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Section 1: Design

Purpose of the Training


To help working individuals initiate individual and organizational transformation artfully.

Design Summary


The following logframe was developed by the training team during a sequence of planning meetings which took place in the weeks leading up to the training.  This was an iterative process, whereby the logframe was updated after each meeting to reflect the evolution of the design process.  This logframe served as our internal outline to guide the training process as it occurred.  Note that the “Screen” column on the right refers the slide sequence numbers for the PowerPoint presentation (see Appendix A).  “Black” means the slides were turned off, and “waterfall” refers to the short Living Waterfalls screensaver.

	No.
	Description


	ELC
	Method
	Materials
	Who?
	Time
	Screen

	1
	Introduction: Introduce yourself and describe why you choose to come here tonight
	
	Large group discussion
	Nil
	Peter
	5
	1

	2
	Lead-in: watch screensaver of water flow and play with water
	Experiencing
	Multi-media
	computer/ projector, 4 Bowls of water
	Karin
	5
	waterfall

	3
	Describe how you feel, as a class
	Publishing
	Large group discussion
	Nil
	Peter
	5
	black

	4
	Purpose, Goals, Objectives Agenda (PGOs)
	
	
	computer/ projector
	Hossain
	5
	2-5

	5
	Simple tai chi practice, keeping in mind what you have observed
	
	Outdoor exercise
	Nature, costume
	All
	10
	black

	6
	Short lecturette on the history of Taoist philosophy, to place in context
	Generalizing
	Lecturette
	computer/ projector
	Peter
	10
	6-7

	7
	Small group formation (via puzzle)
	
	Exercise
	Small pictures (5 sets of 4)
	Hossain
	5
	black

	8
	In small groups, match the Tao Te Ching sketches to the appropriate text; this is a short exercise in Taoist philosophy
	Processing
	Small group discussion
	Comic book cards and text cards
	Hossain
	15
	black

	9
	As a class, link together the learnings of the tai chi exercise and the philosophic processing
	Generalizing + Applying
	Large group discussion
	computer/ projector
	Karin
	10
	8-17

	
	Break
	
	
	Cassette player
	
	10
	black

	1
	Sequence of truck driving focusing on personal transformation of artful work
	Experiencing
	Role play
	Nil
	Karin, P,H + 1
	10
	black

	2
	Assessment of participant regarding role behavior in truck driving .
	Publishing
	Small group discussion
	Instrument sheets (5)
	Hossain
	10
	black

	3
	Story processing using 3 principles
	Processing
	Large group discussion
	computer/ projector, Flipchart
	Peter
	10-15
	17

	4
	Taichi practice
	Applying
	Exercise
	Costume
	All
	5
	17

	5
	Buzz with neighbor on personal experiences and alternative steps for attitude at work (general, focus on emotions, not incident)
	Applying
	Pairs; Large group discussion
	Flipchart, markers
	Karin
	5+10
	black

	
	Short Break
	
	
	Cassette player
	
	5
	black

	1
	Work place situation
	Experiencing
	Storytelling
	Nil
	Peter
	5
	black

	2
	What is the problem?
	Publishing
	Large group discussion
	Flipchart
	Peter
	10
	black

	3
	Relevant incidents from participants and problem identification
	Processing
	Small group discussion
	Nil
	Hossain


	10
	black

	4
	Impact discussion based on models and three principles
	Generalizing
	Large group discussion
	computer/ projector
	Karin
	10
	18

	5
	How to overcome the situation/ presentation of solutions
	Applying
	Small group discussion; Report back skit
	Nil
	Karin
	15
	19

	
	Total
	
	
	
	
	190
	


Design Components

Needs Assessment

We undertook a needs assessment four weeks prior to the final training. Our needs assessment consisted of following questions:

· What kind of situation frustrates you the most at work?

· How do you usually react to these frustrating situations?

· What do you usually do to release your frustration at work?

· What do you usually do when you intend to change something about your workplace?

The purpose of the needs assessment was to find out what situations at the workplace frustrated people the most, and how people usually react to it. We received about 10 answer sheets from potential participants. Through the needs assessment we find out that problems with coworkers, especially with the boss was mentioned most frequently. The needs assessment helped us developing our training activities with a clear focus.
Goal

To empower the participants to find meaning and joy at work, resolve their personal work-related frustration, and take practical and artful steps on transforming their organizational culture with an approach of the eastern Taichi and Taoism philosophy.
Objectives

Through the workshop participants will be able to:

· Be aware of how basic Taoism philosophy can be applied in our work life. 

· Be able to deal with work-related frustration and find meaning and joy at work by transforming one’s inner world.

· Be able to use a model to take active steps on initiating organizational change.
Agenda

· Three basic concepts of Taosim

· (break 10min)

· Personal transformation

· (Break: 5min)

· Practical steps for organizational transformation

Methodology

Participants engaged in the experiential learning cycle in order to discover that workplace transformation can be possible through the philosophy of Taoism and Taichi.

Techniques/Activities


This section describes in more detail the training schematic given in the “Design Summary” section above.

1. Introduction. The trainers and the participants introduce themselves briefly. The participants are asked to say briefly why they decided to come to this training.

2. Lead-in activity: watch screen saver of water flow and play with water. The main theme of our training is “Tao is like water, nurturing, humble and natural”. In the beginning of the training, we intend to prepare the participants’ heart with learning of the nature of water before explaining the philosophy with words. Therefore, we place some big bowls full of water on the ground, and ask the participants to play with real water with their hands, while watching the screen saver of water flow and listening to the sound of the water, and most importantly, feeling the nature of water with their heart.

After this activity, participants are gathered in a large group and are asked to describe how they feel about what they just did, and how they feel about the nature of water.

3. Display PGOs and Agenda of the training 

4. Simple Taichi practice: The participants are taken out of the classroom and practice simple Taichi in nature. While giving introductions, trainers ask the participants to meditate on “humble, nurturing and natural” while practicing Taichi. The purpose is to prepare the participants’ body with the nature of water before explaining the philosophy with words. 

5. Short lecturette on the history of Taosit philosophy and Taichi. At this stage, the participants should be able to receive the Taoist philosophy with their mind. 

6. Participants are divided in small groups of three. They are asked to match the Tao Te Ching sketches to the appropriate text. This is a short exercise in acquainting the participants with the Taoist philosophy. 

7. In large group, after briefly discussing how the text and pictures can be matched, the three natures of Tao are now fully reviewed through a Power Point slide.

Break (10 minutes)

8. Role play: Life of two truck drivers. Through this role play, two truck drivers who do the same job and earn the same salary are portrayed. One truck driver loves his job and one hates it.

9. Role & behavior assessment: In small groups, participants are given an instrument sheet to assess the different attitude of each truck driver(Appendix B). After this 10-minute small group activity, they gather together again and process the attitudes of both truck drivers with a trainer. The trainer asks the participants: How are the three natures of the Tao reflected in both driver’s behaviors? Answers from the participants are published.

10.  Tai Chi Practice: This time, participants are asked to practice TaiChi again with a clear intention of meditation on the three natures of Tao.

11. Personal story sharing: Participants are asked to buzz with the person sitting next to her/him on some personal experiences on attitude at work. Participants are asked to focus on feelings and emotions rather than incident. 

12. Group generalizing: Now participants are gathered in a large group again and discuss with a trainer on how to achieve a personal transformation at the workplace using the three natures of Tao.

(Break 5. minutes)

13. Workplace situation sharing: One trainer shares a story that had happened in his work life on how his former supervisor once forced him to do something that sounded unreasonable to him. 

14. Large group publishing: A trainer discusses the following questions with the group: What is the problem? What are the emotions, attitudes, and behaviors surrounding the story?

15. Personal stories sharing: Participants are divided in small groups to share some personal stories triggered by the story they just heard.

16. A model to workplace transformation: A trainer introduces a 5-step model for initiating workplace transformation in the large group

17. Applying the model: In small groups, participants discuss about how to overcome the difficult situation they have chatted about before using the new understanding they have learned. They are asked to report back their discussion at the end of the training.
Group Dynamics

The lead-in activity of playing with water serves to engage (unfreeze) participants and provide a safe and warm environment for the training. The three-hour training starts from introducing the three key concepts of Tao, then moves to applying the concepts in internal workplace transformation, (move) and lastly, using the concepts in inter-personal work settings (refreeze).

Evaluation

No formal evaluation sheet was handed out. However, we consider the feedback section as our training evaluation. Overall, we received positive feedback on the training although many areas need to be improved. See “Section 2: Trainer’ Group Self-Assessment” for more discussion on the feedback process.

Learning Environment
The training was specifically designed on the philosophy of Taiosm which is very much related to the Chinese martial art called tai-chi. From the very beginning of the course we tried to address the deeper feeling of peace and relaxation with a physical demonstration of Tai- Chi. We ensured the thematic learning by displaying some symbolic demonstration like waterfall, water playing in the bowel and picturesetting in small groups. It encouraged the participants to learn more. It was meant to be a participatory session. Ensuring comfortable approaches during facilitation ensured the participants to go gradually into the deeper philosophy of Taoism.  Humor was utilized to create a comfortable learning environment. It was ensured in the session through different activities like:  role-play of life of two drivers, Taichi practice, story telling, and incidence exploration to introduce the context relating with the situation.  The facilitators monitored participants’ non-verbal feedback throughout the training. The interactive exercise was set up during matching statement with picture to be as inclusive as possible. All team members were conscious of time. The team engaged all participants through different methods while staying focused on the situation at hand. Smooth transitions between the parts of the training as well as elements of surprise made the audience attentive and energized. In the beginning through water playing the team enhanced the participants to feel the concept of Taiosm not from surface level but from an inner point of view. The team ensured the total presentation based on stated objectives. It started from imparting key concepts of Taoism and gradually transformed to individual and finally turned into organizational change. 

In addition, discussion with other participants cultivated their awareness of how they perceived the stated philosophy and helped them better understand common problems of life enduring reality. Furthermore, the participants had a better understanding coping with the philosophy of Taoism, reflecting on previous experiences and learning strategies to manage the critical situations of life.


Communication between audience and facilitators was encouraged so that an enabling atmosphere was created to ensure participation. Coordination among the team members was maintained as planned in previous meetings. Good rapport between audience and facilitators was ensured through different activities as mentioned.


To reinforce the learning of each session participants were encouraged to share ideas and it was generalized to apply in individual and organizational development as well.

Overall, we are very impressed and pleased with our efforts of actually inventing a three-hour training and making the investment it took to fulfill our “ambitious” vision—we have learned to trust ourselves and the work that we are capable of doing and applying to a project.  Also, we were extremely pleased that our participants verbally acknowledged gaining invaluable insights and new perspectives on artful workplace transformation. 

Logistical Considerations


This training involved a number of logistical issues.  Three weeks prior to training day, we had to book the room (IC 101) through the central SIT switchboard.  We wanted this room because it has a clean, comfortable environment, and is located next to a grassy slope that would be suitable for our Tai Chi exercises.  The booking proved to be useful, as during the afternoon of training day we were informed that a visiting speaker had double-booked the room.  Fortunately, the switchboard operator found another room for the speaker, and we were able to conduct our training in IC 101 as planned.


Other logistical issues concerned technology. We booked the video camera two days before the training, then picked it up at 1:30pm on training day.  The media lab staff also instructed us in how to use our laptop computer for the waterfall screensaver and digital projector.  By 4pm, all technology issues had been sorted out, and two of us went to the market to purchase refreshments for the workshop participants.


During the training, it was necessary to sort out not only who would be facilitating each activity, but also what would be showing on the digital projector/screen at what time.  This was a complicating factor; the final scheduling is noted in the “Design Summary” section of this report.


In order to attract outside participants to the training, we told other PIM students and staff members about the purpose of our training, and we also notified some off-campus friends.  Two days prior to training day we posted 10 flyers at various locations around campus.  By the time the training took place, we were anticipating up to 20-25 participants.  Unfortunately, the demands of busy scheduling at this time of year proved to be a deterrent, and we had only 9 participants.

Appendix A – PowerPoint Slides
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comfort in a humble place.

 
[image: image13.wmf]13

In mindfulness, he is profound.
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“

Lord, grant me the serenity to accept the 

things I cannot change, the courage to change 

the things I can, and the wisdom to know the 

difference.

”

( Saint Francis of Assisi: 1182

-

1226)


Appendix B – Truck Driver Attitude Handout

The Art of Workplace Transformation

Truck Driver Scenarios

	
	Peter’s attitude


	Hossain’s attitude

	Scenario 1 (car breaks down)


	
	

	Scenario 2

(interview)


	
	


Section 2: Trainers’ Group Self-Assessment

Before going to design the course “The Art of Workplace Transformation” each team member took time to think over the topic how it would be effective and educative to the participants. After our personal thinking we shared it among the team members in our first meeting. After the classroom discussion when we got into our groups and discussed the “Art of work of Workplace Transformation” as a topic based on famous philosophy of Taiosm, we considered many ideas and directions to pursue.  We may have taken longer in reaching a team decision about the topic, but in the end, this served our team well, as we did not experience confusion or lack of focus when constructing our training.  As we had three team members, the distribution of work was manageable for each person.  Decisions were made by consensus, and the team did not experience any real conflict in the process of making decisions. 

All group members did research individually, which was used in developing the training outline.  Our process of dividing up the work occurred after making a complete outline of the components to be covered in the training.  None of the team members had strong feelings about which section of the training to facilitate.  Sections were divided up based on individual interests.  There seemed to be a high level of cooperation and flexibility at each group meeting.  There were no concerns raised by any team members indication that her/his voice is not heard.

It was helpful to have nine meetings between the initial group formation and the presentation. We were conscious of how we utilized different training techniques such as giving clear instructions to participants, drawing on personal experiences of participants, learning by doing, guiding participants instead of leading them, creating a participatory environment, and being conscious of using the experiential learning cycle. 

Though the training is focused on highly philosophical insight development, we thought it might be a little stressful to the participants. However, the team-effort managed to overcame the situation. The time management of the team to maintain each of the sessions during facilitation proved preparation of effective coordinating skills.   The way of receiving constructive comments from concerned participants of the training encouraged all. It was also discussed in a previous team meeting. 

At the end of the session, the facilitator reviewed the objectives with the trainees, asking the trainees about the key points of the subjects taught in each section. Immediately after the training feedback session was convened by the team. This gave the trainers an opportunity to inquire about particular strengths/weaknesses of personal styles, and the overall design, content, and flow of the training. In order to self-visualize and for the purpose of evaluation the training session was videotaped by the initiative of team and reviewed in the presence of the instructor the following week.


The feedback we received was mostly positive. Many participants commented on the effectiveness of our transitions and facilitation, our ability to create a believable context and our maintenance of a high level of energy.  They also commented on a comfortable learning environment, clear instructions, and good substantive material that provided them with concrete learning, such as through the lecturettes and critical incident (workplace scenario) storytelling.


Issues which arose for participants that were brought up during the feedback session centered on two themes.  The first theme concerned difficulty in closing and bringing it all together at the end.  There was general consensus that more time was needed on the last activity, that there was a lot of material to cover for our stated goal, and that we were dangerously treading on terrain which would open a lot of emotions.  To summarize, we need to work on closing the Experiential Learning Cycle, and allowing more time to process in order to facilitate the participants’ learning.


A second issue which arose concerned unclear connection between certain training activities and the overall flow of the training.  These included outdoor Tai Chi exercise, water analogies, and workplace storytelling.  The feedback did mention that the connection became clearer as the training progressed.

Viewing the videotape of our training along with the course instructor was another major learning opportunity for our group. Through viewing the video we not only had a chance to reflect on our personal facilitation skills and our interaction with the participants, but also were able to assess our role as a group of three in terms of team facilitation.

We noticed that our transition was rather smooth while switching facilitators. However, one major area of improvement caught our attention. We realized that when one of the group members is facilitating the training, the other two either handle the chores for the next step of the training and move from one side to the other of the room, or look rather idle and not participate in the training. This could be distracting to the participants. We realized that we could have offered better support to the facilitator and facilitated the training more effectively by simply offering our attention to the facilitator when we are not facilitating.

Section 3: Process

Evolution of the Training Design


This training evolved as a result of a series of group meetings during the weeks leading up to the training.  The first meeting took place just prior to the April break, during which we developed a tentative schedule (meetings twice per week) that would allow us sufficient time to prepare the training activities.  This schedule was as follows:

4.7 (Wed.) - Finish needs assessment; Send out needs assessment; Brainstorming PGOs

4.11(Sun) - Work out clear Objectives, set PGO; Outline of the Experiential learning cycle; Time outline of the 3 hours

4.14 (Wed.) or 4.16 (Thu.) - Design 1st hour of the training in terms of Objects and Experiential learning cycle, ASK and learning style

4.18 (Sun) - Design 1st hour of the training in terms of Objects and Experiential learning cycle, ASK and learning style
4.21 (Wed) - Design 2nd hour of the training in terms of Objects and Experiential learning cycle, ASK and learning style
4.25 (Sun) - Design 2nd hour of the training in terms of Objects and Experiential learning cycle, ASK and learning style
4.28 (Wed) - Design 3rd hour of the training in terms of Objects and Experiential learning cycle, ASK and learning style
5.2 (Sun) - Design 3rd hour of the training in terms of Objects and Experiential learning cycle, ASK and learning style

5.2-5.12 - Meet once or twice to refine the training and rehearsals


During this time period we were more or less successful in staying on schedule.  The design process, therefore, was long but not stressful.  By May, most of the training was already organized and we were able to spend some valuable meeting time working on fine details and logistics of the training.  We practiced the entire training on Wednesday and Sunday of the week immediately preceding training day.


At one point in the design process we had decided that we wanted our training to impart substantial learning to the participants.  We felt that a philosophic discussion in itself would not be sufficient, and therefore developed the training around the application of Taoist philosophy to workplace transformation.  We hoped that this would give the participants something concrete to take away with them and use in a practical environment.


During the final hour of training, when participants began applying their workshop learning to personal workplace experiences, some issues arose.  Essentially, the main issue was that there was too much material being presented too late in the training.  After 9pm everyone was tired, and this was a difficult time to try to have the participants learn and apply new concepts such as steps for initiating organizational change.  The small group discussion was fruitful, but after groups reported back it was after 9:30pm and we decided to cut the processing short in order to end the session.  This was an undesirable outcome, and we now believe that the amount of material addressed in our training would have been better suited for either two different sessions, or perhaps for a full day (morning and afternoon).


Another issue which came up during the training pertained to the amount of time to allow participants to discuss certain topics before the facilitator brings it to a close.  This is challenging, as the trainer needs to facilitate everyone’s learning, and should involve shared experiences, yet it is necessary to summarize discussion so that the participants can get the most out of it.  One participant in our training had substantial prior knowledge of Taoism, and wanted to bring up a point during class which challenged our topic of discussion. We decided to process the point right away, as it would be incorrect not to take this important point into the discussion.


Concerning the learning environment, we were satisfied with the situation, but could have spent more time decorating the room to give the participants an atmosphere which reflected the topic of the training.  We didn’t spend much time on this, as we mostly focused on the training outline and activities.

Individual Learning

Trainer 1
This class has been one of the best experiences of my time as a PIM at SIT.  I have gained an immense amount of confidence as a trainer, having just completed a 3.5 hour workshop on the application of Taoist philosophy to individual and workplace transformation.  If I had been asked one year ago if I could envision myself doing this, my answer would have been a resounding “never!”

Since I was a small child, I have always felt shy in front of people, and was pleased in college as a mathematics major when most of my time was either spent in the computer lab or spent scribbling away on the chalkboard.  In Cambodia I became exposed to training, as I had to jointly organize workshops for IT initiatives with an Australian aid project.  Even so, I elected not to take TDEL in the fall as soon as I found out that we had to conduct a long training session.

As I reflected during the term, however, I recalled over and over again how valuable training skills are for development practitioners.  I decided initially to audit the course, to test the water, but after the first mini-training I was hooked, and now I am quite pleased.  I am very grateful to this class for providing me with the confidence to carry out effective, enjoyable trainings, in style, for people of all learning styles.

Trainer 2

The three-hour training “The Art of Workplace Transformation” we developed for the TDEL class was a great opportunity for my career development as entrepreneur of a training company. 

As mentioned in my self-assessment in the beginning of this semester, my biggest challenge regarding the TDEL class was to make the transition from a language teacher to a trainer for broader topics and different participant groups. I believe this transition was made successful through the preparation and delivery of the final training “the art of workplace transformation”.

Some major learnings I have gained through this process are:

1. Don’t be too ambitious while making training plans. It’s helpful to have plenty of activities at hand, yet it’s not always good to have too many “main threads” in limited time. For example, in our training, we planed to cover “Introduction to Taoism”, “Personal transformation” and “Organizational transformation” into our three-hour context. Even though we have finished all the planned activities, I felt challenged in really having the participants truly grasp all the three threads. Had we chosen only two threads, the whole training would be much more effective.

2. Time management. As trainers we often believe that important things should be introduced at last, as we need to lead the participants to go a long way to get there. However, very often we run out of time and have to finish the training in the rush, and therefore, we don’t have enough time to discuss the most important issue. This has happened in our training. 

3. Interest of participant. I learned that the dynamics of training often have a lot to do with how much the participants are interested in the subject of the training. 

In conclusion, the TDEL class has offered very practical and useful tools in training design and delivery.

Trainer 3

The TDEL course has been an important learning experience for my professional development.  I have enjoyed learning methods to maintain two-way dialogue during training sessions, between the participants and the facilitators.  In reflection, I understand that one-way communication has greater potential to lose the attention of training participants, and therefore is less effective for skills transfer.  In addition, I have learned that the training facilitator should work hard to ensure learning for the participants.  That is, it is necessary to develop clear purpose, goals and objectives, in order to focus the relevance of each training activity.  Finally, I have also learned that long trainings require effective and efficient time management.  This is a very difficult task, as training facilitators must learn how to do this during the planning stage, when activities do not exist outside of mental images.  With sufficient experience, I believe it will be possible to do this accurately and precisely.
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		In mindfulness, he is profound.
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		Water reflects everything as the way it is; so does the person of Tao. He talks and acts naturally, without faking to be who he is not.
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Tao is like water

		Sustaining life - Nurturing

		Flowing naturally with no struggle - Natural

		Found in humble places - Humility
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	“Lord, grant me the serenity to accept the things I cannot change, the courage to change the things I can, and the wisdom to know the difference.” ( Saint Francis of Assisi: 1182-1226)
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Prepared by:	Karin Guan 

		Mohammed Hossain 

		Peter Leth



Date:		May 12, 2004
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		1.Recognizing Others – Nurturing Compassion 

		2.Recognizing yourself- Nurturing Compassion with no struggle 

		3.Empowering Others- Humble invitation 

		4.Empowering yourself- Humble learning 

		5.Turn away from Struggle- Natural & refrain from resistance 
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		Water is formless, it can be of any shape. Water doesn’t act on its own end. If man can be like water,humble, nurturing and natural, he is invincible.











IR EeE
T < @RENE
ed” BREHLH TR
RELT- '
WET o

L= P
- - MW








_1146314508.ppt




		In his actions, kind without expecting anything in return.
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		Found even in places, which most people reject.


















_1146314499.ppt




		Like water, the person of Tao takes comfort in a humble place.
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		With no conscious struggle, flowing naturally.
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		Three Basic Concepts

		Break (10 min.)

		Personal Transformation

		Break (5 min.)

		Practical steps for Organization Transformation
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		Indian Yoga > 15th Century Taoist monk

		Physical expression of Taoism

		Soft martial art; meditation in motion

		Eases the flow of chi (energy) throughout body (physical benefit)

		Emphasis on self-control, balance, harmony (yin-yang)
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		Great goodness is said to be like water,
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		Lao Tzu – 6th Century B.C.

		Wrote Tao Te Ching (The Way)



Abandon selfish wanting to create natural/ spontaneous behavior (man is naturally good)

Do nothing > accomplish everything

No ambitions > never fail > always succeed > all-powerful (political philosophy)
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		To empower the participants to find meaning and joy at work, resolve their work-related frustration, and take practical and artful steps on transforming their organizational culture with an approach of the eastern Taichi and Taoism philosophy.
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Through the workshop participants will be able to:

		Be aware of how basic Taoism philosophy can be applied in our work life. 

		Be able to deal with work-related frustration and find meaning and joy at work by transforming one’s inner world.

		Be able to use a model to take active steps on initiating organizational change.
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  To help working individuals initiate individual and organizational transformation artfully.


















