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i INTRODUCTION
PURPOSE AND USE OF THIS MATERIAL

This instructional material 1s intended for the use of those
persons who conduct conference leader training programs. It is
especlally designed for Vocational Trade and Industrial Education
people who are preparing to conduct training conferences for
industry or the training of industrial personnel to do the seme.
% It 1s intended for use by the area vocational schools in the

promotion and development of supervisory personnel development.
| This 1s the term we use to include the entire field of what is
? commonly called supervisory training which in former days was
known as foreman training.

This material is to be presented by lecture to students or
participants. Since it 1s assumed that the people who are tak-
ing thilis course have not been trained as conference leaders, we
will have to impart information to them about the various ways
\ and means of conducting training conferences. Therefore, the
b lecture method should be employed to impart this informatlonal
phase wlth dlscussion and whatever seems necessary to get the
student to understand this material. This macerial represents
the informational phass only and does not repiresent the practice
sessions, ete., that are recommended in the material itself.

F & =
o

Conference leading can be learned only by doing, there re,
1t 1s necessary to set up practice sessions to »egin after
giving this naterial. Read Chapter 7 for suggestions.

The time required to cover this material will vary depending
ori the number of students and the experience of the instructor.
Usually from 30 to 40 hours is considered adequate for from 12 to
15 students allowlng participants to conduct at least three short
practice sessions. Approximately 6 hours will be required for the
informational phase.

It is suggested that the sponsoring school furnish each
participant one "accopress binder, number EF2507-EMB for 8 1/2" x 11"
sheets" (or equal), for the sultable binding of these notes.

Mat..rial should be given in advance of all sessions after the first
one and studied prior to the scheduled session to expedite the
informational phase of this program.

This material 1is furnished in sets of 20 copies by the
Vocational Curriculum Development and Research Center, P. O.
Box 657, Natchitoches, Louislana. It is recommended that an ade-
quate supply of thilis material be kept on hand at all times so that
each student is assured a complete book at the end of the course,
The twenty coples are consldered ample supply.

ERIC

Full Tt Provided by ERIC.



CHAPTER I
THE CONFERE!CE

The word conr'ercnce is a rather loovely used term in our
precent day., It is used when referring to one or more types ot
rmeetings. In industry the term ic .icd to apply to almest any
Kind of meeting particularly staff mooetings in which the group
Qiscusses current problems. Many times these meetings are ror
the purpose of passing down information through the line organi-
zation ultimately reaching employees through the variou.: super -
visory levels. We very often see and hear about another type of
conference which can be called the conciliatory conterence, one
in which there are two factions usually diff'ering in opinion about
particular subjects on which they are trying to reach agreement,
Contract negotiations between labor Organizations and management
groups represent this particular type of coniererce.

When we use the term conference in this course we arc referring
to & very der'inite and specific kind ot cont'erence, This 1z some-
times known as the training conference, the shaped conference, or
determinate conference. we are referring to tne conference method
of instruction. This material is intended for the purpose of teach-
ing people to conduct this particulzr and special kind of cornference
which we call a training conference, An exact defini®tion of what
"¢ mean by conference is this: A CONFERENCE I3 A MEETING OF A GROUP
OF PEOPLE OF SIMILAR BACKGROUNDS WHO GET TOGETHER TO EXCHANGE
THOUGHTS, IDEAS, AND EXPERIENCES FOR THE PURPOSE OF SOLVING PROBLEMS,
IN REACHING WORKABLE CONCLUSIONS, FOR MATTERS PRESENTED.

To better understand what a training coni'ercnce iy we might
consider what the training conference is not. It ie not: u
lecture, the pouring out of information by one person to BrOun ;
It is not a reading or papaers;
It ic not a convention, it
i doer not have any of the %
t characteristics of a conven- ;
tion; It is not a bull seg- A
sion; and, it is not a quiz
sesslon., This type of cone-
t'erence deals with specific
objectives as they fit under
a selected well-phrased title
and makes use of the expe-
riences, ideas and thoughts
vl the participante in trying
! te solve the problem or reach &'

& workable conclusion with re- |
gurd to the problem. It
might be well to look at a Fioure 1

g "
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) O SWITABLE GROUP
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typical sequence of events using the conference method in a
supervisory training program. This might consist of from six
to twelve sessions, each two hours in length, meeting once a
week in the plant covering preselected titles. One title for
each of the conferences.

Sequence 0Of Events:

The conference leader will have prepared in advance an outline
for the conducting of the sessions under the selected title. He
will arrive at the scene early on the day of the scheduled confer-
ence. He will make the necessary physical preparations and then
will proceed to conduct the two hour sessions for that day cover-
ing the subject which had been selected, starting and stopping on
the scheduled time. At the conclusion or sometime shortly there-
after, he will make a report of that session, which may be passed
out to the participants at the next sessilon or may be reserved and
combined into a complete set of notes covering the entire series
of sessions.

Much training, of course, is done by industrial plants for
their own supervisors and much of supervisory training concerns
subjects which are not suitable for this particular me thod of
instruction. There are areas of information, by virtue of con-
tent, which must be gilven by the company to its employees. It is
doubtful if vocational schools or anyone else for that matter
could ever serve the total need for the development of supervisors
in any particular industry because of the wide range of training
that is needed for the modern industrial supervisor. However,
there are certain areas of information which can be offered by
area vocational schools in the conducting of supervisory training
programs for industry. There are many elements of supervision
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CHAPTER I
THE CONFERENCE

The word conference is a rather loosely used term in our
present day. It is used when referring to one or more types of
meetings. In industry the term is used to apply to almost any
kind of meeting particularly staff meetings in which the group
discusses current problems. Many times these meetings are for
the purpose of passing down information through the line organi-
zation ultimately reaching employees through the various super-
visory levels. We very often see and hear about another type of
conference which can be called the conciliatory conference, one
in which there are two factions usually differing in opinion about
particular subjects on which they are trying to reach agreement,
Contract negotiations between labor organizations and management
groups represent this particular type of conference.

When we use the term conference in this course we are referring
to a very definite and specific kind of conference, This 1s some-
times known as the training conference, the shaped conference, or
determinate conference. We are referring to the conference method
of instruction. This material is intended for the purpose of teach-
ing people to conduct this particular and special kind of conference
which we call a training conference. An exact definition of what
we mean by conference is this: A CONFERENCE IS A MEETING OF A GROUP
OF PEOPLE OF SIMILAR BACKGROUNDS WHO GET TOGETHER TO EXCHANGE
THOUGHTS, IDEAS, AND EXPERIENCES FOR THE PURPOSE OF SOLVING PROBLEMS,
IN REACHING WORKABLE CONCLUSIONS, FOR MATTERS PRESENTED.

To better understand what a training conference is we might
censider what the training conference is not. It is not: a
lecture, the pouring out of information by one person to a group;
It is not a reading of papers;

It is not a convention, it N
does not have any of the "R ‘é'
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which are common to supervisors anywhere. Suggested subject areas
appear later. In order to identify supervisory training with
vocational education and to better understand the conference
training method, I quote by permission from File No. 391, a paper
which has been written by the Department of Trade and Industrial
Education of the University of Alabama in 1959, written by Mr,

J. G. Brimm, Coordinator, Trade and Industrial Education, Mobile,
Alabama.

INTRODUCTION*

by

J. G. Brimm, Coordinator
Trade and Industrial Education
Mobile, Alabama

With the passage of the Smith-Hughes Act of 1917, the Federal
Board of Vocational Education was saddled with the responsibility
of making studies and investigations for the purpose of aiding the
States in the establishment of vocational schools and classes and
in giving instructicn in trades and industries.

Early in the development of Trade and Industrial Education 1t
became apparent that if the training was to be effective it would
have to be closely articulated with practical conditions existing
in industry. It was also recognized that foremen and other minor
executives in the industrial organization held key positions in
so far that if they had an unfavorable attitude toward the program
it would be difficult to operate plans for job training, apprentice-
ship and trade extension classes for those employed in industry.
While on the other hand, with the help of foremen, every phase of
trade and industrial training became relatively easy to maintain.

Realization of these existing conditions together with the
fact that no analytical study of the foreman's job had been made,
resulted in an arrangement (1919) to have a study made. The re-
sults of the effort were published in Bulletin No. 36 entitled
Foreman Training Courses.

With the development of foreman ftraining courses came new
ideas as to the methods by which such training courses were to be
carried on. These methods were not clearly defined, nor was there
evidence of the soundness of the procedure. It was apparent that
it was copied from methods used by Dr. Charles R. "Skipper"

Allen in his work with the U. S. Emergency Fleet Corporation in
1917. The method he himself had developed in his work with foremen
in the industrial plants and mills in the industrial training
program conducted by the State of Massachusetts.

*Pages 4 - 14 from File No. 391, Department of Trade and Industrial
Education, University of Alabama, By Permission.
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Dr. Allen and his contemporaries became cognizant of the need
for new training techniques as early as 1910 when a group of fore-
men laughed in the face of a very unroremanlike-appearing lecturer
who had the audacity to come into their shop and tell them how to
handle their men.

In 1914 they hit upon the idea of the conference method. When
viewed (1919) down in Washington by the Federal Board of Vocational
Education, the method was recognized as different from the job done
by a lecturer or teacher. It was dubbed as a "high type of teach-
ing" and as the teacher didn't appear to be teaching he was given
the title of leader; at first, "Discussion Group Leader'" and later,
"Conference Leader." Thus, our American Conference came into
existence.

Just how Dr. Allen and his contemporaries (Dr. Charles A.
Prosser, Mr., C, ., Klinefelter, Mr. Frank Cushman, and Mr.
Alfred Cooper were outstandingj fitted the facts together so that
in 1926 Bulletin No. 125, The Training of Conference Leaders,
established the technigues of conference leading firmly into the
educational pattern, will probably never be known. It would be
nice to believe that they followed the pattern of thinking
outlined herein. Perhaps they did.

We would be the first to concede that many factors and
elements have played an impressive role in the developmental stages
of the conference., We are also aware of the fact that many of
these factors weve static until in 1910, when the promulgation of
evidential needs activated motivation in a goal-directed effort to
the degree that within a period of four years (1914) the key
factors were slipped into place by "Skipper" Allen, and twelve
years later (1926) a publication established the acceptance of the
conference method as an excellent educational and problem-~-solving
device, when in the hands of a capable leader.

Among the many factors and elements contributing, we would
isolate three as the keystones supporting the entire structure,
They are: (1) The Art and Science of Questioning, (2) The
Baconian Method of Problem Solving, (3) The Five Thinking Devices.

1. THE ART AND SCIENCE OF QUESTIONS: Socrates was one of the
first to view teaching as the direcftion of activities. He dis-
trusted the lecture method, claiming that 1t projected ready-made
ideas into the minds of the pupils. He believed that the pupil had
written his possession and true whole-thought. The trick in teach-
ing was to lead the pupil to discern his own wisdom,’ even though
the process was involved and time-consuming. The question to
Socrates was a means of including mental activity, not merely a
means of testing factual content.




It is said that the Socratic method had two movements: First,
the ironic or destructive, which proceeded by questioning to bring
the pupil from unconscious to conscious ignorance; and, second, the
constructive, which proceeded by further questioning to lead the
pupil from conscious ignorance to truth.

The relationship between Socrates and his pupils is understood
to have been of the methodical or formal type. This, of course,
can be questioned. For instance, the exPression, "Socrates stooped
to the level of arguing with his pupils,” we could question the
inference of formality in regard to method--which, of course, matter
little from the standpoint of our discussion. Nor are we concerned
as to whether he worked with groups or individuals, since the point
we are endeavoring to establish is that Mr. Socrates put duestioning
on the map, so to speak.

Now let us look at questioning from the viewpoint of the modern
teacher and conference leader.

Beginners and academic teachers who have never led a conference
often confuse the conference qQuestion with the duiz type yuestion.
The two are as different as the poles.

The quiz guestion is used by the school master--it assumes that
a person already has reached a conclusion and can answer the yuestion.
If he has not reached the conclusion, the Question cannot be answered.

The conference question assumes that a person has not reached
any conclusion, and guides the person in his thinking in order to
reach a conclusion.

In comparing these two types of questioning with Mr. Socrates'
concept of the device, we can conclude that Dr. Allen and his
colleagues by-passed the ivy league in their digression into the
age of the classics from which they emerged with the classical
contribution to modern conferences conceilved and promulgated by
our ancient friend and scholar, Socrates.

2. THE BACONIAN METHOD OF PROBLEM SOLVING: The second of the
keystones supported the structural design of our American conference
was a contribution of the Fourteenth Century, the Baconian Method
of Problem Solving. This device was invented or brought to light
in the year 1352 by Roger Bacon, a British monk. Roger did not
receive recognition, nor was he given full credit for this magnifi-
cent gift to civilization. Another Bacon, given name Francis,
reaped the reward in 1620 when he published his Novum Organum
(New Instrument of Thought) which became the most influential
book of the Eighteenth Century, and even in his own day Francis
was handed great honors and was given credit for popularizing the
frults of the Renailssance.




The Baconian method of problem solving consists of twelve
steps:

Spot the problem.

Analyze the problem to get the facts needed to solve it.
Analyze the facts which you already know about the
problem, in order fto determine what additional facts
will be needed.

Obtain the missing facts.

Put all of the facts together.

Throw out the facts not needed.

Mill the facts through the mind.

Make a decision based on the facts.

Make a plan for solving the problem based on the
decision,

Put the plan into effect.

Check the results.

If wrong start over.

This scientific method of approaching a problem has been tam-
pered with since first it became popular. It seems that the in-
telligentsia of educational circles, in proselyting their own
so-called ideas, deem it their duty at some stage of the game, to
give this work of art and science a going over. Needless to say,
they have never succeeded in anything other than the making of
rearrangement of the original steps. This results usually in the
form of a contraction of the lengthy process.

Among those who purloined the work of Roger Bacon (as well as
the foreman training course developed by Dr. Allen) was the T.W.I.
(Training Within Industry) group who was responsible for the World
war II "jitters" (J.I.T. - J.R.T. - J.M.T.). In their Job Relations
Training course they presumedly established what fthey called
"The Four Step Method of Solving a Problem." Imagine their chagrin
and embarrassment if they knew that someone read between the "four
cteps" and found there the other elght just as Mr. Bacon set them
up some five hundred years ago. However, few of the many who have
tpied have been so successful in fooling such a large number of
Mr. Barnum's (one born every minute) public.

The Bacon Boys gave to the world the formula for inductive
thinking, said formula being accepted by the philosophic,
cducational, and scientific gentry of all succeeding generations,
cven if they did try to change it. So it is small wonder that
Dr. Allen and his co-workers climbed aboard the band wagon
when they were faced with the gigantic task of helping people
to recognize and solve thelr own problems by moving them from
sneongcions to conscious ignorance of such problems and then to
proceed to lead them from consclous ignorance to an acceptable
colution of those problems.

Then, let us, as self-appointed philosophical philanthropists,
conclude that Messrs. Bacon and Bacon provided the bacon bagged
by Dr. Allen and his cohorts, from which was carved and fitted
inte the structure the second keystone of our American-made
Coni'erence.

it
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3. THE FIVE THINKING DEVICES: The five thinking devices, 8O
far as we have been able to ascertain, were isolated and developed
by Dr. Charles R. Allen and his co-workers in implementing the

structural design of "The Conference."

When Dr. Allen and his colleagues wrought these devices from
the mysterious realm of the unknown--either by analysis or
accident--they wedged into place the missing keystone that had
so successfully eluded, through the centuries, the self-styled
suthoritative educators who, in their stupidity, even yet develop
second-hand ideas based on so-called facts acquired by tabulating
unreliable data gathered by sacred questionnaires that have
been carefully prearranged in order to dupe a little-thinking
public into substantiating an idea that the professor never had in
the first place. (Compare this method to that used by Mr.
Archimedes in his bathtub romance.) Apparently Dr. Allen was
able to see common-place phenomena and attach significance to
them, and the isolating of the five thinking devices could well
be termed "Skipper Allen's Principles," the discovery of which
would have fully jistified his racing into the street, clad only
in his birthday suit, shouting, "Eureka! Eureka!"

Documentary evidence indicates that Dr. Allen did attach
significance to classical concepts handed down by the sages; that
he purposefully explored methods used through the ages before

arriving at his conclusions.

Dr. J. C. Wright, Director of the Executive Staff for the
Federal Board of Vocational Education, and Dr. Allen stated

(1926) that the conference which is now regarded as a new
discovery is, as a matter of fact, the oldest known method of
teaching. The so-called Socratic method as carried out by
Soerates was really a form of conference work when he discussed
matters with groups. In fact, Plato's "Republic" was nothing more
than a report of an imaginary conference. The underlying pedagogy
of the conference is essentially that of Rousseau, and in general

that of Froebel and Pestalozzi.

The five thinking devices, isolated and developed by Dr.
Allen as outlined by Dr. E. R. Plowden in his lectures at the

University of Alabama, are:

1. The Evaluator: Shall I? or Shall I not?
in terms of advantages and disadvantages
to be weighed against functional values.
It is usually set up by the conference
leader in this manner:

Advantages Disadvantages
1 1
2 2
3, etc. 3, etc.

A variation of this device is the "Pro and Con"
analysis popularized by Dr. Charles A, Prosser.

8
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2. The Dizgnostic Device: Answers the question "Why?"
and ise set up as follows:
Erfects Possible Causes Remedy
1 - 1 - 1 -
2 - - 2 -
3 - - 3 -
2 -
k A variation of this device would be:
h What is What is Likely What is What Will
Wrong to Happen Cause Remedy

3. The Universal Device: (Proportional Premise)
This device is very popular with those who
like to state their cases in mathematical form;

i that iz,
E true
ffalse
A proposition is wise in proportion
unwise
1 -
o .
40 these items 3 check with the items
4 -

of tne premise.

That 1s, when the facts are drawn from the
group they may be arranged, if so desired,
o0 a4 to actually weigh the material by
charting in this manner:

Items to Weigh Against

(Premise)
ITteme to be
meusured 1 2 3 4 5 6 7 8
1 -
> .

3 -

By ucing yes-no, true-false, wise-unwise, etc.,
or by giving itcms of the premise of value, the
grouup can very ecasily draw an acceptable
conelusion,

©
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i, The line Analysis Device: What? (are the facts)
this usually consists of a laundry list of the
ffucts. For example:

What Are the Duties of a Coordinator

1. Fact
2. Fact
3. Fact

This is probably the most used method in training
conferences, and of courge plays an important part
in combination with the other devices.

5. Methods Device: (Planner) To establish a method for
getting something done. It may be set up this way:
What I Should What I Want What Can What I How
Want to Do or to be Able T Now Do Must Learn or
Know to Do or Know or Know or Get Where

A variation of this would be:

Training in What

Training for Whom
How Can It Who is Best

Best Be Qualif'ied Where What is
Content Done to Do It When How Long Needed

7 There are many variations of these five devices for thinking.
[y muny cases we rind & combination of two or more being used as

=Yy

tipe Llesder guides and charts the thinking of the group.

Naturally, these devices had long been in use betf'ore Dr. Allen
cluspified them, as they are the only known method of thinking, and
we will almost agree that thinking was a process used prior to days
ot Dr. Allen; otill it could be guestioned--or could it? What we
would 1like to emphasize here is the fact that Dr. Allen not only
iuoluted the f'ive methods of thinking; he also proceeded to pic-
sorialize them in the form of charts and diagrams. In other words,
i has introduced a method whereby the functioning of' the gray
mutter can be actually charted and pictured on a blackbourd.
Seicntists in the field of psychology and biology might question
Lhis, but it is perfectly natural that they should because few ol
+nem have ever led a conference--they are of the type that lecture
il tell you. They never ask, So, how would the poor fellows ever
cind out!

Just imugine making a picture or the Thinking Processes in
etion! That is what Dr. Allen did when he analyzed Step No. 7 (Mill
the Yacts throagh the mind) of Bacon's twelve steps, and the
snnnees are that 1 The Great Architect of the Universe had not
illed "The Skipper" Home to help with come of the problems Up
Tnere, he probubly would have added technicolor und televiesion,

Ao Knowo?

10



CONCLUSION

Perhape we have not established the fact that the entire
ctracture oi the conference 1s locked into place by the three
woyotones herein discussed., On the other hand, remove any one
¢ tne three and it will crumble into dust as have the classical
ctructures of ancient Rome.

We are willing to let the matter of opinion rest with the
individigl who mey attempt an analysis of this modern creation of
wiluettional design, but, we predict that, sooner or later, the
individual venturing such exploration will find himself at the door
L the canctum cunctorum where dwell the creators of ouvr modern
conteronce:  Soerates, the two Bacons and Dr. Charles R, "Skipper"

All:n.
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It must be assumed in
training conierences that the
answer lies within the group.
Therefore you can readily see
the necessity for having a
group of parcicipants with
supervisory experience. You

EONFEREES
£, SOARE,RESPONSIBILITIES
v o ; WHTH

\\ §) R THE (EARER

cannot teach by the conference 4 o
method, a group of people who CONFEREE
have not had supervisory ex- ,Q A Nﬂﬁagfve_

perience: No experiences, nor ' - iy
answers. Obviously in this 2 /ﬁ RIGHT ATTTURE
case, if such persons need in- SNV 1 N -
struction then the conference : 0 7 S | RO el S |/
method 1s not recommended. Figure 4

There are two schools of

thought regarding supervisory personnel development programs for in-
dustry. One school of thought holds that we should develop "Canned
Programs" to be offered to industry. The other school of thought
contends that we should tailor each program to the specific needs

of an industry at a given time. The latter seems more realistic,

of course, not eliminating the possibility that a Canned Program
may serve the specific need, For example, in our present time 1t

is certainly possible that with the expansion of industry, the well
xnown J.I.T. (Job Instructor Training) Program may serve the need,
On the other hand i1t i1s possible that addiltional material 1s needed,

Very often we hear the phrase, Executive Development Program.
Executive Development Programs differ slightly from the type of
programs offered by area vocational schools to the first levels of
managements., Executive Development programs differ in this re-
spect; first, in the type of persons who attend. Usually, 1t is
the top executlves, or the top decision-making people of the
company. Second, in content. The content 1s usually hlghly spe-
cialized. For example, data processing and work simplification,
Third, the institutlon or organilzation offering such programs.
They are usually offered by the larger colleges and universltiles,
and such organizations as the American Management Assoclatlon,
while the content of these programs sometimes overlap the content
of supervisory training programs they differ in at least those
three respects from what we usually term supervisory personnel
development programs.

Definition of Terms:

1. Supervisory Personnel Development - Programs of instruction
designed to upgrade and improve the quallty of supervlislon
given by employed industrial supervisors to lndustrial
wortars. The technique of instruction and content has few

limitations.

2. Supervisor - Any person employed by industry who gets work
done through other people. Typlcal tltles are: Foreman,
‘Supervisor, Superintendent, Productilon Manager, Department
Head, Asslstant Manager, and Manager.

13
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3. Conference - A single determinate conference meeting of
one and a half to three hours in length, dealing with
specific objectives on a preselected subject (sometimes
known as a training or "shaped" conference).

b, supervisory Training Program - A series of one or more
conferences or meetings conducted for supervisors of a
company, or selected supervisors of several companies.

5. Session - A meeting of supervisors in a planned supervisory
training program conducted according to any of several
acceptable methods of instruction, such as: a determinate
conference, symposium, panel, brain storming, lecture, etec.

Why should the area vocational schools do this kind of ftraining
for industry? With centralized screening and decentralized hiring,
as practiced by industry, the industrial supervisor in most instances
makes the final choice from qualified applicants for a particular
Job. The implications are obvious, the school is continuously turn-
ing out trained employees for industry. Another reason, you are
performing a useful service to industry and industrial personnel
because industry generally promotes from within. It helps broaden the
school services to industry. Conducting of supervisory training
programs often leads to conducting other supplementary programs.
Working with industry helps keep your entire program geared to the
needs of industrial personnel.

In conclusion this conference training material is intended
for use in training conference leaders to conduct this particular
kind of conference, the training conference normally, basic procedure

for conducting supervisory personnel development programs for
industry., It is assumed that we are
teaching a person unfamiliar with N . AR e TS T -

At
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this procedure, therefore the lecture
method is employed to impart this
information. A practice session
phase needs to be set up for par-
ticipants. The potential conference
leader must not only learn, he must
practice and continually evaluate

his success. Conference leading is

a social skill., Supervisory train-
ing is a definite part of Vocational
Trade and Industrial Education and

is of value to industrial personnel,
the vocational school, and vocational
school personnel.
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CHAPTER 1I
THE CONFERENCE LEADER

Probably the first question to be raised by the participant
would be this., "Why should I be learning to conduct a training
conference?"

"You stand to profit greatly
by leading conferences. There is YOu ARt ,
no better training in the ability ‘
to organize material, and to
think clearly and rapidly than
that provided the leader of a con-
ference, The responsibility for
controlling and directing the
thinking of a group of men is a
real privilege, and also a chal-
lenge, The qualities that con-
tribute to success 1n leading
conferences are identical to those
that are required to meet the Figure 6
challenges 1n the economilc, social,
clvic, and political arenas in which
individuals operate in the pursuit
of goals, interests, and ambitions.
The conference leader extends the
horizons of his knowledge, broadens
his viewpoint. He acquires a
knowledge of how to handle com-
plex human situations that is
difflicult to acquire in any
other way. The mental exercise
of matching wits and staying
one Jjump ahead will bear fruilt
in many another social situa-
tion. He has a unique oppor-
tunity to study human nature in
a controlled soclal setting. He
learns the value of tact and pa-
tience; he learns a great deal
about logic. He develops abil-
1ty to sell ideas. He has an Figure 7
opportunity to be of service to
his fellow man. In short, leading a conference affords rare op-
portunities for mental, moral, and social development. It is a
privilege to be sought."l

lpile No. 391, Department of Trade and Industrial Education,
University of Alabama, 1949, Sullivan, Rex and Head, Lee R., Jr.

15
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You notc tnat there are many personal advantuges te be gained
Srom having thc ability to lead a conrerence. Not only are you a
better confercnce leader but you are also a better conference par-
ticipant. Conierence leading is generally recognized as one of
the skills of competent leadership. No two conferences you con-
duct will be the same; however, there are a number of principles
known about conferences, a number of techniques which can be
learned to help you in leading a conference. You may have asked
yourself, "What dces a conference leader do when he leads a
conference?" To answer this let us look at an analysis of the
conference leaders ,job.

16




AUALYS1S OF THE CONFEREHCE LEADER'S JOB

S A S a .

e What the Leuzdor Doco Devices He May Use

Presents the problem or topic. l. Place the general purpose of the
discussion before the group.
2. Suggest the importance of the

: problem.
s a. By reference to a previous
: discussion.

b. By examples (if possible).
3. Define the terms that have been
used so that there amy be no
. confusion or misunderstanding.
Avoid use of terms that are not
generally used by the group.

Starts the discussion of the 1. Ask an overhead question.

topic. Example: How many of you have
had more than five
years' experience as
a foreman?

Raise debatable questions

Cite a specific case for

illustration.

@ L., Misstate opinions to provoke

¥ opposition.

pacic et et Al i A R
» ¢ +
.

w o

Develops charts Enter appropriate headings.
Change headings to expand the
discussion.

3. Add columns when needed (ir an

emergency) .

10+

‘.‘.. P

Enters the selected points on l. ©Select the essential points or
the charts, facts that have been brought out
in discussion and interpret them
when necessary,
2. Summarize or brief the itmes for
chart entry.
3. Tactfully eliminates the non-
essential data.

Guides the discussion l. Keep the discussion concrete;

insist upon specific cases; avoid

philosophizing.

Use overhead questions (to the

group) .

Ask leading questions.

Use direct gquestions (to an

individual).

Illustrate points with sketches,

diagrams or stories.

. Assist the members in expressing
themselves.

O U1 EW
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Aniulyslis ol tne conitrence leader!'s 20b (contin..d)

What the Leador Does

Controls the discucsion

Accelzrate the discussion,

¢. Bring out speciriec cascs tc
provoke intcrest.

b. Make negative cratements.

c. Start s friendly argument be-
tween two group members.,

d. Encourage zome member of the
group whose opinions are known
to take issuc with the
previous statemcnts,

e. Take up an interesting side
problem to rcvive the interest
of the grougp.

f. Call attention to the short
time that remains.

g. oStand up if he is scated.

Slow up the discussion.

a. Cilfe cases that illustrate
points of view that have not
been suggested.

b. Tell some stories.

C. Ask whether the group has
consldered all sides of the
dquestion.

d. Summarize the opinions

Prevents "side-tracking."

Restate the original problem ‘
objectives.

Ask what the point has to do with
the rrolblem.

Ask questions to bring the dig-
cussion back to the point.

Point to the item on the churt
without speaking,

Secure a statement from a lovel-
headed thinker in order to head !
off the "rambler,"

Request thz individual memb.rs to
postpone the side icsucs until the
main pcint has been .ettlea.
summuriscs the discussion (Thus
far we have, etc.)

e -

e .

Takes a "side-track"

delib-erately.

“. When it is needed 1o
rsvive interest.

b. When thc¢ topic hag
becen exhausted,

Recogrnize the worth-whiile olde
lssues that have beon broucht up. |
Recall the live topics that wers f
suggerted at earlicr sessions,
Control the side-issue diccussions
to maintuin theirp relationchip to ,
the oririnal problem. ‘




Anazlysis oi the conference leader's job (continued)

What the Leader Does Devices He May Use

. L., Return to the main problem after

l the "side-tracking."

; 5. Compliment the individual who
caused the "side-track" and ask,
"Where do we go from here?"

} Deals with the individual 1. Restrain the talkative person.
members of the group. a. Disregard him, and recognize
another person.
b. If he is bluffing, put him
X "on the spot" by asking

B questions that will reveal his
weaknesses, but do not comment
ﬂ on them.
| ¢. Politely ask him to give the
others an opportunity to

express their views,
2. Encourage the silent, friendly
g person,
g a., Lead him into discussion by
! a question that suggests
! the answer.
| b. Build confidence by protect-

; ing him through interpret-

! ing his statements so others

U will appreciate his opinion.
c, Visit him at work.

- 3. Break the silence of the "I am

: against ..." person.

2 a. Find out what he is interested

in,

b. Get some member to "pick on'"
him,

c. Cross him by a positive
statement.

4, Use the person who actually
knows and reallzes he 1s the
"1ast word."
| a. Give him opportunities to show
] his knowledge in order to keep
him interested in giving to the
group.
b. Steal his "thunder" and give
the credit to other members
of the group. This quiets
him when he becomes too
- dominating.

. EKE?
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Analysig o tir. condercuce leader's job (continued)

What the Le.adcr Docg

Devices He May Use

5. Temper the high -strung or touchy
person

a. Display a helpful attitude.

b. Come to his rescue in
critical situations until
he learns to give and take
in a discussion.

c. If necessary, hold a private
conf'erence with him, and get
him to see that it is a game
of "give and take."

d. Turn the situation into good
fun.

ocoummarizes the discussion., 1. Review the high spots of the
discussion, emphasizing those
points in which the group members
expressed particular interest.
2. Announce the topic for the next

meeting.

THE CODE OF THE CONFERENCE LEADER

I will:
Frankly rccognize my own limitations and do my

utinost to improve my qualifications.

Under no circumstances violate a confidenwo.

Never underestimate the other person’s point of view.

Be open-minded about the other fellow's job, view-
point and experience.

Belt.« 2 in the job of conference leader,
Give credit where eredit is due.

Remember constantly that the people in the confer-
ence groups are worthy of every consideration and
respecl, and deal with them as fellow men.

Stimulate and develop thinking and expression,

Try to listen more than talk.

Avoid prejudices.

Minimize my own personal experience and achieve-
ment.

Remember that the success or failure of the entire
training program rests with its leaders.

Figure -
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It is impourtunt for the conference leader to understand that
he cannot acquire a number of techniques and use these like "pull-
ing rabbits out o the hat."
Conference technigues are not
& bag of tricks tor the manipu-
lation of people. It is 1im-
portant for the conference
leader to use techniques with
tact and skill realizing that
he is driving fcr the accom-
plishment of certain objectives
under a title. He must be
sincere. Conference leading
requires continuous study, con-
tinuous practice, continuous

evaluation, to be effective, R !' SR
. ‘ [ ‘! L. I
In conference leading e e R -
there are two schools of

thought on preparation, back- Figure 9

ground and qualifications.

One school holds that the conference leader can lead a conference
on any subject even on unfamiliar subjects 1f he thoroughly under-
stands the techniques of conference leading. The other school of
thought holds that the leader should not only possess this but
chould also have as much supervisory information and knowledge as
possible. The latter seems more logical; however, there 1s the
danger that more knowledge may lead to a tendency to expert and
certainly the conference leader does not expert.

The Conferees:

The conferees may be asking the same question that you asked,
"How will I benefit from this training?" First, they will benefit
because 1t pives them ample opportunity to learn and share in other
peoples problems. The conferee is made to realize that he 1s not
the only one who has supervisory problems. Furthermore, that his
problems of supervislon are baslcally the same problems as many
other departments of the same industry. Second, the discussion
enables him to understand that other people have sound ldeas and
opinions based on experience. Friction and jealousy often are
replaced by friendship and good wilill due to the new understanding.
Three, the soundness of ones 1ldeas and opinions are tested before
a friendly but critical group. The lone chronic dissention 1s
likely to re-evaluate his ideas and opinlons under the influence
of' the majority of opinion. Four, indlviduals develop a habit of
thinking clearly before speaking and acting and when they do speak
it represents sound, logical, and mature thinking, capably and
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convincingly expressed. His in-
Jdividual experience 1is broadened,
#hat one does not know the other
may know; the sum totael of knowl-
.dge 1s Increased., Sixth, people
Jrom the same organization become
uware of thelr mutual dependence
un each other and tend to become
more open-minded to new 1ldeas
within a large framework of ref-
“rence, thus group sclidarity 1is
¢nhanced., These are some of the
things that the individual can
expect to galn from having at-
tended training conferences.

Who Is A Supervisor: Figure 10

Generally we accept this definition, "A SUPERVISOR IS ANY
PERSON WHO GETS WORK DONE THROUGH OTHER PEOPLE." Usually this
distinguishes who 1is management and who is a worker., When we
1se the term supervisor, of course, comlng back to our defini-
tion, we do not intend that 1t should apply to only one posi-
tion, by definition 1t may include people of various titles,
i'oremen, supervisors, superintendent, department heads, etec.

nine and Staff:

The conferees for a particular seriles of sessions may be
y=tple from both line and staff positions. It is 1mportant that
you as a conference leader understand these two types of people
wilthin an industrial organizatilon. The line organization are
those people who represent authority, one so to speak 1s the boss
over the other, from the lowest employee of the organization all
the way to the president of the organization. They are the
reople through whom the orders for actlon flow and who actually
get production out. This 1s based upon the old military
organization. Modern industry also uses a group of speciallst
in staff posltions to recommend, suggest, make speclal studies,
«tc., performling essentlial related tasks. Some typlcal examples
of staff would be industrial relations, perconnel department,
cafety department, and engineering department. Whlle they do not
have the authority lnvestea in them to direct line people as to
what to do, they do recommend to line people what they think
#ould be the best actlion for the organizatlion thus bearing in-
directly on production end the general welfare of the organlza-
t.ion. Generally speaklng, you may have both kinds of people
within a series of sesslons; however, you should keep in mind
that with line personnel it 1s better to have no more than two
levels of supervision. Any time you have a vertical line group
there 1s an inclination on the part of some not to "speak up"
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bucause the boss is present. They are arraid what they say
mignt be held against them. It is far better, if the organiza-
tlon 1s large to have people from one or two levels of super-
vicion dealing with these levels one at the time. Some companies
2tart their training programs with top level people allowing the
program to filter down through all levels of cupervision taking
them level at the time. In training conferences, success depends
not only on a trained conference leader but also the experience
background of the conference participants and their willingness
to reveal their experience for the benefit of the group. Gen-
erally, in ccaferences of 20 first-line supervisors with a total
¢f less than 100 years of supervisory experience, the leader

will have to pull much harder for contributions. With a total

of from 100 to 300 years of supervisory experience the leader
will find that contributions come easier. Of course, much de-
pends upon your being able to draw this experience into the
conference on the subject under consideration.

The conferees represent
different people though they
may also be classified as
typical conference characters.
You should be familiar with
these conference characters
and know how to deal with
them.

Figure 11
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CHARACTER

The person who wants to
impose his opinion on
gveryone €lisc - the
know-it-all.,

The person who wants to
argue, This type is
always trying to cross

up the leader, He will
Quibble over the most
trivial detail and loves
to get the other fellow's
goat.

The prrson who thinks you
are telling him how to
run his job and resents
it. This person may feel
that he knows his job
better than anyone else,

The overtalkative
individual - the one who
wants to do all the
talking.

The shy individual,

HOW TO DEAL WITH THEM

Ercourage other members to comment on
his remarks freely. Let the rest of
the group take care of him, Build up
the confidence of the group in them-
selves so that they will not be
imposed on by this type of member.

The first rule in this type of situa-
fion is to keep cool. The leader
should not lose his head nor allow
others to do so. Use questions,

Draw out the individual and turn him
over to the group. Give him enough
rope to make some absurd, foolish,

or far-fetched statements. Keep
members from getting personal.

Get him to feel that this experilence
can be valuable to others, that the
purpose of the conference is to ex-
change ideas and to pool experiences.

Be very tactful but interrupt and ask
others to comment. It may be neces-
sary to ask him politely to refrain
from talking and to give someone else
a chance. If it cannot be done with-
out embarrassing the individual, a
private talk would be advisable,

Fail To recognize him. Don't look

at him when you are presenting a
question. This makes it difficult
for him to "get the floor." De-
llberately turn to another conferee
and ask for his opinion. Establish

a rule that no member should speak
too long on any duestion until every-
one has had a chance to talk. Keep

a participation chart for a ccnfer-
ence and show him that the others
aren't getting a fair chance to ex-
press themselves. Relocate his place
card.

Call on him by name and gilve an
opinion; but ask him an easy question
he is sure to answer well, and then
praise him. Find something for him
to do to help you in the contf'erence;
for example, to hang up charts, assist
in a demonstration, or make a report,
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CHARACTER HOW TO DEAL WITH THEM
{ 6. The obstinate indi- Can wreck a conference if nct handled
vidual - has no time properly. Study the individual to
for school - doesn't determine hils likes and diclikes and
1 belleve 1in these new speclal interests, Try to win his
fangled ideas personal friendship., Hold up the good
polnts in his department to illustrate
H polnts discussed. Let the conference
situation convince him that his opin-
lons will not be challenged every time.
f. The disinterested Ask direct questions affecting his
conferee, work., Ask him advice pertaining to
some features of the meetings. Quote
tactfully some statement he has made
to you outslde the conference. Pilck

out something in his department and
hold 1t up as a good example. Care-
fully bring up things in which you
know he 1s interested.

8. The person who attempts Refer the question back *v him and
to get your opinion then back to the group.
instead of gilving his.

9. The person who carries Avold discussion about hils pet peeve.

a personal grudge Explain that any problem discussed
must be for the greatest good to the
greatest number and that no personal
gripes will be dilscussed, If the
grudge 1ls between two indilviduals in
the group who hold a personal grievance
against each other, avold discussion
between them and reschedule one of
them for another time with a different

group.

10. The person who 1s wrong, Always avold direct criticism, sar-
but whom others in the casm, and ridicule. Use indirect
group, out of respect, methods, Analyze a simllar case
refuse to correct. without reference to him personally.

Talk to him in private.

. -
» Proclamarion .
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Another factor which influences how a conference will pro-
gress is the seating arrangement of the individual people par-
ticularly with reference to some of these characters. It is
assumed here that you will have
established the proper signifi-
cance toward the place card (or
pup tent), which identifies the
place of each person at the con-
fervence table. If you have at
the beginning pointed out that
you do not want the conferees
to chang:z the position of these,
then you will have 1little diffi-
culty in having them remain in
the place where you have located
them. The seating arrangement
of conference characters affects
how they will participate.
Seating will be in relation to
the position you take as a i
leader with reference to the Figure 13
group. Most leaders 1like to
work down the right-hand side of
the conference group. For example, in a "y" shaped arrangement he
may work down the right hand side and back to the front of the con-
ference tables. This being the case, an overtalkative individual
can be placed where you will automatically overlook him. Place
him up under you, and, it is easy as a conference leader to over-
look him, not allowing him to get your attentilon. Also, there are
other key spots, you may want to place the shy individual in just
the opposite position, place him on the opposite side of the table
<o that he will automatically have your attention and thus will
reel free to speak up. Don't put the shy individual in a position
where you are not likely to draw him in. It is always well to con-
sider and reconsider the seating arrangement of your participants,
you may have two people who work together and thus sit together.

A side discussion, off the subject, will 1likely occur, sSooner or
later someone gets the idea that you are placing the name cards
for particular purposes. It might be well to indicate that you do
not use any pattern that you are simple "sulling them out of the
hat," because generally this is true. You will be concerned about
the seated position of only a small portion of the participarnts.

Scheduling:

Basically there are three ways of scheduling conferences for
employees. Usually conferences will be scheduled on their own time,
probably at night, or on half company and half own time, or
completely on company time. You have to be concerned about the
frequency of conferences, will they be once a week, will it be
from 2 to 4 in the afternoon, etc. This of course depends on what
kind of arrangement you work out when making plans with the company

involved. Generally speaking, conferences meet once a week, for

26
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two hours until the series is completed. ©Some states, however,
conduct programs on each afternoon for two hours for a series of
five consecutive days therefore completing an entire series within
a week,

How Manz?

Figure 14

This depends on the type of conference it is., If it is a
pro%ram in which the participants take a large active part such
as "conference leading" or "speech training'" the best size group
will be between 10 and 15 participants. On the other hand, if it
is a regular confercnce dealing with some single subject in the
area of human relations, then you can safely handle about 20
participants. Experience shows that 20 is about as large a group
as you can satisfactorily work. If you have more you can't get
complete participation, if you have less then you may not have
sufficient years of supervisory experience represented to make a
worth-while conference. In your planning for conferences, don't
make the mistake of having it announced by the company that con-
ferences will start and all those interested, should come at such
and such a time and place. Take the time to plan thoroughly with
the company including who shall come, know the exact number and
preferably their names.
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CHAPTER III
PREPARING FOR A CONFERENCE

Conference Outline:

In preparing to conduct a 0 TOE
conference, the conference leader . d%;di’ CONFERE(NCE
to succeed, will spend consid- 8 - OUuTLIVE
erable time in making a confer- (S

ence outline. The conference
outline consists of several

ma jor parts. The first part is
the title of the conference.

The second part consists of the
objectives for that particular
session then will follow certain
basic or primary dquestions
probably with some secondary
questions, and possible con-
clusions for each of these. Figure 15

oLy A GUITE

In preparing for a conference, we will consider the parts of
the conference outline as they appear on an outline. They are not
necessarily prepared in this order. Let's look at a finished out-
line attached hereto, let's consider first of all the title of
the session.

Title:

A great deal of consideration should go into the selecting
and phrasing of the title. You might suggest a title such as
"promoting cooperation." While that is a worthy topic in any
place or company, 1t is not specific enough for a conference title.
For example, "promoting cooperation between departments" is far
more specific and far more definite. In a conference we must have
a definite title with specific objective. Promoting cooperation
may be between departments, between the company and the community.
After the title come objectives, to be accomplished in that par-
ticular session. It is important that the leader have in mind the
3 or 4 objectives which he is trying to accomplish under the title.
It is not only important that the leader have these in mind, but
also that he place these on the chart or blackboard at the outset
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of the conference, Sg that the 1
participants are not "in the ‘
DONT KEEP THETN GUESSING dark" aIsJ to what they are trylng |
#5 TO THE OBJECTIVES to accomplish under the title. |
- OF THL SESSION Under any glven title there are %
many objectlives that could be
accomplished. The partlclpants |
should know that the title is |
further refined to specific ob-
jectives, It may be difficult ;
(1f specific directions have ]
not been gilven) to phrase the |
objectives after you have se-
lected the tiltle, since no con-
Figure 16 slderation has been gilven to
the body or main portion of the
conference. From this conslderation later may come objectives, so
let!s conslder the body of the outline and then come back to stating
the obJectives.

The Question:

Probably the most significant thing about leading a conference
is a thorough understanding of the art of questioning. Thils proba- 1
bly 1s the one basic key for successfully leadlng conferences.
You must understand the difference between a conference question
and a qulz question. A conference guestlion assumes that the person ‘
ﬁ has not reached a definite answer whille in the quilz question we Z
| assume that the person has reached a definite answer. The quilz
question might be simply trylng to recall what an author wrote or
what has been said about a particular subject, whlle the conference }
question 1s specifically designed to provoke thinking on the part
of the 1ndividual, maklng him think about something that he has not
particularly thought of before, and thus not decided on an answer, E

Types of Questions:

- i P

Stated questlons may be divided into three types, depending
on how they are presented to the group.

5T
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Overhead: FPFirst, the
overhead question. A ques-
tion, stated in such a way,
that it is glven out to the
entire group. Anyone may
respond. For example, a ques-
tion such as this, "What are
some evidences of the lack
of’ cooperation between pro-
duction and shipping?" Such
a gquestion thrown out in
this manner is an overhead
question., The more of these
the better will be your
conference., Figure 17

Direct: The second type
of question as used by the con-
ference leader is the direct
question~=a dquestion given to
a specific individual for an-
swer., You should consider the
individual when giving a direct
question, for you take the risk
that he may not have the answer
and thus become embarrassed. If
you think the person may not have
an answer, then "tack on" some
phrase which will allow escape
without embarrassment. For

Figure 18 example, you might say: "Tom,

how would you go about getting

an operator to cut down waste at his machine, or nave you ever ex-
perienced this?" In this case the second part of the question
"have you ever experilenced this'" gilves Tom an opportunity to get
"oft the spot" without embarrassment--a direct question with an
"escape valve." It is easy for Tom to say that he never had that
happen, therefore, you do not embarrass him. On the other hand
if Tom has the answer he willl give 1t. Direct questions should be
used sparingly to draw reluctant participants into the discussion.
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Return Question: Another
type of question which frequently
appears 1s the guestion asked by
the particlpant of the conference
leader, There are 1ndividuals
who 1like to get the opinion of
the conference leader, Remember
you are not experting and there-
fore you should rarely give ans-
wers in the conference session.
There are some exceptions but
generally speaking you should
not answer a question directed
at you by a participant. On the
other hand, when a participant
has directed a question to you,
there 1s a better than ever chance
that he has some kind of an an-
swer 1n mind. It is far better to
return the question. You miﬁht
simply return it by saying, "That's
a good question, Tom, what do you
think of 1t?" 1In this case you
have returned the question to the
group, 1t 1s probably better to
return the question to the indi-
vidual giving him an opportunity
to answer and then 1f he does
not answer direct it as an over-
head question to the entire group.
If you must answer the question,
glve a case (in the third person).-
This is far better than a first
person answer,

Phrasing Questions: A great
deal of consideration should be
glven tc the phrasing of questlons,
Probably the best single thing to
keep in mind when phrasing ques-
tlons 1s Kipling's Jingle,

"I keep six honest serving
men, They taught me all they
knew, Their names are what and

why and when, and how and
where and wnho."

These six words, what, why,
when, how, where, and who, when

used automatically, promote think-
ing. Questions beginning with

REVERSE VR .
RELDY QUESTIONS

Figure 19

YOU ARPRESS
AN OVERNEAD QUESTION
TO THE GROUP

Figure 20

YOU NODRESS
A DIRECT QuEsTiON
TO AV (NDIVIRUAL

Figure 21

these words cannot be answered wlth yes or no. Incldentally, you
should avoild the use of questions which can be answered by yes or
no; they do not necessarily reduire thinking for an answer, If
used, follow with a who, what, ete. Question.
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Purpose: Questions are used by the conference leader for
many purposes, oscme of which are; to cpen discussion, to stimu-
lete interect, tc provoke thinking, to accumulate data, to get
irndiviaual participation, to develop subject matter, to determine
tir: members knowledge, to change the trend of discussion, to ar-
vive at the conclucion, to terminate or limit discussion, be
thi:y cverhead, cor direct questions. This is a classifiication ac-
cording o purpose., In addition to this classification, I think
vy should also consider the various kinds of questions.

KIND AND PURPOSE EXAMPLE

1. Leading Would you fire or transfer the
(Questions suggest answers) man in this case?

. Factual What is the cost of anger-
(Seeking facts, data, infor- prone supervision?
mation%

4. Ambiguous Is it a good policy to fire a
(Two or more meanings) worker?

4, Controversial Are leaders born or made?

(Two or more answers)

. Provocatlve What do you think of the state-

(To incite to answer) ment, "Most supervisors drive
their men too hard."

. Yer and No Did you attend the conference?
(Calls for Yes and No
wnswer)

(. Why, When, Where, What, What kept you from attending

How and Who the conference? Why is

(Follows Yes and No type. promptness important?

Used wlone to stimulate
thinking. )

Primury and secondary: The conference leader in making his
cutline will waunt to consider the weight of questlons as applied to
thr: outline., These may be termed primary and secondary questions.
Primary questions are those three or four major questions cor-
rclated with the objectives (now or luter) under the selected
title, which muot be answered. We have already dlscussed the
varloas ways to construct these primary questions, Secondary
gavotions are tnose used to draw out the discusslon on the
primary question. They may consist of a single word,

0

Four-Stup Cyeles In introducing any phase or the selected
title there are four essential steps.
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Step I. #irct, yui should get the participants ready for
tow questlon, Yo . can't eXpect participants to come from a work
cltuation dirccetly vo w conference situation, tocs them a question
wnd expect Irmreediute recponse, You have to talk about the subject
to get Trelr minde off other subjects and onto this subject.

Step I, Tho primary ques-
tiuvn,., Generally the primary ques-
tilon will be an .verhead guestion
whlch anyone cuin ancwer.,  After
Poeing this Jucotlon then:

™ peesenT
THE

Step III. Drawing out peo-
PROBLEM

ple 248 they muke contributions.

Jcw probing or c.condary ques-
tiung; these may consist oif only
ne word., These are phrased "on
the gpot" cither rrom the key words
what, who, vte., or the following:

Pigure 22

KEY WORDS FOR QUESTIONS

CLASSIFY  Demands the assembling, arranging, distributing, and
grouping of facts according to some common character-

istic.

COMPARE  Requires the detection of resemblance and difference
among facts.

CRITICIZE  Exacts good judgment, and a careful andlysis of a subject.

DEFINE Necessitates the determination of boundaries or limits to
a subject and the fixing of a clear meaning.

DESCRIBE  Cadlls for the selection and portrayal of the features or
qualities which characterize a subject.

DISCUSS Compels @ minute cxamination of a subject presenting
pro and con considerations and adducing arguments in
supporting a position.

EXPLAIN Makes necessary a clarification of any points which may
obscure a subject.

ILLUSTRATE Calls for examples that will explain or clear up the subject
under consideration,

INTERPRET  Necessitates bringing out the meaning of a subject in the
light of an individual's belief or judgment.

JUSTIFY Demands showing that a thing is reasonable or warranted.
OUTLINE Makes necessary the sketching or indicating of main
points.

REVIEW Compels going over a subject deliberately and giving it
a critical examination.

SUMMARIZE Asks for the presentation of a subject in a concise and
compact manner. )

TRACE Requires following in detail the development or progress
of some subject.
VEF 'Y Exacts proof that a thing is true. TR

"“ - . a .
Lt ane 23
L
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When you sense that the subject has been exhausted or that
all"ideas have been presented you are now ready to try to "wrap it
up.

CHECK
GROUP
QCCEPTANCE

Figure 24 Figure 25

* Step IV. The fourth and final step is drawlng a conclusion.

B New conflerence leaders may be weak on this step. They fail to
reach a conclusion. As a conference leader you are trying to
accomplish specific objectives. Unless you reach conclusion,

B results are vague. Conclusion may be reached by:

:x (1) A brief summary of contributions.

B (2) Combining contributions (or the combined thinking)
| into a single statement.

i
! (3) Rating (not voting) of contributions as to importance
or proper sequence. Arriving at consensus.

i (4) Establishing a procedure, or approach (then decide who?)

What Now: fter the con-
clusions you move to the next
phase of the subject. You LOOK FOR. THE SOLUTION
should move smoothly to the
next logical phase as devel-
oped by your thinking of the
subject - or as deemed by the
direction of the conference
at the moment. Tile onto the
previous concluslion and you
have Step I of the Second
Phase.

Figure 26
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A Pattern for Plunning

In planning your conference you may proceed very much like
the speech maker proceeds in planning a speech. First, list all
your ideas about the subject. Second, select the ideas which seem
most important and arrange these in a logical sequence, These
ideas then will be the frame work for the construction of the
objectives and primary questions. Keep rour thinking geared to
the Industrial Supervisor and his probleas.

One approach to formulating possible questicns for a topic
would be to list the subject and then ask yourself every conceivable
question possible about the subject - listing them. From this list
select suitable questions and arrange them in logical sequence.

SUMMARY OF THE USE OF QUESTIONS

To assist the leader in acquiring a thorough mastery and work-
ing knowledge of different questions, the following characteristics
are offered:

1. All questions should be answerable. It is unwise to ask
questions to bring out the participants ignorance.

2. Every question should presuppose a previous experience
that will enable the participant to answer.

3. IT should be clearly worded. The conferees must not
be left in doubt as to what is wanted.

4, The guestion must not be so easy as to encourage
slovenly thinking, nor so difficult as to discourage
effort. It must be thought-provoking.

5. The question must be asked in a natuwal business-~like
manner with a tone which indicates confidence in the
participants ability to answer 1it.

©. It should be asked with a definite purpose in mind.

a To seek information
b To emphasize some point
¢ To stimulate thinking sufficient to arouse

discussion, etc.

f. A discussilon dquestion should be well balanced., That is,
emphasis should not favor any one of a number of persons,
things, or conditions.

Reference has been made to objectives on several occasions.
Ob,jectives are the specific things you are trying to accomplish
under the broad title. They grow out of your thinking about the
title as you list the ideas.
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In planning the outline, it makes little difference whether
objectives or primary questions are written first. It is important
that they be logical consistant and correlated. The primary ques-
tions should accomplish the objectives. The phrasing of objectives
will be quite difrerent from the phrasing of questions. In phras-
ing the several objectives use terms such as; to list; to devise;
to recommend; to decide; and to identify. ObJjectives and ques-
tions are not one and the same. Questions are designed to get
people to reach some concluslon with regard to a phase of the
subject, which is the objective, and the objectives are but phases
on the conference title.

Hints In The MaYgin:

In the left-hand margin of your outline technidques may be
noted. These are reminders to yourself on how to handle the
topic - What to do now! Examples are '"Buzz" "See Chart" "Break."

Plan Your Charting:

Charting is a method of re-
cording with the group their
contributions. In planning your
outline you need to plan the
material that is to be charted.
Some typilcal chart headings are
as follows:

Figure 27

SUGGESTED CONFERENCE CHART HEADINGS

1. CONFERENCE TOPIC ‘ GENERAL TYPE
The Situation Factors to conslder What to do about them
Factors tending to Whose fault Ways of correcting
produce
Posslble Causes Who 1s responsible Suggested Remedies
Advantages Disadvantages
36




T rt——— T

e

SRV —

2. CONFERENCE TOPIC 7 SECURING COOPERATION BETWEEN DEPTS. |
Some Evidence of Possible Causes of Suggestions for
Lack of Cooperation Poor Cooperation Improving the Situation
3. A CONFERENCE TOPIC CHARACTERISTICS OF A GOOD SUPERVISOR
Characteristics Some Evidence Suggestions for
of Weakness Improving these qual-
ities
4., CONFERENCE TOPIC KEEPING EMPLOYEES SATISFIED
Some Factors Tend-
ing to produce Dis- Whose fault Possible Ways of Cor-
satlisfaction recting dissatisfaction
5. CONFERENCE TOPIC FIRING A MAN
Reasons for the What or who is to Possible results Ways or means
situation blame of firing a man of preventing
similar situ-
_ ation
6. Case Cause of Accident Safety Engineer's How Can He Meet
Regponsibility Thils Responslibililty
7. What is Present Situation o Suggested Remedies )
3. Wooden Bins - Metal Bins
Advantages Disadvantages _Advantages Disadvantages
9. Problem What To Do About It  How to Avoid in Future }
10, Situatilon Cause | How To Improve
37 |
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11, Negative Positive
12. Possible Solutions Why 1t won't Work How To Correct
13. Evidence Cause Corrections

14. What Does Worker Do

What Must Worker Know

~ RECORDIVG

R
S B
x> .

“
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Figure 28

ERIC

Full Tt Provided by ERIC.

X ;7 —

|

Charting tends to channel
people's thinking. Chart headings
should be planned when preparing
your conference outline. Your
entire objective may be accom-
plished by developing a multiple
chart instead of a "Laundry List."
Try the chart headings on yourself
first, try for possible contribu-
tions. If you cannot think of any
contributions you may rest assured
that your conferees may not make
contributions =ilther; change if
necessary. You must plan the chart
form for a praticular question and
have it in brief form on your
outline.
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Planning The Visual Aid:

In planning your conference outline you may consider the use
of a visual aid. These are helpful in your conference. In
plarning the use of a visual aid such as slide sound film or 16 mm
motion picture, several factors should be considered.

"FIVE STERS - __ FIVE STEPS' ﬁv« '
" (0 THE USE OF ; ' : © (Y THE\USE OF —
LS =y L FLmp o

Coe E. o 1.PREVIEW r

2.STURY Do T , o . 2.5TUDY LOW TO USE,
3.UVINOMCE * . - , i . 3NTROPUCE
. bSHew ' ¥ . R X ToIN :

¢ 5.00LD D MSCUSSION | 5490Lh & DISCUSSION

LR

¥
H

Figure 29 Figure 30

FIVL STEPS
(V) THE USE OF
fILms

. PREVIEW
_ 2.5TURY ¥5w TO USE
. 3.(DTRODUCE ~
R . SHOW 7
I 5.90LD d DUISCUSSION

Figure 31
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2.5TUDY HOW TO usE 2.5TURY HOW TO USE
3. INTRORWCE 3. {NTRODUCE
4. SHOW _ Y. SHOW

5.HOLD & B(SCU&S(O@

Figure 32 Figure 33

Planning For Group Participation:

The conference leader cannot do all the work - get the group
working, get the participants involved 1n the conference. It
takes some planning to get people involved.

Role-Playing:*

There are a number of technigues which are useful to the
conference leader one of which is role-playing. Role-playing is
basically a "skit"--getting the conference participants to act out
a certain situation. This requires preparation. If done well it
will add much, if poorly done it may hairm your conference.

Buzz:

Another way of getting people involved is known as buzz ses-
sions. It may be that you can use the buzz technique in obtaining

answers to a particular question, to develop a chart or a laundry
list of contributions.

in a buzz session you divide your people into small groups
of 5 ¢» 6 people. Appoint a recorder in each of those groups,
furnlsn paper and pencll to record the buzz group answers. You
present the question to the entire group, pointing out to them

that they are to work for answers in these groups, put them on their
own for about 6 to 10 minutes to work out answers. (The name becomes

obvioug.) At the end of some 6 to 10 minutes of buzzilng you, the
conference leader, will be ready to pick up answers from the buzz

*¥"Role-Playing in Supervisory Training" by Lealand P. Eradford and
Ronald Lippitt, American Management Association, 330 West 42nd
Street, New York 18, New York.
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croup. (It is interesting to note that in buzz sessions you can
determine when people have quit working on the subject. One indi-
cation is when they begin talking about something else. Another
is when they begin to try to "snitch" answers in a school-like
fashion from another group.) You should have a definite system
for picking up answers from buzz groups. It would not seem right
tc take all the answers from one group. One method of picking up
answers is to ask the recorder of the first group for his first
answer and write it on your chart. Then ask the recorder of the
second group for an answer which is unlike that already charted.
Ask the third group recorder for a contribution which is unlike any
thus far charted and so on until all different contributions have
been recorded. The listing of answers redquires more time than

the buzzing.

Quiz Sheets:

Some of the National Safety Council Supervisory Training
Material is made up as film and quiz sheets. The quiz is to be
answered from film content, then discussed by the group, not taken
up and graded.

Rating Sheets:

Supervisory evaluation sheets are another way of getting
people involved. The evaluation sheets may be self rating. They
appear in various publications.

Hand-outs:

Another method of getting people involved is the handing out
¢!’ printed material and a discussion of the material.

Film Case:

This is a version of the case method. The case 1is presented
on 'ilm. A recording of key phrases has been made as they appear
on the film and these are played back as answers in promoting the
discussion or settling doubts, etc., as the discussion proceeds.
This reduires a suitable f£ilm, the film projector, planning, select-
ing and recording key phrases around which a discussion will
cernter.

Back to Earth:

You should keep in mind that we are considering the making
out of an outline and all of this is a part of the planning for
a conference, This is the personal planning that the conference
leuder must do,
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Of course, the final thing that could be said for the confer-
cnce outline is that the conference  leader should learn that outline.
Ac you become morc skilled in making outlines, you will vary from this
procedure, making variation suited to your own taste and abilities.
With practice, you will adopt many variations of the procedu<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>