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FOREWORD

The first edition of this Manual was prepared in 1956.
Many Service supervisors and treaining officers have found it to be
a useful tool in planning their training programs. It is believed
that the revised version of the Manual will aid materially in
augmenting the quality of Service training programs.

The current (1967) revision is designed to introduce
new material, e.g., on evaluation and group methods of training
(case study and in-basket techniques). Revisions have been made
in learning principles, the lecture method, meaning and purpose
of training aids, bibliographies, and performance review. A
number of minor editorial changes have also been accomplished.
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INTRODUCTION

The purpose of this National Park Service Manual of
Training Methods is three-fold:

(1) To acquaint Service supervisors and instructors with
some general and very broad principles of instruction;

(2) To familiarize them with the more common methods of
individual and group instruction so that they will use
the method most adaptable to the subject matter and to
the particular group being trained; and

(3) To offer an understanding of the basic tools of
instruction so that they can improve the efficiency
and effectiveness of all Service training activities,

For some time there has been an indication of the need in
this Service for a handbook or manual which would offer information
on sound principles of instruction together with a discussion and
evaluation of various training methods and techniques. This manual
is an effort to assemble such materials and present them in a format
which will be helpful to Service supervisors and other instructors.

Emphasis is given to different methods of individual and
group instruction, Too often there is a tendency to use an informal
demonstration for individual training and a lecture to meet most group
training needs, Other and better techniques are available and should
receive increasing use as we become more familiar with them and more
proficient in their use,

The supervisor who contemplates the individual training of
an employee or group of employees has a challenging experience ahead
of him, In addition to the satisfaction he will get from his assist-
ance in the development of the individual, he will realize that at
the same time he is improving his own capacities as a supervisor and
developing his own techniques as an instructor., Individual training
is a relatively simple process as opposed to the many approaches and
methods of group instruction, but it takes imagination, foresight,
patience, and a high degree of understanding, In many job situations
there is no alternative to individual instruction. In any job situ=
ation there is some opportunity to use intelligent individual on-the-
job training,



Group training, however, is the training process which
probably poses the greatest problem to Service instructors. Fre=-
quently, groups of people enter a job or otherwise have need to
learn new knowledges or skills at the same time. In these circum-
stances group training is appropriate. Group training has distinct
advantages and disadvantages. Under most circumstances it is an
economical methode The per capita cost of group training is gener=-
ally less than individual instruction, due principally to the econ-
omy of the instructor's time., Further, there is a psychological
advantage to the group process of training, Not only do trainees
learn from the instructor, but they learn from the experiences of
other trainees as well, A form of "group dynamics" is at work in
such a situation and frequently it contributes as much or more to a
training session than do the efforts of the instructor. Motivation
of trainees may also be enhanced by participation with their
companions,

Group training generally requires much more of the
instructor with respect to planning, organizing, and scheduling, The
instructional skill is also much more demanding. Further, there is
a tendency for individual needs to be overlooked in the interest of
providing for group needs, Then too, it is much more difficult to
evaluate the accomplishments of each member after the training has
been completed,

The limitations on both individual and group instruction
can be reduced to a minimum through (a) the intelligent selection of
a method of presentation which will prove effective for that particu=-
lar training situation, and (b) familiarity with how the particular
technique can be used to the best possible advantage. It should be
recognized, however; that no one method of individual or group traine
ing will fit all situations,

You will note, in reading the following pages, that there
is some repetition of basic principles in the various sections, These
have been retained for the benefit of the instructor who may, from
time to time, wish to refer to one or more sections of the manual for
specific information on a particular training method or technique,
Moreover, since repetition is one of the basic laws of learning, it
was thought advisable to practice it here,
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|. DETERMINING TRAINING NEEDS

In order to plan training that will help promote effective
and economical service, we must know how to recognize a training need
as suche The following equation is often used to define a training
need:

TOTAL EMPLOYEE'S EMPLOYEE!'S
REQUIREMENTS (minus) PRESENT (equals) TRAINING
OF THE JOB QUALIFICATIONS NEEDS

The employee's present qualifications are used rather than
performance, Other factors may influence his performance--such as
poor or inadequate equipment, poor working conditions, etc. Although
these items should be considered in a training program, they would not
be identified as a training need for the individual employee.

Training needs are frequently identified by the realization
that:

a. Employees are not performing up to acceptable standards
b, New techniques must be taught to the employee group

ce Work efforts of employees will improve after a period of
refresher training

de Certain deficiencies exist in job knowledge

e. Changes will be required in programs, work operations, or
job procedures

f. New work programs will be undertaken

ge Improvement is needed in attitudes, human relationships,
or effectiveness of supervision

he Certain quantitative indicators such as accident reports,
accident rates, turnover, complaints from the public, high
cost of operation, indicate that some training may be
necessary,



Some methods of identifying and isolating training needs

are listed as follows:

ae

be

d.

f.

Be

Supervisor's observations =~ The supervisor is closest to
the employee. He knows the employee's mental makeup, char=-
acteristics, special interests, hobbies,’ work habits and
accomplishments, By inspecting the employee's work and
comparing it to acceptable work standards, deficiencies in
quality, quantity and manner of performance can be spotted,

Asking the employee == Discussions with the employee in

the normal course of supervision, at performance rating
time, and during career counseling may reveal some useful
information and should not be overlooked as a possibility.
Employees leaving the Service are sometimes able and willing
to make helpful suggestions.

Analysis of work records -~ Progress reports, attendance
records, visitor complaints, turnover rates, and related
data can be a guide if properly evaluated.

Making use of job experience =~ The probationary period is
considered a part of the examining process for determining
an employee's fitness for duty. This period can be used to
determine training needs not only of a particular individual
but of others to follow in the same line of worke. As an
employee is given new assignments, special details, and sent
on field trips or special missions, his training needs are
brought into sharper focus,

Use of planned training -~ The more this Service substitutes
planned training, as a preventive instead of a corrective
measure, the better management it can expect. To achieve
this end, and to raise the level of efficiency progressively,
requires a corresponding improvement in the quality of lead-
ership at all levels, Planned training, such as supervisor
training and management development, is therefore a contine
uous and urgent responsibility,

Management improvement studies =~ Studies by regional and
area management improvement committees, field observers, and
the like, often provide a rich source of information con=-
cerning present and future training needs,

Inspections =~ Reports of inspection submitted by Regional
and Easﬁington Office staff members, auditors, Civil Service
Commission inspectors, and other individuals may point to the
need of further training efforts, Inspection reports reflect
not only the inspector's findings, but his recommendations
are presumably seasoned by his observations in various other
field areas,
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he Position descriptions -- Positlon descriptions reflect the
official statement of work to be performed. They are some=-
times overlooked as a clue to the type of training that will
be required by any incumbent.

i, Tests =~ Paper and pencil tests, performance tests, etc.,
given during and subsequent to training will help establish
the need for further training,

Once training needs are identified, the supervisor must
make a determination as to how he can best overcome these deficiencies.
To make an intelligent determination in this respect he must have some
knowledge of the types of training to which he may resort; an under-
standing of the principles of instruction and the laws of learning;
and a knowledge of instructional or staff assistance which he may ex-
pect within the organization,



2. GUIDLINES FOR ADULT LEARNING

The training process attempts to influence people to
refashion, improve and to frequently change specific aspects of
their behavior. To do this, the process of training must create
a variety of '"conditions" most conducive to accomplishing the
very difficult task of gaining tralinee interest acceptance and
understanding and thus changing behavior.

An insight into the way adults learn can help the
trainer to do a better job. Research has exploded the notion
that learning capacity dwindles rapidly as a person ages. It
shows that adults can learn effectively at all ages. But it
also shows that adults learn in their own way and this way differs
significantly from the way in which children learn.

Some of the important facts that research has uncovered
about the way in which adults learn included the following:

1. Adults Must Want To Learn. Adults strongly resist
learning anything merely because someone says they
should. They learn effectively only when they have
& strong inner motivation to develop a new skill or
to acquire a particular type of knowledge. Their
desire to learn may be awakened or stimulated by out-
side influences, but it can never be forced upon them.

2. Adults Will Learn Only What They Feel a Need to Learn.
Adults are practical in their approach to learning.
They want to know, "How is this going to help me right
now?" Sometimes they can be persuaded, through wise
counseling, to learn things that will help them in
the clearly foreseeable future--as for example, when
a promotion is imminent. But they learn best when
they expect to get immediate benefits--when the
knowledge or skill they are trying to acquire will
be directly useful in meeting a present responsibility.




Furthermore, an adult is not satisfied with assurances
that he will eventually learn something useful from a course of
study. He expects results from the first training session. He
has no patience with trainers who insist on giving him a lot of
preliminary background, theory and historical review. In short,
material which may be meeting the trainer's needs to educate,
as opposed to the trainee's needs to learn, will encounter con-
siderable trainee resistance.

If an adult is to be taught something, he must be
taught simply and directly. If he decides that the training
has no relevance to his personal needs, he will become & drop-
out--physically, if the training is voluntary; mentally, if his
attendance is mandatory. Before trainer (or a supervisor) begiuns
teaching a trainee (or a subordinate) all the things he feels the
trainee (or a subordinate) should know, he should first find out
what the trainee (or a subordinate) feels a need to learn.

3. Adults Learn by Doing. Studies have shown that adults
will forget within a year at least 50 percent of what
they learn in a passive way. But retention of new
knowledge or skills is much higher if the adult has
immediate and repeated opportunities to practice or
use what he has learned. It is for this reason that
consideration should be given to the use of group-
methods of training whenever practicable.

This finding also explains why on-the-job training is
often the most effective type. It also underscores the importance
of timing in all types of training. If it is possible to schedule
a man's learning experiences so they dovetail with his actual
operation respounsibilities at each stage of his career, he will
have a chance to use what he has learned before he forgets it
or dismisses it from memory as irrelevent.

k. Adult Learning Centers on Problems
and the Problems Must be Realistic. Adults can be
taught a general rule or principle, and then be shown
by a series of hypothetical illustrations how it applies
to specific situations. But studies show that they
will learn much faster if you reverse the process. Let
them begin with specific problems, drawn from actual
experiences, and work out practical solutions from
which principles may be deduced.

5. Experience Affects Adult Learning. An adult's mental
state is already pretty crowded. His learning must
therefore be rational. The new knowledge must be related
to, and integrated with, the accumulated results of a
lifetime of learning experiences.
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If the new knowledge does not fit in with what he already
knows, he is powerfully disposed to reject it. Imn fact, his past
experience may actually prevent him from perceiving accurately,
let alone absorbing the meaning of newly presented data.

6. Adults Learn Best in an Informal Enviroument. Many
adults have unpleasant memories of their school days.
They will respond to adult training programs in
inverse relationship to the degree they are reminded
of their childhood experiences. Coffee breaks and
smoking in class, for example, give them needed
reassurance that there is nothing childish about
their present engagement with learning process. Again,
group-in-action methods of training (e.g., brainstorming,
buzz groups, etc.) can aid in achieving informality.

T. A Variety of Methods Should be used in Instructing
Adults. Research has demonstrated that learning pro-
ceeds most quickly when information reaches the
learner through more than one sensory channel. That
is why a movie, film-strip, a flip chart or other
visual aids can do so much to heighten the net impact
of a lecture or other verbal exposition. The trainer
(instructor) who uses a scratch pad and begins drawing
a diagram when he tries to explain & complicated subject
is displaying an intuitive grasp of this point. Other
methods such as in-baskets, simulation (games), role
playing, small group work, etc., should also be utilized
extensively.

8. Adults Want Guidance, not Grades. Most adults are
apprehensive about their learning capacity because they
have been a long time out of school, and they have
been assured repeatedly that you can not teach an old
dog new tricks. If they are confronted with tests, grades
and other devices for comparative evaluation of their pro-
gress, they will draw back from the whole experience for
fear of being publicly humilated.

At the same time, the adult learner wants desperately to
know how he is doing. He needs to know whether he is learning
correctly, whether he is doing right, whether he has the basic
idea straight in his head before he can continue learning.



Adults tend to set exacting goals for themselves; often,
they bite off more than they can chew. They are impatient with
their own errors and easily become discouraged about their ability
to learn; this means that they need as much praise as the trainer
can honestly give them.
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LAWS OF LEARNTNG

Successful instruction makes full use of the principles

that govern the learning process. These principles have been dis-
covered, tested, and used in practical situations. An instructor
will do well to become acquainted with them and make use of them
at every opportunity.

be

The Law of Readiness (Willingness)

A trainee will learn more effectively when he is ready
and willing to learn. To insure this, the competent in-
structor observes the following:

(1) Introduces subject matter by setting up goals,
creating interest, showing value of subject matter,
or otherwise shows learner why it is to his advan-
tage to learn,

(2) Provides for continuous mental or physical challenge,

(3) Realizes that all of us tend to do those things which
we want to do or for which we have a desire, and we

learn most rapidly the things which give us the most
pleasure,

The Law of Primacy (Right way first)

Learning the right way first is easier than learning the
wrong way and then attempting to relearn., We learn a new
step best when we have already learned the preceding step.
In effecting this the instructor should:

(1) Prepare and use a lesson plan

(2) Present subject matter in logical order, step by step
(3) Practice for effective delivery

(L) Xnow his subject matter thoroughly

(5) Plan instruction so that subject matter is delivered
right the first time,
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The Law of Effect (Satisfaction)

Learning accompanied by a pleasant or satisfying feeling
is strengthened., One of the important obligations of the

instructor is to set up the learning situation in such a
manner that each trainee will be able to achieve for hime
self some degree of success, More specifically, the good
instructor will observe the following:

(1) Select and present subject matter on the level of the
class

(2) Recognize that trainees learn best when they can see
evidence of progress

(3) Recognize and commend improvement
(L) Strive to develop accuracy before speed,
(5) Give slow students opportunity to achieve success

(6) Realize that a satisfied learner gets into production
on the job in a shorter time,

The Law of Intensity (Vividness)

The effectiveness of learning depends upon the vividness
of the learning experience, To insure this the competent
instructor will do the following:

(1) Use training aids and other instructional devices

(2) Emphasize important points of instruction with
gestures, showmanship, and volce,

(3) Make subject matter meaningful

(4) Make full use of the five senses—=hearing, sight,
touch, taste, and smell.

The Law of Exercise (Repetition)

Effectiveness of learning depends upon the amount of
repetition included in the learning process., To insure
this, the good instructor will observe the following:

(1) Repeat important items of subject matter at reasonable
intervals



(2)

(3)

(L)

Provide for application of subject matter as soon
after instruction as is reasonably possible

Use a testing device to secure advantage of
repetition

Provides for learner activity-=to let him perform
the operation is a good way to be sure he knows,
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