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6. Planning for Balanced Instruction

In a previous chapter, we made a distinction between the terms style, strategy, and activity. 
This chapter contains a sample workshop that blends the strategies of each instructor style 
to create a balanced teaching plan. Chapter 7 will show you how to create your own teach-
ing plan using a blend of strategies and activities from each of the four instructor styles. 

Balance Is Best
To properly employ the four instructor styles and ensure the best learning experience for 
your participants, you must make sure the styles operate in balance. Participants should 
benefit equally from each style. They will understand the logic of your instruction (sys-
tematic), they will be challenged to learn (stimulating), they will experience surprise and 
humor (spontaneous), and they will feel comfort and trust while learning (safe). 

Balance is difficult to achieve if an instructor is not flexible. The two main errors made 
by instructors are that we teach the way we learn or we teach the way we were taught. We 
settle for the style of delivery we find most comfortable. For example, one instructor may 
prefer a logical plan at the expense of more spontaneity. Some instructors may not take 
enough time to help people feel safe and comfortable because they want to jump right 
into presenting their ideas. Another instructor may spend too much time and energy on 
fun and games, and largely ignore a more systematic approach to planning. 

As you study the strategies, identify the ones you tend to avoid and those you fall back 
on, or for which you feel a natural preference. Learning to appreciate and use all 20 strat-
egies will help you achieve creative balance of the instructor styles. Improvement comes 
with thorough and accurate assessment, critical reflection, and willingness to try new ways. 
When you examine and diversify the ways you teach, you will better serve your adult par-
ticipants. Those strategies will most likely be the ones you should use and improve. 
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A Planning Sequence
Balancing the four instructor styles can be achieved through a sequence of steps. This 
chapter presents the steps in detail and uses a sample workshop to help you visualize how 
the strategies can be combined in planning to create a balanced teaching style. You can 
use Worksheet 6-1 to record your ideas as you follow these steps.

The recommended planning sequence is as follows:

1. Plan Using the Systematic Instructor Style and Strategies. This step helps 
you establish the basic objectives and outline for your instructional program.

2. Plan Using the Stimulating Instructor Style and Strategies. This step helps 
you design a program that meets your instructional objectives.

3. Plan Using the Spontaneous Instructor Style and Strategies. This step helps 
you devise ways to make the instruction enjoyable and unique.

4. Plan Using the Safe Instructor Style and Strategies. This step helps you 
comfortably draw participants into the experience you have designed.

A Sample Workshop: “Lead With Style”
The sample workshop was designed for those in leadership positions in the childcare field. 
This includes childcare center directors and supervisors—those directly responsible for 
personnel. The planning for the “Lead With Style” workshop follows the four-step process 
outlined above. 

This sample workshop was designed as a session at a conference for childcare pro-
fessionals. There are two main aims of this workshop: 1) identifying and balancing one’s 
leadership style, and 2) identifying and correcting imbalance in one’s organization. The 
concepts taught in this workshop mirror those discussed in this book. 

Step One: Plan Using the Systematic Instructor Style and Strategies
In this step you will decide how you will involve participants in the planning. How will 
you assess the needs of participants? What are their learning objectives? What are the 
main content points and methods you will use? How will you evaluate the effectiveness 
of your instruction? 

The strategies that will help you incorporate the Systematic Instructor Style include:

•	 Collaborate with learners as you plan.

•	 Assess participant learning needs and styles.

•	 Set clear, meaningful objectives.
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•	 Plan to reach your objectives.

•	 Evaluate your plan.

Worksheet 6-1. Instructor Planning Notes
Use this form to incorporate each instructor style into your sessions. It is best to follow 
the planning sequence as outlined below. 

GENERAL TOPIC: __________________________________________________________________

SUMMARY OF THE MOST IMPORTANT IDEAS TO COVER: 
 __________________________________________________________________________________
 __________________________________________________________________________________

1. SYSTEMATIC: Well-planned and designed cooperatively. How will I assess learning 
needs? How will I involve participants in the plan? What are the learning objectives? 
What is my tentative teaching plan? How will I evaluate?

 __________________________________________________________________________________
 __________________________________________________________________________________

2. STIMULATING: Active learning, new ideas, solves real problems. What new, 
provocative, or inspiring ideas will I teach? How can I make learning active?  
How can I help participants solve real problems in their daily lives?

 __________________________________________________________________________________
 __________________________________________________________________________________

3. SPONTANEOUS: Humor, fun, surprise, reflection. How will I get participants to 
interact freely? How will I encourage risk taking? How can I introduce fun, surprise, 
or humor? Should I plan for personal reflection or journaling? If so, how?

 __________________________________________________________________________________
 __________________________________________________________________________________

4. SAFE: Comfortable learning space, closeness, and trust. How will I design the 
learning space for comfort? What types of team-building activities will I use?  
How will I accommodate participant needs?

 __________________________________________________________________________________
 __________________________________________________________________________________
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1. Collaborate With Learners as You Plan. The instructor of the “Lead With Style” 
workshop met with a group of childcare center directors who confirmed that the concepts 
to be taught in the workshop were relevant to their group. They also provided important 
information that resulted in some modifications to the design. Collaboration with the 
childcare conference leaders, who had requested the workshop, also confirmed that the 
general content was important and should be added to the conference offerings. The class 
description was listed in the conference brochure and the instructor was confident that it 
would draw participants who wanted and needed this kind of instruction. 

2. Assess Participant Learning Needs and Styles. The instructor had no chance to assess 
the needs of the participants prior to the workshop. Consequently the instructor used 
three methods for a quick on-site assessment: 

1. As participants arrived, the instructor greeted them and asked them what their 
job roles were and what they hoped to gain from the workshop. Their answers 
were recorded on a flipchart for all to see and were reviewed early in the class. 

2. The instructor listed the objectives and the agenda for the workshop and  
asked participants to indicate agreement or disagreement with them—no  
one disagreed. 

3. The instructor had the participants spend a few minutes in small groups 
discussing and reporting what they wished would and would not happen 
in the workshop. The instructor then clarified and indicated which of their 
expectations could be met. Most were met and those that could not be met 
were explained. This created a general mood of pleasant anticipation.

3. Set Clear, Meaningful Objectives. The six objectives for the class were based initial-
ly on the feedback from a prior meeting with the center directors and from conversa-
tions with the conference staff. The objectives were listed on the cover of the workshop 
handout packet. The feedback from the needs assessment conducted in the first minutes  
of the workshop showed that the objectives were appropriate and well-targeted for  
these participants. 

“Lead With Style” Workshop Objectives:

•	 Learn about different leadership styles.

•	 Identify your leadership style.

•	 Analyze four elements that contribute to the health of your organization.
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•	 Plan for organizational development.

•	 Implement a coaching process in your organization.

•	 Enjoy learning today.

4. Plan to Reach Your Objectives. The instructor designed the program based on the six 
objectives. The instructor presented the leadership styles in a handout and PowerPoint 
presentation. Participants then determined their style by using an inventory tool that 
consisted of a words list, similar to the Instructor Style Inventory presented in chapter 8. 
The instructor designed a presentation on the “Elements of a Healthy Organization,” 
based on the four leadership styles (See Table 6-1). This was followed by an analysis of 
the participants’ organizations and any potential changes needed. Next, the group learned 
about and discussed human change, which was followed by a presentation and practice in 
employee coaching. Participants interviewed each other as they planned for the changes 
they saw were needed. 

5. Evaluate Your Plan. The conference staff had already designed a workshop evaluation 
that determined how valuable the participants felt the experience was for them. The in-
structor devised another brief evaluation asking participants to rate to what extent the 
objectives were met, revisiting the flipcharts from the needs assessment conducted at the 
beginning of class.

Step Two: Plan Using the Stimulating Instructor Style and Strategies
In this step the instructor determines how the content will be structured and presented. 
What new and useful ideas can be taught? What active learning activities can participants 
engage in? How will you help participants solve real problems they will face? How will 
you help them practice new skills?

The strategies that will help you incorporate the stimulating instructor style include:

•	 Present information in interesting, useful ways.

•	 Use active learning approaches.

•	 Encourage creativity.

•	 Help participants solve real problems.

•	 Help participants practice new learning.
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6. Present Information in Interesting, Useful Ways. The content of the workshop was 
new to the participants. The material was presented through handouts, lecturettes, Pow-
erPoint presentations, and inventories that the participants filled out. Participants felt that 
the content would help them immediately become more effective in their jobs. 

Table 6-1. Elements of a Healthy Organization
The following four elements define a “healthy organization.” A healthy organization has 
a clear vision, a strategy that aligns with that vision, encouragement of risk taking and 
experimentation, and employee commitment and happiness. When these elements are 
present, you have a dynamic combination that spells success for the organization. 

STIMULATING (vision and inspiration) 
The organization has to have a vision 
and people have to own it, love it, and 
desire it. It is not just something written 
on a brochure or website; it is integrated 
into the daily work that goes on in an 
organization. People are motivated by it; 
it keeps them working just as much as  
a paycheck—it is the raison d'être of  
the organization. 

SPONTANEOUS  
(freedom and experimentation)  
Not all work is creative, but all work 
can be engaging and enjoyable when 
workers are encouraged to try new 
approaches, and are not afraid to make 
mistakes while trying. Having some 
freedom and control over one’s job 
makes it fun. Doing what you know how 
to do makes it fun. The workplace needs 
to be a place that celebrates and has 
joy. Laughter abounds in a spontaneous 
place. People tell stories and jokes. 
People are free to create, make errors, 
and experiment.

SYSTEMATIC (goals, roles, and resources) 
An effective organization is organized. 
There is little or no neglected work, 
under-funded projects, or mismanaged 
resources. The work flows. If something 
happens to disrupt this flow, the 
organization analyzes the disruption 
and makes appropriate corrections. 
Workers don’t lose time in confusion or 
misdirection. They understand how their 
role contributes to organizational goals. 
The leader takes the lead and keeps 
things running smoothly.  

SAFE (trust and acceptance)  
The healthy organization is a place  
where people feel comfortable and have 
a sense of belonging. Undervalued 
people, people taken for granted, people 
who do not feel “safe” soon leave or 
undermine the organization’s mission. 
In a healthy organization, people work 
across functions and communicate 
honestly and openly. Leaders listen more 
than they talk and teach others to listen 
to each other.
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7. Use Active Learning Approaches. The instructor used several methods to make sure 
participants were actively involved in learning. Participants were immediately involved in 
reviewing and planning the session’s objectives.

•	 Participants were asked to fill out inventories and analyze and discuss them. 

•	 Participants read and discussed material presented in handouts.

•	 Participants moved around to join small groups and form partners. 

•	 Participants were asked to interview each other using a guide sheet. 

•	 The participants worked together to solve their management problems and 
create plans for improvement. 

•	 Participants asked questions which were answered by other participants as well 
as the instructor. 

•	 Only a few minutes were taken for direct instruction. 

8. Encourage Creativity. The workshop involved having participants work together to 
solve problems and plan creative changes in their organizations. The instructor facilitated 
this process so that each participant became a client as well as a consultant. These roles al-
lowed the participants to generate new ways of thinking, organizing, and acting. The struc-
tured process of the workshop allowed participants to explore within certain parameters.

9. Help Participants Solve Real Problems. The main focus of the workshop was helping 
childcare directors become more effective leaders. The participants filled out inventories 
pertaining to their roles as managers, worked on analyzing their organizations’ “health,” 
and then applied this information in devising solutions to their problems back on the job.

10. Help Participants Practice Their Learning. The directors paired off and held simu-
lated coaching interviews. They focused on improving their management styles and cre-
ated personal and organizational development plans. If there had been more time, the 
instructor might have arranged a simulated staff meeting so the participants could have re-
hearsed some of the planned changes in their management styles. Participants were paired 
off to follow up with each other on their progress back on the job.
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Step Three: Plan Using the Spontaneous Instructor Style and Strategies
In this step the instructor reviews the curriculum to find room for some “planned sponta-
neity.” How will you help participants share their stories? How will you make the learning 
experience enjoyable? How could you weave humor into the instruction? Will you inte-
grate times for reflection or journaling? How will you facilitate risk taking for the sake  
of learning?

The strategies that will help you incorporate the spontaneous instructor style include:

•	 Help participants tell their stories.

•	 Make it funny, make it fun.

•	 Use imagination and the arts.

•	 Build in risk taking.

•	 Take time to reflect.

11. Help Participants Tell Their Stories. The participants began telling their stories right 
away when the instructor asked participants to share “what is on your plate” in a warm-
up exercise. The participants wanted to talk with others in similar roles; this was a rare 
opportunity for them. They discussed the results of their personal leadership styles and 
organizational inventory exercises. This brought out many tales of positive and negative 
experiences. Participants talked in pairs about the need for change and plans for improve-
ment in their organizations.

12. Make It Funny, Make It Fun. The instructor used an activity (the “I wish…” activity 
described in chapter 5) that provided an opportunity for participants to say what they like 
and dislike in workshops. Throughout the workshop the instructor used informal humor 
and bantered with the leaders. The participants laughed and enjoyed themselves as they 
shared their mutual foibles in management of childcare centers. Just being in similar roles 
brings out curiosity and humor in learners. 
 
13. Use Imagination and the Arts. The instructor played soft but lively music as the 
participants entered. Later, soft pleasant music was played as participants imagined being 
back in their work roles. They imagined the positive changes they might experience as 
they applied what they learned. Given more time, the instructor could have used poetry, 
sculpture, or collages to help participants visualize changes in their workplaces. For exam-
ple, participants could have written a poem or song as a small group to illustrate how their 
organizations might look after certain changes were implemented. 
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14. Build in Risk Taking. The instructor presented opportunities for participants to 
take the risk of self-disclosure. If these leaders were able to be honest with themselves and 
others, they could better diagnose their problems and accurately target needed changes 
in their leadership style and organizational development. Through the “What’s on my 
plate?” exercise, self-disclosures resulted in problem-solving discussions and activities. 

15. Take Time to Reflect. Participants were given time to reflect after they filled out their 
individual and organizational inventories. After participants had finished these analyses, 
they could think about the implications of the results. An optional activity asked partici-
pants to begin a journal to be continued on the job as reminder of the insights gained and 
the commitments they made toward change.

Step Four: Plan Using the Safe Instructor Style and Strategies
In this step the instructor makes decisions about the best way to help participants feel 
comfortable and ready to learn. How will you make participants feel at home in the 
learning environment? How will you tell or show participants what to expect? How will 
you help participants get acquainted with each other? How will you ensure time commit-
ments are made and met? How will you help participants become trusting and open in 
your workshop?

The strategies that will help you incorporate the safe instructor style include:

•	 Help participants feel at home.

•	 Let participants know what to expect.

•	 Help participants get acquainted.

•	 Keep time commitments.

•	 Build trust and openness.

16. Help Participants Feel at Home. The soft, lively music playing, the seating arrange-
ments, and snacks created a pleasant atmosphere. The projector screen showed a photo 
of a leader and workers raising their hands in solidarity; this brought smiles. Signs in the 
hall helped participants easily locate the room and a welcome sign was placed near the 
entrance. The instructor arranged an attractive display of topical books and materials in 
the front to draw participants in. The instructor warmly greeted each person, and began 
to conduct brief, informal interviews and recorded on a flipchart each person’s role and 
reasons for attending the workshop. The instructor wanted to create a sense of community 
and help each participant realize her role in the mutual learning process.
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17. Let Participants Know What to Expect. After providing some housekeeping details 
(location of bathroom, timing of breaks, and so forth) and leading a warm-up exercise, the 
instructor handed each person a packet of materials. The packet included the workshop 
objectives and agenda, handouts, and participant inventories. The instructor reviewed all 
of these materials with the class and allowed time for the participants to ask questions or 
make suggestions. After conducting the needs assessment, the instructor explained which 
needs would be met (and which wouldn’t, and why) and made adjustments to accommo-
date some requests. Everyone knew what would happen in the session, how they might 
gain from it, and what was expected of them.

18. Help Participants Get Acquainted. The instructor selected three methods for help-
ing the participants get acquainted: 

•	 As they entered, the instructor briefly interviewed each participant and posted 
her job title and reason for attending the class. This provided a way for partici-
pants to see who was attending and why. 

•	 In small groups, participants shared what was happening currently in their 
lives and work. This allowed participants to disclose, if they wished, their issues 
at work or home, relieve some stress, and identify with other participants—a 
great way to build groups. 

•	 Participants shared their expectations and hopes for the class. This gave them 
a sense of control over the learning experience as well as kicked off the process 
of group problem solving. At the end of these three activities, the participants 
were happily talking, working, and laughing together—a good sign that the 
activities worked.

19. Keep Time Commitments. The instructor published the schedule in the workshop 
packet and on a flipchart. The schedule was followed closely and the break was taken as 
planned. The instructor also assured participants the class would end a few minutes early 
and it did. Once dismissed, participants were free to talk with the instructor and look over 
the display materials. See the "Lead With Style" Workshop Agenda.

20. Build Trust and Openness. This workshop relied heavily on small group work and 
trust building. The get-acquainted exercises formed teams and then participants worked 
in the same groups to analyze their inventories and work on management and organiza-
tional improvements. In fact, for most of the session, the participants worked in small, 
intimate groups where they felt safe to reveal their problems and solve them with others in 
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the group. The instructor emphasized that the participants all faced difficult assignments 
in the field of childcare administration, so no one should feel shy in working together 
toward effective change. The partner interviews in the coaching training also built trust. 

Summary
The "Lead With Style" workshop offers a real-life example of a training program that uses 
multiple strategies to achieve balanced instruction. The suggested sequence of steps can be 
used as a planning guide that will help you incorporate each of the instructor styles and 
strategies in your own training programs. Chapter 7 offers more information for blending 
strategies and activities from each of the four instructor styles. 

“Lead With Style” Workshop Agenda
8:30 a.m.

•	 Introduction

•	 Needs Assessment Exercise

•	 Greetings by Instructor and Role-Call Exercise 

•	 “What’s On Your Plate” Exercise 

•	 Distribution and Discussion of Workshop Packets 

•	 “I Wish…” Exercise 

9:15 a.m.
•	 Lead With Style 

•	 Lecturette #1: Leadership Styles 

•	 Small Group Discussions

•	 Lecturette #2: Four Elements of a Healthy Organization 

•	 Small Group Discussions 

•	 Lecturette #3: AIM in Coaching 

•	 Coaching Interviews

11:15 a.m.
•	 Wrap-Up 

•	 Group Problem Solving

•	 Evaluation




