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Implement

Why Is Training Implementation Important?

The best designed training is nothing without effective training delivery.  High-quality training implementation is directly related to planning.  Training is more likely to succeed if the Instructors are well prepared and all logistics have been taken care of.  Disorganization and chaos will detract from the Instructor’s presentation and interfere with learning.  Also, when disaster personnel enter the training environment, they should be able to get a break from the stress and chaos surrounding them.

Experienced Instructors know that unexpected problems often occur during a training session (especially pilot-test sessions).  Training at a disaster site provides even more planning challenges.  Some telltale signs of poor training implementation are:

· Participants arrive late due to confusion about the location and time of the training.

· Training is interrupted to locate materials and supplies.

· There are more participants than materials and seats.

· The room is dirty and disorganized.

· Instructors appear to be winging it.

· There is conflict among co-instructors.

What Steps Are Used To Implement Training?

You can use the following steps to implement training:

Step 1:
Take Care of Logistics
1.1
Notify participants/presenters and post signs.

1.2
Get, check, and arrange all needed materials.

1.3
Set up the training room.

1.4
Check all equipment.

Step 2:
Prepare Yourself and Other Team Members
2.1
Review the training materials.

2.2
Work with co-instructors to clarify responsibilities.

2.3
Get ready to present (practice, relax, etc.).

Step 3:
Conduct the Training
3.1
Present the session.

3.2
Meet with the training team to debrief.

3.3
Summarize notes and training results.

3.4
Send out thank-you notes to presenters, if appropriate.
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Following are suggestions to help you design training in the most efficient manner possible:

Create Checklists

Taking time to create a comprehensive logistics checklist for a training course will save you many hours and mistakes on future deliveries of the same course.  In addition, a comprehensive logistics checklist will make it easier for others to help you.

Reorganize Training Materials After Each Session

At the end of the training session, you should reorganize the training materials that will be used again in future training sessions.  Dumping these training materials into a box or stacking them on a shelf will cost you time later.  An even worse result would be if the materials were thrown away or misplaced.  So even though you are tired, it is important to sort the materials back into sets, rewind the videotapes, sequence the visuals, and so on.

Thank the People Who Helped Make It Work

Make sure that you thank the people who helped with the logistics.  The Disaster Field Office has many people needing resources to provide disaster assistance.  Be under-standing if your needs are not the first priority.  When your needs are met, make sure that you thank the individuals who helped you.

Have a Back-Up Strategy

You may be working in less than ideal conditions.  It is critical that you develop back-up strategies in advance for when you are unable to conduct your training as planned.  You should have alternative strategies for all training requiring equipment and power. For example, you should know ahead of time that an exercise or hand-drawn charts can be used in place of a videotape.  This means that you need to be familiar with all of the training materials and have watched the video presentations before hand.

The following checklists are designed to help you complete the implementation phase.
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Arranging Logistics

Instructions:  Use this checklist to help you arrange logistics.

	Notification and Transportation
	

	· Have all participants and presenters been notified of the training time and location?
	· Yes
	· No

	· Has any needed transportation been arranged?
	· Yes
	· No


	Condition of Room
	

	· Is the training room clean?
	· Yes
	· No

	· Does the room accommodate individuals with disabilities?
	· Yes
	· No

	· Is seating capacity adequate?
	· Yes
	· No

	· Is seating arrangement (round tables, conference tables) satisfactory?
	· Yes
	· No

	· Is the placement of tables and chairs in the training room adequate?
	· Yes
	· No

	· Are there pads and pencils on the tables for the participants?
	· Yes
	· No

	· Is the room identified with a sign showing the title of the course?
	· Yes
	· No


	Safety
	

	· Are there adequate exits from the training room?
	· Yes
	· No

	· Are exits clearly marked?
	· Yes
	· No

	· Do any hazards exist (e.g., loose wires/cables, narrow aisles, loose carpet, sharp edges on tables, AV equipment in aisles)?
	· Yes
	· No


	Displays
	

	· Is the size of the displays suitable for the room and number of participants?
	· Yes
	· No

	· Are the displays visible from all points in the room?
	· Yes
	· No

	· Are there enough chalk and markers?
	· Yes
	· No

	· Is there sufficient tape or tacks?
	· Yes
	· No


	Electricity
	

	· Is there an adequate power supply?  (You may need to adapt your presentation to do without power.)
	· Yes
	· No

	· Are wiring and cords conveniently and safely located?
	· Yes
	· No

	· Are extension cords available (if needed)?
	· Yes
	· No


Arranging Logistics

	Equipment
	

	· Is all equipment in place and functioning properly (e.g., projector, VCR, television, projector stand, screen, slides)?
	· Yes
	· No

	· Are the screens visible from all points in the room?
	· Yes
	· No

	· Are the screens angled so there is no distortion?
	· Yes
	· No

	· Is the size of the screens suitable for the room and the number of participants?
	· Yes
	· No


	Instructor Materials
	

	Do instructors have:
	
	

	· Agendas?
	· Yes
	· No

	· Presenters’ names and biographies?
	· Yes
	· No

	· Any special announcements?
	· Yes
	· No

	· Instructor Guides?
	· Yes
	· No

	· Student Manuals?
	· Yes
	· No

	· Other participant materials (e.g., handouts, job aids, exercises, newsprint, markers)?
	· Yes
	· No

	· Visuals?
	· Yes
	· No


	Registration Materials
	

	· Are there enough participant name cards and registration forms?
	· Yes
	· No

	· Are badges/tickets needed?
	· Yes
	· No

	· Is there a registration table and attendant?
	· Yes
	· No

	· Is the registration table conveniently located where it wont create a bottleneck?
	· Yes
	· No


	Post-Training Details
	

	· Have all signs been taken down?
	· Yes
	· No

	· Has all equipment been turned off?
	· Yes
	· No

	· Have all materials been recovered?
	· Yes
	· No

	· Have training evaluations been summarized?
	· Yes
	· No

	· Have needed course changes been identified?
	· Yes
	· No

	· Have thank-you notes been sent to presenters?
	· Yes
	· No


Preparing Materials, Supplies, and Equipment

Instructions:  Use this worksheet to help you prepare your materials, supplies, and equipment.
	Item
	Quantity
	Notes

	Student Manuals


	
	

	Handouts and evaluation forms


	
	

	Name tents


	
	

	Note paper


	
	

	Pens/pencils


	
	

	Markers


	
	

	Masking tape


	
	

	Chart paper pads


	
	

	Easels


	
	

	Overhead projector and spare bulb


	
	

	Transparencies


	
	


Preparing Materials, Supplies, and Equipment

	Item
	Quantity
	Notes

	PowerPoint projector


	
	

	Slides


	
	

	Screen


	
	

	Video equipment


	
	

	Videotapes


	
	

	Audio equipment


	
	

	Audiotapes


	
	

	Extension cord(s)


	
	

	Other equipment:  (list)


	
	

	Special supplies for conducting exercises:  (list)


	
	

	Other items:  (list)


	
	


Preparing Yourself
Instructions:  Use these suggestions to help you prepare for conducting training.
	· Meet with other team members to determine who will present which topics and exercises.  During the first few times you present a course, choose the topics that complement your areas of expertise.  After you are comfortable with these portions, try presenting the other topics.  This will provide variety and a fall-back plan in case of emergency.

· Rehearse until you feel comfortable with your presentation plan.  If something doesnt make sense to you, work it through before training.

· Visualize presenting the training.  For example, visualize the flow of the course, what you will say, and how you will say it.  Make sure that you can recall how the major sections of the course flow.

· Walk through the mechanics of any complex exercises.  Make sure you can state the exercise instructions clearly.

· Anticipate potential problems and prepare to resolve them if they should occur.

· Try putting yourself in your participants’ shoes and consider how they may feel at the beginning of the training.

· Accept nervousness as an energizer that helps keep you on your toes and performing at your best.

· Practice the words you will be saying during the first part of the presentation.

· Check your presentation materials, and practice using visual aids in advance of the presentation.




Structuring Lessons
Instructions:  Use this table as a reminder of the major elements to include in every lesson.

	Lesson Element
	Tips . . .

	Transitioning
	When you begin a new topic, be sure to include the following pieces of information in your introduction:

· The purpose/objectives of the topic.

· Transition from previous topic(s) to the new topic.

One way to make the transition is to ask the participants to summarize what happened prior to the new topic.  You may also review any chart paper or notes that were created during the previous topics.  Making a smooth transition helps you and the group focus on the overall goals and helps maintain a common theme throughout the workshop.

	Overviewing
	Setting up a topic means providing an overview of what will happen during the topic.  In addition, depending on the topic, your overview may include:

· Outlining the key points you are about to cover.

· Describing the video segment participants are about to watch or hear.

· Introducing an exercise (e.g., “During this exercise you will . . .”). 

· When providing instructions, make sure that everyone understands the assignment and the time allowed for completing it.

	Presenting/
Conducting
	Present your topic or conduct the learning activity.  Remember to use your observing skills.  If the participants are working in small groups, you should walk around the room and listen to discussions.  By doing this, you can pick up comments to incorporate in the discussion of the exercise.  You also want to be available to answer questions and provide input and feedback when necessary.

	Debriefing Exercises
	The debrief is the discussion that occurs after completing the exercise or viewing a video segment.  See the job aid on asking open-ended questions.

	Summarizing
	A summary is a recap of what was discussed during the topic.  Your summary should include a review of the purpose or goals for the topic as well as the main points raised during the discussion.  Use any chart papers that were created to help you summarize a topic.  You can also ask the participants to summarize a topic area.


Presenting Lessons
Instructions:  Use this table as a reminder of important presentation do’s and don’ts.

	Do’s . . . 
	Don’ts . . .

	Eye Contact
	Eye Contact

	· Look at people’s eyes.

· Continually scan the group with your eyes.

· Look at the whole group.


	· Avoid eye contact.

· Scan the group too rapidly or infrequently.

· Only look at one or two people or at only one side of the room.

	Body Movement
	Body Movement

	· Position your body so you face the majority of the people.

· Vary your position in the room.

· Stand with good posture.

· Walk toward people when they speak.
	· Talk to your notes, easel, or board.

· Turn your back to part of the group.

· Stand in fixed positions.

· Slouch.

· Distance yourself from people.

	Facial Expressions
	Facial Expressions

	· Smile and be animated.

· Convey emotion affirmatively.
	· Look disinterested.

	Voice/Speech
	Voice/Speech

	· Speak clearly.

· Use variety in pace/volume.
	· Mumble.

· Use “crutch” words such as “like” or “um.”

	Gestures
	Gestures

	· Use natural and spontaneous gestures.
	· Engage in distracting behavior such as looking at your watch, or jingling change.


Observing Participants

Instructions:  Observing the group is important because it gives you verbal and nonverbal information about how the participants are responding to the training.  Your observation skills can help you determine when a group understands information and is interested in the topic or when they are bored or confused.  The following table outlines some alternative actions.

	If you observe . . .
	And . . .
	Then . . .

	· Boredom

· Fatigue

· Distraction 
	Several participants display the behavior
	· Take a break.

· Speed up the pace.

· Begin an engaging activity.

· Review the goal/purpose of the topic.



	
	One participant displays the behavior
	· Talk with the person privately to find out what the problem is.



	· Confusion

· Disagreement

· Discomfort
	Several participants display the behavior
	· Find out what is confusing them.

· Give them a new explanation.

	
	One participant displays the behavior
	· Ask this person about the source of confusion and clarify.

· Talk with the person privately.




Asking Effective Questions

Instructions:   The ability to ask effective questions is also critical.  Asking questions can help you evaluate what the group is thinking and how they are receiving information.  Use the following information to help you formulate questions prior to a training session.

Selecting the Type of Question

Instructors use two types of questions:  closed questions and open-ended questions.  Both types are useful for different reasons.  Closed questions can help you confirm understanding of facts or end a discussion.  Closed questions stop conversation on a topic because they require a simple answer.  Open-ended questions stimulate thinking and group discussion.  The following table provides a description and an example of both types of questions.

	Type of Question
	Description
	Example

	Closed Question
	· Requires a simple “yes” or “no” answer or statement of fact.

· Stops discussion.

· Used to confirm facts.

· Usually begins with “is,” “can,” “how many,” or “does.”


	· “How many of you are new to working at a DFO?”

· “Does anyone want to hear the audio segment once again?”

· “Is it time for a break?”

	Open-Ended Question
	· Requires more than a “yes” or “no” answer.

· Stimulates thinking.

· Stimulates discussion.

· Usually begins with “what,” “how,” “when,” or “why.”


	·  “Why did disaster victims react this way?”

· “How would you respond to such a statement?”


Responding to Comments

When you ask open-ended questions, you will receive lots of answers and comments—especially if the topic is controversial or interesting.  You need to encourage the participants by acknowledging their answers or comments.  Never ignore a response or comment, and never judge a person’s response or declare that an answer is wrong.  (If an answer is wrong or off-base, carefully steer the discussion toward the correct response, while still showing respect for the original comment.)

Answering Questions From the Group

Participants will want to ask you questions during discussions.  When you are asked questions as an instructor, you should ask the group to answer the question if you are fairly sure someone will come up with the answer.  Redirecting the question helps maintain the involvement of the group.

Dealing With Difficult Participants
Instructions:  At some point, you may encounter a participant whose behavior will interfere with the training.  The following table describes some types of difficult people you may encounter and some solutions for dealing with them.

	Dealing With . . .
	Possible Reasons for Behavior
	How To Deal With Behavior

	Silent Participants
	· May be connected and thinking but internalizing thoughts before speaking

· May be shy and unsure

· May be distracted by outside problems

· May not understand what is going on

· May feel superior—may “know it all” already

· May be bored

· May be resistant
	· If you see a sign that they know an answer or agree with a comment, ask them to respond.

· Be supportive.

· Talk to them on a break about anything unrelated to the workshop—get to know them.

· Don’t embarrass them or put them on the spot.

· Observe nonverbal behaviors for interest, boredom, etc.

· Do small group activities or discussions.

· Include activities that initially allow participants to work individually.

	Overbearing Participants
	· May be well informed and anxious to share information

· May be naturally talkative

· May feel defensive
	· Don’t embarrass anyone or be sarcastic—you may need their skills later.

· Redirect attention to the rest of the group by saying, “I appreciate your enthusiasm and your comments.  Let’s see what others think.”

· Be receptive while also letting them know you’re in charge.

	Cynical Participants
	· May have “seen it all” and feel nothing will change the system

· May not believe the cynicism is a problem
	· Engage them in discussions.

· Ask them for their suggestions.

· Do not reinforce cynical behavior.

· Ask them what they can control.

	Conflicts Between Participants
	· May have a past history of conflict you are unaware of

· May have different ideas, values, beliefs, or perceptions

· May have personality differences
	· Emphasize points of agreement.

· Minimize points of disagreement.

· Refocus on the objective.

· Ask a direct, closed question about the topic.

· Ask that personalities or perceptions be omitted.

· Ask each person to state the other’s concern or point of view.
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