" "Are the bearings and
the peculiar advantageg of the conference -method in
certain situations agajn apparent?" (Review reference

to Chart IV, Conference No. 1) '

In this way the lcader may lead the group to the develop-
ment of Chert II - The Conforence Leader and the Subject.
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He may ‘then swing directly into-a-diecusslon .of sources
of material for the preparation of the outline, and
means of gathering it. He .shHould in this.cognection --.
emphasize as fully as possible the primary respcnsibility
of the leader for guaranteeins the soundness or authori-
tativeness of his material, for its detail and gadeguacy,
for its accuracy and up-to-datensss. He shculd stress
the importencz for the .leecder of minimizing and avoiding
as much as possibl:, the "bookieh" library, thecretical,

_academiz, or the aiighteqt infidalonaij apr.roach to the .
material of his conference. ' He should emrhasize the
desirabllity of using practicgcl, day-by-Gey, working
matarials end proolems, almos¢ cxcliusively, as the subject
matter for his conference training,

(The leader will do well st this point to takc a moment,
himsclf, to discuss the relation of rethed to substance,
emphas*zing the absolute besic imporkcnot of mo*hod

yet at the same time poliating out that the leader is
obligeted, on the score of mentel honastiy, Lo provide,
first and foremost, substance, ccnttnt ot and
practical metariels for hie truaine:ss. ntthod, vhile
most import:nt, must be kept in pG”S*C“tng, and related
properly and proportionqtely to sudstence. Its treat-
ment must rot bc cverdone, or ite bairing infloted to
the point vherc substrnce ic scriousiy thrasta2aed, as

an escape from substince, as is frequently done.)

'From questions in this discussion, ("What should
charuacterize the material formulated by the leader in
His conference outline?" "What are his sources?"
etc., etc.) the leader will develop Chart III -

The Material of the Conference.

He will then discuss with the group the miscellany—-of
points which must be considered in making the outline,
and chart off Chart TV Requirements for the Prepara—
tion of- the Conference Leaders Outling.

He should then discuss charting separatoly,-and stress
1ts importance as a fundamental conference method or
deviee for control, dirtction ‘attention, contribution,
and retention, on the graup's part He mav asx, "Wny
is charting important?" "What are some of the types
of charts?" etc., in formulating Chart V - Charting
the Conference.

_He may then prepare a formal summary chart,:showing
the formal meehsnics and parts of the outline ‘with an
indication of - th& .nature of: thé contents of the parts,-
Chart VI - The Mechanics, Form, and Contents of the
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Conference Leaders Outline, The lesder may, if he

Wishes, give This directly to the group, himself, &s a
contribution, cutlining it on the board for his trainees
and noting that it is an approved type of handling which
has long cemonstrated its value in practice., The lesder
may at this peint pass out, and demonstrete a typical,
previsouly prcpared znd fuily developed Conference Leaders
Outling, 2s a sample. He should 2llude also to Chart 1
of this €onference - The Generel Components of the Conference
Outline, and point out their integration in Chert VI,

He should then hold & brief dircussion on the rhetoric
of the outline, emrhasizing the importance of good
order, bslance, ané completeness, and with the group,
goi?glate Chart VII - The Rhetoric of the Conference
utline,

He may then enlist the group's aid in charting off the
capacities needed for the preparation of the outline,
and develop Chart VIII - Cuelifications for the Prepara-
tion of Cutlines. (“"Can anyone necessarily prepare a
good outIine?" "What abilities, qualitics, and mentel -
characteristics are¢ necessary and desirable for this
work?" ectc,)

He will then be recady to strcss the very great importance
of supporting the Conference itself, for the sake of
clear understending and stimulation of trainecs, and for
essential retention of fact and ixmpression on their part,
by the use of the strongest possiblc, yet proportionate,
series of supplementary materizls, for visual use and
distributions, for cach conference, and develop these
with the group in Chert IX - Supplementary Materials

to the Conference Leaders Outlineg.

(The leader will as wmsual have exposed and run over the
prepared wall charts on this series at the conclusion
of each group chart development in the conference,)

Conclusion of the Conference:

The leader may now draw kis conf-irence to a conclusion by
summarizing its highlights briefly from his outline, and
by stressing the importence and responsibility of the
leader for preparing his own outline for each conference.

He will then issue his Supplementary Materials and

Chart Summaries, allude to the next ensuing Conference
No. 4 on The Introduction to Techniques - Principles of

Tearning in the Conference Situation, and so dicmiss
his group.
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Chart I

General Components of the Conference Outline

Conference title or subject

Introduction

Statement of aims or purposes

Order of steps or parts

Detalls

Examples

Problems

Major subjects

Subordinate subjects

Indication of methods or devices to be used

Questions

Charts

References

Illustrations

Demonstrations

Summaries

Allusions ané associations

Suggestions, advice, facts

Directions

Concluding points

Supplementary materials, for
reference and issuance

- 57 -
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The Conference Leader and the Subject

Must the leader have a thorough,
professional knowledge of the
subject:

Must he be an authority, or expert
in it himself?

Can he be entirely ignorant of it,
and still lead a good conference?

Is complete igncrance of the subject
desirable?

Does the expert or authority always
make a good conference lzader in the
subject?

What 1is desirable?

How much should he know?

What, in regard to the subject,
ought he to have, in addition to
a working knowledge of it?

Sources?

Details?

Not necessarily

Not necessarily

Conceivable, possible,
(Depends upon his subject
the composition of the
group, and the experi-
ence and skill of the
leader, as a conference
leader.)

No
No

Some knowledge of the
sub ject on the part of
the leader, and skill 1.
conference leading.

Zetter than a nodding
acquaintance. A good,
practical, working
knowledge. (Not neces-
sarily expert or complete

An understanding of 1ts
relations and lmportances,

an appreciation of its
typical problems, and 1its
significance in the
overall administration.

He should know the
sources of knowledge in
the sutject.

He need not know very
many of them; but he
should be able to assimi-
late them quickly and

secure; appraise, and
integrate them in rela-
tion to the subject.

186380 The concept of the informed conference leader.
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Chert III

Material of the Conference

The materisl of the conference (subiect hatter) should be:

Authoritative Adequate

Accepted Up-to-date

Approved Clear-out

Scund in practice Practical -

Accurate Systamatic

Detziled Corpletve (for the purposes

of the conference)

Sources - official, approved, authoritative

Manuals General Orders
Handbooks - ' Authoritative texts and studies
Circulars References

Consultation with experts

Materials to be zathered towcother:

Reports Charts

Plans ' Graphs

Memoranda ' - Descriptions (2te. from
Outlines practicing offices and sources)

Thorough study of materials and references sources

Organization of matcerials:

Selection Elocking off
Delimiting Arranging

Casting irto Conforcrnce Outlire form

Writing up - of Conferesnee Lzaders Qutline

Method - must be wmidersicod and uscd, as most
imeort-m7; but ruzt he kept in pro-
Eer.ain and persvecetive.
Substancc¢ (zontcnt) - most impertant.
(Substsnce must never be sacrificed tc method)

Respensibility - the Conference Lesder is respcnsible
for his material in all these respects.
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Chart IV

—

Requirements for the Preparstion of the Conference Leaders
Outline

Material

Elocking off

Delimiting

Arranging

Writing up

Emphasis and subordirnation

Qutline
Determination of main objective
(What do you expect to accomplish?)
Purroses
Other parts

Treatment of Topic

Suitable title for conference

Sequence of topizc (in course)

Allignment of items for discussion

Devices for initiating and controlling discussion
(Questions - Statemants - Examples)

Extent of development

Detall

summarics of items and of conference as a whole

Supplementary Matsrials

Form
Amount (proportionate)
Use (review - reference — retention)
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Chart V

Chartings the Conference

Use of:

Chart frames

Faper

Crayone (plain & colored)
Blackboard & chalk (plain & colored)
writing

Lettering

Requirements

Neatness

Legibility

Good arrangement on board or chart paper
Liequacy and proportion (extent)

Brevity and clarity of expression

Speed in charting

Preservation or erasinz

Charting anrd attention

Charting and controlling discussion

m

Some tyvss of charts

Key-word and concept charts
Item charts

Cutlire charts

Organization charts
Functional charts

Flow charts

Summary charts

Chart development (leader and group)

Prepared Wall Charts - use and value
(form and make-up)
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Chart VI

The Mechanics, Form, and Contents of the Conference Outline

The complete pattern:

Title page ~ showing -

Agency designation
Ccurse designation
Location

Number of the Conference
Title of tne Conference
Office where prepared
Date

First pace - showing -

Agency designation
Course desiznation
Location
Mumber of the Conference
Title of the Conference
and the following major parts

Conference ODbjective -

A statement of what is expected.
to be accompliched.

Purpose cf the Conference -

A numbered listing, in the order

of their treatment in the conference,
of the specific purposes or ends to
be achieved through the prosecution
of the conference. (This parallels,
but is not usually stated 2exactly
like, or is necessarily exactly
synonymous, with the chart series

of the conference.)

Introductory Comment -

Suggestions for the leader as to
how to cpen, lead into or intro-
duce, his present conference
meeting, or transition it from
foregoing meetings. Use of agenda
and other materials.

Diescussion Plan -~

A complete and detailed treatment
of the steps snd methods to be
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Chart VI (continued)

used, in order, with unity and
emphasis, for developing the
substance ¢f the conferences.
Suggested devices for initiating,
controlling, end directing and
terminating discussion. Statement
and questions for the development
of charts. Things to empl.asize,
Allu~lons and associstions,
Inciuental references. £rotements.
Vacts. Cascs. Exampies, Troasitions.
Order of dcevelcpment, Type and
Extent of lreatment. Deteil.
Outlinz of chart sequence., Use

of wall charts. Use and jssuance
of materisls. Summery suzgestions,

Conclusion of the Conference -

Suggestions as to how best to araw
the conference to a conclusion.
Tnhe issuarice of chart summaries
and supplementary materizls.

Suggested Mechanics not included in the Conference Leaders Outline:

Attendance -

Taken at each meeting (by passing out
& sheet of naper for signature)

Card file record of trainecs -

Attendance - (Space for remarks)
recorded

Reports on training -

(as required by conference lesders
supervisor)

Use of Conference Leader's Self-Analysis and
Self-Developrent Charts periodically.

Issuance of Certificates for training

16360 - 63 -



Bulletin No. 47

e E e o e e e M e o W R @R e S e s G e M S e W e e e b e e wee e e e e e e

=S-SR

The Bhetoric of the Conference Leaders Qutline

The Conference Leaders Cutline should have:

Unity - It should deal corsistently and
aprropriately with one sublject -
the topic of the c¢onference.

Coherence - It skould be arranged in logical
order, as to its parts or sub-tonics.

Emphacis - Important parts should be given more
welight than secondary items.

Balance - 1% should be arranged in a well
distributed and well provortioned
rattern of treatment and detzail.

Develorment - A progressive and sccumulative
developrent toward the achleve-
ment of the objective of the
conference,
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Chart VIII
Qualifications for the Preparation of Outlines

High intelligence

Ability to write clearly and directly

Ability to assimilate material (subject
matter) rapidly

Ablility to integrate details rapidly

Ability to analyze

Ability to distinguish essentials from
non-essentials

Ability to concentrate

Ability to read rapidly

Ability to organize and arrange materials

. for conference handling

Energy

Interest and enthusiasn

Good judgement and self confidence

Independence of mind and action
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Chart IX

Supplementary Materials to the Conference Leaders OQutline

Agenda - for orientation

Chart Summsries - for review and retention
References - for study and reading
Outlines - for review and retention
Statements -~ for facts and instructlon

Expository accounts - for detail and review

()]
[6)]
|
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AGENDA

Conference No. 3

Preparation of the Conference Leaders OQutiline

an understanding of the technique of the preparation
of the Conference lLeaders Cutliine.

stress the lmportance of advance planning, and to
indicate the nced for thoroughness, in substance and

survey the role of the conference leacder.
determine the means of gathering, organizing, and

determine methods of indicating devices for the leader
to use, and to plan charting.

survey the mechanics, form and contents, and rhetoric
of the Conference Leaders Outline.

The
Conference Objective:
To gain
and use
Purpose of the Confercnce!
1, To
detail.
2. To
3. To
writing up material.
4, To
5. To
6. To

16360

survey the qualifications required for the preparation
of good outlines, and to review the forms of supplemen-~
tary materials prepared and issued.
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Supnlementary Materlals

The importance of advance planning for the individual worke?}
for the supervisor; particuvlarly for the Conference Leader;
for the general.

The necessity for thoroughness, to prepare for all possible
exlgencies ~ related tc the primery requirement of control of the
conference.

The Conference Leader in relation to the subJect matter of the
conference.

The gathering of material; consultation with experts; reference to
sources,

Blocking off and delimiting the material.

Determination of the mzin objectives of the conference
(What do you expect to accomplish).

Sequence of the individual tonic and possible relation to a total
course, to preceding and succ=ed1ng conferences, and inclusion of
allusions to these,

The determination of subordinate obJectives or purposes. Allign-
ment of items for discussion. Determination of devices for
initiating discussion on each item.

Detail. Method and extent of development of each item. Chart
development on blackboard or charting paper. Charting of key
words and concepts. Advance preparation of complete reference
charts.

Devices to be used in charting. Variation in types of charts.
Extent of charting. Use of wall charts. Summary of 1tems.
Summary of conference as a whole. Range of assoclations.

The mechanics of the Conference Outline.
The form and contents of its parts.
The rhetoric of the Confcrence Outline.

The responsibility of the conference leader for preparing his own
outlines.

Qualifications for the preperation of outlines
The use and form of agenda
The issuance of chart summaries and supplementary materials

Examples of complete conference outlines g

Chart Summaries for issuance in

Supplementary Materials ) Conference No. 3
- 69 -
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Washington, D. C.

Conference No. 4

Introduction to Teckniques

Principles of Learning in the Conference Situation

Conference Objective:

To gain an understanding of the processes of learning in the
conference situation, and to learn the proper methods to
use in prosecuting training confercnces.

Purpose of the Conference:

1. To survey the learning process and related methods
in the conference situation.

2. To study motivation and related psychological factors.

3. To study and define interest, and devices for generating
it.

4, To survey the proper use and exploitation of the group,
and to stress the importance of using the group.

5. To study and define attention, and devices for securing
it.

6. To assay the role of the leader and his awarcness in
these connections.

Introductory Comment:

After the agenda have been distributed and surveyed, the
leader may wish to suggest, or lead the group to suggest,

that the foregoing Conferences No. 1 through 3, were

largely informative and in a sense preparatory to this
Conference, No. 4, and to the ensuing conferences, through No.
6, and into the practice conferences, through No. 9 -~ all

of which will deal more directly with the conditions and
requirements of the active conference situation itself.

In other words, the training group is now moving from a
process of understanding to a grasp of action and method.

This willl serve to reorient the thinking and the perspective
of the group with respect to their present meeting and in
relation to the entire sequence of topics for the course as
a whole.

(The leader may, indeed, in this connection, profitably take
a moment to look back over the total 1list of topics for the
course with the group, as distributed at the first meeting.)

._73...
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Introductory Comment (continued)

It will be recalled that the importance of such perilodic
orientation snd re-association, considered as a training
device was stressed in Conference No. 2 on the Preparation
of the Training Confererge.

The leader will then be ready to proceed with-his-conference
proper. oo e

’-

Discussion Plan:

The leader may prceeed directly into & full, close -discus-
sion on the learricg process, parcicuisrly as it relates
to the conference situation, by eliciting ideas from the
group on the subject. ("What ic the lcaraing process?!
"What do we mean by 1t?" "How do we 'learn', and what
does knowledge consist of?", etc.) Tre lescer should

take carc, in all tnis, however, not %to allow himself or
his group to go too fer, or to get bogged Gown in a quasi
philosopnical or psychologicel ccntroversy cn these
questions. He shkculd 'allow' ccnsidersble freedcm and
wealth of expression, but ke should judiciously keep -the
treatment well in control and leed it finally to a simple
statement of a few valid basic concenss or ideas .as to

the realitics of the learning process end as to the -
methods to ke used in connection with it in the conference
sltuation, and emerge with a developmert along the lines
of Chart I - The Learning Process and Related Methods “in
the Training Conference, )

He may then proceed in a similar fashion to a group
consiaeration of how the leader can bcst motivate the . . .
members of his group, to secure their contributiors -and
enliven their participation in .the ccnference, ard survey
the related psychological factors. He may demonstrate
motivation directly in his own prescnt approach to the
present discussion on this subject, and, after he has
sécured. considerable response, he may pause and go back
and analyze how he did it on -the ground, here, :just now.
Perhaps hc will have himself just done this by an apneal
‘o individuals, directly, personally, even by name, with
reference to the leader's knowledge of their experience,
work or job connections. (It should be emphasized here
that the leader will have taken care to become acquainted
. with the individuals composing his group, as early as -
- possible, in tenure of their jobs, experiende, and
assoclations.) Or he may have cited a successful case
cf motivatlon from his own experience. Or he may have
asked a series of leading guestions. . ("What can the ..
.. .leader, appeal to in motivating participation?® "What
. . are_the psychological factcrs in mgotivation?" The group
©* ° experience as & wnole; the individuals; their individual
experlence; their talkitiveness; their pride; other

=T -
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Discussion Plan (continued)

psychological factors - their normal self-consciousness
and egotism; their reason; their connections,  "How can
he make these appeals"? By asking specific or leading
questions; making statements - sometimes, with care, even
wrong ones, deliberately - "Is that right?" - by citing
examples or cases, by throwing points or questions back
to the group, getting the group to work upon itself, etc.)

By means of this direct and involuted approach, the leader
should be able to control and csecure an edequate develop-
ment of Chart II - Motivation a«n? Related Psychological
Factors.

Similarly, once these patterns have been accomplished, the
lecader will be ablec to procecd with a discussion on the
primary subject of interest, and have the group develop
Chart III, Interest, and Chart IV, Some Interest, Situations,
Causes, and Operating Tactics. ("How is interest seccuredt’
TWhy not lmportant THow would you define 1t?" "How can
we generate it?" cte. ete. "Suppose the group is not
interested? What then?" etc.)

The leader will now be ready to direct the group to an adequate
realization of the importance of the conference group itself

to the training lcader, to an understanding of the desira-
bility of the leaders gaining skill in manipulating the

group, in playing upon and with 1t, and in using and legitl-
mately exploiting its presence and possibilities, in enhancing
the conference process. ("What things in the group can the
leader use in enhancing, directing, and controlling disoussion?®®
Appeal to professional interests, to friendly rivalries, to
silmilar or to diverse experlience backgrounds, to legitimate
controversial tendencies, to special information, c¢tc. "How
can he play upon the group, and use it to carry discussion
forward?" By throwing questions or statements back to the
group, in general, to have it "worry" them; to refer

questions back to particular individuals, to lead from one
individual to another, or through a selective circle of
individuals, etc.)

By this means, Chart V, The Group and Its Use, can be
formulated.

The leader may then have his conference survey the subject
of Attentlon, in a pattern similar to that executed for
the foregoing subject of Interest, and develop Chart VI
on this subject.

He may then have a brief and not necessarily fully charted
survey as to how attention can be converted into interest.
(Statements, questions, writing on blackboard, exposing
charts, passing out materials, making leading remarks, etc.);
and he may then sum up his conference by stressing the
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Discussidn'Pian (continued)

importance of the leader becoming himself aware and fully
conscious of these devices, and factors, and possibilities,

and assiduously practicing them, to develop and control his
8kill in group leadershlp.

Conclusion of the Conference:

The leader may then issue his chart sumrmaries and supplementary
naterials and allude to the next Conference No. 5 on Discussion

Techniques, as a continuation or tha present material, and so
conclude his meeting.
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CHART SUMMARIES

Conference No. 4

Conference Leaders Training Course
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Chart I
The Learning Process and Related Methods in the Gonference
' ‘ : pituatlion ik

What is "learning??

The associetion of ideas

‘The assimilation ol facts

The integratiorn of experience
Learning 1s accomplished by all of these
The conferenze leader and the conference group ars goncerned
with these things. :
Does the conference situation enhance these things
Transition from "vhat we know" to ®what we don't Xaow'.
Process should be: e

orderly

logical

clear
FPive canfercnce wethods:

Explanation - (teliing)

Demonstration - (showing)

Illustration -~ (picturing)

Experience - gdoing)

Discussion - (reasoniag)
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CHART II
Motivation and helated Psychological Factors :

A definition:

The stimulation of active interest in (some study or
subject) through eppeal to associated interests or by
speclal devices.

Factors vaich can be appealed to:

The group experience as a whole
Specizl experience of individuals
Particular types of individuals
Talkativensss

Normel prica

Normcl sel -coasciousness

Farrmnl egetism {seli-estcem)
Lzeive to wowinate

Strgestabiiicy

Eumor

Leascn

Cornvictions

Group feeiings, values and approvals

Must the leacer learn to know his group?

- 80 ~
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CHART 111
Interest
Attention attracted and emotions engaged - interest
Order of interest development -~ |
Attention Curfosity In%erest
(Motivation is based on these)
Value of interest -

earning without interest dull and slow, if .not
practically nil.

Interest is the "motive power!" to keep "mental machinery"
in "motion'",

- 81 -

16360



Bulletin No. U47

CHART IV
Some Interest Situations, Causes, Tactics and Devices
Situation Cause Tactic
Members of the group Subject has no Change the subject
do not respond to the appeal. Group ex-~
leaders questions perlcnee too little 1. Present informa-
with enthusiasm. for discussion. tion in a2 new
Group_ fail to . way to make more
appreciate 1its clear.
valuc. 2, Use illustrations.
Discussion peters  Subject is talked 1. Summarize the
out within the group. out. points and intro-
duce a new
subject.
Devices

Tactfully withhold information to arouse curiosity.
Recount interesting stories interestingly.
appeal to all psychological factors of motivation.

- 82 -~

16360



Bulletin No. U7

- O e e wEr A e G e e EE wme S e GmE Cmr S S G R S WS ewe s e GEE G ams W WS G amm  eem ome e e

CHART V

The Group and Its Use

The group as an entity is most important. It should be
uded constantly and constructively exploited for its own
good, by the leader.

Appeal to:

Professional interest and authority
Position and authority

Friendly rivalries

Similar experience backgrounds
Diverse experience backgrounds
Legitimate controversial tendencles
Special Information

Be conscious of the group as a group
Never forget the group

Use the group

Help 1t to help itself

Keep its interest uppermost
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16360



Bulletin No. 47 -

P e e M s e am G Gt GED G et S W G G e e G CEn  Gwn e D GpY D e A WS AEE o s =S

. CHART VI

Attentlion and Attention Getting Devlces

Attention must be converted intO'intérest.
A definition:

Direction or abplication of the mind to any object
of sense or thought. ,

Devices - to be used Judiciously for the control of the
attention of the group.

1. If etanding before the group - Sit Down
2. If sitting before the group - Stand

. Write & statement incorrectly on blackboard
Clean off blackboard (without permission)
Arrange reference papers on desk

Ralse the voice

Ask for correct time

~ O\J W

L] L] L L ]
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AGENDA

Conference No. U

Introduction to Techniques

Principles of Learning in the Conference Situation

Conference Objective:

To gain an understanding of the processes of learning
in the conference situation, and to learn the proper
methods to use in prosecusing training conferences.

Purpose of the Conference:

l. To survey the learning process and related
methods in the conference situation.

2. To study motivation and related psychological
factors.

3. To study and define interest, and devices for
@ generating it.

4, To survey the proper use and exploitation of the
group, and to stress the importance of using the group.

5. To study and define attention, and devices for
securing it.

6. To assay the role of the leader and his awareness
in these connections.
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Supplementary Materials

Conference No. 4 - Introduction to Techniques.

Principles of Learning in the Conferepce Situation

The learning process.
Possible methods in conducting sonferences.

(1-Explanation - telling; 2- Demonstratlon - showlng;
3-Illustration - picturlng; Y- Experience - doing;
5-Discussion - reasoning)

The problem of motivation.
The psychologicel elements - their value, use and adaptation.
The fundamental importance of interess.

What it involves.

The order in which it 1s secured - attention - curiosity -
interest.

Its value.

A definition.

Some devices for generating interest.

Interest situations, causes, and operating tactics
The group; its proper useé and exploitation;
Attention.

Devices for securing attention.

Its conversion into interest.

The awareness of the leader.

Chart summaries

Supplementary materials ) for issuance on Conference No. 4
Agenda
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FPHA .
Conference Leaders Training Course

Conference No. §
Discussicn Technigues
Conference Objective:

To gain an uaderstanding of tlhe best techniques to be used
in cortrolling and diresting vraining conferences.

Purpose of the Confercnce:

l. To review the duties and attitudes of the conference
leader,

2. To study the nzture and types of training groups

3. To learn how *o re~ognize and properly hancle the
various types of conferees.

4. To survey specific discussion devices.

’

Introductory Comment:

It may be well for the leader to hegin this rneeting by
emphasizing again the fact that the group is now considering
specific devices intended to be used in action by the pros-
pective leaders in their training conferences; ancd ‘he may
wish to take a little time to draw out froam Lhe group the
major subjects touched upon in the rreceding Conference

No. 4, Introdvetion to Techuniquezs, He should than review
rather specirically the duties of the leader and thre
attitudes ol the leader as surveyed previously in Conference
Ho. 2, Charts Nos. 3 and 4. He may wish to exposc the wall
cherts on these subjects previously used, anG point out in
this connection that the next Conferaice, No. 6, will be
devoted to a full and detailed consideration of *he role of
the conference lcader,

Then, after having surveyed with the group the agenda for
the present mseting, he may procced with his discussion
proper for the present meeting, -

Discussion Flan:

By asking such direct questiens as "What arc some of the
types of nersonalities, chaiacters or indivicduals the
leader is likely to meet in a mixed group of approximately
20 to 25 people?", or "In what ways are individuals most
likely to express their characteristics in s conference
situation?", the leader may proceced dircetly into a full
Ciscussion on the types of conferces, and their rccognition
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Discussion Plan (Continued)

and handlins, and so cdevelop Chart No. 1 on this subject.
This importent topic cen be gone into as therousghly as need
be an¢ should not be neglected In the interest of proceeding
too rapidly to otkrer subjects in the conference. (The

leader will find in the long run that his knowledge and
recognition of individual personalities and his deftness with
respect to landling them will form cne of his most poverful
attrilites as a socd conference leader.)

Some consideration should be given to a discussion of rossible
resistance in trsinins groups ond tiie means vhereby the
conference leader can express nis resourcefulness by initiating
contribution an¢ discussion, avneeling to cvrosity, and trans-
lating it into irterest, with a brief word as to what to do if
a conference stalls; and so develop Chert 2 on the subject.

Then the completest vossivle summary analveis and centribution
on hov to start discussion, howv to keep it going, hoir to
direct it teowaru tihz chjective end purposecs of the conference
and how satisfsciorily to termirate it, sihiould be undertaken,
to develop & complate chart cn this subject (Chart No. 3).

In this connection, the lcader may present a series of con-
ference situaticns (such as those susgested in the chart) and
ask thie grovp to tell wnat tactics they ‘rould enploy to resolve
the situation satisfactorily. This nrocess should afford the
conference leader an opportunity to permit the group to do
great deal of proc and con cdiscussicr, beti. among its own
members and as betrecn it and hinmselfl,

The lcader vill then be rcady to devclop z summary chart on
Discussion Devices, Ch:rt Mo. 4. He should then teke a

moment by wsy of rcvicrring the comprehcnsion of the group as

a whole to cate, to =zscertain tho extent to which the group
has gained an undcrstanding of confurcnes mcthods, sitvations
and deviecs in the Conference Leaders coursc,. lHe should ask
such qucstions as, "arc you baginning to rccognize thet a
training ccnfercence is a special sitvation with & dcfinite
ncthod of its ovii differing frow the other metinodés of toacling
end imparting inicormation which we chartcd carlier in the
coursc?", "Do you scc the central problem of control and dis-
cussion anc tie situations which may ve met and the devices to
be uscd?", "Do you now realize the central importence of the
leadcer's rolc ané the desirability of skill and practice on
his part?"

Conclusion of the Conference:

The leader may then point out that the next mecting will be
devoted entirely to the discussion of the confercence Iicaders
gualifications and role; anc¢ after having passed out his cha-*
summarics and suppletcntary materials, he will stand ready
dismiss his group.

- 92 -
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CHART SULLARIES
Conference No. §

Conference lLeaders Irsining Course
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The average conference group will contain as many different

"personalities as there are individuals.

The following examples

arc intended to aid the leader in recognizing the various types

and to apnly the most effective opurating tactic.

TYPES

Aggressive

Disintercsted

Timid

Slow to arrive at
conclusions

Mentally Alert

Narrow Minded

Good Listener

Worrying Type

Self-satisfied
(Does not see why
nthers should
tenefit by his
experience)

16360

HOW TO RECOGNIZE

Forces oninions on
others

Festless - appears
bored

Pay close attention
to discussion

Offers contribution
after conclusions
have been reached

Invariably has right
answer to any question

Oticks to his own point
of view, Usually
governed by emotion
rather than reason:

There to listen - liot
to talk

Insists upon injecting
his personsl problems
into discussion

Exhibits Selt Appraisal

by egotistical state-
ments

- 95 -

OPERATING TACTICS

Call on a likely
- member to check
mate.

Try to find his
interests and play
np to them,

Encourage express-
ion of opinion.

Be extra patient
and make his con-
tribution worth
while,

Call for his contri-
bution when group
thinking needs
clarifying.

Appeal to sense of
pride to accept
new view points.

Diplomatically em-
phasize the value
of everybody par-
ticipating in dis-
cussion.

Ask group to work
out his particular
problemn.

Play up to his
egotism and per-
suade him the
group is anxious
to hear of his ex.
periences,
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Chart Il

Means for Initiating Discussion

Essentials

Set up tne problem interestingly
Express it vividly
State a case when possible, to

illustrate its importance

Stimulate interest by any legitimate reans

General Weys for Xeeping Discussion Moving

1.

3e

4,

50

Cases by the leader. DEefore a leadar goes
to a neeting he should be well vrepared
with concrete oxamples partaining to all
points he has scliedvlced for cdiscussion,
When discussion lags Le can stimulate it by
presenting scme of these,

Steries by the leader - with a humorous turn.
The leader can soften a resistant group and
get them into a cooperative mood by telling a
humorous story, preicrably related to the
problcm as presented.

Cases by members of the grour. Whenever
possible members of tihie conrcrence should be
called@ upon to cite examplcs of the point
under discussion.

- Leading guestions by the leader. Thinking is

never stimulated by mecrely telling men somcthing
even about a2 matter in which tncy "think" they

are intercested., Discussion can bc best stinvlatcd
through thc use of questiens which recuire thought
before they can be aasverad.

Dircct statcments by the lcader. It is frecuently
valuable for thes leadcr to make a direct statcment,
often contrary to acccpted opinion of the group,

to provoke éiscussion,

t
O
o
1
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Chart IIl

Discussion Technioues

Feloy are a number of situations which may cccur in any con-
ference group,

STARTING DISCUSSION

Possible Group Situations How to Recognize Operating Tactics

Everybody wzits for the Conferces lack confi- Give the Group a
other member to start, dence in their small bit of the

ability to steart topic to rive di-
ball relling. rection to their
thinking.

The group think they do Replies to leader are Call for experi-
not know anything about brief and to the ence vhich will
the subject vhen they point. Answers are illustrate the
really do and hLesitzt: to mostly yes or no. point.

start in.

KEEPING DISCUSSION GCINC

s a result of somebody hav-A few partly sup- l,  Ignorc¢ it or

ing "mecde a break" discus- presscd smiles nay cover it up

sion has becn killed, be in cvidence. with a2 funny
story.

2. Misintcerrrct
the thing
which causcd
the break.

Group is suspicious and Several members whis- 1. Encourage them
hesitate to cxprcss pering to ccch other directing.
opinions for fcer of be- An undercover remark 2., Mcke a spacial
ing shoi'n up by group or may incicate the point of

leader. situation, giving them
: credit for
what they say
and
3. Develop their
statements,

Hesitetion for fear of Rcmarks droppred might lieke n statement as
rceflecting on somc other indicete the trouble. to the impersonal
group mcmber, Talk~tive mcmbers be- character of all

comc quict.
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CONTROLLING DISCUSSION

Chart I1II {continued)

Points are coming too fast

Local discussions are taking
place in which the group as

a whole do not share

Leader is unable to brecak avay
from one discussicn to set
cown contributions from

other members.

TORMINATING DISCT'SSION

Slow dovn dis-
cussion

Have a member
take down
contributions

Pay a compliment
to the interest.
ing nature of
the discussions.

Ask menmvers to
hold their con-
tributicn for a
noment

Jot deown a few
words to recall
the coument,

1, Stop discussion as soon &s the objectives have been

reached.

2. Surmarize all ¢iscussions (This will often furnish a

means of terminating discussions.,)

3. iMake sure that all peints under discussion have
received full censideration in making the summary,

ond - sharpye.

16360
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Interesting statement of the problem

Indirect cuestions

Direct questions

Appecl to individuals

Appeel to the group as a wholc

Cite Cases

Tell stories

Have group cite cases

Make statements which may be challenged

Ask leading questions

Feed to the group a small bit of the topic to give
direction

Call for experiencc from the group

Cover over any breaks and nove forward rapidly

Dcvelop statements made

Indicate recognhition and credit for centributions
whenever possible

Take over from the group directly and firmly but
courteously and move forward to new phase or
direction of discussion whenever necessary

Break upidocal discussions by request for sharing point
with the whele group

Throw questions and statements from the group back to

the group
Support statements of hesitant or backward members

Encourage individual contribution by iuterest and
recognition

Use attention-giving devices

Exhibit vitelity and alertness without dominance

Practice all vroper attitudes of the conference leader
Gain the group's confidence in every way possible
Show your respect for and confidence in the group by
deference to it without loss of control

Gain its respect by firm control and an impression

of self-confidence
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Agenda

Conference Objective:

To gain an understanding of the best techniques to be uced
in controlling and directing training conferences.

Purpose of the Conference:

1. To review the duties and attitudes of the
cenfarence leader, ’

2, 7o study the nature and types cf training grouyps.

3. To learn how to recognize and properly handle the
various tyres of conferees.

4. To survey specific discussion devices.

- 101 =~

16360



Confe

Bulletin No, 47

Supplementary Materials
Conference Leaders Iraining Course

Outline of Iopics

rence o, §

Discussion Technigues

16360

Review of duties of the leader.

Review of attitudes of the leader.

The rature and types of groups.

The types of conferees recognition and handling.
Resistances and initiative and interest.

The resourcefulness cf the conference leader.
Starting and stalling.

Discussion - starting it; keeping it going;
controlling it; terminating it.

Situvations and Tactics.

Review of discussion devices.

Statements., (Questions, Facts. Ixamples or
stories. Cnarting. Exploitation of the group.
Haraling of individuals.

Summary of discussions.

Chart Summaries )

Suprlementary meterials) for issuance on Conference
Agenda
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Conference HNo. &

The Conference Leader
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Conference No. §

he Conference Leader

e —

Conference Objective:

e et . et sty

To gain an understsnding of "the conference leader".

Purpose of the Conference:

1. To survey the responsibilities of the ccnference
leader, and define conference leadership.

2. To study the qualifications of the conference lezder.

3, To survey the things Le must do, and thcse he must
avoid doing.

4, To study the conference leader's ethical code, and
situations involving it.

5. To survey standavds for the selection of conference
leaders, and plans {or their self-criticism znd self-
dsvelopment.

Introductory Comnient:

The leader may onen this meeting by sugresting to the grour
that the foregoing informatory and yrevaratory conlferences
Nos., 1 through 3, and the preceding conferences plecing
emphasis upon the active conference situation, Nos. 4 and 3,
may how, in a sense, all be summarized together in the topic
of the nresent conference No. 6 on The Conference Leader.

He should emphasize again, or elicit from the group, & state-
ment pointing up the fact that the groun itself, and the
bearing of the leader upon it, comprise the two major elements
in the conference picture (seconded in importance only by

the desirahility of adwance preparaticon on the conference
leader's part). Hence, the responsihilities, qualifications,
activities and obligations of the conference leazder with
respect to the group, will all mirror znd syntliesize the
ccncept of the conference methoed of training,

The leader should stress tnat the "conference leader" may be
studied as a typical, or respresentastive, entity, or concept.

Discussion Plan:

The leader may begin directly by asking the -roup to make
contribntions of tlieir ideas on tl.¢ responsibilitices cf the

- 107 =
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Discussion Plan (continued) S
conference leader. As complete a charting as possible
should be made under this heading. ("To whom is conference
leader responsible?" '"What is the neature of his responsi-
bility?" etc.). 1In this vay, Chart 1 can be directly and
fully developed on this subject.

The lcader shovld then endeaver to dcvelop a statement
covering the Yconcept of ccnference leadershin" (the leader,
is, vith respect to the group, a r2latively passive, yet at
the same time & stimuwlating, directing and controlling
influence;) the group should Lcrm*ltte a definition, ané so
chart Prﬁeflv Chart io. 2 on tle Concepnt of Conference
Leadershirp,

The leader should then plunse with the group into a full
crnsideration of the qualifications nceded by a good conference

leadﬂr and he should stress the ianortance of what is called
'personality' in this connection,

The leader may, hins«1lf, sey sz fow vords or zot from the group
a few ideas as to the conference leader's role and influence
as a Parsonncl Officer, but he nced neot chart anytiiing in
particular on this prhasc, :

Then by asking "What must the lezder do to insure a succcessful
conference?", Chart 3 on Things tho Leador iust Do, may be
elicited readily. C

Tre lecader may then ask the -oppositc qucstion, "What are the
tl:ings the leader mvst be surc to avoid d01ng°" and sc dcvulop
Chcrt 4 on the Thinzs the Lcacbr Luqt not Do. oot

The lbsdcr nmey then sunnarwzg the cerdinsl attributes ndcessarily
(paralblllnr thie points priviously madc rcspoecting the conforcence
lecador's attitvde), for the grour, without necessarily chacting
ti.cse on the board,

Then, by asking such questicns as "Has the lceeder any special
ot:ligations vith resnact to the groun?', "Is hc, in a’soense,
morally rasponsible for it?", and "What do you tiink mizht
constitute the elém;nts of a confurence leadcr's othlca' code?",
the lcader may draw thiz grour in%o the development of Chart 9,
the Confereonce Lcader'“ Ethlcal Coco.:

He may then procecd directly into a survey of typical situations
involving use of the c¢thical code and so develop Chart 6 on this
subjoct, (Ho may mention onc of these QltUa110QS “himself, and
gct otliers from the sroup, if he wish:s,) S
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Discussion Plan (continued)

The leader should then turn to a consideration of the
qualifications necessary for a conference leader., He may
ask "What attributes of rersonality, character and
intelligence should a conference lcader have?" He

should neve ne @ifficulty in developing this topic readily
with the group in Chart 7 on this subject.

He may then ask the group for contributions as to their ideas
on stancdards for the selection of ccnference leader: in
organizations, and so build u. Chart 8 on this subject.

The leader should then stress the impertance of self-criticism
and self-apprazisal on the conference leader's part, with
respect to his success in handling conferences, and the
importance of concern for his self-dcvelopment in his role or
job of conference lcading.

The leader may then rresent to the group examples of self-
criticism and sclf-development lzadership charts, run over
them with the group, and stress tie importence of actually
using them (Chart 25.

Conclusion of the Conference:

The leacder may then draw his conference to a conclusion by
pointins; up what the ideal situation is, snd by emphasizing
the three basic things which must, vithout fail, bc done by
the lecader in order to work cut a pattern as closely
approximating the ideal as possible. (Chart 10, Summsry:
Essential Things: The Idcal)

Before dismissing his group, the lecader should stress the

next conference will be a practice ceonference devotced entirely
to the preparation of a conference leader's outline by each
member of the group in the conference room. The lecader should
pass out, and run over briefly, a list of suggested topics for
possible choice by the confernes, as subjects on which to pre-
pare an outline, and possibly give a practice confcrence in
subsequent meetings,

Thon,.having distributed his chart summarics and suprlemcntary
materials, the leader will stend rcady to dismiss his group.
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CEART SUMMARIE

n

Confeyerce No.

e~

Conference Leaders Traini:ng Course
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Chart I
Responsibilities of the Ccnference Ieader

Assembling material for training tepic from authoritative
sources.,

Studying an¢ arranging material ror treatment in cenference
outiine lorm.

Writing up conference cutlires on the teopics of training
programs.,

Scheduling, or assisting in the scheduling, of trzining groups.

Frosecutinu of traiaing nrograus, co>irsss and topies of
conferences in cccorlancze with the corterence method of
training,

Maintenance of records of training 7Iroups.

Keeping materials o©f ccnference topicc (2s fermulated in
conference outlines) up~to-date and accurate.

Self-development and self-zppraisel ns a conference leadar,

Preparation of reports on training activities and confer:rices,

Maintenance of skill os a coanference leader by practice or by
attendance a* conference lezder's training courses ~nd in-
service trsining snectinss.

Follow-up of training activities after completion of pnrogram
and by visitation to otier training meetings =hepmever roassible,

Maintenance of ceontinuing friendly raprort vith trainces,
in-so-far as possille.

Keeping hinself informed 2s a leader.

The conference leader is respoiusible to
a. His trzining group or corference,
b. His c¢wn sunervisor.
c. The orcunization of which he is & part.
s 33 - ‘ e s s e N . a
d., His collesgues and cc-workers in the training field,
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The Concept of Conference Leadership
With respect to the group, the leader's role is:
Passive (relatively), yef
Stimulating
Dirceting
Controlling

The leadership is a constructive erd helpful influence, not
a commnanding domiuncnce,

Definition:

Conference leadership is the stimulation of cdiscussion
on a definite subject and the direction end control of
the discussion towezrd the achievement of a specific
objective or vrurrose.

- 114 -
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Chart III

Ihings the Leader -Must Do.

(in the Conference -Situation)

Prepare each conference thoionughly.

Engender ciscussion and contribution.

Control discussion direct toward the objective,

See that all individuals participste, in-so-far as poscible,
Keep the group's interest uprermost.,

Exemplify confidence.

Be considerate of, yet firm with, incdividuals., .

sz all lepitimate deviers to foster the group's intevest.
Be alert and good humored.

Do effective charting,

Sumnmarize,

Transition, ,

Use wall charts and other supplement:ry aids, as deemed
most desirable,

Provide for adeguate substance-content in all conferernces,

Make advance and retrosrective allusions to cther 3ubjects
and materials, : :
Orient trainescs with regard to a proper ;erspective on
training,

Elicit, record and forward valusble suggesticns,

Treat all members of the group alike.

Terminate discussions arpropriately. ’

Recognize and acknovledge contributions.

Exemplify loyalty to the organization and¢ its officers.
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Things the Leader lMust Not D

Express his own opinions except very rarely and for
special purposes
Avq@id using such expressions as
"You ought to co";
"Don't you think";
"I think";
"I want you to";
"In my opinion',

Argue

Use sarcasm or ridicule,

Be toc abrupt or discourteous.

Talk toc nuch hinself,

Talk.too 1lcud.

Quibble,

Write long sentences (in charting).

Treat too much of abstractions.

Interrupt others.

Indulge in obstrusive mannerisns of gesture or movement,
Lose his temper. .

Become involved or excited,

re too heavy and serious,

Allow the meeting to run too much over time,

Pass out material without scme reference or explanatory
word concerning it,

Come 1l=ate,

Mention or talk about personalties.

Refer to himself.

Use the expression "IV,

Give out confidentisl information.

Introcduce or pernit discussion on contreversial topics.
Introcduce or permit discussion on cangerous subjects
outside the conference toric.

Give orders tc the zroup.
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Chart

<t

The_lLeaders Ethical Codz

. Sy amad—. o -

Fthics are generally accepted as heing the basic principles
of right action or the science of haren dnd .y3 moral science.
The leaders ethical coce iiry be defined as a s2t of zZeneral
princirles which the leader falls back upon in ceciding how
to deal with situation arfecting the right of others and

his own responsibilities.

RULES OF ACTION

1. Under no cirvrcumsiences violrte confidznce.
A. In owa organizaticn
B. WVith other organizations.

. 2. Be open minded about other peoples jobs and their
opinions.

3. Dissociate any avilitv that _you may have as an
expert from your job as conlference leacer.

4. Vhen credit should be given to someone else, see
that he gets it.
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Chart VI
Typical Situations Involving Use of the Ethical Code
SITUATIOIS OPERATING TACTICS
Grour members request privileged Emphasize the confidential
information. nature of the information
on a golden rule basis,
The leader is asked to give his Aveoid committing himself,
opinion as to courses given by -Refer them to authori-
outside institutions. ties on the subject.
Undersirable conditicns are uncovered The lezder h»s a responsi-
in connectior with the ccafearence bility to the management
work,., Shouléd the lendes bring it and tr the group. Ana-
to the attention of the management lvze the situation and
or side track it? take action. Action

should be governed by
his juvdgment of right
action.

In the long run, any confercnce leader'who stands squarely on
the ethical code wi1ll be better off than one who does not,
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A, The
1.
2.
3.
4,
5.
6.

B, The
1,
2.
3.
4,
5.
6.

SUMMARY :

16360

Chert VII
Conference Leaders Qualifications

leaders should have:

A knowledge of the subject to be discussed.

An understanding of teachinrg technique,

A considerable degree of intelligence,

Ability to think in concrete terms rather than in
abstractions.

Considerable breadth and depth te his thinking processes.
Leadership ability.

leader should be:

Able to makc good impressions on first contacts.

Able to take part in ar argument if necessary without
giving offcnse,

Able to excrcisc patience to a marked degrce.
Censistent in all relationships.

Able tc improve the attitudes and thinking processes
of othcrs,

A high grade individual.,

The personality of the leader is without question the
most important single factor which contributes to the
success of the confcrence. By closely observing his
own technique and the reactions that it creates in
others, he will ba able to scnse wihat steps should be
taker for improvement. The qualities that go to make
up o desirablc and effective pcersonality for the job
of conference leading can be dcveloped only by the
leader himself,
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A, Standards in Relation
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Chart VIII

General Standards for the Selection of Conference

Leaderg

In all cases of selection of cmployees for
training as Conference Lcaders, cmphasis
should bce placed upon the cxperience and
qualities of pcecrsonality outlined below.
The central importancc of the Conference
Leaders position in successful training
requires that particuler attention be paid
to these things.

0 the Organization

1.

3.

i"' !’*

Length of se

!c

- - el

It is assumed that the longer a man has served successfull;
in thc organization, the better his own adaptations to its
conditions, problums and cxigencies will be, the greater
his knowlodﬂc of its work, and the sounder his ability to
interprect tnb orzanization aind instruct others in its re-
quirements, Other things being equal, the prospectlve
Confecrence Leacer onould have bcen emplovcé in the
organization at lecast onec year.

Ixperience in the organization

A prospective Confercnce Leader should have a wide backe-
ground in fairly rcsponsiblc nositions within the organi-
zation. WHe shovld have a wealth and varicty of cxpcricnéc
in the agency.

A progressive record in the organization

A men who is to lead confcrence shovldhave first
demonstratcd his own c¢fficicncy in terms of his own
progress in work and responsibilities in thec organization.

e —— < —

A successful practicc exccutive

A Conferencc Leader in th'e organization musthave a
definite practical outlook on the problcnscomsidered in
training., lie must be ablc to deal in concrete things and
must not be too ruch concerncd with abstractions.

B. Confercnce Experience

16360

Considcrablc practice in handling confcrences with offic
staifs or ficld staifs on proccdural and operational
mattcrs will form an important part of thc equipment of
a Conferencc Leadcer,
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Chart VIII (continued)

C. Personal Qualities

1.

3.

D, Edues

Alcrtness, Vitality and Adaptability

Reasonable cnergy and drive and the ability te think
quickly and to adapt his personal reactions and ex-
pression to various conditions is desirable in the
Conference Léader.

Abilitv to get along with peonle.

A Confcrence Leader should be likable, suould be able

to win the confidence of the peonle he deals witn, and
should bc able to influence thoem construvetively.

iptural abilitv as a trainer

A prospective Confercencce Leader should have demonstrated
his capacity to train fcllowr employees hy his success in
dcveloping the people who have worked under him through
training in their spccific jobs and in their general
office siturtions.
cation

"The prospective Conference Leader shonld prefcrable be a
graduatc of a rccognized college.

E. Gencral Experiecnce

1.

16360

Teaching expcrience

Teaching expcricnce is desirable thouzh not essential.
Where indicated, at least two ycars oif it would be
preferable,

Business experience.

Successful experiencc in private business or private
industry, particularly with refcrence to qualitics of
leadership shown in the experiencc, will be a valuable
background for a Confcrence Leader,

Agency cxperience

Successful expericence in a supervisory capacity in manage-

mcnt work in othcr Fecderal agencics will be a good
aualifying criterioi for the prospecctive Confcerence
Leader. '
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‘ Chart IX

Self-Rating Chart for Conference Leaders

Date

How well was the discussion distribvrted? Did
most of the group members participate?

Did I aveid confusicn in tninking by stating
thc pvoblcm cle¢carly and cvmrc-stqtlng
crystallicing, and organizing tne p01a in
the discussion? Did I seem to know wicre I
was going?

To what extent did I hold the discussion to
the main topic by preventing side-tracking
and by getting it back after side-tracking?

How well did I let the group do its own
thinking withcut dowrinating the sitvatiorn,
talking too much, or constantly forcing my
own ideas?

How well did I accelerate the discussion by
rcturning qucstions tc the group, asking overw
hcad and direcct guestions, citing cases or
otherwisc sustaining interest in a resource-
ful mannecr?

How successfully did I deal with individuals
when faced with difficult situations - efforts
to monopolize the ‘loor, offensive argument,
or the introduction oI can rerous topiecs?

Hovr well were off-side or private conversa=
tions controlled and cvcryone's attention
centered on the points made to the group as
a vhole?

Was the blackboard work clear, ncat, and fast?

Did it clarify the thinking? Did I 1list all
the essential facts?

Did I maintain a ‘rlcndly, easy-going, ~nd
helpful manncr wanich commanded the confldenco
and respect of thL o*oup°

Did the dlSCUSSlon cover as nuch ground as
possible in the time available, in a thoroughd
going manner so that thc group rcally absorbe
it?
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Summary: Esscntial Tuoings: The Ideal

The objective is that stote of mind, attcntion and/or
knowledge which the lcader wants the group to develop
through the esichange of idcas,

STEPS TAKZY BY Tif LEADERS I SETTING UP THE OBJECTIVE

1. Dctoirmine wint ideas he wants the group to hnve at
the cnd of th. discussion.

2. Think out the prrticul-r guestions hc will ask and the
specific statements that he will mkc in reaching the
objective.

3. Determine the logical scquence of the matcrial contained
in the outlinc the le~der intends to use.

The idecel situntion is wherce the discussion is controllcd by
the leadcr in such a manncr th~t the group is not avare of
being lead ané wherc the reaching of the objective seenms to
bc the neturzl rosvlts of the discussiorn.
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AGENDA

Confercnce No. 6

The Confercnce Lesder

Confcrence Objective:

To gnin an understanding of "the confercnce leader".

Purpose of the Confercnce:

1., To survey the responsibilitics of tre conference
lcader, and definc confcrence lcadership.

2, To study thc qualific~tions of thc confirence lcadcer.

3. To survey the things hc must do, ~and thosc he nmust
avoid doing.

4, To study the confcrecnce leader's cthical code, and
situntions involving it.

5. To survey standards for thc sclection of conf:rcnce

leaders, and plans for thcir self-criticism and self-
devclopment.
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Suggested List of Topics

Cov’ B e

For the precparation of a confercnce
lecaders outline and for demonstration

confercnces

1. Rosponsibilities of thc supcrvisor (general).
2. Dcvelonment of unrderstudics.

3. Care of materials and cquipment.

4, Maintrnining disciplinc.

5. The swervisor as an instructor.

6. Regul-tions affccting FPEA employment.
7. Safety and accident prevention.

8. Compensation.

9. Employcr-employec relations.,
10, Giving orders.
11, Records 2and reports.
12, Planning.
13, Officc managcment.
14, The dissatisfied employvee,
19, Putting the right worker on the right iob.
16, Public rclations.
17. History, ains and purposes of the FPHA.
18, Officc manners.

19. The supecrvisor a~nc tiac new cmployee,
20, Job anrlysis,
21, Officce proccdures.
22. Leadcersoip.
23. Policy relnting to office functious,
24, Organizationol relationships.

25. Tunctional relationships.
26, Training.

27. Spccial responsibilitics of supcrvisors (with regard to
timekecping, leave, travel, and rclated subjccts).

28. Responsibility for propcrty.

29, Thc broader aspects of thc supcrvisor's job,

30. Rating ecmployees.
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Supplementary Materials

Confeorcnce No. 6 - The Conference Leade

Thc responsibilities of the conforence leader.,

To whom rcsponsible. MNature of respoasibilities.
The concept of confcrence lesdership.

A definition.

The confcrencc lenders qualificntions.

The importance of what is cnlled personality.

His influence a2nd rolc ns a personnel officer.
Summary of the things nc must do.

Summary of thc things he must avoid doing.
Surmnry of cardinal attributes.

The conf.rence leacdcers cthical code.

Principles of action.

Situntions involving thc applicationr of thc cthical code.
Standaras for thc selection of coafcrencce le~ders in an
orzanization.

The leaders sclf-development,

The lcnders sclf-cppraisal,

Sonic points for criticism.

Sclf-écvelopment leadersiiin carrts.

Somc points or tc leader in actiou.

The idenl situation.

Chart Summarics )
Agenda )
Supplementary matorials ) for issuance on

Suggested list of conferencc topics) Conference No, 6

Announcement of practicc meeting--Confecrence Moo 7
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FPHA

Conference Leaders Training Course

Washington, D. C,

Conference No, 7

Practice Conference on the Preparation
of the Confcrence Leaders Outline

Equipment Needed:

Large legal pad .

Two writing pencils with erasers

List of suggested conference topics

Model of the conference leaders outline on '"The Preparation
of the Conference Leaders Outline" (provided in Conference
No. 2 of the Conference Leaders Training Course.)

Exercise:

Choose a topic on the suggested list.

Write a complete conference leaders outline on it,

Follow the pattern of the model.

Include all the components of a typical conference leaders
outline,

Prepare chart summaries.

>

id:

Ask questions of the conference leader at any tine for
assistance in deteririning the content and the pat%ern
of the exercise,

-3
(e
3
o

1% hours.,
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Conference Leaders Training Course

Washington, D, C,

Conference No. 8
Practice Conference Leading

Group members are urged to participate in the demonstration
conference as constructively and helpfully as possible

in order to enhance the confidence of the demonstrator,

and to assist in an adequate discussion which will provide
opportunity to the demonstrator to use as many devices

as possible and move forward vitally with the conference
toward his objectives.

At the same timg, for their own interest in the demonstra-

tions, they should bear in mind the followirg points by

Yay of constructive criticism of the conduct of the
eaders,

Opportunity will be provided for discussion of the demon-
stration along the lines of these ten questions.

Points for Criticism:

1. Did the Leader clearly define the thoughts he
wishes to convey to the Group?

2. Were the questions well distributed:
3. Did the leader offer any opinions of his own?

4, Was the objective within the understanding of
the group?

5. Was the leader at ease?

6. Did he do anything 1o annoy the group?

7. How was the interest - high or low?

8. Yere the ideas developed or did the leader inform?

9. Did he succeed in getting the group to discuss
amongst themselves?

10. Did the leader attain his objective?
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FPHA

Conference Leaders Training Course

Washington, D, C,

Conference No. 9
Practice Conference Leading

A Note on Periodic Self-Appriisal fer the Conference Leader

7’

It will be recalled that in connection with Conference o. &,

the concluding conference of the regular series in the Conference
Leaders Training Course, on the subject of a Conference Leader,

a self-ratln& chart for conference leaders was provided (Cn“rt
Fo. 9, Chart Surmaries, Conference Fo. £).

Demonstrators at prac*;ce conferences should endeavor to rate
themselves with respect to the success of their conference and
their skill as leaders subsequent to their demonstration
conference in accordance with the points of this chart,

Conferees observing a demonstratlon conference may use the same
chart to gage the success of their colleagues in tae deronstration;
and theyv should use the chart for rating thcnselves whenever

they have occasion to give their first few confe;ences, and

from time to time thereafter over the ccurse of their conference

training work,

A periodic self-appraisal over the course of confinuing conference
work will be found advisable, along the lines of this chart or

of others similar to it. Such self-cramination will prevent

the leader from becoming over-confident anéd too routinized in

his conference practice and will save him from continuing in
errors or developing habits which he may not be fully aware of,

and which mev be disclosed for correction by such a pnrlodlc

check.
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CONFERENCE NO. 10

Practice on Problem Situations

By pre-arrangement with the group, tiie leader may take one

hour of the time of the last meeting for the setting up of

four tvpical "confercnce situaticns', to demonstrate for the
group their handling e£nc¢ resolution in terms of appropriate
devices, With tle cooperation of individual group members and
the group as a whole, he may set up situations such as the

four suggested below or any others he may choose to demonstrate:

(Note: 1In connection with each of the
followin~ situations, the group members
shouvld concider thesc gquestions:

VVhat cdoes the leacder do?

Does he try more than one device?

V'hat are the devices?

“'hicli one is best?

¥ith what success does the leacder
resolve the situation?)

1. A group rniember will play the role of a very talkative
individuzl who insists upon monopolizing the dis-
cussions and contributions.

2. Another group member will play the role of an indivi-
dval who apparentlv has a personal gricvance or problem
bacl: in his ovm office and insists upon referrirg all
points made in the conference back to his own problem,,
or telking about them from an obviously personal bias
or pre-occupation.

3. Another group member will play the role of a shy and
rctirineg individuasl, yot one who is apparently interestea.

4, The group 2as a wnole will act in unison os though the dis-
cussion h=d tapered off or run itself out and as though
they were gettinr disinterestcd, rcstless and desultory.

The leader mav take all these situations on himself and
resolvc them one after the other, =21lowing »bout fifteen
minutes for cach onej; or he may take onc or another of
them and ask for onc or more wolunteers irom the <roup to
handle, by way of dcmonstration, those he docs not him-
self undertake during the hour,

The remaining half hour of thc normal time allowed for
the tenth meeting mov be occupied with the written
quiz, which is also indicated for Conference No. 10.

-
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SUGGLSTIONS TO FACILITATE THEL SUCCLSSFUL DEMONSTRATICN
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F COIFEREI'CE PLOZLal: SITUATIONS AS
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Problem Situation No, 1 -- The Liscussion Monopolizer.
ubjec of t hypothc+1c~l conference -- Planning

Status of the conference on Planning -- cnnrt*ng is g01ng
forward on the follow1ng sub-topic: "What are some oi the
tnings which. enter into planning?" (Such trings as What?

How? Who? Yhire? ‘When?)

The next chnrting ~- subject to move forward to -- "Vhat are
sorie of the results ol poor planning?”

Suggested devices for ,werving the- situation away irom the

discussion monopolizer? \

a. The leader mav ask a direct question of some other group
menber,

b, Thc leader mav direct a leading gquestion to thc group as
a whole,

¢c. The leacder ray take timc to tell a story himself or to
cite a complpve case,

d. The lecader may have the group riove on tn the next chart
subject on other phascs of the confersnce,

e, The leader nay himsclf ignore the mononolizer andé pass
directly to the next topic taking the lead himself and
then swing the grouvp into it away from the nounopolizer.

Problem Situation No. 2_-- The Personnl Griovance Casc.
(One whio harps cin or refers all discussion Lo an obviously
personal problen),

Subject for this hypotheticul conterence -- Office Management.
Status of the conferonce -- discussion on "Miat are souc of

the things whizh ckharncterize good mrriagement?" (Variztion

of the work for all eaployces. All have cgual oppcrtunity

for changes in tihe worlk, ULwen load in work. Person2l interest
on t?e part of the supcrvisnr in the progress of individual
work).

Other topic of the confereace tn move on to - "In vhat ways
can the svpervisor show a personnl interest in ths employees
working with him?" :

Suggested devices for swerving the confereace away from the
grievance case:

a, Ask the indivicual straight out tn tell his gzgrievance
story and discuss it wa*i: the gronp and exnaust it as

: rapidly as possible once and for all and then leave it.

b. Turn the case as nc puts it, ovev fo the others in the
group and le* them ¢iscuss anﬁ exhaust it as rapidly
as possible,
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c¢. Take the initiative in moving on rapidly and carrying
the group with you into the next topic; leaving the
grievance individual alone for the remainder of that
varticul-r mecting.

Problem Situation No, 3 -~ The Shv and Inhibited Group lember.
Subject for the hypothetical confcrence -- Employer-Employee
Relations.

Status of the conference -- Charting and discussion on adjust-
ment of individual problems of ermployecs in relation to
employcr-enplovee relations. '"'hat is the nature of the
interest whiech the supervisor should take in the personal
problems of the employees?'' "¥hat sliovld he be prepnred to

do about them?" "“How far shovld ke go in connection with
them?" 'liow can he rcasc tensions and offset their effects

on the employec's work?" (Such things as occasion»l heart

to heart talks; by rcferring individuals to authoritative
sources, other agencics and othcr avenues of assistance; by
showings in his attitude that he realizes the significance of
the things whicih bothcr the cnployees -- being interested

and syrmpathetic. On the other hand, avoid bceoning involved
himself, BHe svre to point vp the necessity for full work
performance and cooperntion with the office; sain this by show-
ing somec constructive intercst an human brotherhood in connecte
ion with thc problem, whatever it mey bc, Le firm, yet kindly.
Lo not lean tco far %oward catering to any wealncsses employees
may show with respect to thcir own problems.)

Su~sested devices for lendin~s out tihe shy employee in connection
with this subject:

3. Aslt him direct questions slowl and gently, with a
svmpathetic and intcerested bearinm -- in order to-draw
hin out.

b, Have his irmmcdiate neighbeor-on eithcr sicde ask him
questions on suvbjects connected witi. the topic., (Did
the supervisor show intcrest in you after you were on
the job awhile?" "Vere you lc{t alonc too long without
any guvidance or contact witii yvour sup rvisor?" "Did he
ever ask you to cone in for a personal interview about
your worl. or things in general?")

¢, Move on with thc grovp, then ask a fcw direct questions
again--pley on the shy person for a little while,

d. oStop the situation then as fzar as he is concerned, and
move avav fro him in the group, letting him alone for
the remainder of tast period.

e, Nepent t'ids process ot subsecuent meetings on other
topics until he shows sirfns o o»nening up and standing
on i:is own fecet.
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%ubg ct of hypothetical conference -~ Avaidi 2 _lime,

v good planning of wark, by sufficient direct supervision,
by avoidance cf overstaffing, by equalization of load among
employees, by proper timing of prodnction schedules by
seeing to it thet materiuls and supplies are on hand as
needed.)

Status of the cocnference -- general charting and discussion
on abov2z points -- hut the interest of tiic group has lagged.

roblem Situstion No, 4 ~- Group Interest is Low,
ie

Suggested devices:

a. Tell a funny story to get the group in a g00d mood (like
the one about the warning sign for hunters vp in the
Catskills in Ne~ York State discovered by the Hational
Administrator o WPA on a field visit which the local
warden proudly pointcd out -- to the effect that, warning,
be careful, don't shoct until it moves, it may be a WPA
worker -- or any ‘other similar tvpe of story pointing out
idle time).

b. If the funry story doesn't work, tell a striking or
cramatic or exciting story, such as a railroad crossing
accident due to idleness on the part of a crossing
watchman.

¢c. The leader may wove about a bit and ~o into the groun and
approacn uvrne of the mcmbers directly and come close up to
him and stané directly ovar or along side of him and
ask a direct question or twe of the individual in that
relationship. ‘‘he group member will, as a matter of
courtesy, be obiiged to recpone to the guestion., The
leader may tren Go the same thing to two or three
scattered mcmbers of the ¢ioup until thiungs arc moving

- ‘again ghd the.group has become active., *(This‘must be
handled carefully and naturally and rcalistically, without
letting the group members see that it is a {eliberate
device,)

d. Change the subject altogetier, if nced be.

e, Move on rapidly with the zroup to a new subject by asking
a series of rapid fire direct questions, and getting up
and moving about and raising the vcice slightly, to throw
more vitality and interest into the situation.

16360 140



Bulletin Mo, 47

(@S]
..

""" Confarence Mo, 10
¥ritte - The Conforence Lenders Training Course

Mame 21l the clencnts in the conforence situation,
Uncerline the throe most imnortant ones,

Yrite a coaprehensive definition of the term "confercnce",
Trom the point of view of conference traiaing.

List in order he ports of a confcerence leaders outline
“nC rhRe any Ve dcviﬂcs w-ich the conference leacer may
emplov. In w ch psrt of the outline wonld these devices
b2 indiceted?

Nome five tynes of chorts and prepare brief charts
exemr-licying any two of the five,

'ame three things *the conference leacder must do, taree he
should avoid ¢oing, and Tour of his major responsibilities.

Check thc correct answers to the following points:

Ths leader may run of £ the bleckboard whenever he
wishes, Ye&s o

— o o q— [ R O N

.The lead:cr ma— tell an untruth or mnlc a statement he.

kirows +to he Talse or mistaken, Ye o

.-— - . - - —— - o

The lercer mav say "Lon't you think...?" Yes No

- c—— —— o -

The leader shonld always change the vording of a eontribu-
tion vien he cheorts it on t-2 board. Yes__. . _Vo_ _ . __

Thz leadcr shonld begin his conference by asking a direct

“gu:istion of some indavidual b neme. Yes___ 1o

P —t o ——

In the folloving problcm situatiorscheck the devices best
to follour:

Bituation Deyices
One groun member meaopolizus The leader should tell
conuribviion, a c'to*ﬂy
“he 1w r should cite
’J. C '3. . )

“he leader sirould asXkX a
lcnding guestion of the
group.

"he leadcer should ask a
¢irect guestion of an
indivicual,
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b. Discuszsions have lagged and If sitting down, thc lead
the group scems uninterested. should get up.

The leader should ask a
“ivpot aquestion of
ipdividanl

Tho leadoer saould tell a
cnae,

The fcader should ask a
groap naaber to tell a
case,

Tho Zecder should swararize
points slreadv made,

Intra-provp Ciscnssion very The icacéar should suvrmarize,
lively =nd nrgvncutative and The leaGer enould turn his
points arz coriag too Sast. back te the croup and wvork’

or thi¢. honrd ¢» become
obsorwd in tis notes,

The iooader st onld intoerrupt
“nlra-j““lo drscussions or
‘ions boing nnde,
21oahould have a
mhzr address o

Y te a cnse to the
croup as a whole,

Pfame five qu11itics of the corfcrence leader arnd five
attributcs necde d for proparing gool conference lenders
a*]:n 8.

Vit rov widorstane by Ye dosirable parspective on training"?
Wy iasorteatt  tow holwiuvl bo the Froun? hou achicved?

ode, Name threce

Dcaori‘v trhe copforansa ¢ 1c¢
- ~a¢ telil whnt conference

gitiatiotg wnieh wny Laolre
loacers shoald o i eren sitnn tl)u.
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