Full Performance Level Park Ranger Interpreter

Module 330
Title: LEADING INTERPRETERS: TRAINING AND COACHING*

PURPOSE

Interpretive training and coaching embody a distinct set of skills necessary to accomplish one
outcome -- helping visitors make intellectual and emotional connections to the meanings and
significance of park resources, through the efforts of others.

The Full Performance Interpretive Ranger uses a knowledge of park and interpretive goals, skills
in communication and interpretation, and abilities to connect interpretive efforts to successfully
serve resource protection and visitor satisfaction. Professional skills in training and coaching will
help coworkers and others (i.e., seasonal rangers, VIP's, interns, SCA's, cooperating association
and concession employees, etc.) develop their effectiveness in the same areas. This competency
will help the interpreter extend the effectiveness of supervisors and limited resources. The
interpreter will contribute critical support toward achieving the day-to-day interpretive goals of
the site by serving the developmental needs of coworkers, providing ongoing learning
opportunities at the local level, and modeling successful programs and services.

AUDIENCE

Individuals seeking Full Performance Ranger Careers certification. Others may include other
NPS staff, cooperating association and concession employees, volunteers, park partners with lead
and/or interpretive training responsibilities.

OBJECTIVES
Upon completion of this module, learners will contribute to interpretive excellence at their site as
they:

- individually or as part of a training team, recognize needs for, develop, and present interpretive
training, contributing to ongoing staff development of interpretive skills and competencies;

- coach coworkers, volunteers, and others to support ongoing personal development of
interpretive skills;

- direct others in the day-to-day accomplishment of interpretive operation goals and project
objectives;

- communicate, as trainer, coach, and role model, the principles of Module 101 of the
Interpretive Curriculum: Why We Do Interpretation, What Interpretation Is, and How
Interpretation Works.

TOPICS

Directing the work of others; on-the-job-training techniques, and task direction; principles of
adult learning; leading by example; coaching methods and techniques; providing written and
informal feedback; self-assessment techniques; motivation and incentives; interpretive methods



and techniques; developing instructional objectives and lesson plans; training evaluation.

DELIVERY

Park and cluster-level seasonal or group training; Servicewide courses; university courses; OJT
and personal development details; classroom and distance learning; private sources; consultants;
computer-based training packages and CD-ROMS.

BENCHMARK COMPETENCY ASSESSMENT
A completed short-answer questionnaire with explanatory essay describing the learner's ability to
coach, train, and lead by example.

NOTE: Your project may be designed and submitted coupling more than one Full Performance
competency. You may develop one competency project, to be reviewed against any combination
of one, two, three, or four of the Full Performance competencies-if your circumstance allows.
The project would then be measured against each competency standard separately. Keep in mind
that the requirements on the "Preparing Your Project for Submission" page for every competency
you couple with your project must be met (i.e., you must submit an essay, and a facsimile, and a
questionnaire if you choose to combine Planning, Media, and Training/Coaching in one
submission).

If you choose, you may develop a separate project for each Full Performance competency, and
submit them individually as you have in the past. If you choose to combine the reviews and
address more than one competency with a single project, be sure to INDICATE CLEARLY ON
YOUR PROJECT WHICH FULL PERFORMANCE COMPETENCIES (Planning Park
Interpretation, Media Development, Interpretive Leadership, Research/Resource Liaison) you
wish to have the project reviewed against.

COMPONENTS

- Interpretive Training

- Directing, Leading, and Coaching

TARGET
To complete the full performance competencies for Ranger Careers.

Last update: April 20, 2000
http://www.nps.gov/idp/interp/330/module.htm

Editor: NPS Training Manager for Interpretation, Education, and Cooperating Associations
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National Park Service Interpretive Development Program
U.S. Department of the Interior

Assessment Rubric For Full-Performance Benchmark Competency*
Leading Interpreters: Training and Coaching

The submission product demonstrates the certification
requirements if it communicates that, through application of
specific training and coaching methods, the submitter:

--has provided opportunities that enable other interpreters to help
visitors make intellectual and emotional connections with the
meanings and significance in the resource(s) being interpreted.

Descriptors:

»= Training and coaching methods and techniques are used effectively

= Uses coaching contacts to reinforce interpretive training concepts where appropriate

» Indicates sensitivity to developmental levels and situational needs of the interpreters they coach

= Demonstrates the ability to provide constructive, substantive, specific feedback for interpretive
growth/improvement of others

» Indicates an ability to use evaluative feedback and self-assessment to gauge effectiveness of
training and coaching methods

= Uses the principles and concepts of the Interpretive Curriculum as foundational material for
training and coaching contacts

= Effectively communicates to others through training, coaching and modeling, an understanding

how to facilitate interpretive opportunities



The submission product approaches the certification
requirements if it communicates that, through application of
specific training and coaching methods, the submitter:

--has not provided clear opportunities that enable other interpreters
to help visitors make intellectual and emotional connections with the
meanings and significance in the resource(s) being interpreted.

Descriptors:

training and coaching methods and techniques are used inappropriately or ineffectively

Does not use coaching contacts to reinforce interpretive training concepts

Indicates lack of sensitivity to developmental levels and situational needs of the interpreters they
coach

Does not demonstrate the ability to provide constructive, substantive, specific feedback for
interpretive growth/improvement of others

Does not indicate an ability to use evaluative feedback and self-assessment to gauge
effectiveness of training and coaching methods

Does not use the principles and concepts of the Interpretive Curriculum as foundational material
for training and coaching contacts

Ineffectively communicates to others through training, coaching and modeling, an

understanding how to facilitate interpretive opportunities

Last update: April, 2001
http://www.nps.gov/idp/interp/330/rubric.htm



National Park Service Interpretive Development Program
U.S. Department of the Interior

PREPARING YOUR SUBMISSION: WHAT YOU NEED TO KNOW
Leading Interpreters: Training and Coaching

This certification focuses on training and coaching of interpretive concepts and principles.
Questionnaire answers that address other employee needs (program mechanics, behavior issues,
time management, etc.), are not measured in this review, and will not contribute to success. [The
certification process in this module continues in a period of "field testing" to refine the material,
guidelines, and standards. If you participate successfully in the certification review, you have met the
standards. If you do not meet the standards initially, be sure to check the "Last Update" line in each
element of the module to be sure you work from the latest version of this module when continuing
your efforts.]

Successful completion of this competency will require the Full Performance interpreter to complete
four tasks:

1. Individually plan, develop, and instruct one interpretive training session on a concept from
the Interpretive Development Program curriculum, for either seasonal rangers,
entry/developmental level interpreters, VIP's, interns, SCA's, cooperating association and
concession employees, etc., or a non-NPS interpretive audience such as local museum
docents, state/county park employees, or a college class.

2. Coach one or more interpretive workers (i.e., seasonal rangers, entry/developmental-level
permanent interpreters, VIP's, interns, SCA's, cooperating association and concession
employees, etc.), providing them opportunities for interpretive development through
ongoing coaching, feedback, modeling, and use of examples.

3. Complete and submit the "Training and Coaching Assessment Questionnaire" (attached
below), describing your efforts at both training and coaching.

4. Complete and submit the attached "Product Submission Form" for each certification you
attempt.

TIP:

Keeping a written log of training and coaching experiences and contacts will assist you in completing
the questionnaire (see "Optional Training/Coaching Log" attached) however, the logs do NOT need
to be submitted, only the questionnaire.

NOTE:

Your project may be designed and submitted addressing more than one Full Performance
competency for certification. You may develop one project, to be reviewed against any combination
of one, two, three, or four of the Full Performance competencies—if your circumstances allow. The
project would then be measured against each certification standard separately.

EXPERIENCE YOUR AMERICA
The National Park Service cares for special places saved by the American people so that all may experience our heritage.



Module 330 Submission Guidelines

If you choose, you may develop a separate project for each Full Performance competency, and
submit them individually as you have in the past. If you choose to combine the reviews and address
more than one with a single project, be sure to indicate clearly on your project which FULL
PERFORMANCE COMPETENCIES (Planning Park Interpretation, Media Development, Interpretive
Leadership, Research/Resource Liaison) you wish to have the project reviewed against. Keep in mind
that the requirements on the "Preparing your Submission" page for every competency you address
with your project must be met (i.e., you must submit an essay, and a facsimile, and a questionnaire if
you choose to combine Planning, Media, and Training/Coaching in one submission).

Before you submit your product, be sure to self-assess your work against the assessment rubric.
Remember: Each bold-faced "stem statement" is used by the reviewers, and must be met to achieve
certification in this competency.

Once you have reviewed your project with your supervisor and agreed that it is ready to submit, send
to:

Lotus Notes: (preferred)
Becky_Lacome@nps.gov

Hard copy surface mail:

Training Manager for Interpretation

Mather Training Center

P.O. Box 77, Fillmore St. and Storer College Place
Harpers Ferry, WV 25425

Attn: Product submission

What happens next?

The training manager will send your submission to two peers who are trained certifiers. Each will
independently review the product using the Assessment Rubric for Benchmark Competency: Leading
Interpreters: Training and Coaching. The project will be evaluated through peer-review to determine
whether it meets the certification standards. Those products meeting the certification requirements
will receive a letter from the training manager.

Those products approaching certification will need to be revised and resubmitted, with the most
valuable adjustments prompted by feedback provided by the reviewers, and follow-up input from the
supervisor. If you elect to have your project reviewed against multiple standards and one or more
elements are judged to be approaching certification, only the portion approaching certification needs
to be revised and resubmitted. Questions about the process can be answered by any of your
curriculum coordinators or the training manager.

Certification in this competency serves the overall development of employees in Ranger Careers
positions, and meets the NPS national standard for interpretive training and coaching. Certification in
this competency is a point-in-time assessment. Long-term performance trends are measured at the
park level. Eligibility for promotion is determined solely by the supervisor and park.

Last update: April, 2001
http://www.nps.gov/idp/interp/330/submit.htm
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Module 330 Submission Guidelines

Training and Coaching Assessment Questionnaire (4/01)

NOTE: Before completing the questionnaire, read the assessment rubric for "Leading Interpreters:
Training and Coaching" to review the standards that will be used in the peer-review certification
process. This module focuses on training and coaching of interpretive concepts and principles.
Questionnaire answers that address other employee needs (program mechanics, behavior issues,
time management, etc.), are not measured in this review, and will not contribute to success.

Interpretive Training

Individually plan, develop, and instruct one interpretive training session on a concept from the
Interpretive Development Program curriculum, for either seasonal rangers, entry/developmental level
interpreters, VIP's, interns, SCA's, cooperating association and concession employees, etc., or a non-
NPS interpretive audience such as local museum docents, state/county park employees, or a college
class. Provide the following information about the interpretive training session you planned,
organized, and presented:

1. Who was your training audience and what were their interpretive developmental needs?
2. What was the subject and purpose of your session?

3. List the instructional objectives of your session that related to interpretive concepts and
principles (contained in Module 101):

4. How did you use different instructional methods/techniques to convey interpretive concepts
and principles?

5. How did you model interpretive concepts and principles of the Interpretive Curriculum in
your presentation of the training material? (Include specifics on how you taught by example
and made your training session interpretive, i.e. cohesive development of a relevant idea and
trainees making their own connections to resource meanings, use of tangibles and
intangibles, etc.)

6. Describe comments, questions, body language, or other observations of the trainee(s) during
or after your training session that indicate a progression in their understanding of the
concepts presented:

7. Based on session evaluation responses and other feedback, what changes or adjustments to
instructional objectives, content coverage, or delivery methods would you make before
conducting this session again in order to produce stronger understanding of the interpretive
concepts you covered?

Interpretive Coaching

Coach one or more interpretive workers (i.e., seasonal rangers, entry/developmental-level permanent
interpreters, VIP's, interns, SCA's, cooperating association and concession employees, etc.), providing
them opportunities for interpretive development through ongoing coaching, feedback, modeling,
and use of examples. Provide the following information about your interpretive coaching
interactions. Refer ONLY to interactions where interpretive principles and concepts were the focus.

DO NOT include names or specific references to individuals.

1. Describe several ways that you have used concepts and principles from the Interpretive
Development Program curriculum in your coaching interactions?

2. Briefly describe one example of an interpretive coaching interaction that you think produced
improved interpretive effectiveness (i.e., cohesively developed relevant idea, create

NPS—Interpretive Development Program 4/2001



Module 330 Submission Guidelines

opportunities for audience to form their own intellectual and emotional connections with
meanings of the resource, use of tangibles/intangibles/universals, central focus based on a
universal concept, etc.)

3. What evidence (observed changes, visitor/interpreter feedback, etc.) makes you think that?

4. Describe a situation in which you used "coaching-by-example" to demonstrate/ model an
interpretive concept or principle:

GENERAL ESSAY:

Describe in essay form (not more than one page), how you believe your training and coaching efforts
will enable interpreters to better help visitors make their own intellectual and emotional connections
with the meanings and significance in the resource(s) being interpreted (give specific examples):

OPTIONAL Training/Coaching LOQ  (For reference only -- DO NOT include with submission)

Keep a log of a variety of training and coaching experiences and situations. Record entries for
positive and effective encounters as well as encounters which did not go as well as you would have
liked. By recording and reflecting on a variety of interactions, you can begin to identify your
strengths and weaknesses as an interpretive coach and trainer.

Take the time at the end of the day or at regular intervals through the work season, to record your
log entries while they are fresh in your mind. Be honest in your self-assessments -- your log entries
are not an employee assessment record, but a self-assessment record of your coaching and training
skills. Refer to your log when completing the certification questionnaire. However, this log IS NOT a
part of the submission requirements. Keep your log in a secure place and maintain confidentiality
of its contents. It is essential that you not record employee names in the log entries for this exercise,
in that this is not supervisory in nature. Anonymity must be maintained. Seek feedback from, and
discuss your perceived needs and/or successes with your supervisor.

For each log entry record—
= Date of coaching contact or training:
= Type of interaction (informal, written, brief, lengthy, training, coaching, feedback, etc):
= Situation:
= Important elements or events of your coaching discussion or your training:

= Describe the ways you used Module 101 or other Interpretive Curriculum concepts in your
coaching discussion or training session:

= Perceived effectiveness and why:
= What | would say or do differently next time:
=  Follow-up needed?:
Self-assess how this coaching discussion or training session might enable interpreters to better help

visitors make their own intellectual and emotional connections with the meanings and significance in
the resource(s) being interpreted:

NPS—Interpretive Development Program 4/2001



National Park Service
U.S. Department of the Interior

Interpretive Development Program

Product Submission Form

Interpretive Development Certification Program
Please include this form with your submission

Name:
Park/Site:
Module #:
Date mailed:

This is my

submission attempt for this certification (1%, 2", etc.)

I have reviewed the enclosed product against the submission requirements AND

rubric for this certification:
O Yes

Has supervisor reviewed product?
O Yes

O No

0 No

Career Position (Please select one from the following):

O GS-0025: Park Ranger

O GS-1702: Educational Specialist
0 GS-0303: Visitor Use Assistant

O Cooperating Associate Employee

O GS-0090: Park Guide
O SCA/Student Intern
O Volunteer

O Other

Career Status (Please select one from the following):

0 Permanent
O Seasonal

O Term
O Intake (Year )

Product Format (Please select from the following and indicate number of copies):

O Video ( copies)
O Floppy Disk
Product Topic/Emphasis is primarily:

O Natural
O Natural and cultural

FedEx mailing address and phone number:

Park phone and email address:

O Hard Copy ( copies)
O ccmail/Email

O Cultural
O Other

Training Manager—Interpretation, Mather Training Center, PO Box 77,
Fillmore St. and Storer College Place, Harpers Ferry, WV, 25425-0077
Attn: Product Submission



Component for Module 330

Interpretive Training

PURPOSE

Ranger Careers interpreters will be involved in providing training for seasonal/ temporary
workers and/or other park employees (seasonal rangers, entry and developmental level
interpreters, volunteers, SCA's, interns, cooperating association employees, etc.). The full
performance interpreter needs to develop knowledge and skills to plan, organize, present, and
evaluate training for the interpretive development of others, to enhance their ability to provide
interpretive opportunities for park visitors.

OBJECTIVES
Upon completion of this component, the learner will be able to:

- identify training opportunities which meet the needs of park interpretive goals and objectives,
and the developmental needs of coworkers;

- develop instructional objectives;
- choose and use appropriate training methods and techniques;
- devise and use evaluation tools;

- use Interpretive Curriculum concepts and principles as foundational elements of content and
delivery for training sessions.

APPROACH

Application of skills learned in this component will result in interpretive training which
contributes to the overall improvement of park interpretive and visitor services, and meets park
management goals/needs. Training programs which the full performance interpreter may plan
and deliver could include (but are not limited to): module components from the Interpretive
Development Program curriculum; specific interpretive skill and technique development
sessions; resource issue, multiple perspectives, or subject matter interpretation; refresher skills
and concepts for returning seasonals.

The interpretive trainer is able to recognize and assess needs for training which will help meet
the interpretive goals and objectives of park programs and planning documents, and the need for
critical resource issue or subject matter interpretation. With supervisory oversight and approval,
the interpreter works individually or as part of a team to plan, design, present, and evaluate the
training session(s). All training efforts are grounded in the concepts and principles of the
Interpretive Development Program Curriculum. Training evaluation forms are carefully
constructed to solicit specific feedback on 1) the usefulness of the material presented; 2) the
perceived effectiveness of the presentation methods/techniques used; and 3) the potential for the
training to result in enhanced or increased interpretive opportunities for park visitors.

CONTENT OUTLINE:



I. Planning training

A. Target articulated needs

1. accomplish park interpretive goals

2. operations needs

3. implement park planning objectives

4. performance or outcome based

5. specific objectives targeting performance outcome

6. creative; designed to include optimum experiential variety (learning styles, media, techniques)

7. grounded in the principles and concepts of the Interpretive Development Program curriculum
B. The planning process

1. confer with park/division staff, supervisors, and/or managers to identify and articulate a
perceived need for a particular training session based on:

a. park planning documents

b. planning or training calendar requirements

c. interpretive programming goals/objectives

d. needs assessments

e. special needs such as critical resource issues or new/emerging resource information
f. developmental needs of employees

g. park operations needs

2. integrate with other training efforts and park programs to meet optimum needs
a. best use of staff time

b. coordinated for best timing during work year

c. complements other training/program needs to accomplish park/division goals
3. scheduling

a. dates and training location

b. coordination with other park events/needs

c. employee availability



4. instructional design

a. write outcome-based session goals/learning objectives
(see below)

b. solicit input and review from others

5. content selection and organization

a. identify and sequence content

b. identify resources

c. subject experts, other division staff, other agency representatives, etc.
d. relevant research materials

e. Interpretive Curriculum materials

f. other reference material

g. identify instructional methods

h. select media and props

1. write lesson plan (see below)

6. schedule other speakers/presenters

a. provide session agenda, goals/objectives

7. develop session evaluation forms (see below)

II. Effective training session design

A. Outcome-based goals for each training session target interpretive needs
B. Develop outcome-based, learner-centered instructional objectives™*
1. objectives realistic, achievable, and measurable

2. successful accomplishment of objectives should contribute to successful outcome of session
goals to meet specific interpretive needs 3. each objective should address:

a. the performance which will result
b. the conditions under which the performance will be accomplished
c. the criteria or level of accomplishment (quantity/quality descriptors) as applicable

C. Interpretive Curriculum as foundational language and reference for articulating goal and
objective outcomes



D. Develop lesson plans**
1. identify

a. structure

b. sequence

c. time lines

d. teaching techniques

[¢]

. teaching aids

[\

. incorporate

a. assessment of audience and their needs

b. an understanding of the characteristics of adult learners**
c. instructional objectives

d. fully researched material

e. peer and supervisory review

f. demonstrate concepts of the Interpretive Curriculum
E. Training methods and techniques™*

1. technique selection based on

a. instructional objectives

b. nature and content of material

c. experience and education of audience

d. time constraints

e. most effective methods for teaching the principles and concepts of the Interpretive Curriculum
by example and illustration

2. types of classroom methods/techniques
a. participatory lecture

b. group discussion

c. demonstrations

d. buzz groups

e. brainstorming



f. role playing

g. panels

h. group problem solving

1. critiques

J. case studies

k. experiential activities

1. field trips

m. questioning techniques

n. icebreakers

0. pre- and post-course assignments
3. media and training aid selection
a. appropriate for the audience

b. provide accurate, effective, and vivid images that insure correct perception of what is
presented to the audience

c. simplify complex materials

d. visually aid concepts presented

e. stimulate and sustain interest

4. types of classroom media/training aids
a. chalkboards, white boards, flipcharts
b. handouts

c. instruments (checklists, quizzes, rating sheets, surveys, questionnaires, etc.)
d. overheads

e. computer aided graphics programs

f. slides

g. films/videos

h. audio cassettes

i. CD's

j. Internet



k. satellite link-ups

III. Presentation effectiveness

A. Learning environment**

1. assure mental and physical involvement by the participants
a. comfortable, informal classroom environment

b. minimal distractions

c. start and end on time

d. appropriate presentation style and humor

€. positive image

B. Instructing adult learners**

1. characteristics

a. need value and relevance of the session

b. bring past experiences, opinions, and ingrained habits
c. persuaded by opinions of many, not just one

d. prefer experiential techniques

e. respond to diversity of instruction methods

f. have basic preoccupation when entering the class

2. build an atmosphere of learning by following basic learning principles**
a. readiness (willingness)

b. primacy (right way first)

c. effect (satisfaction)

d. intensity (vividness)

e. exercise (repetition)

C. Learner-centered, teacher-directed training**

1. participant centered for performance as an outcome
2. objectives and outcomes are achievable

3. opportunity to practice the skills being taught as they are learning them



D. Teaching by example

1. most effective method - by example and illustration

2. modeling

a. connecting the audience (trainees) to the concepts and principles being taught
b. tangibles, intangibles, and universal concepts

c. multiple points of view

d. significance and meaning of park resources

e. appropriate techniques

f. cohesive development of a relevant idea or ideas, rather than relying on a recital of facts or
chronology

g. appropriate depth and amount of relevant information

h. using park resources appropriately to create context and support content
1. an engaging presentation style appropriate to the audience and the context
J. creativity

k. appropriate logistics

IV Evaluation** and follow-up

A. Effective evaluation forms

1. reaction evaluation - immediate participant response

2. learning - concepts mastered measured at the end of the session

3. behavior - assesses on-the-job performance differences

4. results - on-the-job outcomes

B. Determine measurable indicators

1. tied to the session goals and objectives

2. tied to language and targeting standards of the Interpretive Development Program

C. Evaluation is only ONE indicator; not be used as the sole measure of training effectiveness;
combine with:

1. other instructors/coordinator observations

2. peers who observed, but did not participate



3. self-assessment

a. materials presented

b. objectives covered

c. degree of participation

d. training techniques did/did not work well

e. media aids did/did not work well

f. types of questions asked

g. types of discussions generated

h. comments of participants during breaks

1. understanding the Interpretive Development Program language

D. Follow-up

1. all sources of evaluation for future reference, or course report

2. assess session goals and objectives and lesson plans/make notes

3. reinforce the principles/information taught locally in a coaching role
a. "practice what you preach"

b. provide additional resource material to interested individuals

c. provide constructive coaching feedback to employees

d. encourage the work of others by recognizing their attempts to use the principles/information

taught in the training

**For more detail on these topics, see the NPS Training Methods handbook, Fifth Edition,
National Park Service, 1991).

RESOURCES

Creative Training Techniques Handbook, Robert W. Pike, Lakewood Publications, 1989.
Interpretive Development Program Curriculum, Bundles 1-3, National Park Service, 1996-1998.
NPS Training Methods, Fifth Edition, National Park Service, 1991.

Preparing Instructional Objectives, Robert F. Mager, Pitman Learning, 1984.

SUGGESTED DEVELOPMENTAL ACTIVITIES



1. With supervisory approval, observe and/or request to apprentice to a park or regional training
coordinator or training team in planning and designing a training course or session.

2. Acquire old session lesson plans from someone in your park or region who has experience as a
training instructor. Review them for examples of training methods/techniques used, and types of
media aids used. See if the session objectives are stated, and if they are clearly addressed in the
lesson plan.

3. Collect blank copies of evaluation forms from the various training sessions you attend as
references for creating your own.

4. Obtain a copy of a lesson plan from the Interpretive Skills Curriculum (4/92 version), and
determine how you would alter it using the language and principles of the Interpretive
Development Program Curriculum.

5. Start a file of creative ideas to use for training sessions including ice breakers, interesting
graphics, appropriate quotations, etc.

6. Arrange an interview with your park or region's employee development specialist. Discuss
how subject-specific interpretive training at the park or regional level can and should fit into the
"big picture" of the NPS Employee Development Program.

7. With your supervisor's approval, do a written survey of your park/site's interpretive staff to
assess their needs for interpretive development (using the competency standards and Interpretive
Development Program Curriculum as a guide). How do these needs mesh with training needs
expressed by the park/site's planning documents?

Last update: April 20, 2000
http://www.nps.gov/idp/interp/330/intrain.htm
Editor: NPS Training Manager for Interpretation, Education, and Cooperating Associations
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Component for Module 330

Directing, Leading, and Coaching

PURPOSE

Many full performance level interpreters will be involved in providing day-to-day direction and
coaching for seasonal/temporary workers and/or other park employees (seasonal rangers, entry
and developmental level interpreters, volunteers, SCA's, interns, cooperating association
employees, etc.). The interpreter needs to develop skills and abilities in directing, leading, and
interpretive coaching to encourage the interpretive development of others, and enhance their
ability to provide interpretive opportunities for park visitors.

OBJECTIVES
Upon completion of this component, the learner will be able to:

- provide direction for others through basic task instruction, on-the-job training (OJT), and
delegation;

- contribute to motivating others; - demonstrate the principles of "leading by example;"
- use two-way communication techniques in directing and coaching situations;

- provide effective input and feedback in informal verbal and written interpretive coaching
situations;

- incorporate the concepts and principles of the Interpretive Curriculum in coaching situations.

APPROACH

Application of the skills learned in this component will provide front-line leadership ability
which contributes to the overall effectiveness of park interpretive and visitor operations. The full
performance interpreter is able to provide clear direction, positive and useful interpretive
feedback, and skill development opportunities for others, while learning/developing in
themselves the skills they will need in supervisory roles beyond the full performance level.

A variety of coaching and leadership situations exist in the field for full performance interpreters
and other workers. In all of these relationships, the full performance interpreter's ability to coach
and direct is essential to accomplishing interpretive and/or park operational goals, which directly
link to the quality of visitor experiences. The full performance interpreter's ability to effectively
communicate, and to serve as a role model and resource person, is critical to the development of
the workers he/she leads and the projects she/he directs. The development of these essential
skills cannot be left to chance.

The full performance interpreter's leadership skill development must also be well grounded in an
understanding and application of the philosophy and principles of the Interpretive Development
Program Curriculum and the NPS Essential Interpretive Competencies program. Interpretive
success in personal and non-personal services is enhanced when coordinated with principles
learned throughout the professional development program.



CONTENT OUTLINE:

I. Directing the work of others

A. Effectively directing people in their day-to-day park interpretive/visitor services

1

2.

C.

. knowledge of park/division operations and goals

knowledge of park resources

. knowledge of visitor needs and expectations

. communication skills

. knowledge of the tasks/work to be done

. ability to establish short- and long-term goals, prioritization, and time management
. knowledge of and skill in leadership

. OJT, task instruction/direction, and delegation

. motivation, praise, and incentives

ability to lead by example

B. On-the-job training (OJT) and task direction®*

1.
a.

b.

preparing the learner
put the learner at ease

explain the "why" of the whole job

. find out what the learner already knows

. define all jargon/vocabulary

. defining the operation or task

. review the steps of the operation

. demonstrate

. sample references

. performance practice and experimentation time
. follow-up

. allow questions and provide help



b. gradually decrease supervision, with periodic checking

c. compliment after every successfully completed step
(see also, section III-D, "Two-way communication")

C. Delegating

1. elements of effective delegation

a. recognize skill levels and abilities of each worker or team member
b. assign work to the appropriate team member

c. gain agreement and commitment of the worker to perform the duties satisfactorily
d. grant appropriate authority to the worker to take the actions necessary to get the job done
D. Motivation, praise, and incentives**

1. individual differences

a. personal achievement

b. salary

c. advancement

d. responsibility

€. mission

2. communicate the "vision"

3. encourage input and "buy in" to vision

4. internal rewards

a. doing the job itself

b. using skills they enjoy

c. sense of satisfaction upon completion of a task or assignment

d. workers have contributed to vision

e. workers learn new things/skills as they work

5. external rewards

a. On-the-Spot and other types of immediate and official NPS awards
b. park-developed certificates, plaques, etc.

c. monetary or gift awards sponsored by cooperating associations or "Friends" groups



d. formal recognition before a group of peers or the park staff

6. effective praising - good leaders make a consistent effort to "catch people doing something
right"

a. offer praise with sincerity, and only when deserved

b. offer praise as soon as possible after the good work is done or observed

c. be specific about what actions pleased you

d. connect the actions which are being praised to the successful outcomes and goals of the
division/park

** Information adapted from National Seminars Leadership Series, The Supervisor's Handbook:

Techniques for Getting Results Through Others by Mark R. Truitt, National Press Publications,
1990.

II. Leading by example

A. Developing and communicating an interpretive "vision"

1. defining the contribution interpretation makes to park effort
2. supporting and encouraging the efforts of others

3. exhibiting ethical and responsible behavior

4. using the language and demonstrating the principles and concepts of the Interpretive
Development Program in your everyday work

5. demonstrating the willingness to seek constructive feedback, and the ability to continue to
improve the quality of interpretive programs/ products you produce

6. trying always "practice what you preach”

7. treating others with the level of respect and courtesy you would like to receive yourself
8. demonstrating effective, patient, and helpful methods of communication with the public
9. showing respect for points of view which differ from your own and/or the park's

III. Coaching other interpreters

A. Coaching attributes

1. sharing

2. providing feedback

3. providing information

4. providing suggestions



5. collaboration

B. Coaching relationship can be

1. voluntary

2. assigned

3. short-term

4. long-term

C. Coaching is not

1. supervision

2. confrontational, competitive, or adversarial

3. a formal mentoring program (although it may include peer-mentoring elements)
4. a way to promote/reinforce bad habits

5. a way to perpetuate inaccurate information

D. Two-way communication techniques for coaching

1. sender techniques

a. clear and concise

b. allow for the listener to seek clarification

c. reinforce difficult or complex ideas either by example or by additional phrasing

d. eliminate and overcome distractions in the environment (i.e., noise, visual distractions,
personal habits)

e. use non-verbal and para-language effectively

f. know the topic

2. listening techniques

a. attention

b. avoid thinking about response before sender completes message

c. ask for clarification as needed

d. be non-judgmental until communication is complete

e. hold response (reply) until sender completes statement and indicates pause

E. Providing interpretive feedback



1. feedback based on solid interpretive foundation

a. concepts and principles of the Interpretive Development Program
b. the coach's own interpretive experience

2. verbal (informal) feedback in voluntary peer relationships

a. informally acknowledge/reinforce good/successful use of interpretive concepts and techniques
when witnessed

b. volunteer informal suggestions for improvement of less than effective interpretive
concepts/techniques when witnessed, the feedback is requested, and the situation is appropriate
for you to comment; be confidential, specific and encouraging

3. written feedback in assigned coaching relationships
a. program audits/critiques

b. media product reviews

c. seasonal/SCA evaluations

F. Tools for reviewing products or programs

1. assessment checklist

a. knowledge of resource

b. knowledge of audience

c. themes, goals, objectives

d. appropriate media/materials used

e. desired outcome(s) evident

f. appropriate techniques used

g. connection to resource provided

h. relationship with audience established

1. clear, logical organization

J. audience reaction to product

k. tangible/intangible linkages established

G. Outlines and graphs of tangible/intangible links

1. study prior to observing



2. discuss afterward
H. Review of the program/product
1. maintain an open mind

2. use checklist

3. when attending a presentation, demonstrate appropriate behavior

a. be inconspicuous

b. take notes discreetly

c. stay for the whole program

d. listen to audience response

e. acknowledge interpreter at conclusion of presentation
I. The coaching session

1. meeting to talk about program/project

a. timeliness/immediacy is essential

b. create a relaxed, supportive atmosphere

c. select appropriate location

d. establish rapport

€. use appropriate non-verbal cues

f. sensitive to difficulty of receiving feedback
g. maintain eye contact

h. begin each session differently

1. cite concise, specific examples

J. use "positive assessment" strategy

k. make specific suggestions for improvement and/or integrating new techniques

1. give praise to those who show improvement
m. help individual move to higher level of excellence
-tangible/intangible connections

-multiple points of view



n. listen carefully and respond to comments

0. use questions effectively

p. encourage interpreter to make suggestions for his/her own improvement
q. share overheard visitor comments

2. working to minimize conflict during session

a. adapt the session to the interpreter's learning and communication styles
b. use "positive assessment"

c. direct comments toward future improvement

d. allow room for creativity

e. maintain sight of purpose

f. end the session if positive energy/comments are lost

3. conclude session

a. summarize main points

b. allow interpreter to make final comments

c. provide written comments which don't introduce any new ideas

J. Serving as a "resource person"

1. suggest/provide learning and training resources

2. suggest/provide developmental assignments

3. provide tools, audit forms, and information for others to develop self-assessment skills
4. share your learning experiences with others

K. Interpretive results from effective coaching

1. contribute to interpreter's skill development

2. improve quality of coach's feedback

3. enhance park/site's program/product quality

4. increase number/quality of potential interpretive opportunities for visitors

5. enhance resource stewardship opportunities
RESOURCES



The Art of Interpretive Critiquing, Bill Lewis, book/video tape.

Communications, John Tyler, Andy Kardos, Linda Olson, Kent Taylor, Bill Fuchs, NPS
Interpretive Skills I lesson plan, 1992.

Feedback... Or the Battle of the Coach, Nancy Hadlock-Ferrell, and Tom Ryan, 1991. NAI
Workshop Proceedings pgs. 134-36.

How to Audit Interpretive Programs, Doug Thompson, Colonial National Historic Park handout,
NPS.

The Interpreter's Guidebook: Techniques for Programs and Presentations, Kathleen Regnier,
Michael Gross and Ron Zimmerman, UW-SP Foundation Press, Inc., Stevens Point, W1, 1992.
pgs. 91-94.

Interracial Communication, Andrea Rich, Harper and Row, 1974.

Leadership Dilemmas - Grid Solutions, Robert R. Blake, and Anne Adams McCanse, Gulf
Publishing, Austin, TX, 1991. pgs. 260-65.

Listen and Be Listened To, George Bell, American Management Association, 1981 (workbook
and audio tapes).

Naturalist Training: What the Beginning Naturalist Needs to Know, handout, Ron Zimmerman,
1988.

Preparing and Presenting the Talk, D. Murphy, Smitty Parratt, K. Cook, NPS Interpretive Skills
lesson plan (Preparing, practicing, and doing your own). 1992.

Program and Performance Evaluation, M. Whatley and M. Gillett, NPS Interpretive Skills I
lesson plan, 1992.

Reaching Out: Interpersonal Effectiveness and Self-Actualization, David Johnson, Prentice-Hall,
1972.

The Supervisor's Handbook: Techniques for Getting Results Through Others, National Seminars
Leadership Series, by Mark R. Truitt, National Press Publications, 1990.

Themes and Objectives, D. Whitman, S. Thede, D. Dahlen, NPS Interpretive Skills lesson plan,
1992.

Questioning Techniques, SWR, PNW, C. Cucurullo, NPS Interpretive Skills lesson plan, 1992.

Critique Form Examples - NPS handouts



SUGGESTED DEVELOPMENTAL ASSIGNMENTS
1. Review your park's awards and incentives policy.

2. Take a locally offered seminar or correspondence course in introductory supervisory or
leadership techniques and/or interpersonal communication skills.

3. Interview coworkers about their recollections of good and bad on-the-job-training situations
they experienced in previous jobs.

4. Think of a work-related task or duty for which you have been required to give instruction to
others (i.e., something relating to visitor center operations, sales outlet operations, reporting
procedures, computer procedures, audio-visual equipment operations, resource/visitor protection
procedures, etc.). Using the OJT and Task Direction model in the curriculum outline above,
determine how you could give the instruction more clearly and effectively. Practice giving the
new instruction to a coworker who has not done the task before, and get his/her feedback on the
clarity and usefulness of your direction.

5. Watch a coworker's program, making a list of the techniques, skills, and ideas that you might
use, modify, and/or adapt to your interpretive programs.

6. Sit in on the audit of a coworker being done by his/her supervisor (with permission). Discuss
the coaching technique with the supervisor afterwards.

7. Watch the program of a coworker and graph it based on tangible/intangible connections.
Create this graph with the coworker or discuss it after the program.

8. Watch a videotaped program with a coworker or supervisor. Prepare an oral and written
review. Have the coworker or supervisor role-play the presenter and provide feedback about the
program. Following the role-play, discuss the review.

9. Read the notebook and watch the Bill Lewis tape "The Art of Interpretive Critiquing." Create
a form or process which incorporates the principles/techniques included in the video and in the
outline for this component.

10. Following a feedback session, evaluate the benefits of the reviewing process for yourself.
What resource knowledge did you gain? What ideas did you obtain about concepts or
techniques? How could you expand the product to incorporate multiple points of view?

11. Role-play informal feedback situations with one or more of your coworkers using typical
interpretive scenarios in your park. Practice sharing feedback ideas informally, and then critique
each other's handling of the situation.

12. Review a written interpretive product. Provide the author with written suggestions and an
oral review. When completed, assess the effectiveness of the interaction and the reactions of the
author. Discuss this interaction with your supervisor.



13. Practice obtaining feedback from audiences. Listen to visitor comments during your review
of a program. Ask visitors questions about the program theme/objectives following the program.
Ask them about the strengths and weaknesses of the program. Provide this feedback to the
presenter for discussion.

14. Coach a coworker in learning how to be a coach.

15. Coach a VIP, seasonal, concession employee, association employee, or other NPS employee
who performs interpretive duties through the work season. Review different interpretive products
over time to illustrate progress, and facilitate an ongoing process for increasing interpretive
effectiveness.

Last update: April 20, 2000
http://www.nps.gov/idp/interp/330/directing.htm
Editor: NPS Training Manager for Interpretation, Education, and Cooperating Associations
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