
In Practice 

Less Lecture, More Learning 

By Adair Linn Nagata. rice-president 
of hnman resources for training and 
staff co in in it n ica t ions. Citi ha n k. 
N.A.. Citicorp Center. 31'• Citicorp 
Training Center. 2-3-/4 lligashi 
Shinagau•a. Sh inagau'a-kit. Tokyo 
140. Japan: 813-5462-504 5: fax 8/3-
5462-5049. 

Presenting in Knglish ro Japanese 
groups can be frustrating for a 
Wes te rn t ra iner , espec ia l ly if 

y o u ' r e d o i n g ii fo r t he f irst t ime . 
Learners may seem unwilling to take 
part in discussions or ask questions. 

B e f o r e you l o se c o n f i d e n c e in 
your training skills, r e m e m b e r that 
J a p a n e s e educat ional practices em-
phasize self-effacement. Unlike most 
North American training audiences , 
Japanese learners are unlikely to pro-
vide feedback in the form of facial 
expressions or interested questions— 
u n l e s s y o u s h o w t h e m wha t y o u 
want and encourage them to partici-
pate in that way. 

Japanese adult learners bring im-
por tan t skills to t ra in ing sess ions . 
You can expect unquestioning atten-
t ion to l ec tu re s a n d sens i t iv i ty to 
w o r k i n g toge the r ha rmonious ly in 
g roups . But most J a p a n e s e are un-
comfortable with mental wrestling in 
pub l i c , e spec i a l l y in a n o t h e r lan-
guage. Few J a p a n e s e are willing to 
stand out in a group of colleagues by 
participating actively in training ses-
sions. And that's true even lor Japan-
ese who have had educational expe-
rience abroad. 

I 'nless lecturing is all you intend 
to do . cons ide r careful ly how you 
will involve p e o p l e in the types of 
training activities you have planned. 
Require and reinforce active ipartici-
pation. Begin by es tabl i sh ing right 
away the e x p e c t a t i o n that p e o p l e 

will participate actively in the train-
ing. Describe typical Western train-
ing me thods so learners will know 
what you're used to, and be specific 
about how you want p e o p l e to re-
spond and participate in class. After 
you've established the practices you 
want learners to use, reinforce those 
who try them out. 

Begin the session with a relevant 
ques t i on . Write it on the board or 
screen, to get people thinking about 
the topic f rom the t ime they c o m e 
into the training room. Involve peo 
pie in discussing their answers to the 
question by having each person start 
with the person next to him or her. 
T h e n call on t he most e x p r e s s i v e 
people you have observed to share 
with the group. 

It 's not e n o u g h fo r y o u to ask 
questions. Require participants to ask 
ques t ions , as wel l . Many J a p a n e s e 
e d u c a t o r s t h ink it is s e l f i sh for a 
learner to take up the group ' s time 
willi questions. You will have to ar-
ticulate the value you place on learn-
ers' ques t ions , take t ime to ask for 

How do you train Japanese 

groups in English? By being 

aware of cultural norms 

and making your 

expectations clea r. 
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questions, and allow enough time for 
learners to express them. 

Don ' t t ake b r eaks until you gel 
two or three quest ions. Tel! peop le 
they can ' t get c o f f e e unti l p e o p l e 
have a sked a spec i f ied n u m b e r of 
questions. 

Use name tags or name lents, and 
call on p e o p l e to r e s p o n d w h e n 
there are no volunteers. Allow time 
for peop le to write d o w n the most 
interesting, thought-provoking points 
of the session or day. The next day, 
you could start by asking a few peo-
ple to share their written comments. 
They can do so in pairs, or in small 
groups, or as a whole group. 

Divid ing into small g r o u p s is a 
good way to increase "air time" for 
trainees. If you expect the groups to 
present to the class later, be sure to 
include someone in each group w h o 
can write English easily to p r epa re 
any written materials. 

If you have a bilingual assistant, 
cons ider al lowing the reports to be 
in J a p a n e s e . You c a n c o m m e n t 
based on the translation your assis-

tant provides. If teams can ask each 
other questions or evaluate each oth-
er's presentations, the interaction will 
be much richer if they can d o it in 
Japanese. 
"Show and tell" at the same time. As 
you train, reinforce points by using a 
flipchart. slides, and handouts . See-
ing the written word helps the group 
adjust to the speaker's accent and fo-
cus on n e w te rmino logy and con-
cepts. And handouts make it easier 
for learners to concent ra te the pre-
sentat ion. because they won' t have 
to take as many notes. 

Begin with a written overview of 
course objectives and an out l ine of 
topics to be covered. Review that in-
formation periodically, relating the 
details to the big picture. At the end. 
summarize the training by tying the 
objectives and outline to the course 
evaluation. 
Encourage s tudent f eedback . Ask 
the group and individuals about the 
s p e e d , j a rgon , a n d c o m p l e x i t y of 
your speech and try to make adjust-
ments. Watch to see if some people 

are mou th ing the a n s w e r s without 
saying them out loud. Call on them 
early to set the example of successful 
participation. 

Circulate a round the room. Stand 
near people who seem inattentive, or 
d r aw their at tent ion by using their 
names in examples . Expect peop le 
to s l eep dur ing lectures, especially 
after lunch—unless you plan coun-
termen su res 
Create a supportive atmosphere. Be 
careful not to cause anyone to lose 
face. For example, dignify errors by 
ref raming an incorrect r e sponse as 
an answer to a question that is differ-
ent from the one that was asked. 

Most adult Japanese learners will 
r e s p o n d c o o p e r a t i v e l y w h e n they 
understand what you expect them to 
do . Training p e o p l e from different 
cultural b a c k g r o u n d s requires that 
you examine your training practices 
and be ready to articulate your basic-
value and behavioral assumpt ions . 
Plan from the start to create the con-
text that will make your training ef-
fective. 

The First Step. 
If you 've r ead J im Pepitone's bold and inspir ing new book. Future Training, then you know well the fu tu re begins with redesigning 
every impor tan t t r a in ing p r o g r a m . Training Redesign is a real workshop tha t gives you h a n d s - o n exper ience in this must-know 

technology for the {)0's. We're here to help when you ' re ready to take the first step. 
Cost: S895 for the first participant. $695 for each additional participant. Workshop is available in Dallas on April 11 -12, June I -2. 

August IS - Hi. October 17-18, December 5 6, Washington. DC on May 9-10. Chicago on September 19-20.1995 or on-site at your convenience. 
For a brochure, please call Pepitone Berkshire Pi age I at 1-800-373-2315, 
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The Name Game 

By Rebecca Thomas, a free-lance 
writer based in Alexandria. Virginia. 

What's in a name? Plenty, ac-
cord ing 10 David Morand. 
assistant professor of man-

agement with the School of Business 
Administration at Pennsylvania State, 
in Harrisburg. People at work today 
are much more likely to call one an-
other by first name, regardless of title 
or station. 

Not t o o long ago , f i r s t - n a m i n g 
was unheard of. So why the change? 
Apparently, using first names may do 
m o r e to level p o w e r d i f f e r e n c e s 
among CKOs, managers, and subor-
dinates than most formal strategies 
f o u n d in c o m p l e x worker - involve-
ment schemes. 

I n t e r e s t i n g l y , m a n a g e m e n t re-
searchers have paid little attention to 
the role of first-naming at work. 

"II I were your boss, says Morand. 
"and told you on your first day to 
call me Dave,' it would set an imme-

d ia t e pos i t ive t o n e for o u r w h o l e 
relationship." 

An employee might even be will-
ing to forego such perks as executive 
dining or preferred parking in favor 
of being allowed such informality. 

Some highly bureaucratic organiza-
tions may persist with more formal-
ized "name calling." But many newly 
decentral ized organizat ions—where 
more frequent and informal interac-
tion takes place among all employ-
ees—find that first-naming generates ;t 
sense of equality and friendliness. A 
more relaxed atmosphere can lead to 
higher levels of employee satisfaction 
and communication. 

Some corporations are taking first-
naming to another level: They have insti-
tuted formal policies to mandate uni-
versal first-naming among employees. 

Unsure about what to call some-
o n e at w o r k ? You a r e not a l o n e . 
Many employees resort to using no 
n a m e at all. Penn Suite researchers 
advise m a n a g e r s to listen for such 
name avoidance as a tip off to more 
deep-seated, problematic issues. 

Tools for Better 
Communication 

What se t s s u c c e s s f u l m a n -
agers apart from mediocre 
ones? Author Rick Maurer 

says that , a m o n g o the r things, the 
best managers excel at giving and re-
ceiving feedback. 

In his book. Feedback Foolk.il: 16 
Fools for Better Communication in 
the Workplace. Maurer lists six com-
munication approaches that he says 
distinguish the best managers f rom 
the rest: 
They j u s t do it . " T h e s e m a n a g e r s 
don't wait to become perfect at giv-
ing f eedback , " Maurer says. "They 
k n o w it is impor tan t and they just 
haul off and give it." 

At times, even good managers may 
give f e e d b a c k ine legant ly , Maurer 
acknowledges, but they do improve 
with practice. 
They do it often and informally. The 
very best managers don't wait for the 
annual performance-appraisal time to 
provide feedback to their employees. 

EQUITY INSTITUTE IS PLEASED TO ANNOUNCE 
OUR PARTICIPATION AT THE 

ASTD 1995 INTERNATIONAL EXPO 
DALLAS, TEXAS - JUNE 6-8,1995 

BOOTH 1069 EQUITY 
I N S T I T U T E 

We look forward to speaking with you about 
Equity Institute's Programs and Products 

for you and your staff! 

DIVERSITY TRAINING OF TRAINERS 

THROUGH A DIVERSITY LENS: 
LEADERSHIP DEVELOPMENT FOR ORGANIZATIONAL CHANGE 

THE FUTURE OF WHITE MEN, & Other Diversity Dilemmas 
by Dr. Joan Steinau Lester, Executive Director of Equity Institute 

Circle No. 133 on Reader Service Card Visit us at ASTD Booth #1069 
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Performance 
Management 
and 360 degree 
feedback... 

a more reliable appraisal 
of performance 
effectiveness 

Team 
Members 

Compare observable 
performance to expectations. 
Measure change and 
improvements over time, all on 
the same page. 

Flexibility. Individual, Group 
Profiles. Multi-rater feedback on 
scannable questionnaires, 
paperless formats. In-house 
processing, licensing available. 
Over twenty titles in either 
comprehensive or "mini" 
instruments. Customization. 
Translations. 

Applications. Performance 
management/appraisals, career 
development, team building, 
leadership, sales development . 

P r o v e n sincc 1976. For a sample 
packet, contact . . . 

C C I A s s e s s m e n t C o r p o r a t i o n 
800-848-4908 (USA/Canada) 
612-944-3738 (International) 
612-944-6335 (FAX/International) 

CCI Assessment 
Corporation 
The innovative leader in 
Multi-Rater Feedback 

\ 
Circle No. 114 on Reader Service Card 

Visit us at ASTD Booth #758 

In P rac t i ce 

They find f requen t oppor tuni t ies to 
g ive p e o p l e t he i n f o r m a t i o n they 
need in order to improve. 
They f o c u s on the c u s t o m e r . Ex-
cellent managers direct their f eed-
hack toward "making things bet ter 
for an ex terna l cus tomer . " Maurer 
po in ts out , 'or fo r the folks d o w n 
the hall." They k e e p feedback con-
versations focused on what is truly 
important. They avoid giving person-
al opinions. They k n o w they are in 
b u s i n e s s to s e r v e c u s t o m e r s , a n d 
they provide feedback with that aim 
in mind. 
They seek feedback. "The best man-
agers find ways to get feedback from 
their staff," Maurer says. "This is a bit 
surprising, since most organizational 
structures emphasize top-down feed-
back and o f f e r no formal w a y for 
a boss to receive ii. T h e s e p e o p l e 
have to work at getting the feedback 
they need." 
They find ways around the sys tem. 
Organizat ions don ' t always make it 
easy to give and receive feedback. In 
fact, says Maurer, some create extra-
ordinary mazes through which feed-
back is supposed to How. "When the 
formal system doesn ' t work or cre-
ates hassles, these managers take a 
chance and go around the system." 
They build a foundat ion. Effect ive 
managers know that a high level of 
trust in the workplace makes it easi-
er fo r p e o p l e to g ive a n d rece ive 
f e e d b a c k . "They c r e a t e w a y s fo r 
people to get to know one another," 
says Maurer, "so that feedback ses-
s i o n s a r e n ' t m e e t i n g s b e t w e e n 
strangers." 

You c a n c o n t a c t Maure r at 
7 0 3 / 5 2 5 - 7 0 7 4 ( p h o n e ) o r 470-
9929@mcimail.com (Internet). Order 
Feedback Toolkit f rom Productivity 
Press, 800/394-6868. 

More Work Doesn't Pay 

Traditionally, a job promot ion 
meant a raise. Not anymore. At 
least not for a lot of w o m e n . 

Thirteen percent of working women 
w h o are p r o m o t e d on the job re-
ceive no pay increase. 

That's the word from the U.S. Bu-
reau of Labor Statistics' National Lon-
gitudinal Survey, as reported in the 
October 1994 issue of American De-
mographics. 

Do Pay Raises Accompany 
Promotions for Women? 
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The data are from 1991 interviews 
with 5.000 women between the ages 
of 37 and 48. The same women were 
part of a 1968 study; they have been 
interviewed regularly since then. 

Women in managerial occupations 
are most likely to receive more pay-
when they get promoted; 94 percent 
reported increases. Service workers 
are the least likely to receive raises 
with their promotions; only 76 percent 
did. And managerial occupations arc-
more likely to promote women than 
are service occupations. 

W o m e n w h o work full- t ime are 
significantly more likely to get raises 
with their promotions than are their 
part-time counterparts. 

Education also makes a difference. 
Ninety-four percent of college gradu-
ates who got promoted received rais-
es. That compares with 90 percent of 
women whose highest level of educa-
tion is a high-school diploma, and 79 
percent of women who dropped out 
of high school. Interestingly, women 
with some college but no degree did 
no better than high-school dropouts; 
only 79 percent of women with some 
col lege got raises w h e n they w e r e 
promoted. 

Black a n d w h i t e w o m e n a r e 
equally likely to be promoted, as are 
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XEROX D O C U M E N T UNIVERSITY • TRAINING AND CONFERENCE C E N T E R 

0 pel. pastoral selling combined with 
fac i l i t ies d e s i g n e d t o s u p p o r t an 

award-winning quality approach to 

t ra ining, provide the perfect venue 

fo r fo s t e r ing personal g r o w t h and 

learning. 

T h e fullq-equipped m e e t i n g r o o m s 

make it easy t o accommodate all of 

your A / V and p re sen ta t ion needs . 

Superior support services such as cur-

riculum development, document pro-

duction and creative services facilitate 

training and meeting planning. Space is 

available for groups of 2 -450 for both 

short and long term arrangements. 

o u r learner -centered approach includes 

looking after the comfort of all partici-

pants. Our dining room serves meals to 

suit a variety of tastes three times a day 

and private banquet accommodations can 

also be made. Recieat ion in year-round 

facilities features squash, tennis, racquet-

ball, a weight room and ou tdoor pool 

and includes many other activities such as 

biking or hiking through the natural 

surroundings. All this, within walking 

distance of the 938 residence rooms. 

And the best part is that you do not 

have to travel to some remote place to 

have it all— unsurpassed training faci l i t ies 
in a relaxed, tranquil env i ronment . 

T h e Xerox D o c u m e n t University is 

c o n v e n i e n t l y l o c a t e d n e a r h i s t o r i c 
I.eesburg, VA only 10 minutes f rom 

Dulles International Airport and 35 

minutes from the Nation's Capital. 

X E R O X 

DOCUMENT 
UNIVERSITY 

• Please Contort Me About the Following Program: 
Preferred Date Alternate Dare _ No. of Attendees No. of Days 
• I'm interested in a personal tour • Please send a color brochure with floor plans, rates, and special menus 
• Please keep me informed of training/meeting opportunities at die XD.U Training and Conference Center 
Name Title 
Organization _ 
Address 

Telephone (_ 
City 

J FAX (_ 
State 

- ) -
Zip 

FaX Or Hail This Form fo; Xerox Document University, P.O. Box 2000, I.eesburg, VA 22075, 
Attn: Robert Spraker FAX. 703-729-2569 Or call 703-729-8000 for immediate service. » Member 

International I 
of Conference Centers T R A I N I N G A N D 

C O N F E R E N C E C K N T H R 

Circle No. 160 on Reader Service Card Visit us at ASTD Booth #911 


