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For the last 20 years role-playing 
as a training method has had an 
uncertain place in the repertories 
of management development spe-
cia l is ts and indus t r i a l t r a i n e r s . 
Evaluations of role-playing found 
in m a n a g e m e n t l i t e r a t u r e have 
ranged from the enthusiasm which 
was typica l of some ear ly pro-
ponents of sensitivity training, to 
fairly critical conclusions regard-
ing the usefulness of role-playing 
as an educa t iona l t e chn ique in 
industry. 

Role-p lay ing has n e v e r been 
accepted on a large scale in indus-
try, unlike sensitivity training or 
the case method. Yet it continues 
to be with us and its use appears to 
grow slowly in popularity. 

One of the problems concerning 
the use of role-plaving involves the 
fact t h a t t h e r e a re a lmost no 
university or management training 
centers that regularly offer train-
ing in role-playing skills. Another 
complication is trie lack of clear 
guidelines to relate role-piaying 

m e t h o d s to t r a i n i n g ob j ec t i ve s . 
This article has been written pri-
mar i ly to deal with t h i s l a t t e r 
problem. It a t tempts to do so by 
(1) giving an overview of the total 
role-playing process; (2) compar-
ing and contrasting the methods 
used in both structured role-play-
ing (involving the use of the writ-
ten case) and spontaneous role-
p laying; and (3) o f f e r i n g some 
guidelines about when and how to 
use ce r t a in r o l e - p l a y i n g t e c h -
niques. 

Background Information 

For t h e p u r p o s e of h is tor ica l 
clarification it should be pointed 
out that the originator of role-play-
ing is J .L . Moreno, who practiced 
psychiatry in Austria until 1925, 
when he came to the Uni ted 
States. He originally developed a 
form of role-playing. His term for 
the method is psychodrama (now-
called spontaneous role-playing). 
Moreno first used psychodrama as 
a tool in psychotherapy in Austria 
in 1911. He first used psvchoarama 
in the U.S. in the early 1930s as 
part of an effort to rehabilitate in 
mates of the Hudson School for 

Training an 

Girls. Psychodrama was used first 
in business training in a program 
conducted by R.H. Macy's by Mor-
eno in 1933. There was relatively 
little use of the technique of role-
playing in industry in any form 
until after World War II. At that 
time there was a wide upsurge in 
supervisory training and, with it, 
the use of role-playing by many in-
dustrial trainers. 

Role-playing came to achieve a 
degree of popularity in manage-
ment training and supervisory de-
ve lopment p r i m a r i l y t h r o u g h 
Norman R.F. Maier's work at the 
University of Michigan. He syn-
thesized the case study method 
with p sychod rama to develop a 
new form of training which became 
designated as role-playing. For the 
purpose of this article we will refer 
to his "invention" as "structured" 
role-playing. 

Maier's main contribution was to 
transform role-playing (as it then 
existed) from a method only used 
by psychiatric professionals train-
ed in psychodrama and develop it 
into a technique that could be usee 
by an a v e r a g e t r a i n e r in tne 
industry. Maier accomolished this 
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by doing two things: (1) shifting 
the objectives of role-playing from 
t h e p s y c h o t h e r a p e u t i c a r e a s to 
skill areas such as problem-solving 
and communications; and (2) made 
role-playing usable for vast num-
bers of trainers by developing and 
pub l i sh ing a s e r i e s of exce l l en t 
cases complete with guidelines for 
instructors and writ ten roles for 
participants. He also published a 
wide variety of experimental find-
ings r e l a t e d to t h e s u b j e c t s of 
problem-solving, factors in atti-
tude formation, and communica-
t ions based on his " s t r u c t u r e d " 
role plays. 

Integration 

From the early 1950s until re-
cently, role-playing, as it was de-
ve loped by Ma ie r modi f ied and 
popularized by various t rainers of 
the National Training Laboratories 
and psychodrama tended to go in 
separate directions. Role-playing 
was used by i n d u s t r y and t h e 
schools, while only a limited num-
ber of professionals working in the 
field of psychotherapy tended to 
use psychodrama. As the use of 
role-playing slowly increases, spe-
cialists in fields of education and 
management development became 
interested in making role-playing a 
more dynamic and flexible training 
tool. At this time they turn to psy-
chodrama. 

Many i n s t i t u t i o n s and people 
have played the role of catalysts in 
this process of synthesis. Organi-
za t ions inc lude E s a l e n and t h e 
National Training Laboratories. 
Leading practitioners include Mal-
colm Shaw and William Shutz. 

Once t h e d i f f e r e n c e s b e t w e e n 
structured role-playing and spon-
t a n e o u s r o l e - p l a y i n g ( p s y c h o -
drama) are understood it becomes 
easier to. abandon the dichotomy 
between the two and for the ex-
p e r i e n c e d t r a i n e r to d r a w f r o m 
each area to create more effective 
training. 

Though structured role-playing 
has become primarily associated 
with skills development and while 
psychodrama has become primari-
ly associated with psychotherapy, 
the boundaries between the two 
h a v e been less r ig id . F o r t h e 
p u r p o s e of p u t t i n g s p o n t a n e o u s 
and structured roie-playing in per-

spective, this article will compare 
and contrast the two forms as they 
have e m e r g e d ove r t h e l a s t 20 
years. 

The article is basically designed 
to assist those using s tructured 
role-playing to have a clearer idea 
of the kinds of possibilities which 
exist for making grea ter use of 
spontaneous role-playing methods. 
T o w a r d th i s end , fou r a r e a s of 
structured and spontaneous role-
playing will be examined: (1) the 
objectives, (2) the warm-up, (3) 
the enactment, and (4) post-enact-
ment. 

Objectives 

The basic objectives of struc-
tured role-playing typically focus 
on making the individual more pro-
ficient in some area of his work or 
job-related skills. The basic objec-
tive of spontaneous role-playing is 
to help the individual to under-
stand himself and others bet ter , as 
well as to explore new approaches 
in dealing with problems of human 
relationships. 

Structured Role-Playing 

Objectives: 
1. To develop such skills as: (a) 

problem-solving; (b) non-directive 
interviewing; (c) the conduct of 
pat terned interviews such as those 
used in hiring, performance ap-
praisal and exit interviews. 

2. To teach procedures such as: 
(a) t h e s t e p s of company-un ion 
grievance procedure; (b) Job In-
struction Training. 

3. To modify job at t i tudes re-
lated to interpersonal relations, 
e.g. , superior-subordinate re la -
tions. 

Spontaneous Role-Playing 
(Psychodrama) 

Objectives: 
1. To aid participants to achieve 

insight into their own behavior. 
2. To aid participants to achieve 

insight into the behavior of others. 
3. To modify at t i tudes related to 

job, family or social life. 
4. To aid participants to achieve 

new ways of dealing with problem 
situations. 

5. To develop diagnostic infor-
mation concerning the style and 
approaches of participants to cer-
tain types of problem situations. 
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Whether the instructor is using 
spon taneous or s t r u c t u r e d role-
playing it is necessary to develop 
some class motivation and involve-
ment in role-playing. The group 
must feel that the subject is rele-
van t to the i r pa r t i cu la r needs . 
Warm-ups for the use of struc-
tured role-plays typically take con-
siderable planning. 

Warm-ups for conducting spon-
taneous role-plays take consider-
ably less planning but require a 
high d e g r e e of skill in moving 
group members toward revealing 
their problems and/or their basic 
feelings. These "revelations" be-
come the basis for the spontaneous 
role-play. 

Structured Role-Playing 

The Warm-Up 
1. The Prefocused Discussion: 

The class is started with a discus-
sion, of a topic chosen by the in-
structor. The topic is related to the 
written role-play that the instruc-
tor plans to use after the "warm-
up" discussion. Examples of how 
an instructor might start such dis-

cussions are: 
a. "What problems is this group 

experiencing with discipline?" 
b. "What problems are you en-

countering with subordinates who 
have low productivity?" 

c. "What methods do you use in 
getting acceptance of a decision 
which affects all members of your 
work group?" 

Participants are encouraged to 
discuss and compare experiences 
and problems they have related to 
the topic. The instructor encour-
ages the group to do most of the 
talking and as much as time will 
allow, encourage all class members 
to air their feelings on the topic. 

2. Problem Census as Pre-Se-
lected Topic: In this type of warm-
up, an abbreviated form of the pre-
focused discussion is first develop-
ed. It is then followed by a problem 
census. The problems developed 
are specifically related to the topic 
and are posted on the blackboard. 
The i n s t ruc to r may then sum-
marize the problems — pointing 
out certain commonalities and dif-
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ferences of the problems listed. He 
then might say someth ing like, 
"Today, we have an exercise that 
will touch on some of the problems 
you have raised. After the exercise 
le t ' s go back and see to wha t 
extent the exercise can give us any 
new insights into these problems." 

3. The Selected Case: The in-
structor selects a written case he 
thinks appropriate for a role-play. 
A discussion is developed in which 
the case is analyzed with some 
members of the group suggesting 
possible solutions. The instructor 
allows class members with solu-
t ions to d e m o n s t r a t e how they 
actually would handle the problem 
by role-playing their approach to 
the solution. 

4. Lecture: The instructor at-
tempts to warm up the group by 
presenting a lecture on a topic re-
la ted to a se lec ted ro le-p laying 
case. For example, the instructor 
might conclude his l ec tu re by 
saying, "Well, those are some of 
the principles involved in dealing 
with poorly motivated employees. 
Let's see if we can put some of 
these ideas, using a role-playing 
case related to this subject." 

5. Film: The film is used in a 
manner similar to that of the lec-
ture. Again it is assumed that the 
subject matter of the film is closely 
related to the structured role-play-
ing case which has been selected 
by the instructor. 

Spontaneous Role-Playing 

The Warm-Up 
1. Open Ended Problem Census: 

The instructor may ask the group 
about the kinds of problems which 
they would like to have discussed. 
These can be posted on the black-
board. By checking with the group 
he can generally achieve agree-
ment on one or two topics of com-
mon interest which can be devel-
oped into a role-play. 

Example: Agreement develops 
in the group that they would like to 
work on the area involving the 
handling of the employee who is 
chronically la te for work . (This 
type of role-play would be called a 
soc iodrama as it r e p r e s e n t s a 
general problem for which most 
members of the group will have a 
concern.) 

On some occasions the problem 
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census will lead to a s i tua t ion 
where one person in the group 
seems agreeable and interested, 
and if the problem is sufficiently 
related to the educational objec-
tive of the program, the instructor 
will often develop a spontaneous 
role-play from the problem pre-
sented by the "warmed up" per-
son. 

As this role-play will involve pri-
marily one person's problem, the 
enactment will be known as psy-
chodrama as compared to a socio-
drama where the problem would 
be common to most of the group 
members. 

2. Sociometric Warm-Up: The 
sociornetric warm-up is often used 
with " s t r a n g e r g r o u p s " such as 
those which are found at public 
workshops, programs conducted 
by universities, management asso-
ciations, in-service programs con-
ducted with a cross-section of per-
sonnel coming from the same or-
ganization. 

The instructor might ask ques-
tions as: 

a. Who knows whom here? 
b. How many of you work toge-

ther? 
c. How many of you have been in 

a workshop together? 
d. Speaking to one person at a 

time, "What do you do?" 
e. Speaking to one person or 

speak ing to t h e e n t i r e g roup , 
"What was your interest in coming 
here?" 

The instructor can also, by using 
visual cues, develop some notions 
of the clusters and relationships 
which exist in the group. Clues can 
be found by observing such things 
as: 

a. Who is sitting next to whom? 
b. Which persons are sitting in 

isolation? 
c. Which people are talking to 

each other and with what degree of 
involvement? 

Using the information obtained 
f rom ques t i on ing and o b s e r v i n g 
the group, the instructor can to 
some degree determine the types 
of sub-groups which are present. 
With th i s in format ion he can 

develop often some tentative ideas 
as to what conflicts in values or 
attitudes exist in the group. These 
confl icts can be ident i f ied and 
clarified through further discus-
sion. They can be used then as the 
basis of enactments between indi-
viduals in the g roup who have 
different sets of values. 

The Enactment 

The common denomina to r of 
structured enactments is that they 
are based on written cases. These 
cases are complete with separate 
w r i t t e n roles giving individual 
identities and atti tudes. The sep-
arate roles are distributed to the 
role players just prior to enact-
ment. Current practice in the use 
of structured role-plays is charac-
terized by few or no interventions 
of the i n s t r u c t o r du r ing enact-
ment. The instructor may allow 
the entire role-play to proceed un-
interrupted until the role players 
themselves bring the enactment to 
an end. 

If the instructor feels that the 
role-play is becoming repetitious, 
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he may bring it to an end saying 
some th ing like, "I th ink we 've 
covered t h e main poin ts ; l e t ' s 
bring it to an end here," or, he may 
say, "O.K., you have two minutes 
to bring this to a conclusion." 

By way of contrast, during the 
spon taneous e n a c t m e n t , t he in-
structor is much more active. He 
intervenes frequently using a wide 
variety of techniques in the pro-
cess. He seeks to bring feelings to 
the surface through the various 
techniques listed below. Below is a 
comparison of the techniques used 
in conducting the structured enact-
ment as c o n t r a s t e d with tech-
n iques associa ted with spontan-
eous role-playing. 

Structured Role-Playing 

Enactment Techniques 
1. Role Rotation: To demon-

strate how a given problem may be 
handled in a variety of ways, the 
instructor may ask different play-
ers to replay the same role. For 
example , the case involving a 
discipline interview with an em-
ployee, the person playing the 

problem employee is kep t con-
stant, while in successive replays 
the role of the manager is played 
by d i f f e r e n t role p layers . This 
technique can bring out the differ-
ent styles and strategies possible 
in such an interview. 

2. The Intervention Interview: 
When the intervention interview is 
used in the structured enactment 
role-play it tends to be used with a 
d i f f e r en t pu rpose as compared 
with its use in the spontaneous 
enactment. In the structured role-
play, the interview is designed to 
help the role player explore his ef-
fectiveness in deal ing with the 
other player(s). 

Typical interview questions are: 
a. "To what extent do you feel 

you are using the techniques we 
talked about in the earlier part of 
this session as being appropriate 
for this type of problem?" 

b. "How effective do you think 
your approach is?" 

c. "If you were to start this in-
terview again from the beginning, 
what would you do differently?" 
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Such questions call to the role 
player's attention the manner in 
which he has applied certain pro-
cedures and principles discussed in 
the warm-up or in a previous ses-
sion. The questions can also make 
him aware of how he may have de-
parted from certain concepts of 
problem-solving or interpersonal 
communication. 

A f t e r the in te rv iew has been 
concluded (it should be brief, not 
exceeding about five minutes), the 
role-play is resumed. At that time 
the role p layer usually has an 
improved idea of how to apply 
previously discussed techniques, 
procedures or principles. 

3. Auxiliary Ego: On occasion, 
the instructor will assign an auxil-
iary ego to one of the players. This 
might typically be done when a 
supervisor interviews a subordin-
ate. In this case the instructor may 
assign an auxiliary ego to the sub-
ordinate. This is done to help the 
supervisor know how his approach 
"really" affects the subordinate. 
The auxiliary ego is not encour-
aged to move into psychological 
levels as deep as those which may 
be attempted in the spontaneous 
role-play. 

4. Multiple Enactments: Since 
the structured role is usually char-
acterized by written role instruc-
tions, and little or no trainer inter-
vent ion , it becomes possible to 
conduct several enactments of one 
case at the same time. 

For example, if there are two 
roles in the case, the instructor has 
the group count off as A's and B's. 
All of the A's receive one role; the 
B's receive the other role. Such 
multiple enactments can be con-
ducted with cases that have almost 
any n u m b e r of roles . When it 
occurs that the number of roles do 
not exactly match the number of 
persons in the group, those with-
out roles can be assigned to be 
o b s e r v e r s of individual e n a c t -
ments. (Observer sheets can be 
d i s t r i bu t ed or oral i n s t ruc t ions 
given relating to the factors which 
should be looked for in the enact-
ment process.) 

The ro le-p laying g roups can 
then be situated around the class-
rooms. With experience, the in-
structor can determine approxi-
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mately how long a given role-play -
ing case will t a k e to comple t e . 
Thus , he may announce a t t h e 
start of the enactment the approxi-
mate amount of time the class will 
have to complete the role-play. 

5. Use of Observer Sheets: The 
use of observer sheets cannot be 
strictly classified as an enactment 
technique, but it is a group activity 
which is used with structured role-
play enactments. Before the enact-
men t , non-role p l a y e r s may be 
given observer sheets which will 
assist the observer to look at a 
variety of dimensions of the role 
play. The types of questions on the 
form will vary, depending on the 
instructor's training objectives. 

Fo r example , t h e s e ques t ions 
might be used in a role-play on 
interviewing t e c h n i q u e s . Ques-
tions and instructions found on the 
observer sheets may include: 

a. Who did most of the talking in 
the early stages of the role-play 
(the first 10 minutes)? 

b. Who did most of the talking in 
the later phase of the role-play? 

c. To wha t e x t e n t was the 
person being interviewed encour-
aged to air his views? 

d. Record each instance where 
one of the role players interrupts 
the other. 

e. Record each instance where 
the i n t e r v i e w e r i n t e r r u p t s the 
interviewee, or ignores what the 
interviewee says. 

f. Record each time the inter-
viewer changes the subject. 

g. Did the interviewer make a 
decision and was it clearly com-
municated to the interviewee? 

h. Were the reasons for the deci-
sion c lear ly given to the in t e r -
viewee? 

i. Did the interviewer indicate 
that he would follow up on the 
decision? 

Spontaneous Role-Playing 

Enactment Techniques 
1. Role Reversal: In this tech-

nique role players exchange roles 
for brief periods of time. This is 
done by the instructor saying to 
two of the players, "Change roles." 
The p l aye r s t h e n m u s t change 
their positions. If they have been 
sitting, they exchange chairs. If 
t hey have been s t a n d i n g , t h e y 
change positions. 

There are several reasons for 
using role reversal in the spontan-
eous role-play. 

a. To develop more information: 
Often the only person who knows 
much about the p rob lem be ing 
enac ted is t h e p r o t a g o n i s t ( the 
person who has the problem and 
wants to experiment in acting out 
the handling of the problem). Con-
sequently, it may be necessary to 
generate accu ra t e in fo rmat ion 
about the problem and to offer the 
other role player(s) more complete 
information about the character(s) 
being portrayed. 

b. To develop insight: Role re-
versal is often used when the pro-
tagonist has placed the other role 
p layer in a d i f f icul t s i tua t ion , 
typically through a question, a de-
mand, or an accusation. The in-
structor then reverses roles. The 
protagonist becomes the "recip-
ient" of his own behavior and must 
deal with the demand he has just 
made on the other role player. 
Shortly af ter this role reversal has 
occurred, roles can be reversed to 

the original position. Commonly, 
this technique distinctly modifies 
the protagonist's behavior during 
the role play. 

2. The Intervention Interview: 
This technique is designed to make 
the i n t e r v i e w e e b e c o m e m o r e 
aware of his own feelings and atti-
tudes during the role-play. The 
instructor may use such questions 
as: 

"How do you feel about the 
person you're talking to?" 

"How do you think he feels about 
you?" 

After the instructor has inter-
viewed the role player, using "feel-
ing"-oriented questions, the role-
play is r e s u m e d . The p r i m a r y 
purpose of the intervention inter-
view makes the person interview-
ed become more aware of his own 
attitudes and feelings as well as 
those of the other players. 

3. The Auxiliary Ego: This is the 
device in which t h e i n s t r u c t o r 
assigns a person to "assist" one of 
the role players in thinking and 
talking. The "assistance" is pri-

ARE YOU AWARE 
THAT ASTD OFFERS 
THE FOLLOWING? 
ACHIEVEMENT AND RECOGNITION AWARDS 

Spec ia l a c c l a i m given in eight c a t e g o r i e s 

WASHINGTON D.C. PRESENCE 
Y o u r voice for n a t i o n a l t ra in ing a n d d e v e l o p m e n t i s s u e s 

MEMBER INQUIRY SERVICE 
A n s w e r s y o u r q u e s t i ons o n e v e r y d a y a n d 

s p e c i a l t r a in ing inqu i r i e s 

POSITION REFERRAL SERVICE 
In l i in tu i t ion abou t j obs to he lp you find a bet t c r pos i t inn 

AUDIO CASSETTES PRC)M 
NATK )NAL CONFERENCES 

Hn a l l i e s you t o h e a r m a n y s e s s i o n s y o u r s e l f . 
t hen io s h a r e t h e m wi th o t h e r s 

T h e s e a r e only a f e w o f I h e m a n y u s e f u l s e r v i c e s p r o v i d e d by Na t iona l 
M e m b e r s h i p in A S T I ) . T o r ece ive m o r e i n f o r m a t i o n a b o u t the a b o v e s e r v i c e s , 

till out t h e R e a d e r Se rv i ce C a r d in t h e b a c k of t h e j o u r n a l . 

Circle No. 2000 on Reader Service Card 

Training and Development Journal, June 1981 — 117 

' 



marily designed to bring out the 
unspoken fee l ings he may be 
having about himself and the other 
role-player(s). The device is not 
designed to help the role-player to 
think out new cognitive formula-
tions of the problems, nor is it 
des igned to develop new tech-
niques or strategies in dealing with 
the other role-player(s). 

When the auxiliary ego is as-
signed to one of the role-players, 
he becomes known as the person's 
"double." He may talk while the 
person he is assigned to is thinking 
or conversing with the other role-
players. 

If the auxiliary ego is reasonably 
accurate in perceiving and stating 
the feelings of the person for whom 
he is doubling, the action will tend 
to move into a deeper level. Then 
it becomes more likely that players 
will s tar t to deal with more mean-
ingful and important elements of 
their conflict. 

4. The Multiple Chair Tech-
nique: This technique may be ap-
propriate when the enactment ap-
pears to be staying at a superficial 
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level. After empty chairs repre-
senting all the roles involved are 
set up, the secondary role-players 
are asked to leave temporarily. 
The chief actor is then asked to 
play all t he ro les . F r e q u e n t l y , 
moving from one chair to another 
may have the effect of wearing the 
player out, lowering his defenses, 
and tending to move him toward 
being more open about his real 
feelings. The role-play may be re-
sumed with the other players. 

5. One-Word Exchanges: This 
technique may also be used when 
the role-players are excessively 
verba l wi thou t coming to gr ips 
with the real problem. The players 
are asked to carry on a conversa-
tion in which they can use only one 
word at a time. A typical conversa-
tion might go something like this: 

Player A: Fear 
Player B: Sorry 
Player A: Tense 
Player B: Relax 
Player A: No 
Player B: Yes 
Player A: Why? 
Player B: Try 

Etc. 
This type of exchange may give 

the instructor new clues which will 
allow him to move the role-play 
into a new and more meaningful 
direction. 

6. The Mirror Technique: To 
give a role-player a better idea of 
how he affects other people, the 
instructor has several of the group 
members imitate the behavior and 
attitudes of the player. The "mir-
roring" may be done verbally or 
non verbally. 

7. Non-Verbal. Techniques: 
Physical communication: On oc-

casion, role plays get bogged down 
in much verba l iza t ion and l i t t le 
expression of feelings. When this 
occurs the instructor may tempor-
arily stop the role-play and ask the 
players to communicate their feel-
ings toward each other physically. 
No words may be used. Reactions 
from the players may include: 

a. shaking one's fist at another 
player 

b. embracing another person 
c. shaking hands, etc. 
After this has occurred the role-

play can be resumed. 
Breakouts: On occasion, one of 

the role-players may seem frus-
trated by his inability to express 
himself, the hopelessness of coping 
with the situation before him, or 
his inability to achieve emotional 
release through the role-playing of 
his problem. When this occurs the 
instructor may ask five to seven 
participants to surround the role-
player, locking arms in a circle. 
The role-player is then asked to 
break out of the circle. This effort 
often leads to a catharsis of the 
role-player's emotions and allows 
him to move into a new phase of his 
feelings. 

Lifting: Occasionally an enact-
ment will indicate that one of the 
role-players has developed an ut-
t e r sense of he lp lessness about 
himself and his situation. When 
th i s is obse rved , the i n s t r u c t o r 
may ask that the player lie flat on 
the floor. He then asks the group 
(a minimum of seven or e ight 
members are needed) to put their 
hands under the player and lift him 
slowly toward the ceiling. He is 
then lowered and rocked slowly for 
about a minute and then slowly 
lowered to the floor. This exercise 
often gives the role-player a feel-
ing of trust in the group of strong 
group support and allows him to 
try other ways of dealing with his 
problem. 

Post-Enactment 

Each role-play needs some de-
gree of closure. The insights of 
learning that develop during the 
enactment should be brought out 
in such a way t h a t both the 
role-players and the other group 
m e m b e r s have a c lea re r under -
s t and ing of the implicat ions for 
themselves of the role play(s) in 
which they have participated or 
which they have witnessed. 

Structured Role Plays 

Post-Enactment Techniques 
1. Group Critique: The role-

players' interaction is discussed in 
terms of how previously discussed 
pr incip les and t echn iques were 
applied or not applied. For ex-
ample, the session has focused on 
communication skills. A discussion 
is led by the instructor on those 
techniques used in the role-play 
that: (1) aided and increased the 
communication between players 
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and (2) blocked or hindered com-
munications between the players. 
Emphasis is placed on the kinds of 
interactions which occurred rather 
than on the behavior and attitudes 
of individual role-players. When 
making references to the enact-
ment, participants should use the 
names of the fictional role-players 
rather than those of the partici-
pants playing the roles. 

2. Observer Reports: The post-
enactment discussion can be con-
ducted by having the observers 
report or summarize the data they 
d e v e l o p e d on t h e i r o b s e r v e r 
sheets. This can lead to a general 
discussion about the problems of 
applying the principles of com-
munications or problem-solving in 
actual or on-the-job situations. The 
instructor summarizes the discus-
sion. 

3. Comparison with Other Data: 
In cases where the instructor uses 
the Norman Maier role-play in-
volving specific changes in job 
assignments, work locations, etc., 
group decision data can be posted 
on the blackboard. 

When the role-play has been 
conducted on a multiple enactment 
basis, various group solutions can 
be compared and contrasted. In 
some cases group solutions can be 
contrasted with the solutions de-
veloped by o ther groups and 
reported in Maier's book, Problem 
Solving Discussions and Confer-
ences. This book reports on sever-
al of the cases which are in 
Maier's Supervisory and Execu-
tive Development, giving statisti-
cal breakdowns of the solutions 
developed by var ious groups in 
role-playing experiments. 

For example, the case entitled 
the "New Truck Problem" (see See 
Supervisory and Executive Devel-
opment: A Manual for Role Play-
ing by N. Maier, A. Solem and A. 
Maier) is perhaps the most widely-
used structured role-playing case 
in the A m e r i c a n m a n a g e m e n t 
t r a in ing f ield. I t involves the 
problem of a department which is 
about to receive a new truck. The 
department includes five mobile 
repair men. Each man, to some 
degree, has justification for mak-

ing a claim on the new truck. 
The case generally generates a 

great deal of excitement and can 
lead to some interesting insights 
about how groups make decisions 
and handle conflict. The results are 
quite diverse with respect to (1) 
who gets the new truck, (2) how 
many individuals receive different 
t rucks , (3) who and how many 
persons are dissatisfied, etc. Two 
of the experiments Maier has done 
using this case are of interest. 

In these expe r imen t s all the 
" fo remen" have had discussion 
leadership training. The results of 
these experiments are reported on 
page 40 of Problem Solving Dis-
cussion and Conferences ( see 
chart). 

As a result of comparing class 
decisions with the above data , 
some interesting conclusions can 
be developed about group decision-
making and those factors which 
create group satisfaction or dis-
satisfaction. 

Spontaneous Role Plays 

Post-Enactment Techniques 
1. Group Reaction to Role-Play: 

QUALITY CONTROL CIRCLES, INC. 

When Quality Leads, Productivity Follows 
Join over 200 client companies wi th more 
than 35,000 U.S. QC Circle members. The 
QCC process teaches workers to identify, 
analyze and solve work related problems 
by improving morale, developing leadership 
skills and tapping the creativity of your 
work force. . . an effect ive OD process that 
improves att i tude, quality and productivi ty! 

Ouality control Circles, inc. offers: 

• Executive in House seminars 
• Flexible implementat ion 
• Experienced Professional Consultants 

NEW! 
• Service industry versions 
• Multilingual Translations and Consultants 
• Advanced Facilitator-Leader Training 

FREE... 
Quarterly Newsletter on Request 

"The Original OC Circles Consultants" 

w. s . Rieker, President 

Ouality Control Circles, inc. 
Higgins & Root Bldg. • 2nd Floor 
400 Blossom Hill Road • Los Catos, CA 95030 
(408) 867-4121 • (408) 358-2711 

120 — Training and Development Journal, June 1981 
Circle No. 191 on Reader Service Card 



DISCUSSION LEADERSHIP SKILL A N D SATISFACTION 

Repor ted 
m e t h o d used 

Group dec i s ion 

Mixed 
Foreman d o m i n a t e d 

No . of 
g roups 

62 
12 

24 

Groups 
w i t h al l 

sa t i s f ied , % 

75.8 
16.7 

4.2 

G roups Groups w i t h 
w i t h one t w o or mo re 

d i ssa t i s f i ed , % d i ssa t i s f i ed , % 

21 .0 
66.7 
54.2 

3 .2 
16.7 
41.7 

Sa t i s fac t ion w i t h So lu t i on and N u m b e r of 
Crew M e m b e r s Receiv ing a Di f ferent Truck 

Di f ferent t rucks t o : 

N u m b e r of g r o u p s 
Percent of g roups w i t h all sa t i s f i ed 

1 man 
7 

2 8 . 6 

2 men 
41 

51.2 

3 men 
30 

50.0 

4 men 
12 

66.7 

5 men 
8 

50.0 

The most typical post-enactment 
technique follows these steps: 

a. The instructor asks each role-
player how he felt about the enact-
ment. He asks about the feelings, 
emotions, tensions and satisfac-
tions which developed during the 
enactment. Generally, the protag-
onist will be asked for his reactions 
last in order that he can also com-
ment on the reactions the other 
role-players have had on him. 

b. The instructor then asks the 
group for its reactions to the role-
play. The group is encouraged to 
comment on the extent to which 
they iden t i f i ed wi th any of the 
role-players and the feelings which 
they may have experienced during 
the course of the role-play. Group 
members should be encouraged to 
emphasize the emotions they expe-
rienced but discouraged from (1) 
analyzing the behavior of the role-
players; (2) labeling the behavior 
of the role-players and (3) giving 
unsolicited advice to any of the 
role-players. 

2. Behind the Back Techniques: 
On occasion when the instructor 
decides t h e g roup may be too 
inhibited to reveal fully their t rue 
feelings about the chief actor in a 
role play, and when the instructor 
thinks that the ego strength of the 
protagonist is sufficiently strong, 
he may use the "behind the back" 
t e c h n i q u e . In th i s s i tua t ion the 
chief actor sits in a chair in front of 
t h e room with his back to t h e 
group. Members of the group are 
then asked to comment on their 
reaction to his behavior during the 
role play. After everyone in the 
group has had an opportunity to 
comment, he is then allowed to 
turn around and comment on his 

own feelings during the role-play, 
as well as on the reactions of the 
group members. 

3. Non-Verbal Expression: This 
method is often used in combina-
tion with the "Group Reaction to 
Enactment." After steps 1 and 2 of 
"Group Reaction" have been com-
p le ted , t h e i n s t r u c t o r may ask 
each m e m b e r of t h e g roup to 
express his reaction to the chief 
actor in a nonverbal manner. This 
technique is desirable in situations 
in which group support for the 
chief actor is deemed by the in-
structor to be an important in-
g r e d i e n t to give c losure to t h e 
session and impart a sense of re-
assurance to the chief actor who 
may have ove r -exposed his de-
fenses during the role-play. The 
nonverbal reaction will typically 
take the form of handshakes, hugs 
or approving nods. 

In general, the instructor should 
avoid this particular technique if 
he feels t h a t g e n e r a l nonve rba l 
reactions will be negative and de-
structive to the chief actor. 

4. Chief Actor Asks the Group 
for Feedback: This technique may 
also be used in combination with 
ob ta in ing a "Group Reac t ion to 
Enactment." In this case the in-
structor asks the chief protagonist 
to ask each member of the group 
for r eac t i ons which t h e g roup 
member may have had to him. The 
protagonist then has the oppor-
tunity to state his feelings about 
the feedback. The instructor may 
summarize at this point. 

Conclusion 

As we have seen, both spontan-
eous role-playing and structured 
role-playing represent efforts to 

make the individual more effective 
in dealing with some problem or 
challenge in his life. Traditionally, 
spontaneous role-playing placed 
considerable emphasis on achiev-
ing this objective through attempt-
ing to give an individual greater 
insight into his own behavior and 
his ego state (as well as insight into 
the behavior of others). 

Structured role-playing, in con-
trast , has placed greater emphasis 
on developing the individual's spe-
cific skills to deal with concerns 
r e l a t ing to p rob lem-so lv ing and 
communication. 

If i n s t r u c t o r s can deve lop a 
greater synthesis of the two forms 
of role-playing in their own teach-
ing, they will then be able to assist 
those they work with to achieve an 
objective important to all human 
beings, the ability to cope success-
fully with the challenge of the hu-
man environment. 
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periential Training Association, New 
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