Develop presentation

to serve meeting content |
and audience

Not uiicornmon but always unsung
arc the herolcs used to mask the
technieal production failure of a ma-
jor business meeting. The: specler of
just such a technical failure haunts
anyone who has responsibility for
husiness meetings. However, the me-

‘dium can fail but the product may

survive on its merits.

At stake in industrial communica-
tlons is an ivory fower pronounce-
ment that “The medium is the mes-
sage.” It's dilficult te imagine what
kinds of studies — if deep enocugh
to he meaningful — could have been
s0 uniform and conclusive as to per-
mit Marshall McLuhan to declare
anpther scientific law,

To the contrary, research has in-
creasingly pointed up the dilference
hetween the behavior of laboratory
sithjects and their real-world coun-
terparts, People are — alter all —
the end point of Mr, McLuhan's dic-
tum. The slogan, naked and unre-
stricted, is naive.

THE QUESTION is whether industry
will overiook a breach of confidence
such as a technical failure, and work
rationally with communications in
the future.

Because ihe medium can affect
perception of a message and — care-
lessly used — can reshape it beyond
recognition, the medium can become
the ¢communications problem. Indus-
trial commaenication is an unneces-
sary dilemma for many today. As
meetlpg  techniques become more
complex and more expensive, the
messages are becoming harder fo
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Because careless use can
distort the message,

the medium can become

a communications problem,
writer states.

By RICHHARD CAVALIER

find. That dilemma is eliminated
when both the producers and their
clients honestly distinguish hetween
medium snd message. When assign-
ing relative importance fo medium
and message, there are only two al-
ternatives, and their ramifications
are easy to extend and compare.

Premise No. 1: The medium is (he
message.

Many audio-visual innovations
were developed for the New York
World's Fair {o titillate mass audi-
ences. Except where their role is
identical in the corporate or associa-
tfon meeting room, the innovations
ate probably out of place, Others of

-the radical new techniques are es-

sentially gimmicks. They get atten-
tion fast, but the transfer of interest
to the message is only incidental,
certainly not guaranteed and pos-
sibly not even measurable.

The man who sells remarkable
equipment and splashy fechniques
will say that’s no problem at all; and
for a small {additional) sum he can
show you the answer, more of the
same. Call it maxi-media and shove
the speaker aside. Evervbody likes
a circuy — but nchody ever comes
away with a message , . . unless it's
P. T, Barnum's: There’s o sucker
boyr every mirute!

THE HUCKSTER'S machine is his
message — i's not yours. Don't
blame the huckster. He helieves in
his machine — and when properly
programmed, it might add to the
spirit of your meeting, The huckster
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often isn't aware that his mediom Is
wrong for your message. Or perhaps
— well, when you run a store, you .
sell what's on the shelf.

MAXI-MEDIA mesns mini-message
in the current scheme of things — if
not always, then too often, Maxi-
mediz competes with message, like
it ar not, It can kill

It's not that any particular medi-
um — or evén multi~media presen.
tation — is & bad thing, Any medi-
um, or any combination of media,
can be evaluated only in terms of
the contribution made to the clarity
of your message; nothing else mat-
ters. Cost and beauty are secondary
considerations, of MHttle merit {n
themselves if the message fails to
break through the trappings,

Multi-medla production is today's
programming fad. Like a corner of-
fice or a key to the executive wash-
room, the media are becoming status
symbols  for middle-management.
Ready acceptance is a crutch — an
excuse to bypass intelligent evalua-
tion. This bypass is the wrong route,
Fad or not, mulfi-media isn't new
as a program segment, It hit the
staid world of associations ay an in-~
tegral part of the annual conven-
tions of both the Linen Supply
Assn. of America and the Steel
Service Center Institute as long age
as 1960, '

Integrated multi-media produc-
tion concepts were developed to
support those several-day programs .,
because no single medium would do
the whole job, That is still the




eriterion used by confident meeting
Hanners,

Premise Ne. 2: The message is the
MCRSARE,

Meetings have three distinet ‘com-
porenls: eonlent, presentation. and
audienee, Presentation techniques —
nesdia - are the only really flexible
clement, and they must be devel-
oned or hent to serve the ether two,

The reason is simple — convietion
iz an offcet of empathy, rapport, and
venfidence in the speaker and his
messaie, Whaltver  enhances  the
stotiere of the speaker enhanees his
messape; whalever  minimizes  or
distracts  {rom the  speaker steals
from his messapge,

Consider the program  element
dependently; )

Content: The message ta be con-
veyed must be comprehensible to
the people who will act on it; and
therefore it must be:

1} Phnned and  constructed ra-
tionally;

2} Thought oul 1o explore major
ramifieations;

3) Phraszed concisely and explicit-
Iy: and

4} Presented in o manner condu-
vive le listening, inter-ncting, and
learning,

Awdience: They're the resson the
meeling was called. They want to
gain from the experience,. to under-
stand and roact, to feel that their
participation matters. They resent
being  talked down to, to pet-
ting bromides in wmedicine bottles,
by seeing money wasted on trivia
when they need new tools, bigger
budpets or smaller membership fees,
and ever higher persenal income, If
a meaningful messape is delivered
in their lanpuage, lhey will listen
and  respond. ldeas  heget  en-
thusinsm,

Presentation: Because peaple still
ideatify only with people, the most
vonvineing manner of presentntion
15 still o capable speaker, A fealured
mnotion picture or a socindrama. is,
tn this conliot, an effaced speaker.

Mnst speakers ehpose to use visual -

nids te capture exeess brain power

- everyonne  knows  rotention iy
hixhirst when both eve and onr are
vngaged, In small groups, o speaker
cian deliver o message  informally,
using  printed  handouts,  charts,
ind/er ccls generated on the over-
hend projector. In large groups, es-
pecinlly  with  technieal  material,
vistiad nids are required lo conserve
lime. magnifly small Hems, and de-
Niver identieal voncepls or images to
[RCU NN

PRESENTATION techniques  must

serve the learning process. Prominent
educators and industrial trainers
have made significant eontributions
toward practical application  of

-teaching/learning principles,

"Entertainment has as its goalg
satisfaction and pleasure in  the
preseni moment; adult edueation’s
goal is dissatisfaction and change.
) Entertainment  establishes
a relalionship of one-way flow of
communication from ftransmitter to
receiver; adult education relieg
heavily on  dynamic  interaction
among the Jearners and between
fearners and teachers,” Malcom
Knowles writes.

“Transmission of learning is made
possible only if other elements such
as past experience, present motiva—
lion. and effective siate of the learn-
er provide an appropriale ground lo
close the sign/symbol circuit by
which communication i effected,”
according to James W. Brown and
James Thornton Jr, (See bibli-
ography for further readings,)

How different the emphasis when
education — not enlertainment —
Is the fix of a business meeting! And
is it shocking that people give dif-
ferent values to comedians, family
and jobs? Presentation techniques
— machines or people — which ex-
ceed the teaching/learning requiire-
ments of the speaker and his mes-
sage are packaeging.

Packaging is nice. It fills in gaps
and lends a pleasing continuity to
program segments, Properly used.
it helps a poor speaker look profeg-
sional, Packaging is no substitute for
message, and it is highly dispensa-
ble,

To evaluate your program's pro-
duction plan, price the education-
ally-required -visual/live segments
separalely from the packaging ma-
terials. Work only with a producer
who understands your message. Un-
fortunately for the meeting planner
who wants to escape responsibility,
meeling plan evaluation is not sub-
lective: jt's a malter of applied edy-
cational principles. .
«Even al today’s prices, a fow
thousand dollars will buy respeeta-
ble program componenty: and #10.-
D00 per bour will buy an elaborate
progratn,  professionally produced,
complete, You deelde whether the
benefits of the packaging are real or
imaginary at the prices quoted by
your producer.

Through it all, keep a sense
of perspective. A superspectacular
media show might look good eom-
pared to one staged by a personal or
divisional rival: yet compared to
olher prometional tools that could

have been bought with the same
packing money, it ean be a dog.
Manhagement's increasing insistence
on take-home information/training
kits is tacit acknowledgment that a
belly Iaugh is not necessarily gut in-
volvement.

How much product must be sold
at current profit ratics to pay for
$100,000 worth of mishap on stage?
When $100,000 is invested in an off-
Broadway show, the backers have
a fighting chance te win it back —
multiplied! Industrial management
wants the same opportunity: A
business program talking business
language to businessmen. That re-
fquires a message, training followup,
and value-received , . . so a produet
can be sold more efficiently, more
profitably.

Isn't that what a business meeting
is all about? |
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Cost
effective
media
goals

By Richard Cavalier

Responsibility for
safeguarding instructional or
other communications
content of any audiovisual
presentation falls squarely on
company Audiovisual
Specialists. Yet, depite
abundant research into AV
learning, awards in the trade
are still given almost
exclusively on the basis of
show business principles that
celebrate production values
and techniques, not
communication.

Production bias can cost you your
job. The films you rent or design and
produce are subject to a'production
tearmn’s CONSCIOUS OF UNCONSCIOUS
bias toward purposes and values
other than yours, The resulf can be
higher costs, wasted effort fox
‘nstructors and participants, failed
programs, and lost opportunity for
the company.

Cost-effective calculations help
the AV Specialist steer a course
through the shoals of show biz
blandishments because the process
itself requires that the value of the
end result to the company be both
specified in advance and verified
later. The cost-effectiveness process
tends to catch production abuses
before they occur. And, by nature,
the process encourages
comparisons betweern various
mediation techniques and their
respective sources. So you tend to
get the most for your money.

Let’s examine some of these key
ideas.

Trade practices; As ajudge of
industrial film entries for a recent
maijor film festival {filtn will be used in
its generic sense) we saw the award
{or best film go—by split vote—to
the best cinematographic effort. The
sets, ensemble acting, lighting, etc.,
were excellent; and the filmmakers
and critics on the judges panel
rewarded those technical values.

Unfortunately, however pretty it
was to behold, this “instructional”
film violated fundamental traininﬁ
principles by featuring not only the
cliché ri%] t-way/wrong-way
approach, but also by using wrong-
way almast exclusively throughout
the film. Right-way material was
tacked on with a film “lecture.” From
a trainer’s viewpoint, this prize-
winner was a dog.

Second prize went to a superior
training film which confainea a most
competent and arresting survey of a
high E} sensitive job-related societal
problem. It was by far the better
instructional device, although less
visually provacative, '

Down-graded, this superior
instructional film is cheated of the
attention it deserved; and that
discourages other imaginative
entries into the arena of ideas. Once
honored, the inadequate
instructional film dama?es the
industry by bad example: that of
medium over message. Marshall
McLuhan was wrong, and his legacy
plagues us. About 25 percent of all
entries were usable in any serious

company program; and 25 percent

were embarrassin?.

Commissioned films, whether for
the company’s internal or external
use, are subject fo the sarne skewing
pressures, Even the prestigious
awards of the International
Association of Business
Communicators (IABC), for
instance, talk of communication but
require no proofs that such has
accured in the intended audience.
Their asking for “resulis” does not
fulfill the instructional imperatives of

- observable, measurable and

verifiable objectives demonstrably
met.

Honoring the principles of
AV learning: Communicationis
commonly defined as
comprehension signalled by an -
appropriate resEonse. If audience
response is neither measured nor
evaluated, there is no basis *
whatsoever for claiming successful
communication. Applause is
irrelevant, a show business indicator
of present-moment satisfaction,
That, as Malcolm Knowles has
indicated, can contflict with
instructional goals.

Moreover, despite concerted
attempts to prove that “liking goes
with learning,” no conclusive )
evidence has been developed on
either side. '

So any staff AV Specialist must
look beyond easy production values
1o the message ifself and to the
ability of the farget audience to
perform as requested using the AV
presentation as a tool.

Fortunately, substantial helps are
available in the research done over
the past dozen or so years, much of
it by or with the Human Resources
Research Organization (HumRRO)
in coniunction with the U.5. Military,
as well as by social sciences
researchers. (See adjoining story,
“Basic Principles”.)

Much of the material has been
correlated under adult education
concepts. Since change
(occasionally reinforcement) of
performance skills, habits, or
attitudes is the general purpose of
perhaps all busmess
communications, all markefing,
advertising, and even public relations
efforts should share the audience-
feedback concerns of the corporate
trainer. Suddenly, accountabiiity
becomes a factor, and nebulous
goals {more, better, improved) are
seen as self-defeatinsq.

Buying value: Surprisingly, the
newest technology, which has in the
past helped escalate costs, is now
aiding the trend to down-scaling.
Three relatively recent
developments indicate that a trend
toward more modest—but message-
oriented—presentations is well :
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underway. : '

First, the success of the daily
video address by top corporate
officers to all employees indicates
their openness to the message apart
from ermbroidery. Cost per contact
is negligible after installation of the
equipment. Keep it short and simple.

Second, computer-aided
instruction can relieve people of the
more tedious tasks. In addition,
computer-generated graphics—
including slides-~have a built-in bias
toward business: the computer can't
deliver “cutesie.” Some AV modules
might be eliminated by the fact of

converting to CAl, vielding savings
from several sources.

Third, the growing acceptance of
video-conferencing is changing the
way we deal with crowds. Video-
conferencing can save money
despite high initial costs for
transmission because of
fransportation and hotel savings.
Time costs: the business relevancy
of all broadcast material must be
demonstrated. Further, the
econorical freezeframe mode cuts
the slide countto six-per-minute, not
exactly an entertaining blitz.

The pressure io prove the value of

Bé"Sicc' les
rinciples
OfAV

learning

The following are capsule
summaries of published
studies; all are in agreement
with the training- _
demonstrated phenomenon of
memory reinforcement,
retroactive inhibition, and

erformance-based
mstruction:

*® No significant difference in
learning when comﬂaring color to
black/white {Joseph Kanner, 1960).

® Entertainment has as its goal
present-moment satisfaction. Adult
education’s goal is present moment
dissatisfaction to promote change
(Malcolm Knowles, 1966),

¢ The brain cannot sustain
attention in multiple sensory
channels simultaneously; it _
prioritizes and blocks; attention-
splitting reduces learning efficiency
(groad%ent, 1958, and others).

® Projected written words apFeal
to the same (left) hemisphere of the

brain as does the spoken word
without aiding right-hemisphere
conceptualization (Sperry and
Gazzariga, 1967),

¢ Complexity and expense of the
media have less bearing on learning
results than does the skill with which
various media are used -
(Kanner/HumRRO, 1971).

¢ Motion contributes to expense
but not necessarily to leamin?
effectiveness (HumRRO, 1971).

® Step-by-step procedure
{Programmed Learning) does not
necessan(lg aid conceptual learning
(HumRRO, 1971),

. Wrong-way/right-wa (the cliché
how-to) structure degrades
performance because some wron%
‘ivgar/yl%earnmg takes place (HumRRO,

¢ Visual and/or oral
“roadmapping” enhances the ability
of the ear to comprehend even
poorly-organized mateial SBransford
and McCarrell, 1974, 1979).

® Performance efficiency in
sustained tasks involving auditory
signals tends to be superior to that in
tasks involvin%risua] sye signals
(Dember and Warm, 1979),

These studies, together with
means of practical application, are
discussed at Ier}gth in Sales Meetings
That Work, by Richard Cavalier
(Dow-Jones Inwin, 1983).

cornmunications programs is
growing. Whether the pressure
originates with internal budget or
external technology is beside the
point because the effects are

. merging: the formats of business

, communications will increasin%iy‘-
reflect applied learning theory based
on research, not slogans.

Cost-effectiveness is here to stay!

In summary: Skill in
programming any AV presentation
can count for more than budget.

at’s your challenge, Since related
research has indicated that ;f:robfem—
solving ts the highest form o ‘
creativity, camera angles, jiggles, and
applause are aspects of packaging. If
packaging is substiiuted for
communications, it is undeniably
destructive. :

None of this should be construed
as a case for dull programs or faulty
technique, since discomfort
interferes with concentration, But
the salient ingredient in persuasion is
involvemnent; and we respond fastest
to ideas and processes which affect
us. People need to be engrossed not
coddled or entertained. Life is full of
taugh lessons; and we learn from
them..,sometimes the first time,

When vou treat your AV audience
{internal or external) as rational
human beings, vour effectiveness as
a communicator rises while your per-
person cost for media and
technology declines. i

Doesn’t that objective justify your
re-evaluating AV’s easy answers of
the past?

Richard Cavdlier has summarized
his 25 years’ experience in designing
and producing group
communications Sgrograms and
conventions in “Sales Meetings That
}No;k,” published by Dow Jones-

rwin. o
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