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A human performance-oriented problem 
The following document presents a plan for conducting a front-end analysis in the context of 

a K-12 education, in particular the extracurricular two-week summer camp in which mostly high 
school students learn conversational English with the five to six English-speakers from Europe as 

well with Belarusian volunteers who speak English. The purpose of the plan is to propose possible 
solutions to a performance problem for the future running of the summer camp, therefore, 
enhancing students’ engagement in the learning process. The problem is that students are not fully 

involved in the learning process and show little interest in participating in a variety of events in 
the summer camp. Moreover, students’ interactions among their peers is limited, with small 

clusters of people spending their time together and not communicating with other students in the 
camp. The problem was first observed a few days after the beginning of the program in July 2013 
when international and domestic volunteers reported repeated silence pauses in their classes. The 

volunteers said that the students seemed to prefer seclusion versus involvement in class discussions 
and reluctance in expressing their opinions. 

The expectation was such that all 100% of the students would actively participate in all class 
and out-of-class activities in the camp. However, there was no active involvement on the students’ 
part, who only responded to volunteers’ questions or prompts when directly asked and put into the 

spotlight. Long pauses were not infrequent, students hesitated to ask each other questions, the 
communication during the breaks between classes was almost non-existent. One week into the 

program, it was revealed that one of the male students (Muslim, high school senior) openly 
expressed xenophobic remarks towards a female student (Jewish, high school junior) and one 
domestic and one international volunteers, although hearing those remarks, ignored them and 

never reported the issue either to the camp director nor talked about it with the misbehaving male 
student. 

The particular situation was addressed in the middle of week two, the last week of the summer  
camp, when it was too late to implement changes. The mother of the Jewish student called the 
director and asked why the problem had not been solved by the administration. It was the first time 

the camp director got to know that there had been such a case. 
 

Context 
A two-week summer camp “Bridge of the English Language and Culture” is organized by the 

Belarusian Association of UNESCO Clubs (BelAU), a non-profit organization sponsored by both 

the UNESCO and Belarusian private sponsors. It is one of the most famous non-government 
organizations (NGO) in Belarus, the educational programs of which are very popular with the 

audiences to which they are marketed. In fact, the summer camp is organized several times and 
includes such languages as English, German, French, and Chinese. For each of these languages, a 
separate summer camp is arranged.  

For the English summer camp, usually sixty Belarusian high school students aged 13–16 are 
selected to participate among all applicants. The purpose of the camp is to engage students in 

conversational English and therefore boost their speaking skills. To get accepted to the program, 
the participants have to fill out an application form, write a 100-word motivation statement, and 
have a 5-minute online interview in the English language. Once selected, the participants are given 

directions on when the summer camp begins. The participation of the summer camp is subsidized 
by the funds from the organization as well as by participants’ payments. The cost of the summer 

camp in 2013 was equivalent to USD 200.00. 



FEA Plan to Address Performance Problems in a Belarusian Summer Camp 3 

 

Page 3 of 8 

The venue for the English summer camp is located in a village in the woods some 30 miles 
away from the regional city of Gomel in the South-East of Belarus. It was recommend by the 

Gomel Department of Secondary Education, with who the BelAU actively collaborates, and was 
used as the venue for the previous English summer camps. In 2013, among the sixty selected 

participants two thirds were women and one third men. International as well as domestic volunteers 
ages 20 to 24 were chosen to teach in the summer camp. The selection of international volunteers 
is done on the basis of their previous experience in the camps and working with children. No 

knowledge of teaching English were required. The idea was that the presence of a person who 
could not communicate in Belarusian or Russian would stimulate the students in the camp to use 

English and not lapse back into their mother tongues. The selection of domestic volunteers was 
simpler: only students from linguistics department who were being trained to become teachers 
were selected. Neither domestic nor international volunteers were paid. 

Upon arrival on a designated date, the students were divided into six groups of ten people in 
each group, according to their current level of English. Forty-minute classes were held in the 

morning (three 50-minute classes every day with a 15-minute break in between classes) and were 
taught by international volunteers, while the afternoon was reserved for indoor or outdoor 
activities, prepared by the domestic volunteers. There was no separation of students into learning 

groups during afternoon activities. 
Each international volunteer taught conversational English to three different groups every 

day, the groups of students rotated from one volunteer to another. The instructional materials and 
methods of teaching were all up to the volunteers. The camp director made one 10-minute visits 
to each volunteers’ classes over the two-week period to observe how the classes were going. 

Classes could be held indoors or outdoors, depending on what the international volunteers wanted 
to do on a particular day of teaching. Between morning classes and afternoon activities, there was 

a two-hour break for the students to have lunch and have a little time for themselves. In the evening, 
i.e. between 7–9 pm, movie screenings or talent performances were organized. 
 

Problem clarification 
The problem of the students’ non-involvement in the 2013 summer camp had several layers. 

The major layer was that students did not perform as expected in the language classes for which 
they supposedly came to the camp. Little learning experience happened. 

The second layer was in the absence of actions on Belarusian and international voluntee rs’ 

behalf, as they presumably had never before experienced situations in which they had to deal with 
snarks regarding the issues of ethnicity. In particular, they all ignored those remarks, which turned 

the problem into a snowball. The behavior that put a female Jewish student in a vulnerable position 
was simply overlooked. While the male student did not say anything openly offensive, he thought 
it was fine to stereotype Jewish people in a way that was obviously uncomfortable to others. The 

student participated in the summer camp a second time, was of an athletic build, and gained some 
popularity among peers. Other peers did confront him and preferred to silence the occasion. 

Finally, the third layer was that the volunteers did not report this occasion to the administra t ion 
and the camp director. This became a big issue during the second week when the mother of the 
Jewish girl called the camp director’s cell phone and asked why nothing was being done to 

eradicate the tensions that existed in the summer camp. The camp director was in a 
disadvantageous position, because he was unaware of that tension problem. While it was obvious 

that the student engagement was minimal, and volunteers reported this to the camp director 
multiple times, it was an unusual piece of information he had to deal with on the spot. It also 
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showed that there was some miscommunication between the administration and volunteers, which 
made the summer camp look somewhat unprofessional. 

 
The importance of solving this problem 

The performance problem was significant, because not only were the students’ learning 
experience and the camp climate affected and but also the reputation of the program was in danger. 
Potentially, it could lead to the closure of the whole program. If students had gone back after the 

program and spread the message that the summer camp had been an unwelcoming experience, the 
repercussions for the program would have been dire—it could have been closed. Moreover, the 

prestige of the BelAU may have fallen down. 
The problem was serious insofar as it made the program look unprofessional both while it 

lasted and after it was over simply by word of mouth. On the one hand, the parent who called in 

to talk to the camp director could feel that the organization was badly done and the director did 
not know what was going on in the camp. On the other hand, the children themselves may have 

developed a feeling of mistrust towards the domestic and international volunteers, since they 
learned by observing that issues were not addressed as they arose. 

Solving the problem can salvage the program, bring meaningful learning experience to high 

school students, and keep up the reputation of the BelAU which organizes those summer camps. 
 

A plan for seeking solutions 
To address this issue and find applicable solutions would require a meticulous look at the 

whole picture. As the basis of the front-end analysis, I will use Allison Rossett’s book Training 

Needs Assessment (1987). In chapter two, she outlines the key components that need to be 
identified in order to conduct a good front-end analysis, or training needs assessment, as she calls 

it: seeking optimals, seeking actuals, seeking feelings, seeking causes, and seeking solutions 
(Rossett, 1987, p. 15–17). In other words, these purposeful activities serve as a framework of how 
to conduct a good front-end analysis and not overlook important aspects which affect educational 

programs. 
As the information is gathered, it needs to be categorized depending on what causes 

inappropriate performance. In chapter four, Rossett (1987) mentions four major causes for 
performance problems: lack of skill and knowledge, lack of incentives or presence of disincentives, 
environmental problems (staff, policies and procedures, equipment), and lack of motivat ion 

(p. 43). Depending on which category the collected information will fall into, the appropriate 
measures will have to be taken. 

To help classify the gathered data into the four above-mentioned categories, there should be 
employed two useful models—Mager and Pipe’s (Mager & Pipe, 1984, p. 132) and Romiszovsk i’s 
(Romiszowski, 1984, p. 108). While they are supposed to lead to the same conclusions about the 

possible solutions to the problem, it is useful to look at both because Mager and Pipe’s model 
typically suggests one solution at a time and zooms in on one aspect of a problem at a time, while 

Romiszowski’s model visualize the problems differently in a way that multiple problems can occur 
simultaneously and multiple solutions may be needed simultaneously. These two models help see 
the same problem in a different light at the same time. 

In the camp in the summer of 2013, the problem could actually be addressed only after the 
girl’s mother’s phone call. The camp director talked to the male student in private and explained 

to him that such behavior was unacceptable at that camp. The female student who was an 
involuntary victim of the verbal mockery was “counseled” by the whole volunteering team and 
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informed that the male student would never say any inappropriate comments again, or else he 
would be suspended. It was a belated conversation and an instant uninformed, if not heurist ic, 

solution, and it obviously did not solve the bigger problem of students’ expected performance in 
their classes. Looking back at the experience, an instructional designer’s intervention in the form 

of front-end analysis may help prevent such cases in the future. 
 

Plan for seeking approaches, procedures, and instrumentation for analysis 

The following section addresses the ways in which front-end analysis will be conducted to 
improve students’ and volunteers’ experiences in the summer camp next time. To do this, there’s 

a need to collect more in-depth information about what the current state is and see where it stands 
in comparison to the desired state. 

According to Rossett (1987), there is a variety of tools and techniques that can be employed 

to conduct a front-end analysis (p. 24). They are listed in the figure below together with the 
purposes that they are supposed to reach: 

Figure. Analysis techniques, tools, and purposes. Updated from Rossett, A. (1987), p. 24. 

 
For the purposes of front-end analysis in the case of the summer camp, I think that practical 

and feasible techniques and tools will be extant data analysis and needs assessment in the form of 
surveys and interviews. 
 

Extant data analysis 
Extant data analysis allows to determine the actuals, i.e., what exactly happened in the field. 

Also, because direct observations are not possible in this case, extant data may be the only direct 
evidence recorded at the time the summer camp was happening. 

The most relevant documents will be students’ and volunteers’ evaluations that they 

completed at the end of the educational program. Evaluations were made in the form of a 
questionnaire with a set of statements and open-ended questions. Students and volunteers had 

different evaluation forms, but in each evaluation there were questions related to the overall 
environment of the summer camp and their feelings about being in the summer camp. There were 
also questions related to what they liked and did not like about participating in the summer camp. 

So, the front end analyst should scrutinize all the evaluations gathered at the end of the 
summer camp and go over the answers to look for patterns in the answers. The focus should be on 

the questions that relate to students’ and volunteers’ feelings in classes and outside of them. 
Because extant data analysis requires inference, meticulous content analysis skills will be needed 
to do it. After this part is done, patterns of answers should be analyzed and implications identified.  

 
Surveys 

Open-ended surveys will be distributed electronically to all 60 summer school students. The 
survey will be concerned primarily about students’ perceptions of the summer camp and what 

TECHNIQUES 

 Extant data analysis 
 Needs assessment 

 Subject matter analysis 

 Task analysis 

TOOLS 

 Interviews 
 Observations 
 Groups 

 Surveys 

PURPOSES 

 Optimals 
 Actuals 

 Causes 
 Feelings 

 Solutions 
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made it involving for them and what was discouraging, whether they think the personnel was 
supportive, whether the classes with volunteers were useful for them or not, whether the summer 

camp met their expectations or not. 
Survey data will be analyzed and compared with the patterns identified from the extant data 

analysis. Major consistencies or discrepancies will be noticed and analyzed. Surveys may also help 
in forming questions for the interviews. 

 

Interviews 
Individual 30-minute interviews will be conducted with all 5 international volunteers and all 

6 Belarusian volunteers over Skype or telephone, because it is not possible to meet with the 
volunteers in person who live in various geographical locations. The interview questions will be 
about volunteers’ experiences in the summer camp as educators, whether they knew about the 

situation with the Jewish and Muslim boy, whether they could react, and why they did not, what 
they think should be done from the administration side in order to prevent such cases in the future. 

It will be beneficial to conduct 30-minute interviews with 10 summer camp students (5 boys 
and 5 girls) who chose to participate in the summer camp the second time. Interviews with those 
students will help clarify their the information from the extant data analysis and also ask about the 

level of their engagement in the camp, what was different for them as compared to the previous 
summer camp, why they think their experience was different, and whether they think there were 

particular incidents or occasions that will prevent them from going to such summer camps in the 
future. 

All interviews will be recorded, encoded, analyzed, and compared to the results from the 

extant data analysis and survey analysis. 
 

After the data collection and analysis procedures, various poor performance causes will be 
identified and documented, and a possible solutions will be suggested to address the performance 
problem. 

Possible causes 
In this section, I will outline possible causes of the low student engagement in the classes 

during the English summer camp in 2013. Using a four-quadrant circle of job performance schema 
(developed by Romiszowski, 1984) and Mager and Pipe’s performance problem analysis (1984) 
will help look at the issue from different angles: knowledge and skills, environment / obstacles, 

motivation and (dis)incentives. 
Knowledge and skills: 

 Students lack necessary knowledge to successfully complete assignments 
 Students are not given enough practice during classes 
 Students lack instructions of the code of conduct in the camp 

 Volunteers lack necessary teaching skills 
 Volunteers prepare poorly for classes 

 Volunteers lack necessary conflict resolution skills 
 Volunteers lack necessary problem reporting skills 

Environment / obstacles: 

 Competitive environment: groups are formed according to the speaking skills level 
 Lack of social and psychological support for students on the part of volunteers 

 Ineffective management system 
 Disruptions during and outside classes 
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 Unrestrained use of technology in classes regardless of the purposes of the class 
 Inefficient class time and breaks 

 Unfit classrooms (some don’t have chairs, some are held outside the building on the grass, 
some are in hot rooms with no air conditioning) 

Motivation and (dis)incentives: 
 Volunteer-student relationships are weak 
 Volunteers lack engagement 

 Volunteers do not attend to disruptive behavior of some students (hence, such behavior is 
silently perpetuated) 

 Volunteers do not address the problem of students’ non-performance 
 Volunteers don’t feel they can motivate students 
 Students lack self-efficacy 

 Students don’t believe the classes are useful and enhance their learning 
 Students don’t believe conflicts can be successfully solved 

 
Possible solutions 

In this section, I will outline possible solutions to the possible causes hypothesized in the 

section above. Romiszowski’s (1984) and Mager and Pipe’s (1984) models are equally useful to 
generate solutions. Each bullet point corresponds to the bullet point from the previous section, 

therefore, similar solutions are offered several times. 
Knowledge and skills: 

 Teach students prerequisite necessary to complete assignments 

 Arrange reasonable practice for students during classes 
 Arrange a workshop and teach students the code of conduct 

 Provide a training on teaching skills for volunteers before the summer camp OR modify 
volunteer selection procedures (e.g., initially select those who have a teaching training) 

 Supply volunteers with textbooks and manuals that they can use in class as a support 

 Arrange a training for volunteers that will teach them conflict resolution skills 
 Arrange a session on problem reporting skills 

Environment / obstacles: 
 Remove the obstacle: mix groups or do not use activities that promote competition 
 Arrange job aids for volunteers so that they learn the importance of social and 

psychological support for students 
 Develop a robust management system and solid organization structure 

 Remove the obstacle: address disruptions during and outside classes AND arrange a 
training for volunteers for effective prevention of disruptions 

 Arrange a workshop for volunteers on effective use of technology in classes 

 Develop a schedule that will balance out class time and break time 
 Remove the obstacle: prepare classrooms or learning environments (chairs, benches, air 

conditioning, etc.) 
Motivation and (dis)incentives: 

 Increase communication and “bonding” time between volunteers and students 

 Create conditions for volunteers to express themselves in extracurricular activities and/or 
provide some free time for them 

 Arrange a training on how to address disruptive behavior in classrooms 
 Arrange a training on how to engage students in classrooms 
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 Reward volunteers for their attempts to motivate students and/or prepare job aids that talk 
about various engaging techniques in classes 

 Provide regular feedback and encourage students for what they already can do 
 Create rubrics that can help students see what the measure of their progress is, provide 

regular feedback 
 Arrange a training for volunteers on successful conflict resolution skills and have them 

model appropriate behavior in front of students when conflicts emerge 

 
Best possible solution 

As is seen from the previous section, there may be several ways to enhance learners’ 
experiences in the summer camp in the future. However, some of them may be more immed iate 
than others. It is useful to make comparisons with the 2012 English summer camp, which went 

very well, as was evidenced by both students’ engagement and all participants’ evaluations after 
the program. The case of 2013 English summer camp showed that students’ performance dropped 

in the middle of the first week, probably after the incident with the xenophobic remarks on the part 
of one student. Because volunteers did not address this problem promptly, it lead to a general 
downfall of students’ engagement and performance during classes for the rest of the summer camp. 

While most egregious conflicts are dealt with successfully using common sense, more subtle 
conflicts may seem harder to address. Therefore, the best solution in this summer camp situation 

may be to arrange a training on conflict resolution skills for volunteers prior to the summer camp. 
This training will allow both international and domestic students to address subtle conflicts timely 
and report them to the camp director as needed. Also, there should be a workshop or a session for 

students to talk about the code of conduct in the summer camp and possible consequences for 
violating those rules. Explicit instruction on how hate speech or hate inciting jokes may result in 

expulsion should be done during the workshop on Day 1 of the summer camp. 
 

Final Presentation of FEA Plan 

The results of the front-end analysis will be presented to the president of BelAU and the team 
that works on the language camp project in other summer camps (German, French, and Chinese). 

The presentation will be an hour-long meeting with PowerPoint slides: a twenty minute 
presentation of findings followed by the Q&A. The written report will be available, too, and 
distributed to all meeting participants. Because BelAU is the major stakeholder in this analysis, 

the results will not be distributed among students, nor among domestic and international volunteers 
if they do not plan to participate in the next round of summer camps. As such, the proposed FEA 

plan seems to be highly feasible in the context described in this document, and will be benefic ia l 
for the purpose of improving future summer camp initiatives at BelAU. 
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