
Training & Development, March 1993 21 

Ghosts in the Training Room 

andy is sitting in the third row. 
He is one of more than 15 mil-
lion American employees par-

ticipating in training sponsored by 
their companies this year. He is sur-
rounded by 24 other trainees. 

In his mind, Randy is questioning 
the value of the forthcoming training. 
Others in the classroom also have 
doubts . Some fee l hos t i le abou t 
being here . Some are sure they 
already know most of what will be 
taught. Others expect that the train-
ing will solve all their p rob lems . 
Some feel that the ideas to be pre-
sented may be good, but that they 
won't work for them because of their 

special work circumstances. Some 
are convinced that the ideas pre-
sen ted will be "way up in the 
clouds" and impractical for them. 

Randy, in par t icular , is fee l ing 
stress. He feels a lot of work-related 
pressure. His teenage son's behavior 
has been getting on his nerves. He 
has a lot of things on his mind and 
thinks he is too busy this week to sit 
in a classroom all day. Besides, his 
pas t c lass room expe r i ences have 
been unsatisfying. 

The same "ghosts" lurk in the 
shadows of many training rooms: the 
ghosts of classroom history, of work 
history, of time and life demands, 
and of personal needs. The ghosts 
have a lot of in f luence ; they can 
actually help determine whether the 
t ime, effor t , and m o n e y put into 
training programs pay off. 

The dictionary defines a ghost as 
"a returning or haunting memory or 
image." Ghosts help define a reality 
that a person perceives as true. A 
training participant's personal ghosts 
are based on a vast col lec t ion of 

Raise spirits in your classroom 

with a ghostbusting 

intervention and five tips 

for training by the "buddy 

system." 

O U R G H 0 S 

"s your t ra ining room haunted? 
Probably. Many training programs 

.a re visi ted—and d is rupted—by 
the "ghosts" of par t i c ipan ts ' past 
training experiences, work histories, 
rime demands, and personal needs. 

In the first article below, "ghost-
bus ters" Mike Laus and David 

| C h a m p a g n e o f fe r some clues for 
identifying four kinds of training-
room ghosts and describe an inter-
vent ion for exorcising the pol ter-

| geists from your classroom. 
In the s e c o n d art icle, Glen 

: Plutschak and Bob Luke discuss the 
benef i t s of team training; that is, 
training as part of a team. Trainers 
who work in pairs add variety to a 
training sess ion—tra inees benef i t 
from their differ ing backgrounds , 

H I perspectives, expertise, and training 
styles. The trainers benefit too—they 
learn from each other as they share 
the responsibility for conducting a 
session. 

H . The authors descr ibe five basic 
£ rules to keep in mind when training 
% by the buddy system. 
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experiences that influence his or her 
response to the new training experi-
ence. Assumptions and perceptions 
of reality guide behavior, so trainees' 
ghosts can affect their behavior in 
the classroom. 

A training part icipant 's state of 
mind in approach ing training can 
determine how much he or she will 
benefit from the event. Before a ses-
sion begins, trainees may decide that 
it is exactly what is needed and may 
focus all their energy toward it. Or 
they may have a strong conviction 
that they will learn nothing in the 
class, and respond by "tuning out." 
Each individual's appraisal is based 
on the personal ghosts he or she car-
ries into the training experience. 

Let's explore four different cate-
gories of training ghosts. 
Ghosts of Classroom History. Adults 
carry many memories and s t rong 
feelings about classroom experiences 
in the past . An adul t ' s c lassroom 
memories include those from child-
hood and adolescence, from college 
days, and from continuing education 
programs. Such memories affect the 
ways in wh ich d i f fe ren t p e o p l e 
approach the classroom experience. 

Some adults approach education 

and training programs with anxiety 
and ambivalence. This attitude can 
stem from learning situations that 
have been anxiety-provoking experi-
ences. These people view the class-
room as a threatening environment. 
In their minds, "surviving" the expe-
rience requires maintaining a low 
profile. 

Many adults view learning as a 
passive process. They believe that 
the instructor, as the only source of 
in format ion and k n o w l e d g e in a 
classroom, is totally responsible for 
ensur ing learning. Others see the 
classroom as a place where boring, 
trivial, or irrelevant things occur—or 
w h e r e old ideas and issues are 
rehashed. All of these attitudes grow 
out of memories of unsatisfactory 
classroom experiences. 
Ghosts of Work History. Each adu l t 
in a training session is likely to have 
a long and varied history of work in 
a variety of organizations. Members 
of a training class may have experi-
enced work cultures that had varying 
degrees of openness to training and 
new ideas. For example, some work 
settings expect new knowledge and 
skills to be used immediately; others 
see no link between business needs 

and training and have little interest in 
applying learning. 

Some adults cling to the view that 
their own work s i tua t ions are sq. 
unique that classroom learning is not 
appl icable to "the real world" for ' 
them. Others believe that training 
offers little to those who are already 5 

successful at work. Some adults have 
been part of work cultures that use ) 
training as a punishment for poor 1 

performance; they are likely to see 
training attendance as rehabilitation, y 

Other adult learners feel at risk in 
their careers. Because of past experi-
ences, they are anxious about keep-
ing up with changes in their fields, 
and are c o n c e r n e d abou t fall ing 
behind and being replaced. Those 
concerns also inf luence their atti-
tudes toward a training class. 
Ghosts of Time and Life Demands. 
Adults enter the training setting with 
multiple roles and responsibilities. 
They have many demands on their I 
time, numerous preoccupations, and 
a wide variety of commi tmen t s . 
Many people, situations, and issues 
are constantly competing for their 
attention and time. 

Adult learners are not primarily 
students. They are bus inesspeople , | 
homemakers , parents , community 
volunteers, and professionals. They 
may fill a host of other roles as well. 

Many adul t s feel d iv ided into 
pieces—with several of the pieces 
elsewhere. As a result, they enter a 
training session already "stressed 
out" and p r e o c c u p i e d . They may 
have difficulty focusing on the train-
ing. They may have to be reminded 
that it is poss ib le to c o n c e n t r a t e 
solely on training during a session,: 
completing work-related activities by; 
telephone during breaks. 
Ghosts of Personal Needs. To s o m e 
extent, this category of ghosts over-: 
laps the other three, but some per-! 
sonal needs fall outside the bound- ; 
aries of the previous categories. Such 
needs can dis t ract t r a inees f rom 
learning, by blocking the energy and 
concentrat ion required in training 
classrooms. 

Some pe r sona l n e e d s relate to 
feelings about becoming involved | 
with a new group of peop le—the 
training group. 

Some peop le feel entirely com-, 
fortable and secure about learning 

Things That Go Bump in the Classroom 
Here are some examples of each » Learning o u t c o m e s are no t 
of the four kinds of "ghosts" that applied in people's work settings, 
haunt typical training rooms. Time and Life Demands 
Classroom History » Participants enter training feel-
» Learning is a passive process; ing stressed and preoccupied with 
responsibility for the outcome lies work-related projects; they have 
with the instructor. 
t The classroom presents a threat-
ening situation in which survival is 
a major issue. 
• The classroom is a place where 
boring, trivial, or irrelevant things 
occur. 
I The teacher is the only source 
of learning in a classroom. 
Work History 
> Training offers little to partici-
pants who are already successful at 
work. 
» The employee's work situation 
is so unique that classroom learn-
ing is not applicable. 
» Training is a punishment or a 
remedial activity for dysfunctional 
people. 

d i f f icul ty focus ing on t ra in ing 
experiences, 
» Participants are distracted by 
concerns about friends and family 
members. 
> Colleagues can't be trusted to 
manage work activities adequately 
while participants are in training. 
Personal Needs 
l Being a member of an unfamil-
iar g roup will make this experi-
ence uncomfortable. 
I Training provides a setting for 
impressing everyone, which may 
lead to job offers. 
» The training environment pro-
vides an opportunity to find a mate. 
I Training experiences reveal per-
sonal inadequacies. 
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with a g r o u p of s t rangers or co-
workers. Others feel anxious about 
getting involved with large or small 
groups. Some adult learners have 
strong needs for affection, caring, 
and support; they may need affirma-
tion from trainers or fellow trainees. 
Some will be more intent on forming 
relationships than they are about 
reaching training objectives. Others 
may divert ene rgy in a sess ion 
toward the personal need to make 
an impression on the group. 

Anxiety abou t a d e q u a c y is 
another source of stress. Many adults 
harbor doubts about their ability to 
learn. Such doubts can affect their 
recept iveness to learn ing , their 
approach to the session, and their 
wil l ingness to take par t in some 
training activities. 
Exorcism: A Ghostbuster. An "exor-
cism" early in a training session can 
provide an opportunity for partici-
pants to examine and discuss their 
own ghosts. It should occur immedi-
ately af ter rev iew of the t ra in ing 
objectives. 

The exorcism, or "ghostbuster," 
should be introduced as a way for 
participants to take personal respon-
sibility for the success of the forth-
coming t ra ining e x p e r i e n c e . The 
ghostbuster can replace or supple-
ment a traditional icebreaker as a 
way of addressing participant ques-
tions and concerns. 

The intervention can take the form 
of a lecture, discussion, or role play, 
or can be a combination of the three, 
to allow participants an opportunity 
for introspection and discussion. 

A 20-minute ghostbusting segment 
should be enough for most half-day 
or day-long training experiences. If 
you sense real hostility toward the 
training, or higher-than-usual tension 
levels, you may want to spend more 
time on further discussion or probe 
for specific problems. In longer train-
ing courses, you may want to iden-
tify specific ghosts and their sources. 
This can be done in small groups, in 
which part icipants identify ghosts 
and discuss s t rategies for put t ing 
them to rest, at least for the time of 
the training. 

Deliberate attention to classroom 
ghosts can t r ans fo rm a t ra in ing 
group from a loosely knit collection 
of strangers to a supportive learning 

community. Surfacing ghosts is an 
h o n e s t and cand id way to he lp 
adults become conscious about their 
training behavior . And exorcising 
c la s s room ghos t s can he lp the 
trainer learn enough about trainees 
to p lan m o r e e f fec t ive l ea rn ing 
e x p e r i e n c e s for the par t ic ipan ts , 
both within the workshop and back 
on the job. 

Ghostbusting gives training partic-
ipants the chance to discuss openly 
what most of them are already think-
ing. They learn a safe, nonjudgmen-
tal vocabulary they can use to moni-
tor and manage their own behavior 
and to understand the motivations of 
group members whose behavior may 
be interfering with everyone's learn-
ing. O n c e ghos t s in the t ra in ing 
room have been identified, under-
stood, and appropriately managed, 
training participants can concentrate 
instead on successful learning. 

— Michael D. Laus 
associate director 

Organizational Development 
and Education 

UAB Hospital, 619 South 19th Street 
Birmingham, AL 35233-6901 

— David W. Champagne 
associate professor 

School of Education 
University of Pittsburgh 

Training in Tandem 

Sure, two heads are better than 
one, but there 's more to team 
training than that. 

Two t ra iners add variety to a 
training session. Participants come to 
p rog rams wi th var ious l ea rn ing 
styles. Variety in trainer style, exper-
tise, background, and experience— 
as well as variety in methods and 
sett ings—boosts their interest and 
involvement. 

Training as part of a team can also 
be beneficial to trainers. New trainers 
can learn techniques and skills from 
veteran trainers where it counts—in 
the classroom. New trainers can also 
lean on the vets for emotional sup-
port and confidence-building. And 
trainers at all experience levels can 
benef i t f rom on-l ine observat ions 
provided by experienced colleagues; 
such feedback can be an invaluable 

aid to se l f - improvement . Also, 
fatigue, stress, anxiety, and burnout 
are reduced when two trainers share 
the load, allowing both trainers to be 
more vigorous and empathetic. 

Besides, it can be lonely going it 
alone. Triumphs are more meaning-
ful when celebrated with a partner. 
Five rules for team trainers. The fun-
damentals of good training apply to 
team training as well. Here are some 
points to keep in mind when you're 
training with a partner: 
» Plan ahead. 
> Know each partner's strengths. 
» Stay involved, even when it's not 
your turn to train. 
» Practice transitions. 
I Know when to disagree. 

Planning ahead is the key to suc-
cess. Know what you are responsible 
for and what your partner will han-
dle. Murphy's Law is no stranger to 
classrooms. Trainers get sick, miss 
planes, and get caught in traffic. Be 
ready to do the entire session by 
yourself, if necessary. 

Who brings the flipcharts? Who 
makes them? What about overheads, 

Dynamic Duos: Pairing Up 
Trainers and Nontrainers 
Who's on your t raining team? 
Many training duos don't consist 
of two full-time trainers. 

For in -house training, con-
sider recruiting an experienced 
e m p l o y e e to be your t raining 
par tner . Many compan ie s are 
us ing senior employees more 
and more often in training ses-
sions, in t andem with outs ide 
consultants or in-house trainers. 
Employee/trainers add realism, 
prestige, and credibility to a full-
t ime trainer 's expert ise. Com-
panies are using them in man-
agement development as well as 
technical training. 

Involvement in training broad-
ens employees' perspectives. In 
addition, being selected to train 
can be a good shot in the arm 
for employees. Employee/train-
ers, as well as training partici-
pants, may be more enthusiastic 
about applying the classroom 
concepts when they get back to 
their offices. 
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handouts, and manuals? How about 
room setup? Some trainers like semi-
circular seating arrangements; others 
prefer horseshoes, clusters, tables, or 
rows. Reach agreement with your 
partner beforehand and set up the 
room together. 

Know your strengths. If you ' re 
s t rong in a par t icular area of the 
t ra ining, admit it. Good t ra ining 

teams not only conduct a strength-
a n d - w e a k n e s s assessment be fo re 
each training session, but also moni-
tor changes in each trainer 's skill 
repertoire after each training activity. 

Stay involved. This is team train-
ing, not alternating virtuoso perfor-
mances at the Lincoln Center. Call on 
your partner to reinforce a particular 
point that is within his or her exper-

tise. Have a question? Ask the partici-
pants or your partner. 

Do not leave the room when your 
par tner is "on." That is r u d e and 
unprofessional. Stay up front, in the 
center, or wherever you both hap-
pen to be working. Be visible even if 
you're not training. You are part of 
the group. Participants will notice if 
you work on something else while 
your partner trains. They'll think you 
aren ' t p r e p a r e d or a ren ' t pay ing 
attention. They would be correct on 
both counts. 

Practice transitions. Know where 
your part ends and your partner 's 
part begins. Make your transitions 
smooth by expla in ing to t ra inees 
how your partner's session builds on 
what you have just done. Watch the 
clock; don' t jeopardize your part-
ner 's success by going over your 
time limit. And don't jeopardize the 
team's success by infringing on par-
ticipants' lunch, break, or adjourn-
ment time. 

Know when to disagree. Should 
you and your par tner d isagree in 
front of the class? If it's to correct a 
minor error or offer a slightly differ-
ent perspective, go right ahead. But 
too many disagreements in front of 
your participants are bad business. 
This is a training session, not cross 
fire. Work your differences out over 
the phone, at the office, at the bar, 
at lunch, on break, or after the ses-
sion. Avoid airing them during the 
session. 
Teaming up for success. Team train-
ing has many benefits for the trainers 
and the participants. It also has its 
rules; success is not au tomat i c . 
Effective team training requires plan-
ning, cooperation, and constant com-
munication. 

— Glen E. Plutschak 
regional administrator 

Mary/land Parole and Probation 
Department 

— Robert A. Luke, Jr. 
training specialist 

5224 Pooks Hill Road 
Bethesda, MD 20814 

"Training 101" is edited by Catherine M. 
Petrini. Send your short articles for con-
sideration to "Training 101," Training 
& Development. 1640 King Street, Box 
1443, Alexandria, VA 22313-2043• 
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of project management training: 

targeting your needs 
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6-hour' 

'executive\ 
briefing 

1-day: 
Project Planning 

& Tracking 

1 -day: 
Improving 

' Team Communication SkillsN 

3-day: 
Intensive Project Management 

Workshop 

3-day: 
Workshop in 

Managing Process Improvement 

6-week: 
Comprehensive Certificate Program for 

Professional Project Managers* 

"Recommended for credit by ACE/PONSI 

Flexible: Effective, professional Project Management 
training, designed to your time and budget requirements. 

Day or evening group sessions, on or off-site. 

Practical: Training is focused on the competitive methodology of 
the real world—an illuminating blend of people and process skills 

that can achieve realistic goaf planning and realization. 

Proven: We rest our case on an impressive and expanding list of world-
class clients who keep coming back for more. 

T o hear m o r e about the n e w s tra ight -arrow schoo l o f project 
management call 1 -800 -831-1831 
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