Benchmarks for Correctional Trainers

NIC- Southern Regional Training Initiative

Background
bench·mark
–noun 

1. a standard of excellence, achievement, etc., against which similar things must be measured or judged: The new hotel is a benchmark in opulence and comfort. 

2. any standard or reference by which others can be measured or judged: The current price for crude oil may become the benchmark. 

The term benchmarking was first used by cobblers to measure people's feet for shoes. They would place someone's foot on a "bench" and mark it out to make the pattern for the shoes.   In the context of training design and delivery skills, we benchmark behavior that indicates competence and mastery in key competencies as defined by NIC and other sources.
The benchmarking methodology and scale we are using was originally developed by Dr. L. Michael Hall as a behaviorally-based method to measure the levels of competence and mastery for Neuro-Semantic trainers and Meta-Coaches.  Dr. Hall modeled best practices in corporate benchmarking and incorporated assumptions and models from Neuro-Linguistic Programming (NLP) and Neuro-Semantics.   Hall also modeled excellent trainers and presenters in great detail.  The benchmarks developed from these efforts make up only a portion of these benchmarks.  The author allowed for the differences between the specialized nature of Neuro-Semantic practitioners and the broader context approach of correctional trainers.  

The methodology of modeling key behaviors and scaling them is applicable to any skill, concept, or abstract ideal.  This means that performance in any context can be effectively benchmarked.  In the correctional context, this can apply to any job, work process, change efforts such as implementing Evidence-Based Practices, developing training objectives, coaching and succession planning.
This differs from many other benchmarking schemes that count specific behaviors or seek to measure internal processes that are not observable.  A benchmarker can not observe and attitude or a level of knowledge.  One can, however, link these attributes to specific, observable behaviors that both affirmatively and negatively demonstrate the attributes one seeks to measure.

These benchmarks set a demanding standard for both competence and mastery.  In benchmarking both competence and mastery, demonstrating ‘0’ level behaviors that contradict the skills or show a complete lack of the skill, as defined by higher levels, make it impossible to achieve either competence or mastery.  A predominance of level ‘1’ and 2’ behaviors indicate less-than-competent performance.
5 – Masterful at the skills involving transformational effects

4 – Expertise that’s elegant and consistent

3 – Skillful competence at the skill

2.5 – Sufficient competence

2.0 – Awkward skill in the rough, clumsy, self-conscious

1.0 – Incompetence, first steps in development of the skill

0 – Behaviors that contradict the skills, lack of the skill

Using this benchmarking model, we measure unacceptable, baseline competent, and mastery level behaviors.  Sources to make these levels in research and modeling.

Initial testing showed that these benchmarks are demanding and systemic.  This scheme requires completeness in learning cycle, this, may exposed weaknesses not only in design and delivery, but in time demands for training a topic

If you plan to use these benchmarks:

· Follow the rules of giving and receiving good, useful feedback.  

· Tailor them to your needs.  These are a work in progress

Instructional Theory Into Practice (ITIP) more detailed and lengthy

Since this is a benchmarking of a static work product, rather than a dynamic event, we have benchmarked more detail in more areas.

Also, on the assumption that design is the foundation of great training.  Premise: Quality learning is designed in
Benchmarks have yet to be developed for facilitator and participant manuals.
KEY TERM

Competence

We agree that “competence” is a semantically loaded word that can mean many different things in many different contexts, especially when used to measure performance.

To help in understanding the term in a benchmarking context, we believe a look at the meaning of the word and a look at the intent of benchmarking are in order.
Competence–noun 

1. the quality of being competent; adequacy; possession of required skill, knowledge, qualification, or capacity: He hired her because of her competence as an accountant. 

2.  sufficiency; a sufficient quantity. 
Competent–adjective 

1. having suitable or sufficient skill, knowledge, experience, etc., for some purpose; properly qualified: He is perfectly competent to manage the bank branch. 

2. adequate but not exceptional.

Any evaluation according to a benchmarking scale is not and evaluation of a person.  Rather, the benchmark looks for those skills that demonstrate sufficient ability to design or deliver training.  Benchmarking gives an objective standard to assess skills.  
Note:  The user has the flexibility to add or delete benchmarks, areas benchmarked, and the level a behavior demonstrates.  The arbiters of these decisions are:

· What constitutes basic competence?  

· What constitutes mastery?  

· What competencies are applicable to the situation one wishes to benchmark?
Benchmarking is a dynamic, ever-changing process.  In this spirit, please send you feedback and experiences with benchmarking to Joe Brodnicki (contact information listed below)
For More Information
For more information or assistance on benchmarking, please contact the author:

Joe Brodnicki

615.830.9355

Joeb2665@mindspring.com
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Prepares for training

Competencies

	5.0
	

	4.0
	

	3.0
	Handles equipment/environmental problems with minimal disruption

Facilitator seeks agreement and feedback on opening frame



	2.5
	Room is set up before training starts

Room set-up is optimal to support training objectives/manage group dynamics

Materials are prepared and in place at start of training

Instructor is ready to start on time

Equipment is tested and problems resolved by starting time

Participants have received and completed pre-work/assignments

Participants know why they are there

Break out rooms/areas are prepared before training starts

At beginning of session, reviews objectives, expectations, ground rules, housekeeping items (opening frames)

Co-facilitators are aware of roles in time to prepare before training starts

If seating is assigned, places are marked out beforehand*

Implements back-up plan for equipment problems

Room climate comfortable

Problems referred/fixed before session starts

Co-facilitators introduced in opening frame

	2.0
	Session starts a few minutes late

Opening frames lack detail



	1.0
	Equipment not tested, not turned on

Support materials in room, not organized or ready to pass out/use

Room set up does not support learning methodologies/objectives

Co-facilitators unprepared

Session starts more than few minutes late, significant delay

Participants unaware of pre-work assignments

Participants unaware of why they are present

Opening frame incomplete, facilitator does not seek feedback or agreement

	0
	Room is not set up, 

Instructor late

Supporting materials not ready

Equipment not in place

Training environment unsafe (furniture, stinging insects, etc.)

Environment unacceptable and not addressed by start time

No opening frames


Platform Skills

Use of voice

Use of body

Building rapport and engagement
	5.0
	Almost entirely focused on others with matching behaviors (80%)

Uses validating language frequently

Nods as makes personal eyes contact with every person

All behaviors get audience attention

Audience responds with breath (gasp), eye contact, laughter  to content of speaker

Almost no non-engaging behaviors



	4.0
	Matching behaviors and words about 80% of the time

Uses names

Sees everyone

More level 3 behaviors (5-10).  Audience engaged, matches speaker 

	3.0
	Matches and paces people with behaviors and words 60-70% of the time

Sees most people individually by catching their eyes

Gestures and movements, stage positions are consistent with purpose, activity

Visuals referenced seamlessly

Few (3-5) vocal distracters

Uses pauses effectively

Uses vocal inflection for emphasis 

	2.5
	Voice audible

Clear enunciation

More connecting than disconnecting behaviors

More emotional congruence in body with behaviors than not.

3-5 behaviors such as telling stories, eye contact, playful with voice/words

Audience attending to speaker, no level 0 behaviors in audience

Centered.  Movements are purposeful

Does not read visuals

Talks to audience, not screen

Affirms participants (head  nods, thank you etc.) frequently

	2.0
	Roughly the same amount of disconnecting and disconnecting behaviors

Some eye-scanning

Attempts engagement through stories, humor, self-disclosure, but incongruent, lacks smoothness, clumsy

Few relevant gestures

Some movements purposeful

	1.0
	Some actions that connect with audience, mostly disconnecting and poor relating

Very little eye-scanning

Uses few engaging behaviors (stories, eye contact)

Appearing bored, disconnected by not smiling, not nodding, no eye contact

Few words inaudible/mispronounced

Uneven volume

Few affirmations of participants

	0
	Monotone

Irritating behaviors and gestures

Sarcasm, makes fun of others

Talks mainly about self

Stories/examples about self and their successes

Audience looks around, fidgets, whispers, falls asleep

Movement aimless (pacing) or absent (stiff)

Gestures wild, irrelevant, incongruent

No affirmations of participants

Dismisses/disrespects participant input


Effective Use of Lecture And Presentation
Competencies

· Effectively uses time to reach objectives and participants concerns

· Use of visuals and handouts to support learning

· Uses active lectures/presentations

· Questions get responses from audience

· Uses questions, answers, content to evoke learning, meaning, and application

· Preframes/sets expectations

	5.0
	· Smooth, effortless interface with audience

· Balance of story, graphic (vs. text) visuals, and digital content



	4.0
	1. Visuals primarily graphics.  Evoke understanding and insight in participants.

2. Effectively uses metaphor to introduce, clarify information, build insight

3. Modifies design during the presentation to meet learner needs

4. Balances in time to match priorities of objectives

	3.0
	1. Uses interactive lecture activities/some activity at least every 15 minutes

2. Visuals primary visual and relevant, minimal use of text

3. Checks for understanding, especially in answering questions

4. Questions promote reflection and learning

5. Involves learners in brief, relevant activities at least every fifteen minutes

6. Has learners develop or use the concepts from the lecture

7. Has learners finish the lecture or make a summary or application of the ideas presented

8. Uses story/metaphor to illustrate content and create learning

9. Manages time to reach objectives and participants questions/concerns

10. Holds participants to expectations

11. Process activities and questions to evoke learnings/applications

12. Slides/PowerPoints error-free

	2.5
	1. Preframes the lecture by telling the objectives, overview of the content, and expectations of learners,

2. Provides clear and accurate examples

3. Supplements verbal comments with written handout materials and visuals

4. Uses questions that engage learners (learners respond to questions, questions are open-ended, relevant to material)
5. Visuals are relevant, clean, and uncluttered.  
6. Presentation/lecture well-organized, follows a clear plan

7. Hand-outs do not interfere with flow of lecture/presentation

8. Answers questions accurately

9. Questions evoke appropriate responses

10. Manages time to reach objectives

11. less than 3 typos on PowerPoints/slides

12. Ties class created learnings to objectives

	2.0
	1. Answers to questions incomplete.  

2. Examples unclear

3. Many questions do not engage learners, are ill-timed

4. Hand-outs/visuals cluttered

5. Hand-outs interfere with flow of lecture

6. Objectives partially reached.  Overstated/understated

7. 3-5 typos on slides/powerpoints

8. Reads powerpoints/slides off screen  but maintains some contact with audience

	1.0
	Questions irrelevant to outcomes, do not draw participant responses

Answers not correct or responsive to question

Uses few examples, many unclear

Does not manage time---objectives not reaches, inordinate amount of time left

Stated objectives do not match content

More than 5 typos on powerpoints/slides

Reads PowerPoints/slides off screen/loses contact with audience

	0
	Not responsive to participant needs

Does not ask questions

Lecture,/presentation has no apparent outcomes, structure, or purpose

No handouts or supporting visuals

No preframing of objectives, content, or expectations




Benchmarking Scale

5 – Masterful at the skills involving transformational effects

4 – Expertise that’s elegant and consistent

3 – Skillful competence at the skill

2.5 – Sufficient competence

2.0 – Awkward skill in the rough, clumsy, self-conscious

2.0 – Incompetence, first steps in development of the skill

0 – Behaviors that contradict the skills, lack of the skill

Manages group dynamics

(From: NS/NLP Trainers Training, 2010 edition.  L. Michael Hall)

· Create and sustain environment where groups learn and work together

· Handle group dynamics by managing time, dealing with obstacles that interfere with group functioning

· Cheerlead, create excitement, energy, entertain group to keep engagement

· Make material more memorable and inspiring

· Work with teams to deal with things

· Work with difficulties that arise within a group that interfere with learning/function/change

· Confront trouble makers in a caring, respectful, effective way

· Stay focused and relevant by calibrating group for energy level

· Be directive and take charge as needed

	5.0
	· Lots of variety for group, utilizing comments, questions, responses,  challenging/supporting participants in becoming better team players

· Elegantly and compassionately or firmly address the trouble and bring it to resolution using group process

	4.0
	· Pacing and leading group to more fully experience and learn, saying words that give overview of things, content of what is happening or will happen, lots of group activities for variety in learning

· Match and pace trouble, set higher frames of the groups purpose and intention to out frame trouble

· Create supportive environment so participants feel safe in the trainer taking the lead and dealing with trouble

	3.0
	· 

	2.5
	· Pacing group’s mental and emotional states, asking questions of group about needs, checking time schedule aloud about group activities

· Direct recognition and acknowledgement of the trouble

· Attempt to address it forthrightly, but with result that trouble still dominates

· 

	2.0
	· Scanning to calibrate group, some pacing words to match participants, recognizing whether group can see or hear you as you move

· Recognizing trouble and bringing it up, but ineffectively so that it continues and the presentation or task-at-hand gets side-tracked to whatever agenda the trouble creates for the group



	1.0
	· Scanning group to notice the group, yet no mention of group needs, no pacing words about where the group is

· Recognizing trouble and bringing it up, but no forthright working with it

· Peacemaking and/or pleading with the group

· Trouble only finds expression in gossiping and complaining in corridors

· Group becomes divided or dissatisfied with lots of complaints

	0
	· Little or no contact with group, focused almost exclusively on self or one other individual.  No sign of awareness of group needs for breaks, energy, focus

· Losing control of group to confusion, disorientation, arguments, insults, refusal to work together as a team

· No effort to confront a person or work through to resolution




Use Sibbett, Tuchman, Schutz et al for group dynamic stuff

More behaviors, need more positive ones

Creating Learning

Competencies

· Allow participants to discover principles, skills, processes, applications, etc. during lectures, demos, and exercises

· Facilitate learning

· Uses systematic approach, such as experiential learning cycle

· Uses various types of questions, summaries, affirmations.

· Turns experience into learning into action

· Involves the whole group

	5.0
	Group participates eagerly, asks each other questions

Moves around experiential learning cycle effortlessly
Celebrates new insights

	4.0
	Dances with group through cycle

Future paces, asks “What if?”

Probes for systemic insight/invisible structure of experience
Enables group to sort out relevant form trivial

Learners make real-work applications without prompting

Uses all question types (knowledge, comprehension, application, analysis, synthesis, evaluation.  See Appendix 1)



	3.0
	Uses four question types (knowledge, comprehension, application, analysis, synthesis, evaluation.  See Appendix 1)
Uses follow-up questions

Group engaged

Affirms participant observations and learnings

Summarizes to ask more in-depth questions, bring in new issues and insights

Asks questions, directs discussion to appropriate level on global/specific continuum

Involves all group members

Participants create specific action plans for application

Questions evoke insight and concrete experience/knowledge/behaviors

Highlights what has already been taught

Asks for more.  Does not settle for first response

Follows lesson plan, additions supplement learning

	2.5
	Questions help learners apply what is learned,. 

Uses three of five types of learning questions ((knowledge, comprehension, application, analysis, synthesis, evaluation.  See Appendix 1)
Withholds personal opinions and ideas until participants have had theirs

Systematically leads learners through experiential learning cycle

Keeps group on focus during these activities

Respects all input from participants, Handles unexpected learnings appropriately

Summarizes, clearly identifies learning points

Sets up discussion by tying it into objectives

Asks questions for clarity of responses

Involves most group members

Boomerangs questions to allow group to answer
Ties learning into real work situations
Questions balance insight and concrete experience/knowledge/behaviors

Repeats questions

Follows lesson plan



	2.0
	Uses parts of experiential learning cycle, random, not systematic

Involves at least ½ of the group

Facilitator answers most questions
Deviates slightly from lesson plan (doesn’t cover everything, additions serve to confuse or do nit support objectives)

	1.0
	Group unfocused, distracted during this time

Reveals what learners should discover

Simply asks participants how they will use the learnings, no use of experiential learning cycle

Few group members involved

Facilitator answers all questions for group
Sues only one or two question types

	0
	Does not seek to find learnings

Tells group what learnings should be

Embarrasses, disrespects group members
Asks no questions


Add experiential learning cycle questions

Giving and Receiving Feedback

Three specific competencies:
· Giving feedback directly to learners

· Running a session where participants give each other feedback

· Receives feedback

Keys to delivering effective feedback and reducing defensiveness

To be effective, feedback must be. . . . .

To reduce defensiveness

Pre-frame feedback 

Establish a feedback culture, model it in giving, seeking, and receiving

Always ask permission for each instance

Make it specific and sensory-based

Make it timely

Create value through creating learning
	5.0


	Acts on feedback received

Gives feedback conversationally, in rapport, elicits learnings and corrective/generative action

	4.0


	Uses three questions to help learner gain insight, learner, and alternatives

Offers opportunity to rehearse changes for learning

During peer-to-peer feedback, gives feedback on quality of feedback (e.g., feedback language, sensory-based, non-evaluative)

Effortlessly and gracefully receives feedback and creates learnings

Gives feedback for corrective and generative learning

Facilities peer-to-peer feedback exhibits this 3.0 level of benchmarking

	3.0


	Pre-frames feedback purpose, outcomes, and process

Feedback is tied to specific event/occurrence

Describes in sensory terms how actions affected other people

Gets learner ideas on relevant feedback (what you did well, would like to do differently) first, then from group/facilitator

Elicits learning from learner

Questions focus on leaners self-observed behavior and awareness

Actively solicits feedback, inquires on specifics (behaviors, effects) and opportunities to do differently. 

Articulates learnings from feedback received 

Peer-to-peer feedback shows 2.5 level of benchmarking

	2.5


	All feedback is sensory-based (observable)

Feedback is about things the learner can change/do something about

Feedback is given meaning is specific model, procedure, or context

Asks for permission to give feedback before feedback is given

Gets learner experience of how things went before giving own feedback

Monitors quality of group (peer-to-peer) feedback and gives appropriate feedback

Suggests a menu list of potential improvements (exception---when procedure requires  a specific behavior)

Listens to feedback.  Asks questions relative to using feedback.

Feedback recognizes positive and negative behaviors

Elicits peer-to-peer feedback that recognizes positive and negative behaviors

Intervenes in P2P feedback to ensure feedback is specific and sensory-based



	2.0


	Monitors quality of group (peer-to-peer) feedback, intervenes in process

Gives only corrective or supportive feedback

Some sensory-based feedback

Some feedback tied to specific events/time

Gives feedback only, not evaluations

Feedback not applied to model/process/procedure

Tells learner lessons to be learned

Asks specific questions for clarification about feedback received

Feedback for corrective action purposes only



	1.0


	Uses evaluative language such as "evaluate, score, negative feedback, criticism”

Feedback evaluates behavior (good/bad, etc). Not sensory based

Uses generalizations (always, never).  Not specific to time/place

Feedback is irrelevant (model/process/procedure being learned)

Does  not ask permission to give feedback

Feedback is delayed---not given as soon as practical

Receives feedback defensively/dismissively

Adds nothing to peer-to-peer feedback---observes passively



	0
	Gives no feedback

Gives evaluative feedback/evaluates person, not sensory language

Feedback is on things learner can do nothing about/can not change

Does not solicit feedback




Running Exercises And Role Plays

Competencies

· Giving step-by-step instructions that establish the process.  Each step is punctuated by the appropriate action form the group.

· Make the outcome clear (unless withholding the outcome is intentional)

· Set the time frame

· Establish expectations (number in groups, selection criteria, role clarity---who does what, when)

· Keeps exercises on track

· Exercises include role plays, case studies, etc.
	5.0
	Participants generate learnings and applications with minimal intervention



	4.0
	Participants self-manage groups.  Stay on-time and on track

Helps participants create new learnings and applications.  Gets beyond the obvious

100% participation in the exercise



	3.0
	Participants begin exercise quickly, with a minimum of confusion

Participants assume roles quickly [role play]

Uses follow-up questions to expand, amplify, clarify learnings and applications

90% participation in exercise from the beginning

Utilizes questions and responses to create more learning, application

Bases some questions on behaviors observed during exercise



	2.5
	Gives step-by-step instructions.  Allows for completion of one task before starting another

Gives clear instructions on participant expectations and roles

Gives clear instructions on use of training aids used in exercises

Delivers instructions in visual and auditory modes

Keeps exercise on track by managing time frames (gives time checks, expands/contracts time frames as needed)

Keeps exercise on track by reminding and coaching participants in the exercise process

Gives clear permission for participants to ask for help during the exercise

Monitors time, gives time checks to group

Questions for learnings, applications

Confronts non-participating groups/individuals

Ties learnings back to exercise objectives

Uses time efficiently, leaving adequate time for exercise and processing



	2.0
	Gives instruction in only one modality (visual or auditory)

Only some instructions step-by-step.  Some instructions give multiple steps.

Gets stuck coaching a few groups.  Does not attend to all groups.

Explains discoveries, learnings, applications



	1.0
	Instructions unclear.  Prompt more than 2 questions for clarification.  Participants do not respond or resist

Instructions given all at once (not step-by-step)

Coaching conversations with group do not focus on process

Objectives unclear, not related or linked to training topic

Asks for learnings, no application



	0
	Instructions unclear, missing

Unprepared. Does not have needed material ready to hand out or use.

Engages in irrelevant conversations within groups

Does not give time or process checks

Objectives not given

Does not respond to requests for assistance

Does not offer to assist group

Does not process learnings and questions afterward


Conducting a Demonstration

Demos can be done by instructor, by instructor with participant, or on vide or other media

	5.0
	Smooth sequence, flawless rapport with audience and demo subject

Validates subject

Learnings made known immediately

Audience is ready, eager to practice

	4.0
	Demo process is introduced and processed by audience

Demo is applied to real-life situations

Incorporates unexpected events into training

Appreciates unexpected

	3.0
	Frames demo with specific useful tips to look for

Smooth transition between steps 

Pacing and timing smooth

Maintains flow while taking questions form audience

Dances with unexpected events

	2.5
	Frames demonstration with step-by-step instruction

Frames demonstration with clear expectations about the outcome of the process

Frames demo with points for the audience to watch for

Frames demo subject with what to expect/do/outcome

Directions given clearly, unambiguously

Maintain rapport with/involvement of audience and participant

Executes demo correctly/precisely

If practice session follows, links learning points of demo to practice session to help learners

Most learnings presented in de-brief

	2.0
	Sequencing clearer

Transitions among steps smoother

Loses rapport with audience

Loses focus if unexpected happens

Few learnings/applications identified.  Processing time with audience yields little info

	1.0
	Demo is not framed, or poorly framed re: purpose, role, process

Sequence/steps not explained

If done with participant, no rapport built

No clear outcome

Participant embarrassed or demeaned

No audience participation

No post-demo processing



	0
	No demonstration




Post session/evaluation

Competencies

· Recommends changes in courses to improve usefulness

· Participates in thorough evaluation of course

· Seeks feedback and takes action on it to improve performance and course

· Participating in feedback based on training evaluation criteria (we’re using Kirkpatrick’s Four Levels here since it is the best-known and easiest to grasp---see below)

	5.0
	Understands levels of evaluation.  Designs and applies objective/result-oriented evaluations for each level of evaluation

	4.0
	Takes action on feedback



	3.0
	Seeks feedback

	2.5
	Identifies appropriate changes to make a course more effective

Identifies when a course does not match the job and is out-of-date

Open to feedback on session performance and results

Prepares post-course summary evaluations with recommendation (L1 and 2)

Administers tests to standard

Reports problems with training environment

	2.0
	Collects evaluation forms

	1.0
	Compromises tests

Defensive attitude toward feedback



	0
	No evaluation performed

Problems with training environment not reported

Training environment left in poor condition




The four levels of Kirkpatrick's evaluation model essentially measure:

· Reaction of student - what they thought and felt about the training

· Learning - the resulting increase in knowledge or capability

· Behavior - extent of behavior and capability improvement and implementation/application

· Results - the effects on the business or environment resulting from the trainee's performance

APPENDIX 1: TYPES OF QUESTIONS BASED ON BLOOM'S TAXONOMY
From Bloom, et al., 1956

As teachers we tend to ask questions in the "knowledge" category 80% to 90% of the time. These questions are not bad, but using them all the time is. Try to utilize higher order level of questions. These questions require much more "brain power" and a more extensive and elaborate answer. Below are the six question categories as defined by Bloom. 

KNOWLEDGE 

remembering 

memorizing 

recognizing 

recalling identification 

recalling information 

who, what, when, where, how ...? 

describe 

COMPREHENSION 

interpreting 

translating from one medium to another 

describing in one's own words 

organization and selection of facts and ideas 

retell... 

APPLICATION 

problem solving 

applying information to produce some result 

use of facts, rules and principles 

how is ... an example of ...? 

how is ... related to ...? 

why is ... significant? 

ANALYSIS 

subdividing something to show how it is put together 

finding the underlying structure of a communication 

identifying motives 

separation of a whole into component parts 

what are the parts or features of ...? 

classify ... according to ... 

outline/diagram ... 

how does ... compare/contrast with ...? 

what evidence can you list for ...? 

SYNTHESIS 

creating a unique, original product that may be in verbal form or may be a physical object 

combination of ideas to form a new whole 

what would you predict/infer from ...? 

what ideas can you add to ...? 

how would you create/design a new ...? 

what might happen if you combined ...? 

what solutions would you suggest for ...? 

EVALUATION 

making value decisions about issues 

resolving controversies or differences of opinion 

development of opinions, judgments or decisions 

do you agree that ...? 

what do you think about ...? 

what is the most important ...? 

place the following in order of priority ... 

how would you decide about ...? 

what criteria would you use to assess ...? 

http://honolulu.hawaii.edu/intranet/committees/FacDevCom/guidebk/teachtip/questype.htm
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WRITING OBJECTIVES AND GOALS

Goals describe basic understandings and concepts to be taught in training

An objective is a narrower, more specific learning that is usually measurable or observable; objectives assist in meeting course goals.
Primary objectives
· Do

· Decide

· Create

· Apply

· Analyze

· Synthesis

· Evaluation

Secondary objectives

· Know

· Comprehend

· Believe

· Feel

	5.0
	Goals and objectives present a clear picture of performance and path to mastery that will produce excellence and meaningful in the organization and job types targeted

Goals and objectives present a clear picture of workplace effectiveness, application, and intended impact

	4.0
	Objectives complete (learning to be taught (content), observable student behavior, condition or circumstance, criteria for mastery and competence)

Objectives/goals linked to clear workplace/outcome measures of effectiveness, allow for effective, bottom-line evaluation

	3.0
	Goals tied to organizational objectives/strategies

All objectives are measureable or observable and aligned with goals

All objectives complete (learning to be taught (content), observable student behavior, condition or circumstance, criteria for competence)

All objectives are workplace-performance oriented (primary objectives)



	2.5
	Most objectives are workplace-performance oriented (mostly primary, a few secondary)

Procedures, content, and methods relevant to goals

Procedures, content, and methods complete to address goals

Most objectives/goals are measureable or observable and aligned with goals

Most objectives/goals complete (learning to be taught (content), observable student behavior, condition or circumstance, criteria for competence)



	2.0
	Mostly lower level/secondary objectives only (know, feel, believe, comprehend)

Objectives classroom oriented only (no direct application to on-the-job performance)

Objectives are measureable or observable, not aligned with goals

Goals not workplace-performance oriented.  Do not describe value of training



	1.0
	Goals unclear (no secondary or primary objectives)

Objectives not observable

Objectives lack reference to content (learning to be taught)

Goals do not describe basic understandings, concepts, skills to be taught

All lower level/secondary objectives only (know, feel, believe, comprehend)



	0
	No objectives or goals

Goals/objectives irrelevant to job/organizational/participant needs

Objectives do not meet primary/secondary criteria

Goals do not describe basic understandings, concepts, skills to be taught




TASK ANALYSIS

A task analysis is the process of breaking down complex learnings into simpler parts, then sequencing those parts for more predictably efficient training. A good task analysis will narrow down a long-term objective into shorter-term training pieces.

Pre-requisite knowledge must be captured so it can be taught before teaching the task

	5.0
	Task flows, analysis provides systemic links

	4.0
	

	3.0
	Captures only relevant sub-tasks (not extraneous tasks) 

Chunk size appropriate (right level of specificity/detail given at once)

	2.5
	Captures all skills and knowledge necessary for a participant to achieve an instructional objective

Determines participant readiness for the task.( What must the participant be able to do in order to accomplish the objective?/ What is the prerequisite knowledge?)

Instructional sequence is focused on the objective.

Sub-tasks are complete

Sub-tasks are in order

Tasks are relevant to process/procedure/objective being taught



	2.0
	Few irrelevant tasks/subtasks 

Information chunk sizes inappropriate (too much/too little detail)

	1.0
	Sub-tasks nearly complete

Sub-tasks not  in order

Most tasks/subtasks are irrelevant to learning goals/objectives

No determination of participant readiness to do the task

Relevant tasks/subtasks omitted

	0
	No pre-requisite knowledge is captured

Tasks/subtasks not in order


LESSON PLAN FORMAT and DESIGN

Lesson design is a format for the presentation of direct instruction lessons and includes eight elements:

1. Set;

2. Objectives;

3. Instructional input;

4. Modeling;

5. Check for understanding;

6. Guided practice;

7. Closure;

8. Independent practice.

The lesson plan should incorporate sound adult learning models (for example, 4MAT, experiential learning cycles) and participative methodologies.

Additional benchmarks can be set in the areas of testing and revising, but are not included here.

1. Set

· Focuses the participants’ attention;

· Provides brief practice on previously learned concepts or related learnings;

· Develops a readiness or motivation for the lesson.

2. Objective

· To inform participants of what they will be able to do at the end of the seminar;

· To inform participants of why the lesson or training is important.

3. Instructional input

· Purpose: to convey the inform

4.  Modeling

· Purpose: to increase participants’ knowledge about the desired product, process, or behavior by showing examples.

5. Check for understanding

· To check participants’ knowledge of essential information.

6. Guided practice

· To guide participants’ initial attempts at using a skill to increase probability of success and accuracy.

7. Independent practice

· To allow participants to develop a skill by practicing it.

8. Closure

· To summarize the new learning, which facilitates retention, and to explore transfer of the new earning to other situations.

Introductory Phases

1. Set

· Focuses the participants’ attention;

· Provides brief practice on previously learned concepts or related learnings;

· Develops a readiness or motivation for the lesson.

2. Objective

· To inform participants of what they will be able to do at the end of the seminar;

· To inform participants of why the lesson or training is important.

	5.0
	Provides for analysis of group members experiences.  Draws on similarities and differences

Provides for sharing, reflection at belief/value level (not just behavior)

	4.0
	Includes ways to bridge from what participants already know to what they are about to learn---learners make connections between the content and their lives

Elicits participant stories, insights to connect learners to content

Suggests ways to customize to identify group needs on the fly



	3.0
	Activities include finding/discovering answers to the learner questions, “Why am I here?” and “What’s in this for me?” from learners.  (e.g., stories, simulations, scenarios that really take place, interactive dialogue)

Collaboratively sets ground rules



	2.5
	Answers the learner questions, “Why am I here?” and “What’s in this for me?” for learners
Sets ground rules

Specifies most desirable room set-up

Provides appropriate questions to initiate the discussion

Includes group forming/connecting activity 

Includes ways to bridge from what participants already know to what they are about to learn---makes connection for learners
Pre-frames objectives

Pre-frames training process/agenda

Pre-frames expectations of learners

Uses questions to elicit learner experiences

Gives accurate time estimate for completion of stage/activities

	2.0
	Incomplete instructions/scripts

Material out-of-sequence

Minimal participant involvement designed in

	1.0
	Activities not tied to learning objectives

Level 2.5 activities not tied/related  to learning objectives

Estimated completion time not given

Time required inadequate-too much/too little by 20%+



	0
	No inclusion of learners---all lecture/telling

Level 2.5 benchmarks missing form design/lesson plan


Instructional input

To convey the information (content) necessary to meet the objective.

Stage 3: Instructional Input

The Instructional Input guides learners through the second quadrant of the learning cycle and addresses the following key points or issues:

· Bridges from what participants already know to what they need to know or to be able to do that is new or different

· Answers the learner question, “What do I need to know?”

· Provides information from the “experts” (including the trainer and the participants)

· Builds knowledge and understanding

· Gives participants opportunities to question, discuss, react to, reflect on the information presented

· Actively engages the participants in their learning

	5.0
	Learners actively engaged in free-flowing interchange of information, meaning making

	4.0
	Activities worked seamlessly into content

Activities enable learning and application/meaning

	3.0
	Provides for connection between knowledge in Stage One and inputs from Stage Two

Provides opportunity to draw on participant knowledge

Provides additional resources for further study

Design includes periodic checks for understanding

Design includes activities to summarize/check for understanding

Activities/checks for understanding come at well-timed intervals, logical breaks in content

	2.5
	Key points made clear

Key points clearly linked to objectives

Information clearly laid out (sequential, importance)

Appropriate chunk size (specific/global) to meet goals and objectives 

Provides opportunity for interactive lecture/participant involvement

Gives accurate time estimate for completion of stage/activities

Credits sources

Design includes questions to evoke learner knowledge , summarize, check for understanding

Time spent on sections of input match importance to objectives

	2.0
	Information not clearly laid out

Section is ill-timed (expected time length too long/too short)

Contains information not relevant to objectives/goals

Information not pre-framed

Summary too brief/too detailed

	1.0
	Information not linked to key objectives

Estimated completion time not given

No resources/sources given

Minimal opportunities for learner involvement/not relevant to objectives

Links to objectives not pre-framed

No summery

	0
	Information does not support key objectives

Information disorganized

No opportunity for learner involvement

Script is all lecture


Modeling and Checking For Understanding

Modeling:

· Purpose: To increase participants’ knowledge about the desired product, process, or behavior by showing examples.

· Modeling can be done through alive or recorded demonstration.  Some of these benchmarks will apply exclusively to scripting a live demo. .  others apply to solely to scripted or vide demos.

Checking For Understanding

· Purpose: To check participants’ knowledge of essential information.

	5.0
	Smooth sequencing from one step to the next

Instructions on how to weave audience into demo

De-briefing instructions, including future pacing (tries out the new skill in the future, ‘what if?”
Demo demonstrates expert beliefs, values, attitudes

	4.0
	Demo instructions seamless, make the point, shows learners ‘how to’

Demonstration is relevant to audience (not generic)



	3.0
	Suggests questions to get audience involved in demo

Well paced and well-timed

Steps to demo/key points are reinforced during demo

Suggests questions during the demo process

Demo demonstrates expert behavior

	2.5
	Model clearly demonstrates steps, behaviors one-at-a-time

Timing accurately estimated

Instructions stated in a step-by-step manner

Demo instructions are well-paced and well timed

Demonstration is relevant to objective/goal

Demonstration is pre-framed to objectives/goals

Steps to demo/key pints to watch are pre-framed

Including de-briefing instructions/questions

	2.0
	Clear sequencing

Smooth transitions form on stage to another

Breaks in rapport with audience

	1.0
	Demonstration not framed to objective/goal

Demonstration poorly framed about purpose, role, process

No sequencing of steps

No rapport with audience or volunteer

No outcome

	0
	No demonstration when indicated by objective/goal

Failure to schedule adequate time for demonstration

Demonstration unnecessary to reach objectives/goals


Guided And Independent  Practice

Guided  Practice

· Purpose: To guide participants’ initial attempts at using a skill to increase probability of success and accuracy.

Independent Practice
· Purpose: To allow participants to develop a skill by practicing it.

· Practice can be role-plays, worksheets, field work, simulations, games, in-field observations, problem-solving situations, case studies, projects that apply the skills learned

	5.0
	Practice session seamless with learning and de-briefing

Relevant to work applications

De-brief instructions include questions/opportunities for second-order change*

	4.0
	De-briefing instructions link practice learnings to real-life situation, first order change*

Pre-frame of clear workplace-based learner objectives/outcomes

Practice



	3.0
	Steps/process to be practiced align 100% with demo

Well-timed

Clear workplace-based learner objectives/outcomes

Practice at right skills level to promote discovery and learning

Practice has direct application to real-world setting

De-brief designed to enable learners to assess their own performance

	2.5
	Clear instructions in multiple modalities

Step-by-step instructions in multiple modalities

Steps/process to be practiced mostly align with demo

Includes de-briefing instructions

Clearly tied to objectives/goals

Practice confined to one discrete process (focused on one skill, not over-complicated, over-reaching) 

Includes material to guide participants in whatever roles they are in

Participant roles clearly defined

Clear frames for outcomes, expectations of practice

Practice outcomes clearly pre-framed

Debriefing instructions cover key practice point/steps, outcomes/goals

Instructions include where/when/on what to give feedback

	2.0
	Outcomes unclear

Times allotted too long/too short to complete practice

Participant instructions unclear, not sequential

Practice steps poorly aligned with demo

De-briefing instructions vague, generic, not connected to objectives/goals, practice

	1.0
	No coaching hints, ideas on what instructor should look for during practice to coach learners

No clear outcomes

Not linked to objective/goal

Vague learner objectives/outcomes

Practice steps not aligned with demo

Practice too easy/difficult to produce significant learning

No de-briefing instructions

	0
	No practice session when indicated by objectives/goals

No learner objectives/outcomes

Practice irrelevant to outcomes/goals


*“First-order” change is change that is consistent with prevailing values and norms, meets with general agreement, and can be implemented using people’s existing knowledge and skills. A change becomes “second-order” when it is not obvious how it will make things better, it requires people to learn new approaches, or it conflicts with prevailing values and norms. 

Closure
Purpose: To summarize the new learning, which facilitates retention, and to explore transfer of the new learning to other situations.

.

	5.0
	Closure supports change

Explores/summarizes negative and positive emotions that move us away from one thing and toward another.

Explores/summarizes reflective understanding of what needs to change and the decision or commitment to make it happen.

Explores/summarizes constructive planning and designing of what to change to and the beginning experimentation of the action plan to see how it works. ‘

Explores/summarizes reinforcement of what works well to reward it and the ongoing testing, monitoring, and accountability that enables the change to solidify.

Learnings integrated into reality



	4.0
	Closure includes opportunities (processes, methods) for second-level learning

Learning future-paced

	3.0
	Design includes action planning, first-level learning

Closure activities include stories, assessments, stories, simulations, tests, et al

Design conveys curiosity, value 

	2.5
	Closure is a joint instructor-learner process

Closure includes activities to summarize the new learning 

Learning from interactive dialogue



	2.0
	Design includes instructor-only summery

Learning primarily through questioning

Focus on classroom learning only, no real-world application

	1.0
	Inadequate time for closure

	0
	No closure activities


MATERIALS AND RESOURCES 

Includes, but not limited to:

· Participant Manual 

· Facilitator Manual

· Visuals

· Videos

· Training props

· User materials (pens, paper, etc.)

	5.0
	Slides, manuals complete, visually appealing and flawlessly guide and support learning toward all goals and objectives.

	4.0
	Slides/PowerPoint’s primarily relevant graphics

Manuals cleanly laid out, easy to follow.  

Manuals clearly state and support learning objectives

FM instructions complete, step-by-step, easy-to-follow



	3.0
	Participant manual contains interactive activities

Facilitator manual complete regarding instructions, content, and timing

Nearly all slides follow 5x5 rule

All graphics relevant to learning.  Nothing extraneous or wallpaper



	2.5
	Resources documented

Manuals have adequate white space, easy-to-read

Facilitator manual has script, instructions, and slides in separate columns

Facilitator manual has complete list of supplies, handouts, training props, videos—everything needed in the training

Participants manual follows course content, contains objectives, goals

Handouts cleanly formatted and complete

Handouts properly sequenced

Slide fonts readable

Most graphics are directly relevant to learning

	2.0
	Manuals follow flow of course

Participant manual cluttered, unnecessary content

Slides/PowerPoint’s contain unnecessary graphics

Slides/PowerPoint’s do not follow 5x5 rule

Videos/audios not in multiple formats

	1.0
	Manuals do not follow flow of course

Slides prints are entire participant manual

Slides/PowerPoint’s primarily cut and pasted blocks of text, fonts too small to read easily

Poor contrast in slides/PowerPoint’s

Facilitator manual consists of only PowerPoint slides

Videos/audios poor quality, but usable

Videos/audios in out-dated formats

Manuals cluttered, hard-to-follow

Manuals incomplete

	0
	No participant or facilitator manual

Videos/audio unusable


FACILITATOR’S GUIDE 

After the lesson plan has been developed, the trainer is ready to organize the handbook to be used by trainers and consultants. The Academy encourages a standardized format. 

The lesson plan manual/facilitator’s guide is a three-ring notebook or published packet of all lesson plans. The organization includes: 

l Title page; 

l Letter from the Academy president; 

l Agenda and schedule; 

l Biographies of the seminar staff; 

l Table of contents; 

l Seminar goals; 

l Script and lesson design, and materials for each module separated by dividers; 

l Appendix: 

a. Bibliography, 

b. Glossary, 

c. Resources and materials (transparency masters, audiovisuals, etc.), 

d. Copies of any tests to be administered. 

The “Training for Trainers” manual is organized with the left-hand column indicating the parts of lesson design or organizational information for the trainer. The right-hand 

column details the seminar content and activities in a narrative format. The narrative is a script for the trainer, offering helpful specifics. 

PARTICIPANT MANUAL 

Once the lesson plan manual for the trainer has been developed, the participant manual can be completed. The Academy staff compiles the participant manual from 

information the trainer provides unless other contractual arrangements have been made. The participant manual includes: 

l Title page; 

l Letter from the Academy president; 

l Acknowledgements; 

. Agenda and schedule; 

. Biographies of the seminar staff; 

l Table of contents; 

l Seminar goals and objectives; 

l Seminar lesson plan; 

l Appendix: 

a. Bibliography, 

b. Glossary, 

c. Resources and materials (including related articles and handouts). 
TECHNIQUES FOR FOLLOW-UP 

Action Plans are developed to convert the classroom learning to concrete and realistic job application. An Action Plan is a commitment to engage in a new behavior resulting from the impetus of the training experience. To ensure that action plans are carried out as pledged, consider the following: 

Early commitment: Secure commitments for goals on the action plan as early as is practical. 

Realistic goal setting: Targets for improvement must be clearly defined, limited in number, reachable, time-specific, voluntarily arrived at, and supported by the organization or supervisor. 

Group discussion: One’s colleagues can be useful as helpers, critics, reality-testers, support-givers, etc. Equally important is the vital role of group discussion as a stimulus 

to commitment. 

Monitoring procedures: Have plans developed in class and then have them discussed and critiqued in triads. The best procedures entail some follow-up of action plan commitments. Some possible ways of doing this are: 

a. Copy the completed action plans and mail them to participants two weeks after the training has been completed. Include an encouraging letter. 

b. Interview participants via questionnaire or telephone concerning accomplishment of their plans. 

C. Convert the participants’ supervisors to the action planning and reviewing process for maximum results. 

d. Establish peer monitoring/networking. Ask participants to pick another person, one they do not work with closely, to keep in touch regarding their action plan. 

The selected person is given a copy of the action plan and agrees to contact its preparer within 30 days to ascertain progress. 

2. Secure support for the training from participants’ supervisors via appreciation letters, or have superiors experience the training before their subordinates do. 
3. Have participants identify in writing, in advance, one or two problems they will work on during the seminar. 
4. Use other pre-seminar assignments such as completing a self-assessment quiz, gathering data for a report, studying an assigned case or problem, or interviewing a key figure. 
5. Advise participants in advance of the seminar to bring their calendar with them to use in the action plan phase of the program. 
6. Involve the participants’ supervisor after the training. Encourage supervisors to sit down with participants upon their return to assess what was learned, discuss how the new 

learning can be integrated into the ongoing operation, and establish specific goals to capitalize on the new learning. 
7. Provide participants with handy “tools” or performance aids to facilitate application of learning, such as checklists, plastic overlay data wheels, flowcharts, guidesheets, question lists, diagrams, reminders, and wall charts. 

8. Use follow-up audio-conference calls to discuss progress, barriers, and recommendations. 

Evaluating the Academy participants’ achievement of objectives is essential to the consultant’s or trainer’s lesson plan. The National Institute of Corrections Academy is dedicated to providing effective training seminars. The seminar presenters need to have some strategies in mind for determining the extent to which training participants have gathered, assimilated, and can use the information or ideas presented in the training. 

Techniques for evaluating the participants’ understanding and application and assessing the training process and the trainer’s performance are discussed in the section, “Seminar Evaluation by Participants.” 
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