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Preface

The purpose of this volume is to pick up where Rapid Instructional
Design left off by helping you to more efficiently and effectively
develop training programs once you have completed, or sort of com-
pleted, the design phase of instructional systems design. This book
does this by providing you with course development thoughts, hints,
and shortcuts of a general nature that could be useful for almost any
design and then continuing this approach with techniques that are
specific to each major delivery process. Many of these thoughts, hints,
and shortcuts are further illuminated by actual examples, checklists,
and case studies.

The book is divided into chapters based on delivery systems to
make it easier for you to find the information you need for the design
you are developing and to create a certain synergy among the tech-
niques as you can see how they work together in a singular design.

This doesn’t mean that you won't find many of the rapid develop-
ment techniques useful for deliveries other than the one they appear
with; it was simply an easier way to structure the information without
becoming too redundant.

After the first chapter, which is on general rapid development
techniques that can be useful for a number of deliveries, the other
chapters are focused on single delivery processes, starting with the
most common, the classroom, and finishing with the most different,
and possibly most overlooked, performance aids. In some cases the

ix
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chapters not only consider rapid development techniques for the
delivery system, but also how the system itself can be a rapid devel-
opment shortcut for other types of deliveries. For example, synchro-
nous e-learning is a delivery system unto itself, with any number of
rapid development shortcuts, but by using it in lieu of some parts
of an asynchronous e-learning package it becomes a rapid devel-
opment technique for the asynchronous delivery. I hope this won't
confuse the issue too much, as it is an important aspect of rapid
development.

The last chapter looks at some delivery processes, such as mobile
learning, that have not been around long enough to have a lot of
rapid development shortcuts and some processes that aren’t really
considered delivery systems, but can certainly be rapid development
shortcuts, such as knowledge management and reusable content
objects.

For our colleagues in academia, this book can be used as a teach-
ing tool, giving students a reference source for all of the major deliv-
ery systems and professors a single development text to teach from
in any type of training- or learning-oriented class.

In the end it is the wise developer who chooses the right devel-
opment techniques for his or her environment and personal skills,
but I hope that this book can provide some other possibilities and
help make that choosing a little easier.



Introduction:
What Course

Development Is
and Is Not

There is a singular disadvantage to training that probably outweighs
all the other disadvantages combined: Training takes time. Time spent
by trainers planning for and them implementing training programs.
Time spent by the trainees in training instead of doing what they nor-
mally do to contribute to the company’s goals. Time spent traveling
to and from training opportunities. Time for managers to determine
individual and group training needs and then follow up on the training
to make sure it is being used. Time for re-training when the train-
ing wasn't successful, or when something changes. All of this time is
part of the cost of doing business, and with a few exceptions there
is little that can be done to eliminate or even decrease training time
significantly. One of those exceptions is course development.

It takes time to develop training programs as well, usually much
more time that it does to deliver them. How much time depends a
great deal on how effective you want your program to be. If what you
require is training for the simple purpose of saying that the workers
have been trained, then effectiveness is not much of an issue. You
can institute training that is basically an experienced employee, in

xi



xii

Introduction

WHAT THIS
BOOK IS ABOUT

training jargon we call them subject-matter experts or SMEs, talking
at the trainees about how to do their jobs. When this occurs one-on-
one at the job site, it is often termed on-the-job training (O] T). When
it happens with the subject-matter expert standing up before a group
of trainees in a classroom, it is usually termed a training class. Either
way, development time is minimal, although the training it is usually
less than adequate and these training delivery techniques belong to
the “well, at least we got it done” philosophy of training.

With most training processes, you get out of it what you put into
it, which in the above examples isn’t much. And please don’t think
I'm only talking about delivering skills building training for new
employees here. How many leadership development programs have
been developed and implemented that are basically just a series of
internal or external “experts” talking at new leaders and telling them
what they should do based solely on what they “think” works, or the
current philosophy de jour?

To develop an effective training intervention, one that can lead to
real learning and skills mastery by the participants, takes time. That
doesn’t mean you can’t shorten the process considerably though.
That’s the purpose of this book, to explain how to do training pro-
gram development right, and as efficiently as possible, using proven
techniques and shortcuts that really work.

To achieve this we'll revisit and expand on some of the concepts
introduced in this book’s companion volume, Rapid Instructional
Design, and explore a number of new ideas that together will cover
the development aspect of various training delivery processes in
detail. As you can't talk development without talking training design,
some of what we discuss will sound a bit familiar to those of you who
have read Rapid Instructional Design, but hang in there and we’ll
get to some stuff that will be new, and hopefully exciting.

This book is about one phase of the instructional systems design
(ISD) model, the one usually labeled “development.” If you have
some knowledge of ISD, you probably know that the development
phase is where you create the course materials that will be used in
the next phase, which is usually termed “implementation” or some-
times “delivery.” Just in case you aren’t familiar with instructional
systems design though, or simply to remind you, Figure 1.1 shows
one of the accepted ISD models.
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This model shows the five phases of instructional systems design:
Analysis, Design, Development, Implementation, and Evaluation,
sometimes referred to as ADDIE, and indicates that the phase we
will be discussing, development, comes after design and before
implementation.

If you've read Rapid Instructional Design though, you might
remember that ISD really looks a little more like the model shown
in Figure 1.2.

Each phase in what I term the Spider Web Model of ISD is
interconnected with all other phases as you create your training,
so that at any time you might jump back to a previously completed
phase or jump ahead to do some thinking about a phase yet to come.
This reality, rather than the sequential theory of the first diagram,
is going to cause us a few problems as we discuss the development
phase, but we’ll work our way through them as best we can.

Analysis

Evaluation

v

Implementation Development

Figure I.1. Instructional Design Cyclic Model

Evaluation
Y b —

4N NV

Implementation Development

Figure 1.2. Instructional Design Spider Web Model
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VS. DELIVERY

delivery systems as we explore the rapid techniques of the develop-
ment phase. Delivery systems are the various ways we get training
to our learners. They include approaches such as classrooms, web-
based learning, on-the-job training, self-directed learning, mobile
learning, and even more esoteric processes such as knowledge man-
agement and electronic performance support systems.

If you didn’t know a lot about instructional design, you might
guess that such concepts would be explored and finalized during
the implementation phase of ISD, when according to definition we
“deliver” the training. If so, you'd have guessed wrong. (That’s what
you get for guessing.) How we develop materials, and the shortcuts we
can utilize, are to a great extent dependent upon the delivery system
that we will implement in the implementation phase, so the delivery
decision must be made before you develop your training materials.

If you know a little more about instructional design, you might
determine that we need to make the delivery decision sometime during
the design phase, and in this case you'd be right (not a guess but some
good deductive reasoning). When we begin the development phase, we
must already have decided which delivery system we will be using.

We won't be discussing how we make a delivery decision in this
book, as it is outside our scope. If you need more information on
this topic, Rapid Instructional Design or any other good design book
can supply it to you.

Another problem is that, while we know we need a delivery
decision before we begin development, we aren’t always sure exactly
what else we may be starting the development process with. Some
instructional systems design proponents suggest that writing the
learner objectives is the first step in development. Others think this
task belongs in the design phase. Some prefer to see learner evalu-
ation (most often you can read that as “test questions”) as part of
development; others believe that the creation of learner evaluation
measures belongs in design. And don’t forget the spider web. No
matter where you create anything in ISD, there is always a chance
you will need to revise some or all of it as you work toward the com-
pletion of your program.

For the purpose of this book we will assume that, as you enter
the development phase, you, or someone, has created both good
learner-centered objectives and properly designed learner-evaluation
items for the program. These learner-evaluation items might be cri-
terion-based test questions or some type of performance checklists.
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START AND
STOP POINTS

HOW THIS
BOOK IS
ORGANIZED

However, as we will soon see, one general and very useful rapid
development technique is to begin by creating the learner evalu-
ation, and then building in reverse, so you develop materials, and
even the learner objectives based on the evaluation itself.

So where does that leave us? Actually, it really doesn’t matter. If you
subscribe to the spider web model of ISD, the boundaries between
all of the phases are pretty fluid, and trying to set them specifically
is like trying to decide who owns what part of a maundering and
constantly changing river like the Mississippi, simply an exercise in
futility.

So we will arbitrarily state for the purposes of this book that gen-
erally course development begins when you have a validated set of
learner objectives and the learner evaluation items that reflect them.
It ends when changes are made to the program and program materials
based on the course pilot, and you are ready, we hope, to implement
the program.

The organization of this book is somewhat different from its compan-
ion volume, Rapid Instructional Design. In that book we discussed the
entire instructional design process and used icon-noted sidebars to
provide hints for making each aspect more rapid. Because we covered
the process of course development there in detail, we won't spend too
much time on the basics here. Instead, the main focus of this volume
is on the rapid development techniques themselves, and on how to
use them effectively. There will be some review of development basics
at the beginning of each chapter, but only enough to get you started
and make the rapid development techniques clearer where required.

In Rapid Instructional Design we also included icon-noted side-
bars for hints that were more useful for occasional designers and
techniques that should only be attempted by seasoned practitioners.
In this volume there is no differentiation, as all of the rapid devel-
opment shortcuts are quite usable by anyone, no matter how much
development experience he or she has.

Chapter 1 considers various general rapid development tech-
niques, that is, development shortcuts that can be used in almost
any delivery system. Some of these are reconsidered in the following
chapters when they are of particular value or efficiency in a specific
delivery system.
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Each of the rest of the chapters focuses on one particular deliv-
ery system, first reviewing the development entry and exit points for
that system, and then discussing possible rapid development tech-
niques as they relate to the end products of each delivery system’s
development process.

For example, Chapter 2 on face-to-face classroom deliveries
is divided into rapid development hints for the development of
Instructor Guides, Participant Packages, and Media, the three major
end-products of classroom material development.

You will find that some of the rapid development techniques will
appear in more than one delivery system, but we will try to clarify
these situations for you when they occur.

Also, a few of the delivery systems themselves function as rapid
development techniques, either alone or in conjunction with other
deliveries. When this occurs we'll discuss these possibilities first,
then consider the delivery systems” own internal rapid development
shortcuts based on their end-products.

The final chapter discards this model in favor of brief discussions
on concepts that are not major delivery processes, but still play sig-
nificant roles in training and so require development. These include
concepts such as knowledge management and mobile learning.

A colleague of mine once noted that development is the thing
that anyone who teaches has to do before he can teach. Even if you
can'’t spell analysis, don’t know a learner-based objective (LBO) from
an unidentified flying object (UFO), and think tests, like Trix, are
for kids, if you instruct you invariably need to develop some type of
learning materials, even if they are only lesson outlines in your head.
I hope this book can help you to see the importance of getting those
things out of your head and into a format in which your learners can
use them as quickly and effectively as possible.



IS WHAT'S
NEEDED

Chapter 1

General Rapid
Development
Techniques

As we've already said, most rapid development techniques depend
on the type of delivery system you have determined will work best
for your training. However, some are effective in a number of deliv-
eries, or are just so darn basic to the development process that they
are the good old “no brainers.”

One of the most basic of these, although at times even the best course
developers get off track and forget it, is the concept of “need to know”
versus “nice to know.” There is usually a great deal of content that might
be covered as you develop your material, and usually not enough time
to cover it all, particularly if you plan on adding some of those pesky but
so important learner exercises and activities. Even if you did a good job
of creating tight objectives back during the design phase, you still need
to differentiate between what a learner must really know to be success-
ful in meeting those objectives and what is interesting, but not critical.
Keeping your material development focused on only this “need to
know” information means that you don't waste time developing material
that you will delete later during the pilot stage when you find you have
no time to teach it and realize that it really wasn't all that terribly impor-
tant anyway. You couldn’t ask for a better rapid development technique
than simply not developing materials because there is no need to, and
this works no matter what delivery process you are using. Stick to devel-
oping what the learner really needs to learn (and not what you think is
“neat”). You'll never go far wrong, and you'll go right more rapidly.
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DON'T
REINVENT THE
WHEEL

WORKING
BACKWARD

You've heard this old adage before, but it is a really effective rapid
development technique. Before you develop your own materials,
search around for best practices, for stuff that has already been
developed and that you can appropriate (legally. of course). In these
days of the web, communities of practice, and even blogs, there is a
lot of good material already developed, just sitting out there waiting
for you to make it your own. Some may require a little alteration, but
that takes a lot less time than developing it yourself from scratch.

As an example, for a program I recently developed for a client on
cultural sensitivity, which I knew very little about, my research led me
to a website created by a wonderful expert on the topic. He had objec-
tives, an expanded outline, and even a few activities that had been
proven successful. I had my clients annotate the outline I retrieved
from this website, indicating those areas they thought most impor-
tant, revised the objectives to reflect their thoughts, and then used the
revised objectives, outline, and activities to develop course materials
specifically related to the clients” needs, in about one-quarter of the
time I would have spent doing it in the usual way, with task analysis and
subject-matter experts, followed by laborious material development.

There is plenty of good stuff (and unfortunately plenty of bad
stuff as well) available out there that can help shorten your develop-
ment time, if you only take a little time to search for it. Do a Google
search, do an old-fashioned literature search, ask a blog or a com-
munity of practice. Forget the “not invented here” syndrome and
use this material as a whole, or just pieces; but to take advantage of
it, you have to look for it.

Another general rapid course development technique that can work
in almost any situation is to start at the end, at least the end of the
development phase, and work backward. In this case, the question
you should ask yourself is, “What do I need to deliver when I imple-
ment my course?” There are a number of ways to answer this ques-
tion, although the fullness of the answer will most often be based
on the amount of design work, or at least design thinking, you have
done. The answer might range from a brief (very brief) statement
of the content, to a formal series of goals for the training, to simply
a declaration of the title and the delivery system, for example; “A
Web-Based Program on Leadership.”

This answer, short as it is, provides you with the two most impor-
tant things you need to know in the development process, what
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WORKING
BACKWARD:
PART TWO

the course generally entails and how you will deliver it. Arguably
it doesn’t tell you a lot about either of these key factors, but it is
enough to get your development started.

The type of content (leadership, management skill building,
technical skills development, familiarization, such as in an orienta-
tion program, computer skills, etc.) tells you about what your train-
ing content will be like, the objectives you created during design
phase providing the details. Meanwhile, knowing the delivery system
puts you on a particular development pathway, automatically giving
you data such as the need for trained facilitators, depth of material
development, type of visuals required, evaluation formats that you
can utilize, and much more. With the answers to these questions in
hand and the products of a well-done design phase, you have enough
to begin course development or to find already developed materials
that will work for you.

A second rapid development technique that also involves working
backward is one we’ve already mentioned, starting with the learner
evaluation and developing the materials based on it. This is a lot
more complicated than the previous shortcut—and more complex
than it might seem at first glance. First, you need to have a learner
evaluation completed, and it must be done properly, that is, criterion
based and validated. If your design process ended with the produc-
tion of the objectives, you will need to create the learner evaluation
before you can proceed. You can still use this approach as a rapid
development technique; it’s just not quite as rapid.

The main advantage of developing materials based on the learner
evaluation is that you create only “need to know” materials, and in
the form required by the evaluation. Obviously (we hope), if it’s on the
test it’s important, so that means it’s “need to know.”

The form aspect is a bit less clear to see, unless you have devel-
oped a significant number of learner evaluations and understand the
difference between cognitive and performance evaluations. Using
the normal “work forward” approach, developers often add a lot of
cognitive material to a learning process that is mostly performance
based. This material, while it seems important, is usually “nice to
know” and less critical to the completion of, and so-called learning
of, a performance.

For example, it might be nice to know how a mercury ther-
mometer works, but if the task to be evaluated is to determine the
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TEAMS

temperature of a non-miscible solution, knowing how to mix the
solution, take the temperature at the boundary layer, and read
the thermometer are much more critical.

A good performance evaluation for this task would require the
learner to take the temperature properly and probably ask nothing
about how a thermometer works. Developing backward would allow
you to recognize this immediately, while developing forward might
mean that you never catch this inclusion of unnecessary material at
all, or at best not recognize it until you've spent the time creating
nice time-consuming diagrams and PowerPoints of how a thermom-
eter functions.

Developing materials through a team approach can be an effective
rapid development technique, if you have a team. A development
team is almost a requirement in asynchronous web-based learning
deliveries, which we will discuss later, but it can be used with some
success in other deliveries as well.

One common team approach is to have someone who is good at
graphics, or a real PowerPoint enthusiast, do the visuals, while oth-
ers develop the print content, evaluations, etc. Another less com-
mon team approach is to break the program into modules and give
each team member one or more modules to develop separately. It
doesn’t even matter whether the team is in the same location, as
computers and web meetings allow them to work and meet from
just about anywhere.

If you use this rapid development technique, be sure you have
a strong style guide so that everything looks the same when you pull
it together and a development checklist to ensure that every team
member develops all the pieces that need to be developed. Hav-
ing templates helps in team development as well, as does planning
development milestones so that everyone stays roughly within the
same time frame. It's not much of a rapid development technique if
80 percent of your program has been developed but one of the teams
fell behind and will take three additional weeks to finish.

Speaking of style guides, having a good one is another rapid
development technique all on its own, not only in team develop-
ment, but anytime you don’t want to waste hours thinking about the
basics of how a slide should look or what format you want your par-
ticipant package to come out in.

I've seen all sorts of style guides, small ones, huge ones, ones
based on this model or that, and my best recommendation for using



Chapter 1 General Rapid Development Techniques 5
one as a rapid development technique is to keep it as simple as pos-
sible. Add to your minimal style guide a series of templates for the
various end-products of whatever delivery systems you use, and you
have a eminently useful document, as well as a great rapid develop-
ment shortcut.

VENDORS This is another no brainer, though it is one that comes in a few dif-

AS RAPID ferent flavors, depending on your development needs. Basically, if

DEVELOPMENT you can afford to have someone else develop your material, you don’t

SHORTCUTS

need to spend the time doing it yourself. “Duh!”

Those flavors I mentioned though make this rapid development
technique a bit more interesting than simply outsourcing. The “plain
vanilla” flavor of using a vendor as a rapid development technique
is to find someone who has already produced content that matches
your objectives and buy it. Even if the content is only close, buy it
anyway, and modify it to meet your needs. Be sure to ask the vendor
for permission before you do.

A more exotic flavor is to use a vendor’s knowledge of the
content, how to develop materials, or both if you find the perfect
one, to literally develop custom materials for you. The right ven-
dor should be able to develop your materials faster, better, and
cheaper than you can. I know the common wisdom is that you
can’t have all three, but if you find the right vendors they should
be faster than you alone as they will usually have a team available
to work on your project; better, as they may have experience with
the content that you don’t, and certainly more experience in devel-
opment; and even cheaper, as we sometimes forget to factor in
all the ancillary costs that come with material development, such
as subject-matter expert time, review and pilot time, copy costs,
binding costs. . . .

The right vendor can start work immediately, won’t be pulled
off the job to work on something else because the CEO came up
with a “special” idea, and can add more resources more quickly if
needed than you probably can, since the vendor doesn’t need to go
through all your hiring procedures. The key to making all this work,
of course, is constant communication between you and the vendor,
in both directions.

Now you might be thinking that using vendors/consultants to
create a custom training program isn’t such a novel idea, but remem-
ber that we are talking materials development here, not an entire
instructional design. In this model you are still responsible for the
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analysis and design work, as well as the implementation and evalua-
tion of your program. You're only requisitioning help in developing
the learning materials, whatever they may be, which is what devel-
opment is all about. Because you will use your own expertise and
corporate knowledge where it is most effective, during analysis
and design, the process will be a heck of a lot cheaper and more
efficient than hiring a consultant to create an entire program for you
from start to finish.

A slightly different flavor of vendor-based development shortcut
is to hire only the vendor personnel you need for specific purposes,
for example, to develop a specialized simulation that they have the
experience in but you do not, or simply to do your graphics, or even
final editing. There are many specialized resources available to you
as you develop your course, and hiring any one of them can be a
time-saving rapid development technique.

A more specialized flavor is to use vendor instructors to facilitate
your program, particularly if they helped create it or the materials that
are in it. This might not be a true rapid development technique, as
instructing is part of the implementation phase of ISD, but the train-
ing of instructors to facilitate a particular course comes under devel-
opment, as we will see in the next chapter. If you can hire trained
instructors from a vendor, ones who already know the content and
are well-experienced facilitators, you've saved development time that
would have been spent training your own instructors, and so you have
another rapid development technique.

An even more specialized example of this type of rapid develop-
ment technique is exemplified by a situation I found myself in once
as a training director. My instructional designers and I had developed
a leadership program with the help of a vendor we had worked with
often. When we were getting close to piloting, the vendor’s project
manager came to me and opined that my plan of having my design-
ers, who were also good facilitators, facilitate the program might be
questionable. He said he didn’t believe they had the background and
content experience to teach this course.

After some further thought and a rousing “We agree” from my
designers, I realized he was right. My people had never been man-
agers and would have had a difficult time relating to some of the
management processes we had developed for the course. I took
the consultant’s recommendation and hired two of his top-flight
management trainers to be our facilitators. It would have taken me
many hours of coaching to ready my staff for the facilitation, while
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his facilitators came right in and went to it. Of course, I had my folks
sit in on a few of the classes, and over time they became confident
enough to teach it themselves, but that’s not really a rapid develop-
ment technique, and is certainly another story.

Here are some characteristics of top-shelf vendors/consultants

that might help you make up your mind if you're thinking of using
one as a rapid development shortcut.

Top Vendor/Consultant Characteristics

Has a good track record with references

Gathers plenty of information on your needs and your company
before recommending a delivery process or even a piece of one

Is proficient in a number of authoring products

Uses the most up-to-date software

Uses sound instructional design

Defines things the way you do

Has the same high standards that you do

Uses technology that is readily available

Has a strong development team

Provides good customer communications

Knows the steps that lead to the completion of your project
Provides a quote that is not too high or low compared to others
Does custom learning development as main function, not a sideline
Is flexible

Is located where it is best for you, not for them

Will spend as much time as you require on-site.

Has web conferencing facilities if needed

States that rights to the program are solely yours

Can provide maintenance and revision services if needed

Can handle translations if required

Doesn't tell you that he or she can turn your trainers into develop-
ers in practically no time

Has trained instructional designers on staff

Exhibits the creativity of the staff
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GAMES, A
SPECIAL RAPID
DEVELOPMENT
TECHNIQUE
WITH A
SPECIAL
RESOURCE

REPURPOSING

* Has experienced storyboard developers if required

* Has experienced graphics designers if required

Has an in-house programmer with excellent skills
Can do ROI and CBA for you if requested

Is “comfortable” for you

One rapid development technique that is useful anywhere, but is for
the most part associated with classrooms, is games. Games can be
used as activities after the content has been presented or they can
themselves present significantly large blocks of content when done
with a strong debriefing. If you need to develop specialized games,
you tend to lose some of their gain in development time, but if you
can use games that have already been developed, and into which
you basically insert your content, the development time savings can
be substantial. Some of these games even have built-in scorekeeping
and timing mechanisms. My friend and esteemed colleague Thiagi
terms these types of games Framegames and has any number of
them for you to borrow and make your own on his website, Thiagi.
com.

While best known as classroom materials, games can also be
used as a rapid development technique in asynchronous web-based
learning, and there are a few now appearing in synchronous web-
based deliveries as well. These delivery systems and their attendant
rapid development techniques will be discussed in more detail in
later chapters.

If you need to develop your own games Learningware and
Games2Train are two popular vendors of game development tools.

One of the more common rapid development techniques is repur-
posing, that is, taking a course that was created for one type of
delivery and redeveloping the material for a different delivery.
Repurposing became the concept of the moment early on in com-
puter based training, and again when synchronous web-based train-
ing first appeared on the scene. Many vendors touted their ability to
take your classroom programs and turn them into computer based,
or later web-based programs. Some did this very well, others not
so well. We will be discussing repurposing of various development
pieces and parts all through this book, so we’ll not detail it now, but
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here is a fairly extensive list of items to consider if you are thinking
of using repurposing as a rapid development technique for creating
asynchronous web based training from your classroom materials.

Questions to Ask When Considering Repurposing

* Will the end-users be comfortable with the new delivery format?
 Will their supervisors support the end-users during implementation?
* Will the current instructors support the course?

* Does the current course require a change of delivery?

e Is standardization or consistency important?

e Are there high-level management sponsors for the conversion?

e Is the current delivery taking the learners away from the job for
too long?

* Do the learners say the course is too long?

* Do you need to train large numbers in a short time?
e Is the continuing target audience large?

o Is there convenient hardware access?

* Are qualified instructors hard to find or keep?

 Will this repurposing reduce transportation and housing costs for
learners?

e Is the content strongly cognitive?

e Is interpersonal interaction required to learn the content?
e Is hands-on equipment required?

e Can simulations be used effectively?

e Is frequent practice required?

* Is behavior modeling required?

* Are the course objectives not being met with the present

delivery?
* Does the required software reside where it is needed?
e Is there a budget for things that do not currently exist?
* Do learners in the course vary widely in ability?
* Does the course target entry-level employees?
o Are the learners self-directed?

* Is documentation and record-keeping a problem?
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OTHER
GENERAL RAPID
DEVELOPMENT
TECHNIQUES

* Is recertification required?
e Is tracking of learner progress important?

e Is there need for course security?

There are any number of other general rapid development tech-
niques, some of which are more efficient for one delivery or another,
but all of which can be effective in various delivery environments.
Here’s a quick hints list for how to use some of the most effective
ones:

* Use prerequisites to decrease the amount of content you have
to create. This is actually more a design process, but by decid-
ing that the learners will be required to come to the train-
ing with some basic knowledge (and letting them know that in
advance, don't forget), you will be able to reduce the amount of
content development.

* Use your expanded outline as an instructor guide, combined with
the very minimum of learner materials, and keep revising. This hint
is from the “you’ll never get it perfect anyway” school of thought.
Start with the least development that you can and continuously
upgrade the materials every time you do a delivery, based on what
you learned during that delivery. You can even add ideas gener-
ated by the learners during the class to your materials.

e Utilize materials that were not created specifically for instruction.
This might include books, chapters from books, magazine articles,
websites, manuals, videos, corporate websites, even television pro-
grams. I once used excerpts from the various “Star Trek” shows to
discuss leadership skills and saw a wonderful example of a person
using positive approaches to giving negative feedback on a show
called “Project Runway” that I can’t wait to try out in a manage-
ment class. We'll discuss some specific uses of non-instructional
materials as rapid development techniques in later chapters, but
such pieces can save you development time in almost any learning
environment. One caveat to this technique though: Be very aware
of the copy-right laws.

* Use computers. This may seem like a blinding flash of the obvi-
ous in this day and age when computers are so pervasive, but we
often miss some of their possibilities. Check out the specialized
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RAPID
PROTOTYPING

development software available to see whether it can reduce your
development time, think about how general software such as that
used for flowcharting or creating spreadsheets might be effective,
or create your own computer-based templates for your material
development. Even office software like PowerPoint and Word can
reduce development time when used effectively.

* Use subject-matter expert focus groups for reviews. Instead of
sending your materials around to various subject-matter experts
for review, hold a focus group review where all the subject-matter
experts meet together This not only gives you better control of the
time they take to do reviews, but also allows them to all agree on a
final version of the materials without the materials going back and
forth among the SMEs a number of time-consuming times.

* Borrow from the best. When you see a program that you like and
that you think worked really well, do a quick outline of how it
worked (not the content but the instruction), then develop a file
of these outlined ideas that you can reference when developing
your own material. You can do this for learner materials you come
across that you feel are “top shelf” as well, outlining how the mate-
rials were made or simply noting what it was that you liked about
them and how you might use them.

There is one more rapid development technique that we should
mention, a concept known as rapid prototyping. Rapid prototyping
is one of those slippery concepts that sounds like a good idea when
someone talks about it generally, but when it comes down to actually
explaining how to do it, you find it hard to express, as it has a number
of permutations. That’s not to say it isn’t a good idea; it is, but it’s just
sort of hard to describe.

The theory behind rapid prototyping is to recognize that your
end-product is simply too complicated to try to make it perfect the
first time, before anyone sees it, or the second time, or even the third.
Instead, do a quick example of what you are planning to accomplish
and see how the decision-makers and others react to it. Then make
corrections and go on from there. Now this goes against the grain
of almost every instructional designer ever born. We all want our
programs to be perfect before anyone sees them. However, in rapid
prototyping the 80/20 rule is in effect, and close is more than good
enough.
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This approach was first used in a training environment by
developers working on computer-based learning projects where
finding out that the client wasn’t pleased after you'd completed all
of the programming and graphics was an invitation to disaster, not
to mention a waste of large amounts of development time. Instead,
they would create small pieces of the final project that exhibited
aspects such as screen design, learner interface, activities, content,
etc. Then, as the client saw and approved these, they could go on
and complete the program, incorporating those characteristics that
passed the test.

A slightly different concept of rapid prototyping is to take a small
piece of the whole program content and finish it completely, includ-
ing the interfaces, visuals, testing, basically creating a small working
model. After approval of this model the other pieces are created and
assembled.

Still a third notion uses the above approach, but for each program
piece. As a piece is completed, it is considered and either selected
or rejected. Selected pieces are assembled into a larger piece, and
that piece goes through the same selection process until the final
program is complete. Rejected pieces are kept in a file for possible
use in another program.

Some rapid prototypes are created simply to obtain agreement
on color schemes, fonts, and screen characteristics, others to exhibit
interfaces and navigation. When expressly created for theme or color
decisions, they are often done using static graphics software instead
of the delivery software, which is more difficult to program, thus sav-
ing even more development time.

There are possibilities for rapid prototyping as a rapid development
technique in most of the major delivery systems, although it obviously
is most effective in asynchronous web-based programs. As with all our
general rapid development techniques, keep it in mind when you are
planning any major program development, and use it whenever it will
work for you.
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Rapid Classroom
Course
Development

Entry and Exit for Development

e Begin with validated objectives, a topic outline, and an expanded
outline. Learner evaluation questions may be completed, or they
may be created during the development process.

e End with pilot of classroom and a train-the-trainer session.

End Products
e Instructor Guide
e Participant Package
e Media

e Learner Evaluations

................ As far as specific rapid development techniques go, we'll talk about
classrooms first. Why? Because even after all the technology of the
past half-century, and all the soothsayers who predicted the class-
room’s demise, stand-up training, or instructor-led training (ILT), or
face-to-face training (F2F), or whatever you want to call it, is still the
most common delivery method used by trainers. That’s not to say it
is the most common form of training. That honor goes to unstruc-
tured on-the-job training, where a subject-matter expert basically
tells a new colleague what he or she needs to know to do the job. We
won't be discussing unstructured on-the-job training here, as it is at

13
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INSTRUCTOR
GUIDE RAPID
DEVELOPMENT
TECHNIQUES

best a questionable delivery system, and at worst an unacceptable
substitute for real training.

That being said, back to the delivery system most trainers use
most often (and most people picture most often when you mention
training), live, face-to-face classrooms. As noted above, classroom train-
ing has any number of titles and about as many definitions and con-
ceptualizations. To keep it simple, well define classroom training here
as training that occurs away from the job (it doesn’t need to be too far
away) in which a group of learners physically meet and work with an
instructor in a room designated for that purpose. That word “instruc-
tor” is the key to rapid classroom course development.

To be effective, all classroom interventions, whether for train-
ing, education, or whatever, require an instructor, who in turn
requires an instructor guide. Most often the classroom program
also requires a participant package, and in some cases quite a lot
more in the way of materials, but it is the instructor guide that
involves the most development time and has the most possibilities
for rapid development shortcuts.

The participant package can be as simple as a list of the course
objectives or as complex as a technical manual and has its own rapid
development shortcuts. We'll discuss this aspect a bit later, and focus
on the instructor guide first.

The instructor guide (lesson plan, instructor notes, facilitator pack-
age, etc.) can be as simple as some notes, or as complicated as the
directions for putting together your child’s bicycle, depending on
a number of variables, but to use any of its rapid course develop-
ment methods effectively, the important first step is to consider your
instructor, or instructors as the case may be.

One-Man Band

If you are not only the course developer but also the only instructor
for the training, you may be able to use the rapid development tech-
nique of reducing your instructor guide to nothing more formal
than a bare-bones topic outline or expanded outline, with perhaps
a few extra notes concerning activities you plan to do or other non-
content-related ideas. Understanding this can save you hours of work
spent creating a full-blown instructor guide that is not required for
the training, as no one will ever use it but you. Such an instructor
guide might look something like the one in Figure 2.1.
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FACILITATION SKILLS COURSE
Content Media, Activities, Notes

I. Icebreaker
A. Ferris Bueller
This is interaction
but not facilitation

Ferris Bueller excerpt

B. Worst experience as a learner Flip Chart 2.

C. Best Instructor

Three defining characteristics all had in common

Do as small groups

Each group votes for best of worst in group to report to
main group

Flip chart

Do as large group

One characteristic from each

Note that these characteristics are those of a Facilitative
Instructor

II. Introductions and Objectives PPT Slide 2

A. Overview
1. The art and science
of instruction

B. Introductions

Use two truths and a lie

Figure 2.1. Reduced Instructor Guide

As you might expect, there are a couple of caveats to this particu-
lar rapid development technique. The first is that you need to be an
SME to make such a reduced instructor guide work. This is usually
the case if you are the instructor as well as the developer, but I have
seen and been part of program development where the developer
is the instructor but not really an SME. In this case you will at least
want to add into your instructor guide some of the ideas the subject-
matter experts gave you while you were working through the content
with them, and maybe a little more description of the concepts you
are not too familiar with.

A second reason you might not want to develop a minimal
instructor guide is that your boss, or the organization, has a require-
ment for something more. I did a few years of military training a
while ago, and our course developers were often both the course
instructors and well-versed subject-matter experts. However, the
organization’s instructional plan required that every instructor
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guide follow the exact same model and be very complete, almost a
script. The logic of this had to do with the third reason for not devel-
oping condensed instructor guides, the concern over what happens
if the developer/instructor is ill, otherwise not available, or leaves the
organization.

To use an old circus adage, “The Show Must Go On.” This is as
true for training as it is for an artistic performance, which to some
extent is what a stand-up class is. A minimal instructor guide seldom
allows another instructor to perform effectively, even if he or she is
a subject-matter expert. There is just too little to work with, as most
of the really “good stuff” is in the developer/instructor’s head. So if
it’s critical that your training program be delivered when scheduled,
whether you're there or not, you may want to think twice about this
development shortcut.

Developing Instructor Guides for Other Instructors

If you are the course developer, but not the instructor, you can still
utilize the rapid development technique of reducing the size and
complexity of your instructor guide, particularly if the instructor will
be an SME. Your subject-matter expert won't need much more than
your expanded topic outline to remind him or her about the content.
You'll probably want to make the directions for your activities a little
more complete than you would have for yourself and to spend some
time discussing other aspects such as the audience and the objec-
tives, but minimizing content discussion in the instructor guide will
save you plenty of development time.

If you know the instructor is also a competent facilitator, you can
reduce these delivery aspects as well, almost to the point of creating
a series of instructor reminder notes for both the content and the
activities that you want to make sure the instructor handles prop-
erly. I call this whole approach of fitting the instructor guide to the
instructors “Trainer-Based Development,” as you create the instruc-
tor guide based on what the trainer who will be doing the instruction
needs. It will serve you well as a rapid development technique under
the proper circumstances.

The real problems begin when you have multiple instructors,
particularly if one of those instructors is you. One of the most com-
mon mistakes developer/instructors make is to create an instructor
guide that works for them, but is less than effective for other instruc-
tors who teach the material. I've lost count of the number of times
I've picked up an instructor guide developed by a very competent
developer/instructor and found myself unable to use it, even though
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I had the subject-matter expertise. As in any course development,
the issue here is to remember your audience, although in this
case the audience is not the participants, but the other instructors.

This doesn’t mean you need to create a fully detailed instructor
guide each time a number of other instructors are going to use your
course material. It does mean that you are going to need to do a little
“instructor analysis” to find out what your colleagues will need, and more
importantly for rapid course development, what they won't require.

To accomplish this you'll need to at least talk to them. Better yet,
have them help you in the development by reviewing a prototype
instructor guide and asking for their feedback. Be careful though to
focus their feedback on the format and depth of the guide. If they
are SMEs, or think they are, you'll mostly get comments on the con-
tent otherwise, which is OK for content reviews, but not here.

You'll also want to determine their level of subject-matter exper-
tise to help guide you in the content depth of the instructor guide.
As noted earlier, there is lots of time to be saved if you don’t need to
explain every aspect of every piece of content.

Developing Detailed Instructor Guides

Another type of instructor audience you may encounter is one in
which you have multiple instructors who are not SMEs, or you just
don’t know enough about them to be sure. This is often the case if
you are a consultant developing course materials for a client’s instruc-
tors to teach or if you are creating materials that might be used by
any number of people across a large corporation. An example of this
that I always find a challenge is developing material for a new human
resources initiative that will be taught not only by trainers, but also by
HR representatives, some of whom have subject-matter skills but no
instructional skills, and others who have neither to any great extent.

The instructor guide you need to develop in this case must be as
detailed as possible, in some cases almost a script, providing every-
thing the instructors will say and the participants will be asked to do.
Here is an example of what I mean.

These instructor guides leave little room for error, or unfortu-
nately, creativity, and there are not many ways to do them rapidly. On
the positive side, almost anyone with even a smattering of content
knowledge can use them effectively . . . if they follow them, which is
another whole story.

Fully detailed instructor guides like the one in Figure 2.2 are often
used by large companies to ensure that their training is consistent, no
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matter where in the world it is done or by whom. There is a fallacy
here in assuming that all instructors will follow the guide, although
this can be overcome through monitoring and strong evaluation.

I once had a problem in a company I worked for as a curriculum
manager when my instructors would only use the instructor guides
when someone was “watching,” so to speak. If they were not being
critiqued, they often went “off the reservation” with their war sto-
ries and forays into content that was certainly interesting, but didn’t
help the learners master the objectives. I solved this situation by
periodically appearing at the end of a class, taking a few learners
aside, and asking them to look at the instructor guide and tell me if
the instructor followed it. Often they would say yes, just to pro-
tect the instructor, but just as often one or two would say no, or
would ask what a certain key concept was, as the instructor had not
mentioned it. I used this information not to confront the instructor,
but to determine how many more times I would be sitting in on the
class. The instructors soon got the message and compliance with
the instructor guide rose significantly.

In the final analysis, unless you work for an organization in which
it is critical that the training be in strict compliance to a set of stan-
dards that are reflected in the training material, this type of detailed
instructor guide is seldom worth the effort expended in developing
it. It becomes a rapid development technique simply to know that
you don’t have to do it. How much better to give your instructors
just what they need in terms of an instructor guide and allow their
creativity and knowledge of their learners to fill in the rest. And it
makes your course development faster!

Other Rapid Development Techniques for Instructor Guides

There are a number of other ways to make the development of your
instructor guides more rapid. The easiest of these is to simply bor-
row pieces of instructor guides from other courses you've already
developed. After you've been developing for a while you'll have
many activities, games, and other classroom processes that you can
use in multiple classes and that the instructor guides have already
been completed for. A good example of this is a favorite icebreaker
or summary activity. Once you've created it for an instructor guide,
you can simply cut and paste it into another guide where you plan
to use it. Sometimes you need to make slight modifications, but you
save a lot of typing time, and maybe some thinking time as well.
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Other candidates for this treatment include complex manage-
ment simulations and specialized games that you developed. You
may need to change the names and even the scenario to fit a differ-
ent type of class, but if it is pertinent to the new class, the majority
of the simulation can be lifted straight from one instructor guide
and placed in another. By the way, this is true as well for participant
packages, as we will discuss later.

Speaking of participant packages, another rapid development
technique for instructor guides is to develop the participant package
first, which most developers consider a somewhat backwards way to
do things. For many highly learner centered classes, however, the par-
ticipant package is the real guide to how the class should be facilitated.
Completing the participant package first allows you to use it as a road
map for developing the major portion of your instructor guide.

This post-participant package instructor guide should basically
be comprised of guidelines on how to facilitate the learner activities,
along with a few other directions concerning introductions, summa-
ries, and the mechanics of the class. This technique does not work
well if your class is more instructor centered (that is, lecture based),
but if this is the case, you might want to consider a redesign. Class-
rooms that focus on the instructor are seldom places where learning
occurs.

Another rapid development technique for instructor guides is
to create a template that you start with each time you do a guide.
I've seen such templates that were as simple as a couple of empty
columns with some titles, and others as complicated as a system
in which the developer basically fills in the blanks. I don’t recom-
mend this second approach unless your situation requires that every
instructor guide look exactly like every other one and that the pro-
grams you are creating all work exactly alike, but I've been in training
environments where this was the case, and the more standardization
we employed the better.

Most often you can create your own personal instructor guide
template that falls somewhere between these extremes, with your
preferred font and formatting built in and perhaps a number of
placeholders for general classroom pieces such as the icebreaker,
your introduction, internal and final summaries, and evaluation.
Figures 2.3, 2.4, 2.5, 2.6, and 2.7 are some examples of templates
that I like to use, depending on the situation.

If you are a newer course developer, there are also a number of
development templates in software formats available from various
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PARTICIPANT
PACKAGE
RAPID
DEVELOPMENT
TECHNIQUES

vendors. These templates not only provide a place to transcribe your
instructor guide, but also help you to think through the develop-
ment process itself. As such, they work well as rapid development
techniques for those with little or no formal background in course
development, but can tend to be a bit constricting for developers
who have experience and are used to doing things their own way.

Another problem with these software based templates is that
most have been created to help develop e-learning, and therefore do
not necessarily give you an instructor guide as a final product. Also,
their starting point is usually well before the development phase,
sometimes beginning in analysis and requiring you to go through
all the steps in the instructional design process in order to popu-
late your development materials. If you've already completed your
analysis and design, this makes the use of such software less than
acceptable as a rapid development technique. I've included in the
suggested resources area the websites for a few of the vendors of this
type of software.

As mentioned earlier, the participant package (ne learner guide,
course handout, study guide, etc.) can be as simple as a list of
the course objectives, or as complex as a technical manual. Actually,
a participant package that is basically a technical manual is usually
not the best learning tool in most situations, although many new
developers often think it is.

Now before you technical skills trainers go off on me complaining
that the tech manuals are the most important part of your training,
I didn’t say you shouldn’t use them, I simply stated that, by them-
selves, they weren't the best way to produce a participant package,
nor are they usually a particularly good learning tool.

Instructor Notes

Media and Directions

As the trainee gains proficiency performing the task in an “ideal” Introduce noise gradually.
environment, on-the-job noise or normal environmental

factors are added.

Aid the trainee in integrating new subject matter. Display OH 12.

Use positive reinforcement, i.e., praise the person, criticize the action. Display OH 14.

Figure 2.3. Two-Column Instructor Guide Template
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Participant Package Media
Adult Learner Assumptions

Assumpions Ped ical Andr ical
The learner is....... Dependent Self-directed
The learner’s experience | Built on more than Used as a resource for
is.... used as a resource learning by self and others
The learner’s readiness to | Uniform by age level | Developed from life’s
learn is and curriculum experience
The learner’s orientation to| Subject-centered Task or problem
learning is...... centered
The learner is motivated | External rewards and | Internal incentives and
by... i curiosity

Knoles, M. S. (1990)

Adult Learning Principles

R - T o

Adult Learning Principles

Adults must want to learn

Adults want active, not passive learning

Adults want the learning experience to

relate to their real world

Adults want to evaluate their own learning
* Adults want a variety of teaching/learning

techniques utilized

Content

VI. Adult Learning
A. Pedagogy vs. Andragogy
1. Assumption Chart
2. Five Principals
a. Not just adult but all learners

Ask: Can you add more principles to the list?

Note the Adult Instructional Design Checklist in the handout as well

Figure 2.4. Three-Part Instructor Guide
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Lesson Plan # 221 Program Title: Instructional Design Revision: 1
# of pages 12 Module Title: Objectives Time: 4 hours
Time Media/Activities Content
45 min. OH 17 Review page 23 and discuss example 1
Participant Package, pp. 23-25 Refer to task chart and audience analysis
Flip Chart Ask: What do we want them to know
30-minute small group interaction on
pulling knowledge from analysis
30 min. OH 18 Discuss characteristics of good objectives
Mager, pp.10-21 Complete and discuss activity, page 27
Participant Package, pp. 26-27
45 min. LUNCH LUNCH
60 min. OH 19-22 Discuss levels

Participant Package, pp. 28-32 and
addendum 1

Pass out: Verbs

Read Participant Package, pp. 28-30
Discuss parts of objective

Conditions

Standards

Verbs

Note: all parts not necessary all the time
Complete parts exercise

Participant Package, pp. 31-32

Figure 2.5. Three-Column Instructor Guide Template

Technical Manuals As a Rapid Development Technique

Technical specifications and manuals were meant to be reference materials, and as such,
are invaluable to both the learner and training program developers as they create classroom
programs, but they should be used for the purpose they were intended, as a reference, not
as a guide to the participants’ learning, which is what a good participant package is.

If you have a technical manual that is related to the training you are developing,
your participant package should refer to it, sometimes continuously, but this reference
document should not be the participant package itself. Understanding this will help
make your course development faster and seriously decrease the size of your participant
package as well, making your trainees happier.

We will not spend time discussing the actual development of a participant package
here, as that is not the purpose of this book and, depending on the type of class you are
developing, there are many different items that might be included, such as forms, readings,
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Slide or Instructor Prompts Content Outline Learning Points

Medium

Review Refer to overhead for the term  Slide 27 Learning Point: Think of

Slide 27 “systemic.” Systemic: the human body’s various

Review learning points in the
right-hand column in your own
words, transitioning back to
the subject of being systemic

as part of the ways and means
for delivering better quality
and achievement of improved
alignment.

State: Cultures work in
non-linear ways.

A culture is like a living thing.
Complex relationships influence
quality outcomes. We speak of
cultural patterns that involve
the unique combinations

of relationships within an
organization.

(Do not use slide with condensed
version.)

* Non-linear relationships
among “living” things

e Gain understanding by
synthesis

* Look at system as a whole
composed of pieces

¢ Deterministic but not
calculable—unpredictable

e World as an ecosystem

systems and how they are

linked systemically. (The

seven systems are respiratory,
digestive, nervous, reproductive,
endocrine, skeletal-muscular, and
circulatory.)

Learning Points: Synthesis
involves “ecological anticipation.”
Synthesis involves working
collaboratively beyond the
boundaries of our own
knowledge and experience.

Synthesis brings together the
varied experience and knowledge
on a team to reduce performance
gaps and create opportunities for
process improvements.

We need to anticipate the impact
of our problem solving.

Figure 2.6. Four-Column Instructor Guide Template

Objective

(The trainee will be
ableto...)

Content

(Expanded outline)

Methods and

Media(Overheads,
questions, activities)

Testing
(The objective will be
met when . . .)

Figure 2.7. Objective-Based Four-Column Template
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fill-in-the-blank notes pages, directions for complicated activities,
and high-level graphics, just to mention a few. Let’s just say that
whatever assists your learners in learning is fair game for your par-
ticipant package, as long as the instructor uses it in class, or at least
refers to it as a supplementary piece that may be of interest.

Too often unschooled developers put material in a participant
package that has no reason to be there, but simply seemed interest-
ing to them. Magazine articles, unnecessary flow charts, and long lists
of reference readings are just some of the items that tend to “junk
up” participant packages. Once again the golden rule of participant
packages is that, if the instructor is not going to use it or refer to it
in class, then it probably does not belong in the package. The com-
panion volume to this book, Rapid Instructional Design, has more
information on how to create participant packages, but here is a short
list of what you might include.

Possible Inclusions in a Participant Package
* Supply lists

* Pre-work assignments (if the trainees will receive their manual
before class)

* Objectives

¢ Introductions

* Reading materials

¢ Instruments

» Worksheets for skill practice or role plays
e Feedback forms

e Simulation directions

e Case studies

¢ Directions for activities
e Gaming materials

* Job aids

® Quizzes

¢ Reference materials

* Bibliography

* Glossary

e Evaluations
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* Supplemental materials for enrichment such as magazine articles,
related corporate policies or marketing materials, and technical
articles or information

* Frequently asked questions (FAQs)

Major Participant Package Rapid Development Techniques

We've already discussed a primary rapid development technique
for a participant package: only put in things that are necessary to
the learning. This will also make your instructor guide development
more rapid, as you will not need to add references and instructions
there for participant package materials that have no real purpose in
being there, as they do not help the learners master the objectives.

Since what you do put into your participant package is depen-
dent on two major variables, the participants and the content,
another rapid development technique is to understand both of these
aspects very well before you begin to develop your participant pack-
age. Charts and graphs that don’t speak directly to the objectives,
simulations that are beyond the ability of the learners, or activities
that are beneath them, are all major errors that often occur during
development. These common mistakes increase the amount of time
spent both doing, and then redoing, your participant package when
you find out that they are not what you needed because they are
not what the learners need. Using the objectives as your content
guide (basically, if it doesn’t help the learner master an objective,
it probably isn’t worth the time to develop) and knowing who your
learners are and what they are capable of can also help to keep you
from spending time redoing your participant package development
after the pilot tells you there is simply too much or the wrong kind of
information, a rapid development technique if there ever was one.

We've already talked about using the instructor guide to help
create your participant package and doing the participant package
first as a rapid development technique, but another technique that
can be a real development shortcut is to do both the instructor guide
and the participant package simultaneously. Using this method you
can be pretty much guaranteed that what you have in one is reflected
in the other. This also provides a good cross-check to make sure that
you haven’t added extraneous material to either, particularly to the
participant package.

Unfortunately, to do this well requires a significant amount of
development experience. It’s easy to get confused when doing both
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at the same time, necessitating going back again . . . and again . . . and
again, which wastes a considerable amount of time. For a new devel-
oper particularly, it’s better to stick to developing either the instruc-
tor guide or the participant package first (usually the instructor guide
first) and then creating the other based on a finished product.

There are software templates available for participant package
development as well as for instructor guides, but as we mentioned,
participant packages can vary widely between courses, so use these
templates with caution. You might also develop your own participant
package template as a rapid development technique, with placehold-
ers for standard requirements such as objectives, course introduction,
needed materials lists, course evaluations, suggested readings, etc.
The real savings in this template though is the formatting, with font
type and size and header/footer requirements set automatically. Such
templates are not only a rapid development technique, but will give all
of your development products a much more professional and finished
look. Here are some ideas for what your participant package template
might contain, followed by a few thoughts on good participant pack-
age design.

Participant Package Template Inclusions
e Title page

e Table of contents

* Supplies

* Objectives

* Page setups for other types of exhibits
* Company logo

 Font types, size, and colors

* Graphics dimensions

Participant Package Design Considerations
 Use company-approved color schemes and logos.

* Leave plenty of white space (25 percent of the page is not
too much).

* Leave space between blocks of content.
* Leave space between headings and text.

e Use only one or two fonts (Times New Roman, Arial, and
Helvetica are most common).
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¢ Use 10-point to 14-point type.
* Justify the left margin.

* Use running headers or footers with page number, unit, course
and revision numbers, and course title.

* Use simple sentences.
* Stay away from decorative fonts and all caps.
* Be sure that the reference for each pronoun is easily understood.
e Use illustrations instead of words.
e Use highlighting and bold to draw attention to main points.
e Use boxes, but with restraint.
* Check readability.
* Have a table of contents.
* Use a new right-hand page for each major subtopic.
e Number the pages.
* Leave wide margins.
e Use “I” and “you.”
e Use the active voice.
* Explain why not to do something; don't just say “don’t do it.”
e Use short sentences with ten to fifteen words.
* Make paragraphs short, with only three to four sentences.
e Beware of:
* Stereotypes
* Too much repetition
e Technical jargon (without definition)
* Acronyms (without explanation)
Edit, edit, edit

PowerPoint As a Rapid Development Technique for
Participant Packages

One other participant package development shortcut, that I add
with some trepidation, is the inclusion of PowerPoint slides in your
participant package. This is a really quick way to fatten up your par-
ticipant package (if that’s what you need) and arguably provides an
organizer for the learning. I was taught back in the formative years
of my career not to put slides (2X2 projector type or overhead
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projections at that time) into the participant package, as this wasn’t
the purpose of visual aids, but that was before PowerPoint. The ease
of creating PowerPoint slides and hard copy facsimiles of them for a
participant package now means that every instructor, professional and
non-professional, uses the technique of placing copies of the Power-
Point slides in the participant package, and participants have actually
come to expect it. In fact, they often get grumpy if you don’t do it.

As I said, it does provide a kind of a learning organizer, and it
is also a great place for your learners to take notes that they can
keep attached to the visuals. You can even make this process more
interactive by making the participant package PowerPoint pages as
fill-in-the-blank, with key words left out that require the learners to
write in and therefore focus on the slides.

Two warnings concerning this process though. First, it tends to
make developers think they can “load up” their visuals with text as
the learners will have a copy in front of them to read from if they
can’t see all the words. Wrong! All the old rules for creating visuals
still apply, particularly the most basic one: “If all of your learners
can't see the slide from any portion of the classroom, you shouldn’t
project it.” They will lose focus, both on the visual and on what you
are saying, as they squint their way through your over-texted slides
either on the screen or in their participant package. In case you've
forgotten, here are some other “old rules” for visuals.

Rules for Developing Static Visuals
* No more than six lines per slide
* No more than six words per line

* Twenty-four point font size or the equivalent is best (eighteen
point is the absolute minimum)

* Use both upper and lower case letters—title case, not all caps

e Use either vertical or horizontal format, not both; horizontal (land-
scape) is usually best

e Use bullets, stars, dashes, and so on

e Each slide should have a title

* Key words are best

* Keep your phrases short and simple

* One main idea per slide. Use builds to add new concepts

* Check your spelling and grammar, then have someone else check
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it again
* Use graphics where possible (charts, diagrams, line drawings, car-
toons), but keep them simple and guard against clutter

e Tables are difficult to read on projected graphics

* Do not add sound or animations without good reason
* Keep backgrounds consistent and subtle

* Use only quality clip art, and use it sparingly

* Check all graphics, especially gradient effects, on the projection
system to see how they will look

* Use the chart style that is appropriate for the data

* Light colors on dark backgrounds attract the eye

* Use color cues to imply relationships

e Establish a color scheme at the beginning and stick with it
e Don’t overuse boldface or italic

e Sans serif fonts such as Helvetica are easier to read when
projected

My other warning is “Don’t give away the store.” What I mean
by this is that if you have question-and-answer sessions in your pro-
gram, either verbal or written, you need to be careful that you don't
include the answers on an upcoming slide. Learners have a tendency
to flip through their participant packages, especially the slides. It
tends to make self-quizzes or question/answer activities just a bit too
easy once they discover that a slide in their participant package has
all the answers to your questions. As you might guess, I learned this
one through sad experience when I first started putting my Power-
Point slides in my participant packages. It did feel good though (until
I realized what was happening) to have all my questions answered
immediately by most of the class.

PowerPoint as a “Passout”

Perhaps the most useful rapid development technique connected to
the use of PowerPoint is to use the hard copy slides as passouts after
discussions, both as a summary activity and a retention tool. A pas-
sout is a document that you “pass out” at a specific juncture during
the class, rather than providing it as a handout, such as in the case
of a participant package that you give to the learners at the begin-
ning of the class. Using PowerPoint passouts also means that you can
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make changes to these documents almost on the fly, as long as you
have a copy machine nearby.

Passouts themselves are also a rapid development technique
on their own, as using them in the right situation means you don't
need to wait for last-minute material to come in from subject-matter
experts before you can complete and print your participant package.
And if they send you some new update or change, you don’t have to
spend time editing and recopying the participant package to include
the new material. This can be a huge cost savings as well as a time
savings for you.

The problem with passouts, of course, is that they are cumber-
some, cumbersome to pass out, to carry around with you, and to
keep straight while you are instructing. However, I've seen excellent
instructors use nothing but passouts in an incredibly effective manner,
their learners ending the day with a participant package comprised
totally of materials passed out during the class. I'm not suggesting
that this for everyone, as these were well-seasoned, very professional
instructors who used this technique, but passouts really can cut down
on participant package development time, especially when revisions
are a constant problem.

Either way, remember that if you do decide to develop passouts
for your program, make sure your learners can integrate them into
their participant packages easily (a spiral bound participant package
is not the right approach for integrating passouts) and that you give
the learners time to place them in their participant packages and
scan them before you resume your instruction.

PowerPoint Slides As the Instructor Guide

There is one other rapid development technique related to using
PowerPoint that you might utilize, but I consider it to be the nuclear
option of material development. If you are required to instruct a
class or part of a class for which you are not an SME, and you do not
have the time to become one or create a good instructor guide, you
can use your PowerPoint slides as your instructor notes, reminding
you of what you need to do and say as you project them. PowerPoint
even has a note facility for this purpose . . . sort of.

As I said, this technique is only for use when desperate times
require desperate actions, although I've seen a number of instructors
use it as their normal development approach, usually to their and the
learners’ great disadvantage. I'll say no more about this technique
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CLASSROOM
ACTIVITIES

AS A RAPID
DEVELOPMENT
TECHNIQUE

except that you should consider employing it only at your own risk,
as under no circumstances does it take the place of proper material
development or preparation.

Other Rapid Development Techniques for Your
Participant Package

Just a couple of other thoughts for you on shortcuts when developing
participant packages.

Always include a Frequently Asked Questions page in your par-
ticipant package. You can keep adding to this as you find more and
more questions, and just having it available will decrease the amount
of material you need to create for your participant package, as well as
the necessity of doing continuous revisions each time your Level 1 or
2 evaluation indicates the need for added material. This works even
better if your frequently asked questions are online so that, instead
of revising a print page, you simply revise a website page.

Create an online list of terms and acronyms with definitions. Like
your frequently asked questions, putting this list online means you
can add to it or change it without the need to reprint your participant
package. If you feel the learners will need these lists in class, you can
either print them and use them as a passout or ask the learners to do
the printing and go over them as a pre-class activity before bringing
them to class.

Because most well-designed classroom programs are loaded with
learner activities, any way in which you can decrease the amount of
time spent developing these activities can lead to real efficiencies
in both time and costs. We’ve already mentioned one possibility,
repurposing activities that you have already created for another
face-to-face class. Especially if the activity is complex and requires
a lot of instructions, this can be a great timesaver.

If the activity was previously developed for a face-to-face class-
room delivery, you should be able to cut and paste it right into the
new program. If it was developed for another type of delivery system
(web-based, OJT, etc.) it may take a little rebuilding and reshaping
to fit the classroom environment, although it shouldn’t take near as
much time as building an activity from scratch.

Just as effective a rapid development technique is employ-
ing ready-to-use activities that have been developed by others.
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This might include activities developed by your colleagues in the
organization, by other training professionals, or by vendors.

The obvious advantages here are that you have a much wider
selection of possibilities to choose from and you don’t need to spend
the time developing them in the first place. Disadvantages include
your unfamiliarity with how the activities actually work in a class and
only employing ones that have been developed properly. There is
also a cost factor involved, as most of the best of these activities are
not free.

Just like your own activities, some of those developed by others
will need to be retooled to meet your needs. You may even find that
it’s only the concept of the activity that you want to use and decide to
revise it completely to speak more directly to your learners.

Specialized Activity-Based Rapid Development Techniques

There are a few specialized ways to use activities as rapid classroom
development techniques. For example, instead of developing summa-
ries with PowerPoint slides and participant package information, I like
to have the learners create the summaries as an activity, sometimes as
presentations or as a series of questions that they present to the class or
ask each other in smaller groups. You can use “Ah Ha” lists as well for
a summary, where the learners jot down particularly important things
they learn as the class progresses and then share them at the end.

Introductory activities in which the learners provide the informa-
tion in the form of needs, objectives, or simply reasons why they are in
class can also reduce development time. Basically, the more you involve
the learners in supplying their own knowledge, the less you need to
create material, and it's good adult learning theory too!

The Framegames we discussed in the general rapid development
technique area are another type of specialized learner activity that
can save you classroom development time, as are an entire universe
of tests and instruments that are available in various books, Pfeiffer
Annuals, etc. Basing a block of content on one of these instruments
when it is applicable usually means your material development is
reduced to debriefing questions and a summary.

Sources of Activities

There are any number of sources for classroom activities that you
can use as part of your rapid development process. As mentioned,
your colleagues may have some that they developed and are willing
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to share. You can find others that are free for the taking on vari-
ous websites. Even some consultant websites have free activities to
share. The best of these as far as 'm concerned are Thiagi.com and
Don Clark alias Big Dog at www.nwlink.com/"donclark/hrd.html

Entire books full of classroom activities and games are available,
as well as the Pfeiffer Annuals and other periodicals that provide you
with copyright-free and very customizable scenarios, role plays, instru-
ments, and other classroom activities. See the Suggested Resources
list at the back of this book for some of the many possibilities.

Of course, many of the best activities are those developed by
vendors. There are plenty of these as well, ranging from short ice-
breakers to complex simulations that take hours to complete. There
are two problems with vendor activities. The first is that, naturally,
you have to pay for them. If you have the money this isn’t a problem.
If you don't, it still isn’t much of a problem because you just can’t use
them, so you find or develop something else.

Even if you have the money, be very careful that you know
what you are paying for. Many a trainer has bought an activity
or even an entire program from an off-the-shelf vendor assuming
they could use it at any time in any way, only to find that there was
an additional charge for each set of materials or for each learner.
This can easily mean that the money you thought you had isn’t
enough.

The second problem with vendor-supplied activities for use as
rapid development shortcuts is that you may or may not be per-
mitted to change them. This goes back to the “Be careful that
you understand what you are paying for” concept. Some vendors
sell you a license to use their material, but not to change it. Just
because you paid them for the activity doesn’t mean that you have
bought their copyright. Even very small changes can lead to very
large problems. Be sure that you clarify with the vendor what you
are allowed and not allowed to change, and if their rules are too
strict, find someone else who is more flexible.

I've never actually run into this problem myself. Most vendors
are happy to allow you to “fiddle” with their activities and will even
ask for a copy of what you've changed if they think they can use it for
other clients. For example, when I was working in health care I took
a series of supervisory activities that I had purchased from a vendor
and retooled them for the health care environment. My agreement
with the vendor was that they in turn could sell the activities with my
changes to other health care organizations.
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VENDOR
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AS A RAPID
DEVELOPMENT
TECHNIQUE

PREPARING
INSTRUCTORS
AS A RAPID
DEVELOPMENT
TECHNIQUE

Talking about vendors brings up one of the most rapid classroom
development techniques of all, simply buying an entire off-the-shelf
program from a vendor. This can include all the materials, and even
the instructors. All the things we’ve already mentioned concerning
vendor-supplied activities goes double for this rapid development
technique. Naturally, you want to make sure what you are buying
meets your learners’ needs and your objectives, and that the price
includes what you think it does as far as materials reproduction and
number of learners who can be enrolled.

Vertical market courseware supplies such as MC Strategies for
healthcare and Kaplan Financial for finance training can also be tre-
mendous sources of programs that can reduce your development
time if your work is in their area of expertise.

Most importantly, you need to be clear as to what you are allowed
to do with the program. With a little tweaking here and there, a good
vendor program can become a rapid development shortcut for a num-
ber of your training needs, and pieces of it can be placed in other pro-
grams to save more development time and provide quality material.

However, particularly back when video was king, a number
of trainers got in trouble for using pieces of video from vendors’
programs in different classroom environments, sometimes mixing
video pieces from two or three different vendor programs to create
entirely new courses. In today’s DVD world this is both easier and
harder to do, so be careful. The best approach is to explain to your
vendor what you plan to do with the material and to ask how much
leeway you have to make changes. If you are dissatisfied with the
answer, negotiate a price for an “all uses” license, or find another
more understanding vendor. Before you sign on the dotted line,
know what your contract permits and doesn’t permit you to do with
the course materials you're planning to purchase.

Another entire facet of rapid classroom development techniques
relates to preparing the course instructors. Some might say this isn’t
development, but rather falls under the implementation phase. Pos-
sibly so, but you can’t implement a class until the instructors are
trained, so for the sake of argument, and because it’s a good topic
with lots of possible rapid development shortcuts, we’ll discuss it
here in development.

The most important rapid development technique related to
instructor preparation has already been discussed; Be sure that your



Chapter 2

Rapid Classroom Course Development 37

instructor guide matches the level of detail needed by your instructors.
This alone means that you will spend less time on train-the-trainer
processes and that your instructors will make fewer mistakes in follow-
ing the lessons you've developed.

You can also save considerable travel time (not to mention wear
and tear) by doing your instructor preparation long distance rather
than bringing all your instructors to one location, either using the
web or a simple telephone conference. This technique also requires
a properly developed instructor guide, as well as instructors who
know their business. It is not effective if your instructors are new to
the process of instruction and need training not only on the program,
but on facilitation skills as well. While not directly a rapid develop-
ment technique, preparing your instructors long distance so to speak
will save you time that you can then spend doing more and better
development.

There is a rapid development technique that I have used effec-
tively with less experienced instructors in situations in which I could
not bring them together. I simply ask them to videotape themselves
facilitating the class I developed and they were to teach (in a simu-
lated setting naturally), and then have them send me a copy. After
I view it, we have a phone conversation during which we view the
tape together (a little cumbersome, but it works) and discuss their
strengths and weaknesses in facilitation skills and content knowl-
edge as they pertain specifically to the fairly detailed instructor guide
I developed and the class they will be facilitating.

You can make this concept somewhat less cumbersome by using
web meeting tools or synchronous delivery software if you have
them, but the process itself remains the same.

This methodology was particularly useful in one case when I was
working with instructors who had very limited experience in using
the types of simulations I had developed for a particular class, but
whom I could not bring together for a train-the-trainer session due
to scheduling problems and other corporate exigencies. Using their
videos I was able to see where they were having problems facilitat-
ing the simulations, and I actually revised a portion of the instruc-
tor guide based on those observations and our phone discussions.
I admit that doing the revision cost me some development time, but
it was well worth it, and certainly not as time-intensive as traveling
to each location and working with them singularly.

I suppose this technique might work for general facilitation skills
with brand new instructors as well, although I have never had the
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opportunity to try it. If you ever do have such an opportunity, let me
know how it worked . . . or didn't.

Another rapid development technique for preparing instructors is
to simply purchase your instructors. You can do this as part of a pack-
age when you buy a vendor’s off-the-shelf product, as part of a con-
tract when you have a consulting group develop a custom classroom
program for you, or you can simply go out and hire seasoned, profes-
sional instructors to teach your program.

Whatever way you may do it, it will decrease your instructor
preparation time and often be more cost-effective, as you did not
have to spend the money bringing your own instructors up-to-speed
on the program. And if you choose the right instructors, it will prob-
ably produce a more effective learning experience for your partici-
pants as well.

Developing media for a face-to-face classroom program used to be
one of the most time-consuming aspects of the entire process. The
advent of computer projectors and PowerPoint slides has changed
that considerably, some for the better, some not so. We've discussed
PowerPoint as a rapid development technique earlier, but not as a
process with its own rapid development shortcuts, so let’s take a look
at a few of these.

Rapid Development Techniques for PowerPoint

The first and simplest is to use templates. Creating a PowerPoint
slide or series from scratch every time you develop a new classroom
program can be a significant waste of time. Decide what you like
and don’t like in a PowerPoint slide, and then create a model (or two
or three). Each time you develop a slide, use one of your models as
your basis. You can even buy pre-made templates from vendors so
you don’t need to think about your slide style at all.

Next, stay away from animations and other “cute” techniques
unless they specifically enhance the learning. These things take time,
sometimes lots of time, time that can be better spent developing
things that matter, even if they aren’t as much fun.

By now most of your learners have seen what can be done with
PowerPoint graphics and animations in a dozen presentations, so it’s
not a novel attention-getter (and if you need it as such, there is likely
something much deeper wrong with your class). So stick to good,
thoughtfully developed slides that help augment the learning, and
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save the bells and whistles to impress your audience when you are
giving a speech at the local Rotary, not developing a classroom learn-
ing experience.

That’s not to say that all animation is bad. Flow diagrams that
show movement in a system or working diagrams of a cut-away
machine functioning can enhance learning significantly, and, of
course, builds always work well, but cartoon characters running across
the screen for no real reason should be left to Disney or Pixar.

Which brings up the clip art characters that are now so preva-
lent in PowerPoint slides. Once again, if they don’t enhance the
learning, don’t spend your time looking for them and adding them
to your slides. At best they are likely to be boring, as your learners
have seen them before, and at worst they can distract from the
message your slide is trying to convey, a real disaster in a learning
process!

The same goes for the complex graphics that you often see in
medical or high-level manufacturing training. These take plenty of
development time, and on a PowerPoint, no matter how large you
project them, they are often unreadable. Complex graphics are for
the participant package, in hard copy, where at worst your learners
can pull out a magnifying glass to read them.

The Participant Package Revisited

The participant package is also a form of media, and a very important
one. We've covered most of the rapid development shortcuts related
to participant packages earlier, but here are a couple of reminders
and maybe a new one or two.

* Use books, papers, and articles in your participant package in lieu
of creating new material, but watch your copyright rights.

e If your learners have computers available, use websites that they
can go to for material instead of putting it in your participant pack-
age. This requires good directions, not only to navigate to the right
site, but also to navigate at the site to the things you want them to
consider. It also requires constant surveillance that the sites are still
there and haven’t been changed, but can be well worth the trouble,
particularly when the content requires a lot of revising or you want
the learners to have the most up-to-date material.

* Create templates for the various types of materials you may put
into a participant package.
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e Keep names and phone numbers out of your participant package
so you don’t need to revise it continuously. If you need names,
numbers, email addresses, etc., develop a pass-out, or better yet,
put it online.

Flip Charts As a Rapid Development Technique

In classroom deliveries, flip charts used to be king. PowerPoint slides
have now taken over that title, but flip charts are still very useful and
can be a rapid development technique all by themselves. Using flip
charts as an interactive learning tool allows the learner to become
more a part of the learning process, providing information that you
as the developer do not have to generate for your instructor guide or
participant package. Flip charts are also easier to develop than basic
informational slides, and they can be changed or even created on the
fly, allowing the instructor to bring more learner-provided informa-
tion to the forefront of a class discussion.

As a class discussion tool, they are much more versatile than
PowerPoint slides, and they are often a nice change of pace as well.
We are getting a little away from rapid development techniques here,
but I wanted to impress on you the uses of this media format and the
fact that using it in lieu of more formalized lectures or activities can
be just as effective and save you plenty of development time. Here
are some thoughts on creating and using flip charts that can help
make them a rapid development shortcut for you.

Flip-Chart Thoughts
e Prepare complicated flip charts in advance.
e Ten lines per page is a maximum.

e Don't use the bottom third of the flip chart, as those in the back
may not be able to see it.

e Write key points only.
e Title each page.
* Leave blank pages between prepared sheets.

e Use multiple colors, but use them systematically (red for empha-
sis, blue for key points, green for sub-points, and so on).

Rapid Development Techniques for Video

For the most part when we think of video today, we think of its use in
web-based processes, but it is still a viable medium in the classroom
as well. It is not a rapid development technique, however, as it takes
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time and considerable effort to produce. But there are a few rapid
development techniques that you can use when you have decided to
develop video for a face-to-face class.

Use off-the-shelf video and edit it. We've discussed this
before, although not specifically about video. It will save you
immense amounts of time developing video for some aspect
of classroom content if you can find a piece that works and has
already been produced, or is close enough that you can retool it.
Once again, be careful of your rights concerning making those
changes you want to make in relation to the producer’s copyright.
Use video slugs. Creating a full video that is the basis for a class
is a daunting task. Instead, develop video pieces (what are often
called slugs) that enhance certain aspects of the class. This will
decrease your development time considerably, and make the class
more lively, as you can build other activities around the slugs.

Develop all your videos in discrete slugs. Even if you are
developing a longer video program, produce it in pieces so that
if something changes you will only need to revise the piece that
contains the change and not the entire program, saving you hours
of revision time.

Combine your scripts and storyboards. Video productions usually
begin with the production of a scrip, followed by the development
of a storyboard. You can save some development time by doing
both simultaneously. This may mean you need to do a few revi-
sions as it all comes together, particularly during the shooting and
in the editing room, but that should be only a small percentage of
the time you save by not doing each separately.

Use rapid prototyping. We've discussed rapid prototyping already,
so let’s just say that it works very well in video production.

Use professionals. As with many technology development pro-
cesses, using people who do it for a living will save you large
amounts of development time and possibly money as well, in the
long run. There are a number of highly specialized jobs required
for good video production, and the best development product will
come from people who really know how to do them.

Don’t be afraid of non-professional-looking videos. This used to
be a major consideration, as the common wisdom was that people
were so used to professional video from television that less-than-
perfect programs would turn them off. I'm not sure that was ever
true, but it certainly is not today. There are TV programs and
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even movies that strive for an unfinished look, and the growth
of web-based homemade video has been so overwhelming that
perfect video quality is no longer paramount, and often not even
a requirement.

One of my favorite rapid development techniques for video is to
tape a subject-matter expert performing a task or a supervisor hold-
ing a meeting, then edit it down to key points and use it in class.
It’s not professional video, but as noted above, that’s not necessarily
important, and it does reduce development time by days and weeks.

One caveat here: while taking video of live processes can work
very well, using non-professional actors in rehearsed (or even unre-
hearsed) simulation type situations does not. This is simply too non-
professional for most learners to be comfortable with. If you are not
taping real-life situations, go with professional video or none at all.

Other Classroom Media Rapid Development Techniques

There are a few other classroom media rapid development tech-
niques that might be helpful to you in specific situations:

 Use audio recording of meetings, announcements, or other cor-
porate communications instead of creating print material on the
topic. Edit the recordings and augment them with questions to be
answered or discussed to create an activity.

* Make your media easy to revise by using popular software like
Word and PowerPoint, and not specialized software that others
may not have or know how to use. Make it still easier to revise by
keeping it simple.

e If still images are required for your material, consider taking
pictures using a digital camera or perhaps purchasing an image
library. Many of these libraries also have diagrams and cut-away
models if you need them as well.

Face-to-face classroom programs have been around for a long
time and are still one of the most prevalent forms of training deliv-
ery. As such, there are many rapid development techniques that have
been tried to make the development of the materials required for a
classroom faster and easier. You can’t use them all at the same time,
but as you develop, pick the ones that you think will work best in
your situation and give them a try.
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Entry and Exit for Development

* Begin with validated objectives, or at least a subject-matter expert
who can help you write them as you develop the material

e End with an observation of a subject-matter expert using your
material to do an on the job training program followed by
revision if necessary

End Products
e Trainer Guide
* OJT Learning Guide
¢ Equipment List

¢ Performance Checklists

................ As mentioned previously, on-the-job training or OJT is itself a rapid
development technique, as using it reduces the need for both learning
materials and instructor preparation. That is, if the delivery of training
through an on-the-job training process is developed properly. Unfor-
tunately, too many organizations consider on-the-job training as simply
saying to a subject-matter expert, “Hey, go teach this new person what
you know.” There is no denying that this is a rapid way to do training,
or that in a vast majority of cases it is about as ineffective as it is fast.

43
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The on-the-job training we will be discussing here is a structured
learning experience in which the instructor is an SME, but one who
has been trained on how to train and possibly certified as a content
knowledge expert as well. It is most often done one-on-one and on
the job site. This isn’t an all-inclusive definition of OJT, as sometimes
there are two or more trainees per instructor; and through the use of
simulators, computers, and virtual reality systems, it might not even
be done on the job site in all cases. However, for our purposes let’s
stick to the primary definition as given above.

In structured on-the-job training, there are four basic end products
to the development process, a trainer guide, an OJT learning guide,
equipment/simulators, and performance checklists. If this sounds a bit
like a set of classroom materials to you, then give yourself a gold star.
The difference is that in on-the-job training each of these items can be
much less complex, and that’s where rapid development comes in.

Here is an O]T development template that by itself is a good
rapid development shortcut for creating OJT programs.

I. Materials
II. Objective(s)
ITI. Prepare trainee
A. Purpose of session
B. How session will be conducted
C. Problems others have had
D. Evaluation
E. Any questions
IV. Key learning points
V. Expected results
VI. Work standards
VII. Sequence of activities
VIII. Demonstration
IX. Observation of trainee performance

X. Evaluation

be an SME; that’s what on the job training is all about. Therefore,
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the trainer guide needs very little in the way of content information.
Your objectives from the design phase, maybe a topic outline that
you developed then as well, and perhaps a few notes on things to
stress or go lightly on should be enough. You might want to add in
the performance checklists that the instructor will use to determine
mastery (don’t forget the correct answers) and any directions for how
to use the equipment or hold simulations that you think might be
necessary, but if your OJT trainer is a true SME, even these can
be minimal.

Your trainer training can also be simple. Content can be covered
very quickly with a brief review of the objectives (the trainers in all
likelihood know more than you do about it). Even trainer skills are
minimal, as we are not talking about leading a classroom here, but
rather working one-on-one with a singular individual. There are some
specialized skills involved when instructing one-on-one though, and
you'll probably want to do a little trainer analysis, then perhaps a bit
of skills training to get all of your on-the-job training instructors up-to-
speed. However, these skills are certainly fewer and easier to master
than a complete set of classroom facilitation skills. Here is a list of some
one-to-one skills you may want to work on with your OJT trainers

One-on-One Trainer Characteristics and Skills
* Has in-depth knowledge of content

* Exhibits confidence in self and the process being taught
e [s credible

* Follows the trainer guide

* Explains well

e Understands the basics of how adults learn
e Develops rapport with the trainee

e Involves the trainee in the training

* Can read body language

e Exhibits proper body language

* Makes good eye contact

 Listens well

e Is receptive to trainee’s ideas

* Checks for understanding with questions and by repeating trainee
comments
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OJT LEARNING
GUIDE

Asks good questions and waits for answers

Is patient
Is flexible

* Has no annoying verbal or non-verbal habits

Smiles

As most of what is done in on-the-job training is

Tell me
Show me

Let me do

or with a bit more structure:

Tell them

Show them(in pieces)

Do it for them (as a whole)
then have them

Tell you

Show you

Do it for themselves(practice)
then

Do it for you to evaluate

the learning guide should also be rather slim, mostly objectives
with space for notes and the performance checklists that will be used
for evaluation (which also make for good retention tools). Activities
in on-the-job training are usually the job performances. There is lit-
tle need for long write-ups about these, as your OJT trainers should
know them inside out, further decreasing the size of your learning
guide compared to a classroom participant package.

If the performances are complicated, the learning guides might
include references to operating and tech manuals, or actual parts of
the manuals themselves if they’re not too unwieldy. Referring to the
manuals, the figures and diagrams they contain, or excerpts from
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them, will shorten your OJT learning guide development time and
save you the burden of basically rewriting them to include the mate-
rials the trainees need for the on-the-job training.

In a really time-constrained on-the-job training development
situation, you might even use the entire manual or whatever docu-
mentation you have on hand as the learning guide. In such a case
you will need to give the OJT instructor specific directions in the
trainer guide as to what part of the manual should be used with
which objective and how to incorporate the practices, quizzes, etc.,
that you develop into the training. I don’t recommend using tech
manuals or even procedure manuals as the learning guide except
in the direst of circumstances, as big, thick manuals tend to scare
learners, or at least put them off. However, if done right, it can work
and be a good rapid development technique for quickly creating a
learning guide for OJT when you have few other choices.

A rapid on-the-job training development technique that I've found
useful, particularly when current equipment is being used 24/7 for
production, is to obtain old or outdated equipment that is still rela-
tively close to that being used at present for training and to allow the
subject-matter expert to explain what the differences are as part of
the demonstration aspect of the OJT. Trainees can then practice on the
old equipment with the on-the-job training instructor watching over
their shoulders to make sure they grasp the difference between these
machines and the ones they will actually work with. This will save you
a lot of development time spent creating simulations, videos, or other
less effective alternative learning processes and give the trainees a
better hands-on experience as well.

I do some work for a vending company that uses this approach,
actually creating a training laboratory full of this outdated equipment
that is still good for training. This saves a lot of time waiting for the cur-
rent equipment to become available, developing materials that take the
place of the actual machines, or, in the case of my vending company
client, traveling to their clients’ locations to train new technicians.

Another type of on-the-job training rapid development technique
is to use modern technology as part of your OJT, such as computer-
based simulations and even virtual reality. On the surface these would
not seem to be rapid development shortcuts, as they take consid-
erable time to develop, but, as we'll discuss later, these high-tech
processes are wonderfully versatile and can be repurposed in part
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or in whole for a variety of uses. Depending on the percent of equip-
ment use in your on-the-job training environment and the number
of different but related training needs you have that might include a
particular piece of equipment, they can be real time savers over the
long term.

An excellent rapid development technique for on-the-job training
is to use your subject-matter experts for more than just instruction.
Because these are the people who will be facilitating the training,
you might ask for their thoughts on how they would teach the con-
tent and what materials they would use before you begin to develop.
They may even have materials available in their own files for you to
borrow that can shortcut your material development even further.

A more elegant way to use your subject—matter experts is to
provide them with a simple content outline and then observe them
while they teach it, using their ideas and approaches to complete the
development of your own on-the-job training materials. If you want
to be even more elegant, after you've created the materials, have
the same subject-matter experts teach again, using your materials
in a live pilot situation, then make final revisions based on what you
observed and/or discussed with your subject-matter expert.

By the way, this rapid development technique is also usable
in classroom deliveries when your instructors are subject-matter
experts. It works better with fewer instructors, and is a bit like the
trainer-based development we talked about earlier, but in this case
we are using the expertise of the trainer/SME to provide the infor-
mation for the scaled-down instructor guide and even the participant
package materials and media, rather than the more limited knowl-
edge of the developer.

One final thought, if you have a number of OJT trainers training
on the same process in different locations, have them observe your
expert doing the training with your materials as part of their train-
the-trainer process. Be sure they have a copy of the materials, as
well, to follow along and for note-taking.

If you can’t bring them together as a group for this observation,
use video again. Teamed with a simple conference call with the
expert SME to discuss what they observed on the video, this can be
a very effective and time-saving RDT.

Here are some hints for working with SMEs that you might find
helpful.
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When requesting an SME from a department, provide the
manager with a list of the characteristics you are looking for.

Prepare your SME with a list of topics or concepts you want to
cover, and even objectives and test questions if you have them.

Listen, don't talk.
Ask good follow-up questions.

Don't interrupt to ask a new questions until the SME’s thought is
complete.

When you move from general questions to specific questions, give
the SME a chance to make the mental change.

Don’t use trainer terminology like job aids or performance
tools. Ask it in their language, or they won’t know what you are

looking for.
Use both verbal (ahh, uh-huh) and nonverbal (smiling, nodding,

frowning, open body language, eye contact) behaviors to elicit
more and better responses.

Be careful not to ask multiple questions at the same time. Keep it
simple to get solid answers.

Keep your SMEs updated on the progress of the course, as they
own part of it now. This will pay big dividends later when you
need reviewers.

When you have follow-up questions, instead of another meeting
or even an e-mail, try posting them on the corporate intranet to
get other SMEs interested.
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Entry and Exit for Development

Begin with validated objectives and an expanded outline, both
of which have been reviewed and signed off on by appropriate
subject-matter experts and stakeholders.

End with a piloted and revised program that is ready for
distribution

End Products

Detailed Outline

Script

Storyboard

Graphics

Animations

Video

Programmed Learning Intervention in Correct Delivery Mode
Learner Evaluation Instruments and/or Questions

Supporting Documentation and Training for New Users

................ Asynchronous e-learning, that is e-learning that is self instructional
in nature, is probably the most demanding of the major training
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delivery systems as far as materials development is concerned. It
requires succinctly written objectives, a large number of learner
evaluation questions, very detailed outlines, scripts, storyboards,
programming, graphics, animations, video, activities, and rigorous
beta tests and piloting. However, this complexity lends itself to many
chances for rapid development shortcuts as well.

You may ask yourself, “Well, if the development is that compli-
cated, why use this type of delivery at all?” Why indeed! From the
early days of the CBT “electronic page turners” right up to today’s
web-based “read and/or listen to some screens, get asked a ques-
tion or two, read and/or listen to some more screens, take the test”
compliance training modules, trainers have been putting out a lot of
really bad asynchronous e-learning under a variety of labels, mostly
because they haven'’t taken the time, or never had the time, to do it
properly.

The important thing to remember with this type of delivery is
that it does take a powerful amount of development, so the answer
to your question is that you'd better have a really good reason for
using it. Here is a list of do’s and don’ts to consider when you are
thinking about using an asynchronous delivery, followed by a list of
its advantages that may help answer the question, “Why?”.

Do’s for Asynchronous e-Learning

e Use quick start guides to help your learners hit the ground
running.

e Run focus groups ahead of time to determine learner needs and
build excitement.

e Have a pop-up support function available inside your programs.

* Make sure your start-up phone-in support is 24/7 for the first few
weeks.

e Create help screens in your program introduction.

e Have a help desk number available as a menu pop-up.

* Create a major launch event that goes throughout the organization.
e Use giveaways to remind the learners about e-learning.

¢ Use personal contact where possible.

e Step up your marketing to all levels.

* Use e-mail to announce new programs.

e Communicate learner and departmental successes.
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e Write reports and send them to all interested parties.
* Develop rewards and incentives for learners and supervisors:

* Produce printable completion certificates that can be
exchanged for prizes.

e For management development and other multi-program proc-
esses, create a wall display plaque with spaces for stickers as
programs are completed.

* When a program is completed, have a copy of the completion
certificate sent to the learner’s boss’s printer or computer.

e Create a culture that prizes learning.

* Find incentives for sharing what learners learned with others.
. Develop peer recognition processes:

e Name a learner of the month.

e Create special events.

* Send group e-mails.

e Institute learner chat rooms or electronic bulletin boards.

¢ Send out e-news letters.

Advantages of Asynchronous e-learning
* Cost savings (be careful to consider hardware costs if necessary)
* More effective delivery of content

e Greater learner choice

¢ Greater manager control

* Reduced training time

* Geographically neutral

* Allows learning 24/7

e Easily updateable

e Provides a consistent message

e Trains large numbers in a short time
* Learners move at own pace

* Reduces travel expenses

® More time-effective for instructors

e Enhances self-direction



Rapid Training Development

RAPID
PROTOTYPING
REDUX

CONSULTANTS
AS AN
ASYNCHRONOUS
RAPID
DEVELOPMENT
TECHNIQUE

If you do decide that asynchronous e-learning is the most effective
delivery process for your training need and environment, you will
want to do all you can to make the development faster. One of the
most effective ways is a concept we have already discussed, rapid pro-
totyping. Rapid prototyping was created for asynchronous e-learning,
and it probably works best for this type of delivery. Whether you
choose the build a complete piece method, build a working model
design, the simple static graphics demonstration, some combina-
tion of the three, or your own conceptualization, rapid prototyping
can quickly stop you from going down the wrong development path
before you are too far along to make time- and cost-efficient changes.
Rapid prototyping will also keep you out of the “blame game” that
often occurs at the end of an asynchronous development when the
client or stakeholder sees a finished product that was not at all what
he visualized when you had your first meeting. This saves not only
time and money, but reputations as well.

Perhaps an even more rapid development technique than rapid
prototyping is using a consultant to assist you in your asynchronous
development. This has a great number of advantages, not the least
of which is that the right consultant has more resources than you
do, so she can develop your asynchronous material faster. If you find
the right one he or she will have an entire team, including writers,
programmers, graphics artists, video specialists, etc., to work on your
project. Each of these experts will be able to do his or her part of
the development much faster than your internal training resources
will, unless you have the same type of staff internally, and they have
nothing else to do but work on your program.

This last comment is much more important than it might seem
at first. I had an experience working for a large organization that did
have graphic artists, programmers, and a video production group.
However, none of these resources worked directly for training. I was
informed that if I provided these internal resources with a script and
storyboard for the asynchronous program the training department
had hired me to develop, they could handle the rest, with a little
monitoring, naturally. This may have been true, but they were also
doing marketing stuff, merchandising stuff, public relations stuff,
speeches for the CEO and the other “Os,” and, of course, each of
these customers wanted their stuff yesterday, just like me. In the
end, to get the training done on time we actually had to go out to
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a multi-media development group anyway, but we wasted many
precious days in waiting for the internal folks to produce before we
figured this out, and then more time in looking for and getting on
the schedule of a good multi-media shop.

The right asynchronous consulting group will also likely have
more experience than you and your group in developing the various
pieces of an asynchronous development, as this is what they do for a
living. Therefore, they will be more efficient in the use of their own
time. This experience itself is a rapid development shortcut.

Choosing a Consultant

Considerations When Evaluating an Asynchronous Consultant
General

1. What is the background and credentials of the principals?

2. Does their facility have the necessary technology?

3. What are their normal deliverables to a client?
4

Do they have any experience in developing administration or
support processes for clients?

5. What common problems do they encounter when working with
their clients?

Statistics

6. How many asynchronous training programs have they
completed?

Of these, how many have high-level/mid-level interactivity?

What do they consider to be a proper range of development
hours to completed minutes of instruction for programs with:

High interactivity

Mid-level interactivity

Low-level interactivity

9. What is their estimated cost per hour for:

Instructional designers

Graphic designers

Programmers

Video production

Video editing
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Program Quality

10. Do their sample programs have objectives that are used to guide
the participants throughout the learning?

11. Do their sample programs include self-quizzes that are related
to the objectives?

12. Have they used multiple response questioning?

13. Do they have good directions and other appropriate front mat-
ter in their programs?

14. Are their user interfaces easy to use and creative?

15. Are their programs easy to navigate through?

Interaction
16. Do they have examples of their use of high-level simulations?

17. Do they have examples of their use of branching techniques,
both for questions and for content?

18. Do they have examples of their use of rollover’s and links to both
program internal and external resources?

Capabilities
19. Who is on their permanent staff? What are their credentials and
experience?

20. Who does the cover:

Designing

Script writing

Graphics

Animation

Programming

Videography

Editing

Sound

General producing

Project management
21. What are their in-house video capabilities?
22. What authoring systems do they use/recommend?
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23. What is their experience with web-based delivery?
Software used?
Streaming audio and video?

24. What are their audio capabilities?
Narration

Do they have examples of multiple narration or special audio
effects?

Miscellaneous
25. Do they know anything about:
Rapid prototyping

Object-oriented learning

As the above list of questions indicates, there are a great many
things you need to think about when choosing a consultant to help
you do part or all of rapid asynchronous course development. Some of
these considerations are the same as for any type of training vendor:
history, customer service, samples of work, customer endorsements.
However, here are some aspects that take on more significance when
the consultant is doing asynchronous development.

First, be sure you choose a group who specializes in creating
training programs. Early on in the growth cycle of e-learning, many
software and computer companies saw that developing computer-
based training programs could be a possible revenue stream. They
touted their ability to do so, even when they had little or no experi-
ence, simply because they “knew” computers. This isn’t as prevalent
today, but it does still occur. If you want rapid development, you need
a consulting group who knows not just computers, but training pro-
grams as well, and knows how to do them not only fast, but right.

Look for a group with a full-time or consistent part-time staff.
Asynchronous development is a team effort with a lot of cross-talk
and synergy needed among the team members. A consulting group
with full-time programmers, graphic artists, and developers will have
that synergy and can develop your program faster and better. A con-
sulting firm that hires staff on an as-needed basis may not. Ask groups
under consideration for information on part-time and full-time staff,
and who exactly will be working on your project. Having a great full-
time staff, but being so busy that they need to hire part-timers for
your project is of little value to you.
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That being said, smaller can often be better. In most big cities and
larger towns there will be one or two local “shops” that have and can
develop asynchronous programs. You don’t necessarily need to go to
the large national development houses to do a program. You will need
to vet these smaller vendors more carefully, for the reasons we’ve
already mentioned, but they will be more convenient, perhaps be
more responsive to your needs, and may charge less for the same qual-
ity product. Be careful though that your project doesn’t overwhelm
their resources and that they have the time to get it done on time.

Local shop or nationwide development house, a consultant can
be an excellent rapid development technique for your asynchronous
program, not to mention a way to develop a more effective program.
Experienced vendors will know what works in an asynchronous deliv-
ery and what doesn’t, and what could work if you allow them a little
leeway.

Working with a Consultant

But not too much leeway, as the good ones are usually staffed with
very creative people, sometimes too creative. They can lose track of
the fact that this is a training program, not an entertainment pack-
age, and overload your design with “neat” things that don’t necessar-
ily contribute to the learning—and neat things take more time.

When you are working with a consulting group, make your devel-
opment more rapid by giving them something to work with in the
beginning. I've seen time-harassed trainers who hire a consultant
and simply say, “This is kind of what I'm looking for. Show me what
you can do.” This isn’t the wrong approach, as good consultants can
overcome a lack of direction by asking the right questions and draw-
ing what they require from you as the development progresses, but
it certainly will not lend itself to rapid course development, as the
consultants will need to learn more about your training need, your
company, your trainees, and many other things you already know
before they can begin development.

Make their part of your project more efficient by giving them all
the background knowledge, direction, and even possible ideas for
activities or format that you can before they start. I prefer to pro-
vide my asynchronous consulting group with a preliminary script and
really rudimentary storyboard for an asynchronous development. I
even give them some thoughts on activities I'd like to see, although
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most of these are usually too grandiose for my time and/or budget
and usually end up being scaled down or changed by my experienced
consulting partners.

However, my briefing and semi-developed plans allow them to
focus on what they do best, translating my concepts into an effective
asynchronous program, rather than doing design and early develop-
ment work that I can do more effectively, as I know my organization,
my learners, and the general way I need the program to work.

Now you might say, “If I'm going to do the analysis, write the
objectives, create the evaluations, and develop a script and story-
board myself, what do I need a consultant for?” and in most deliver-
ies you'd be right. But asynchronous e-learning is a different animal,
as we have already noted, and doing all of that isn’t even half of
the work of developing a good program. The half an asynchronous
consulting group will do for you can be the most time-consuming
aspect of all the instructional design phases, and so well worth think-
ing about outsourcing.

When working with consulting groups in asynchronous devel-
opments, you also need to monitor them rather closely to keep
your rapid development rapid. The best approach is to have the
project manager (they should assign you one) create a project plan
with milestones, review sessions, and delivery dates. In most cases
the milestones will be related to the deliverables as outlined in
your contract with them, but you may want interim milestones as
well, depending on the size and complexity of your project.

You can also add rapid prototyping milestones and any other
logical review points that make sense to the project plan (which they
should also create for you.) This way you can monitor progress and
make sure things are coming together the way you and the consul-
tant envisioned.

These milestone meetings should take very little of your time,
another rapid development shortcut, and can be done telephonically
if your consultant is not local. However, they are critical. One week
with your consultant going off-track can wipe out all of the rapid
development gains you might have achieved for the entire program.

Don’t emulate a colleague of mine from back in the early days of
e-learning who knew he knew nothing about how to do it, but knew
he wanted it, so he hired a nationally recognized consulting group to
“create” an e-learning based first-level supervisory skills program for
his organization, a “turnkey operation,” as the consultant called it.
He got it too, a wonderful program, on time, on budget, and at the
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perfect level . . . for his top managers. A little monitoring, even if he
didn’t understand the intricacies of e-learning, would quickly have
caught the level creep and brought the consultant back to the right
altitude for his supervisors.

Cost

Speaking of budget, of course the biggest drawback to using a con-
sulting group for your rapid asynchronous development is usually the
cost. There are consultants, and then there are consultants, and you
can usually find a development shop somewhere who will develop to
your budget, in which case you will get what your budget pays for.
The old adage, “You can have it cheap, fast, or good, or any two of
these, but not all three,” pertains perfectly to asynchronous devel-
opment. If you want it rapid and good, you have to pay the price. If
you are hoping for anything else, I suggest you go back to the design
phase and revisit your decision to use an asynchronous delivery sys-
tem to begin with.

Do your cost/benefit analysis, consider what you need by when,
and if the numbers come out right, search out an experienced asyn-
chronous consultant who can develop what you need within the time
and cost that you need it. Anything else will in the end never be a
truly rapid asynchronous development technique.

There are a couple of other rapid development techniques for asyn-
chronous development that involve vendors. The first of these is
to simply buy a vendor-created off-the-shelf asynchronous pro-
gram. There are many out there, and the time you spend finding
the one that matches your development needs will almost cer-
tainly be less than the time you spend developing your own, or
having someone else do a custom development for you. Use your
objectives as your guide in choosing the right program, and do a
cost/benefit analysis to make sure this is a logical approach.

You also need to know something about the vendor you are buy-
ing a program from and the contractual restrictions on the use of
their programs from any vendor you are considering, the former not
being as important here as it was when you were choosing a vendor
to actually develop for you, the latter being more so as your cost/
benefit analysis should not only consider initial costs but continuing
costs as well.
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One other thought in this area: Be sure the vendor program can
run on your learning management system. If you don’t know what
this means, or simply want more information on learning manage-
ment systems, you might want to go to the Asynchronous e-Learning
chapter of Rapid Instructional Design or any of the e-learning books
in the suggested reading list.

Here is a series of questions from Rapid Instructional Design
that you might want to ask to help you determine whether an off-
the-shelf asynchronous package may be the right rapid development
shortcut for you.

Questions to Ask Before Purchasing an Off-the-Shelf Asynchronous
Program

* Do the strengths of program match the content you must
deliver?

* Do the delivery processes match our learning environment?

* Will this program save us design, development, and/or implemen-
tation time?

o VWill it be efficient for our learners?
* Overall, will it provide us with any real cost savings?
* Will our culture support the program’s learning environment?

* Do we have the technology infrastructure in place to support the
program?

* Do we have the funding to purchase it?

* Will we be able to support and maintain the program under cur-
rent or future conditions?

e Is there visible high-level support for the program’s content?

* Are our learners comfortable with operating the technology
required by the program?

If you can’t find an off-the-shelf program the fits your objectives
closely enough, you may be able to customize one. We talked about
this a bit in the chapter on rapid classroom development, but you are
likely to get more for your time and money using this rapid develop-
ment technique in asynchronous development.

There are a number of vendors out there who will customize
their asynchronous programs to meet your particular training needs,
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even going so far as to redo objectives and sequencing. Don'’t get
this confused with the so-called customization that basically con-
sists of adding your company name and logo to the program. If you
want true rapid development, you need to find a vendor willing to
do much more than that. Some who claim to have a customizable
product won’t even consider changing an objective or simulation
for you.

You might also be able to convince the vendor to allow you or
your staff to customize their program. This is more difficult to nego-
tiate, and can be a lot more difficult to do if you do not have the
expertise in your group. However, if you can convince the vendor
that the integrity of their program will not be compromised (there is
some pride of authorship here, too) and you have the ability, custom-
izing an off-the-shelf program yourself can save you much develop-
ment time and some dollars.

Another vendor-based rapid development technique for asynchro-
nous development is to hire an experienced consultant to create the
asynchronous activities you require for your program. As we men-
tioned earlier, asynchronous activities are the most time-consuming
of development processes, so hiring a consultant just for this purpose
can really decrease your development time without busting your
budget. You might also consider hiring a scriptwriter specifically to
write your scripts or a graphics artist to create your graphics. Again,
if you and your staff don’t have these types of expertise, this can be a
very effective rapid development technique.

There are vendors who create asynchronous activities for sale
as well, just as they do classroom activities, although not a great
number of them. You have a better chance finding an activity or
two that a vendor used in their own programs, and asking whether
you can purchase it for reuse. This type of request is not common,
but a good developer looks for rapid shortcuts wherever they can be
found. You'll probably need to explain in detail what you want and
how you'll use it and to sign all sorts of copyright and usage agree-
ments, but it may be worth it. There are also compatibility issues, not
only internal to your program, but external to your learning manage-
ment system as well. These can usually be worked out, and in my
experience vendors are much more comfortable selling a piece of a
program for another purpose than allowing someone to “mess” with
their whole program.
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Beyond vendors and rapid prototyping, there are a number of more
specific things you can do to make your development of an asynchro-
nous program more rapid. Some of these are related to your script and
storyboard development, and one of the basic rapid techniques here
is simply to do them. Many developers who are new to asynchronous
development tend to skip these documents and go straight from an
outline to creating the materials. This often leads to confusion, rework,
and more revisions, all of which make the development less rapid.

When developing your scripts and storyboards, keeping them
simple is the most rapid development technique I can think of. This
isn’t Hollywood, and you don’t need to have a perfect scrip for your
star actor to read or a storyboard that the director will be working
from. I prefer a simple two-column format for the script, such as the
one in Figure 4.1, and the addition of a third column to make it a
storyboard, as shown in Figure 4.2. If you are doing the development
yourself, this should be more than sufficient to keep you on track
during development, and if you are using a consultant it will be a
good place for him or her to start.

If you have a number of resources, internal and/or external,
working on a series of asynchronous development projects at the
same time, a good rapid development technique is to create a tem-
plate for both your script and your storyboard that will be used by
all your developers. This makes it easier for everyone to see at what
stage the development is for any project and where the group is as
a whole, in case resources have to be reallocated. It also makes it a
heck of a lot easier on your programming and graphics people, as
each script or storyboard they see has the same basic makeup as ones
they have already worked with.

Here are some hints on script writing that can help speed up
your asynchronous development, followed by an example (Figure
4.3) of a different type of storyboard template that is somewhat more
suited to asynchronous development and might help you in designing
your own rapid asynchronous development storyboard template.

Script Writing Hints

* Keep your sentences short.

¢ Use repetition.

* Remember to write for your audience, not for yourself.
e Write as you speak.

e Scripts must be short, and script pieces even shorter.
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 Three items of information in each script piece is a good rule of

thumb.
¢ Stay on message.
e Write when the time is best for you.
* Do openings, closings, and even transitions last.
e Plan for at least three drafts of anything you write.
¢ Listen to your reviewers.

e Define all technical terms.

Script Title:
Page: Rev.

Content Outline Script

Figure 4.1. Two-Column Script
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Storyboard for

Page number of Revision Number:

Screen Script Visuals

Figure 4.2. Three-Column Storyboard

REPURPOSING
CLASSROOM
ACTIVITIES FOR
ASYNCHRONOUS
DEVELOPMENT

Creating asynchronous activities is one of the most time-consuming
of development processes, as such activities require meticulous
attention to detail and usually a lot of programming. So any way that
you can find to develop them more rapidly is a big help. One of the
most prevalent of rapid development techniques for asynchronous
activities, although not necessarily the most effective, is to repurpose
classroom activities that have already been developed for a stand-up
class. This is, or at least has been, a common practice simply because
of the number of trainers who have been trying to repurpose entire
classroom programs into asynchronous deliveries.

It has also not been totally successful, as there are many activities
used in the classroom that don’t translate well to a self-instructional
asynchronous environment where there are no other learners to inter-
act with. The lack of a facilitator in such an environment restricts the
use of classroom activities even more. The question, “Who is avail-
able to answer learner questions concerning the activity’s directions
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Project: File Name:
Screen ID: Last Date Saved:
Graphics Text/Narration
Actions/Navigation Sound Notes

Figure 4.3. Five-Part Asynchronous Storyboard

or during the activity itself?” has never been adequately answered in
asynchronous learning.

That’s not to say that you can’t repurpose classroom activities as
a rapid development technique. There are many classroom activities
that do translate well to an asynchronous program. You just need to
choose wisely, plan well, develop intricately, and pilot, pilot, pilot.

Obviously, group-based activities will not translate well, as there
is no group when you are learning in a self-instructional mode, but
question/answer activities translate very well, as do simulations that
are not team based, particularly if you can have the computer play
various roles. Role plays themselves can be repurposed, although
it is much more difficult and certainly not as realistic. On the other
hand, computers don't ad lib their roles as people tend to do. Games
are usually a good candidate for translation to a synchronous envi-
ronment, although the competition aspect becomes learner versus
computer for the most part.

If you are attempting to repurpose an entire stand-up class into
an asynchronous delivery, choose carefully the activities you will
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bring over and be prepared to create new ones as there are some
that simply will not work.

A rapid development shortcut in these situations is to look at
other similar stand-up classes that have different activities that may
translate better, and use them instead of the ones from the original
class. These classes might be your own, from someone else, or you
may find repurposeable activities in the books and Pfeiffer Annuals
we mentioned during our discussion of classroom activities.

You can also speed up your development of asynchronous programs
by repurposing classroom videos. If the ones being used for the class
currently are somewhat old, you may need to have them re-mastered
in a digital format, and probably edited, but even small pieces of
video can become the basis for effective learning modules in an
asynchronous development when text screens and questions are built
around them. They can also be used in the creation of examples and
simulations.

The same holds true for videos that are not part of a current
class. You'll need to reach an understanding with the copyright
owner concerning how you plan to use them, but using excerpts from
previously created videos in your asynchronous programs instead of
developing your own can save you large amounts of development
time and money.

A rapid development hint here, as we mentioned earlier, is to
create all of your videos, classroom, asynchronous, etc., in small
pieces, what we’ve referred to as video slugs. That way you can easily
repurpose these slugs for any number of programs. It is also a simple
method for making your videos more revision-friendly, as you may
only need to revise one or two slugs and not an entire video program
when something changes in the organization.

Here are a few more miscellaneous but very useful hints to speed up
the development of your asynchronous programs.

If you are creating a software application learning package for
an asynchronous delivery, make full use of the software’s tutorial
and help functions. Instead of redeveloping the wheel, so to speak,
refer the learners to various aspects of these functions for basic or
in-depth knowledge, and even more importantly, to get them com-
fortable with using the functions. This will cut back the amount of
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original material you need to create significantly and make the learn-
ers more independent when they run into problems or forget what
your program taught them.

As noted earlier, there are authoring tools with templates as well
as entire authoring systems for use in developing asynchronous pro-
grams. It takes some time to learn them, and once you do you are
kind of stuck with the one you chose, as it takes more time to learn
another, but they can be great development shortcuts. The seasoned
developer might find them a bit constricting, particularly as they
require you to design using their methodology as well, but for new
developers they can be a great help, and even seasoned developers
can use the ideas and templates they present.

Other development tools that can function as asynchronous
e-learning shortcuts include Macromedia Breeze, Articulate, SNAP!,
and Studio. These are not authoring systems but software programs
that work well in creating pieces of asynchronous learning and as
such are often more flexible than a lock-step authoring system.

If you are really going out on your own, you can find collections
of buttons and icons online, as well as background images and even
motion graphics or animations that are for sale at reasonable prices
to make your “from scratch” development faster.

When repurposing a classroom or even an on-the-job training
program into an asynchronous delivery, be careful about overusing
all the neat bells and whistles you now have available. Many devel-
opers become so enamored with adding these little “extras,” simply
because they can, that they either lose track of the learning process
or simply run out of time and end up with a program that does not
fulfill all the objectives. Bells and whistles are fine and fun, but don't
forget why you are developing this thing in the first place.

Begin involving stakeholders and end-users in your development
process from the start. Don’t wait until the pilot to ask their opin-
ions. We've discussed this concept from a number of directions, but
it bears repeating. It wastes tremendous amounts of development
time to be going down the wrong path, a path neither the stake-
holders wanted nor the end-users can use effectively. Even develop-
ing an activity that doesn't fit their requirements can waste amazing
amounts of time in an asynchronous development.

For example, I added a summary activity to an asynchronous
program on problem solving once that was based on playing cards
at a Las Vegas casino. It wasn't terribly critical to the learning, but
it worked well, was fun, and took a significant amount of my time, a
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graphic artist’s time, and of course a programmer’s time to develop.
When the stakeholder saw it (at the pilot) his comment was, “We
don’t want to teach gambling in our organization.” I still have it in
my activities file in case anyone is interested. This is another reason
for rapid prototyping.

Use image libraries and take digital photos. We’ve mentioned
this before as well, but it is an especially useful rapid development
technique in asynchronous development. You need lots of graphics
and visuals in asynchronous learning; it’s a visual process, and your
learners expect it. So look for places where you can obtain already
developed ones, such as image libraries, or go out and shoot your
own with a digital camera. Where they fit, photographs will be
faster to develop than hand-drawn graphics, and they may even
be a better learning aid under the right circumstances.

Beware of “scope creep” and “neat creep.” Most asynchronous
programs suffer from scope creep, that is, when someone, usually a
stakeholder, decides somewhere along the line that “more” is needed
for the program. A little of this can and should be expected, but
holding it down to something rational will save you a lot of develop-
ment time and polish up your collaboration skills as well.

Having a specifically worded, end-product-based contract and/or
project plan that everyone agrees to in advance is one way to reduce
scope creep. Another is to use rapid prototyping. Keeping stakehold-
ers involved all during the development helps too, as does having
review points with signoffs. You'll never stop scope creep entirely;
it’s part of the asynchronous process, and sometimes useful as you
find content areas that were missed in the objectives. But you need
to control it, or it will control your development.

“Neat creep” is my term for something we already mentioned,
adding too many bells and whistles to the program. Neat creep
occurs when the developer, the graphic artist, the programmer, or
just about anybody on the development team adds something to the
program because it’s so “neat.” This can be something as simple as
an activity (my gambling activity from earlier is sort of an example of
this) or an entire theme for a program. I once sat with a multi-media
“expert” who had my client enamored over the concept of doing her
entire asynchronous program with a “Star Wars” motif, music, sound
effects, and all. It was “neat,” no doubt about it, but it did little
to enhance the learning of a series of new accounting procedures
and would have taken us hundreds of hours of manipulation to make
the content fit the theme, not to mention the hours of programming
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involved in getting the characters to walk and talk properly. In the
end my client agreed with me, although sorrowfully. The program
was developed in much less time, and worked just as well, but I have
to admit it wasn’t as much fun.

No matter what the level, neat creep costs you development
time, time better spent creating materials that the learners can use
to learn. Guarding against neat creep and scope creep are good rapid
development techniques.

If you decide to develop a piece of asynchronous learning as a
rapid development shortcut, or as part of a blended development,
here is a checklist of things to do that can help you manage the
process.

e Createa project management plan.

* Develop functional and visual prototypes.

* Create interaction and navigation models.

e Establish budget and time frame.

* Create a development plan for the project.

* Assign development team roles and responsibilities.
e Develop a goal statement.

* Isolate research and development requirements.

* Develop a communication plan.

* Develop a electronic file exchange system.

e Perform all necessary analysis and create analysis report.
* Sequence content.

¢ Select instructional methods.

¢ (Create menu structure.

* Develop learner assessments.

* Create file-naming procedures.

e Develop standards for text, graphics audio, video, and animation
elements.

* Develop artwork.
e Create implementation plan.

o Integrate content into program structures.
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Beta test.

Pilot.

Hold all required reviews.

Create reproducible master or publish to net.
Create follow-up plan.

Create program evaluation plan.






Chapter 5

Rapid Synchronous
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Entry and Exit for Development

¢ Begin with validated objectives and a content outline, or in the
case of repurposing from a classroom, a proper instructor guide
and participant package with associated media.

e End with a complete synchronous program that has been piloted
using both representative learners in a distance environment and
a representative facilitator.

End Products
¢ Synchronous Instructor Guide
* Electronic and/or Hard Copy Participant Package
* Media Developed Specifically for Synchronous Instruction
* Activities Developed Specifically for Synchronous Instruction
* Synchronous Instructor’s Train-the-Trainer Program

e Learner Evaluation Processes

Synchronous e-learning is a delivery system in which the instruc-
tor and the learners are in the learning environment at the same
time, but instead of being physically together, as in a face-to-face
classroom, they are connected and communicate by computer and
phone line.

73
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When synchronous e-learning was first introduced, it was touted as
being a rapid development technique all by itself. The hype was that
you could take your current classroom programs and with practi-
cally no revisions magically change them into synchronous e-learning
programs. These programs were just as effective, and didn’t require
your trainees or instructor to fly, drive, or otherwise travel to a train-
ing class. The same was true of instructors, or so it was said. A good
classroom instructor could easily translate into a synchronous envi-
ronment with almost no training or preparation at all.

The purpose of repurposing to synchronous instruction was obvi-
ously time and money savings, achieved by reduced travel costs and
no longer needing to do the extensive material revisions that are
required when repurposing a classroom program for an asynchronous
delivery. Unfortunately, this promise wasn't, and still isn’t, a reality.

There is much that can be used from a face-to-face class in a
synchronous environment, particularly if the materials have been
properly developed with good objectives and content outlines. How-
ever, the way activities function in a synchronous classroom and the
skills required of the synchronous instructor are different enough to
require a significant amount of development revision and instruc-
tor preparation. For example, a simple triad role play, which is a
staple of classroom development, requires much more planning in
an asynchronous environment and software that has multiple private
chat room facilities, which some synchronous software does not. The
debriefing is much longer and often becomes a question/answer ses-
sion, as the usual free flow of ideas that is common in a face-to-face
classroom does not work well in a synchronous environment.

A course syllabus is more important for a synchronous course,
and both pre- and post-class structured communications between
learners and facilitator is more critical as well.

The purpose of this book is not to consider these differences in
any detail, nor to discuss how to design synchronous e-learning interven-
tions. Both processes are explored at length in Rapid Instructional
Design and other books. Just in case though, here is a summary list
of various synchronous learning concepts that may help you under-
stand the process just a little better before we talk about rapid devel-
opment techniques for it.

Advantages of Synchronous e-Learning
e Efficient for a geographically dispersed audience

e Easily revised if content is unstable
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Efficient when delivery of content is limited to once or a few
times

Allows real-time access to an expert
Effective when learner collaboration is important
Useful when content requires a classroom type of delivery

Can be developed quickly when design time is short but a distance
learning delivery is required

Disadvantages of Synchronous e-Learning

General

Requires proper software or technology
May be ineffective due to lack of trained facilitators

Requires learners to be prepared for a synchronous e-learning

delivery
Not effective when content requires face-to-face delivery

Not efficient when the class needs to be run many times

For the Facilitator

No eye contact
No idea of what the learners are doing
Learners can’t use facilitator’s visual cues
* Body lean
¢ Movement
¢ Smiles

Facilitator can’t use learners’ visual cues to speed up, slow down,
go over again

Voice is everything
Positive reinforcement is difficult
Not used to sending or receiving reinforcement via phone line

* Emotions sound different on the phone

For the Learner

No eye contact
Multitasking allure
No justification for participating
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¢ No nonverbal instructor feedback

* Less verbal or nonverbal feedback from colleagues

Misconceptions Concerning Synchronous e-Learning

¢ Learners aren’t comfortable with it.

Sometimes they are more comfortable than in a classroom.

There is less demand for an instructor’s time.

Depending on the design, it may take more instructor prep-
aration and follow-up time, although they do not need to
travel.

¢ Interactions are limited.
Only by the instructional designer or facilitator’s knowledge and
creativity.

There is less social interaction.

Only if the instructional designer or facilitator allows this to
happen through poor planning.

Hundreds of learners can learn at once.

They can be taught, but that has little to do with their learning.

All this doesn’t mean that you can’t repurpose your stand-up class-
rooms for synchronous e-learning; it simply indicates that you'll need
to carefully analyze the material available in your classroom programs,
then do an in-depth determination of what you will be able to use and
what you'll need to create for the new synchronous delivery.

Begin this process by considering the characteristics of your
instructor-led classes. Do they have strong objectives? Are they heav-
ily visual? Is there a lot of instructor-learner interaction? These are
characteristics that lend themselves to synchronous deliveries.

Do they require a lot of group interaction? Are they more
instructor-centric? Are there complex but critical activities? These
are characteristics that make repurposing more difficult, not impos-
sible, but they certainly lower the repurposing process’s usefulness
as a rapid development technique.

Repurposing classroom programs for synchronous e-learning can
still be a very efficient rapid development technique, particularly if
your company has reduced travel allowances and you're hoping to
use synchronous software to hold classes that were once face-to-face
meetings. Just remember that it ain’t as easy as it might seem.
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REPURPOSING
CLASSROOM
(AND OTHER)
ACTIVITIES

We've discussed this concept before, and you should be getting the
message by now that this is a key rapid development technique in
many situations, but justin case . ..

You can speed up development of synchronous e-learning courses
by repurposing classroom activities, even if you can’t or don’t want to
repurpose an entire class. The activity doesn’t even need to be part
of a course that has similar content. It can be something that worked
well from another course, particularly another synchronous course,
or even an activity from a vendor, although vendor-created and sold
activities for synchronous courses are still not very common.

One important caveat here though: Be sure you limit your syn-
chronous activities to fifteen minutes or less. This isn’t a classroom
where the learners are basically captives. Activities that are too long
can often lead to web browsing, e-mail answering, or even leaving
the computer entirely to do something else. Many classroom activi-
ties go on for thirty, sixty, even ninety minutes. These simply will not
work in a synchronous environment and will need to be revised or
rejected as possible rapid development shortcuts.

The same is true when repurposing media from a classroom to a
synchronous delivery as a rapid development shortcut. You need to
be very careful of time and complexity. Video pieces should seldom
last more than a minute, and slides need to be as basic as possible,
both so that they can be easily seen on a computer screen and to
reduce time to load.

On a more simplistic level, you can “borrow” the concept for a
synchronous activity from other synchronous courses. For example,
if you saw a good game in a synchronous class you attended, you
might borrow the concept of how it worked, even if the content and
structure don’t match what you need.

If you have a top-rate synchronous software provider, they prob-
ably have demo programs with plenty of examples of activities. These
might not reflect your content specifically, but the idea might be
usable.

For example, your vendor (or someone) is displaying a synchro-
nous activity where learners develop a simulated distribution process
on a computerized map of the United States. As each participant adds
to the network, his or her piece is shared by all the class, and discus-
sions concerning the new addition are held in a talk box visible on
everyone’s screen until the new addition is accepted or rejected by
vote. While your content might have to do with marketing, not distri-
bution, you can use the concept of visual additions to your marketing
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plan that are discussed and then voted on to create a nationwide simu-
lated marketing strategy.

If you need to develop your materials for a synchronous e-learning
delivery from scratch, there are still plenty of other rapid develop-
ment techniques that you can use. The simplest of these we have
already alluded to: Borrow ideas and even interactions from others.
Most suppliers of synchronous software have a number of synchro-
nous programs that they use as examples when selling their products.
You probably saw some in their marketing materials. These programs
are full of good ideas that you can add to your program to increase
interactivity or to save you from doing a full development for aspects
such as introductions, summaries, or even quizzes.

You can decrease your original synchronous material develop-
ment time by knowing your facilitators as well. If you are the only
facilitator, or if you know the capabilities of the facilitator cadre,
you can slim down the facilitator guide to match. We discussed this
technique earlier when talking about classroom rapid development
techniques, so I won'’t repeat myself, but it is just as effective a rapid
development technique in synchronous program development as it
is in stand-up classroom development.

In actuality, almost every rapid development technique we dis-
cussed in the chapter on classrooms can be used to a lesser or greater
extent in developing synchronous e-learning. The two deliveries are
similar, although not quite as similar as some developers (and ven-
dors) would like to believe.

You may have guessed this correlation from the fact that the end-
products are similar: a participant package, an instructor’s guide,
and proper media. Just remember that while the end-products are
related, there are marked differences as well.

Another cost-saving technique in original synchronous material
development, though not necessarily a rapid development technique,
is to make your participant packages totally electronic. This saves print
costs and it works well in a synchronous environment, as the learn-
ers can simply toggle between the synchronous program itself and the
participant package. When you revise your program, this will become
a rapid development, or re-development, technique, as you will not
need to redo, reprint, and redistribute the entire participant package.

A couple of hints for you here: (1) be sure that the learners are
aware that the participant package exists as electronic copy so they
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bring it up before the lesson starts and possibly review it to help
organize their learning and (2) let them know about it far enough in
advance so that any old hats like me who still prefer the hard copy
participant package can print one off. Actually, this can be a bit of a
rapid implementation technique because you won't need to print and
distribute hard copy participant packages. Definitely a time saver for
someone, even if it isn’t the developer.

Experts As a Synchronous Rapid Development Technique

One of the most effective rapid development techniques for synchro-
nous e-learning development is to use experts as part of the instruction.
This can be done in a number of ways, the simplest being to have the
expert available on a separate phone to answer learner questions off-
line. If a question is particularly relevant, the expert can signal to the
instructor that there is an important concept to be discussed. Having
an expert in this role means spending less time developing materials to
the level at which they answer all likely questions, particularly if your
facilitators are not subject-matter experts.

A second way to use an expert as a rapid development technique
in a synchronous delivery is to have the expert give part of the pre-
sentation. Once again, this saves you development time, but you do
need to make sure that the expert stays within the boundaries of the
objectives, both by discussing them with the expert ahead of time
and then by monitoring the instruction. Since this is synchronous
e-learning, your experts do not need to be in the same room as the
synchronous facilitator, or even in the same country as far as that
goes. The facilitator controls the instructor interface, so the expert
doesn’t need to be familiar with the software other than knowing to
press the “talk” and “next slide” buttons.

This technique is a real win-win-win situation, as the expert can
instruct without worrying about the mechanics of the synchronous
software, the facilitator gets a break, and the developer is required
to develop less, as the expert doesn’t need too detailed a facilitator
guide—or sometimes none at all.

You will need to create an activity or two to go with your experts’
talks for the facilitator to facilitate, and the facilitator will probably
have a problem keeping the experts to your “suggested” time limit,
but using experts in this way in a synchronous delivery definitely
saves you development time and can be a refreshing, interesting
change of pace for your learners.
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Another way to use experts effectively and decrease develop-
ment time is to have two of them do a discussion cum debate on a
particular concept or issue. Once again, material development for
this type of activity is minimal and a discussion board follow-up on
the issue can be an excellent summary activity that costs almost no
development time at all.

Still another technique is a virtual panel discussion, with a group
of experts chatting about an issue or a general concept and its ramifi-
cations. These can be structured or freeform, with or without learner
questions, and focused on an objective or used as a summary/intro-
ductory activity. Because it’s synchronous and you can bring all the
experts together virtually, your pool of possible candidates becomes
as large as your organization. Development here consists of remind-
ing the facilitators to do a debriefing after the discussion based on
what they heard the panel members say.

No matter how you structure the use of your experts, you'll save
development time over just about any other lesson format and give
your learners the benefit of other informed and often fresh ideas on
the topic.

Synchronous Instructors and Rapid Development

Your train-the-trainer processes for a synchronous delivery can use
many of the same shortcuts we discussed in the classroom chapter,
although the most effective one belongs to synchronous alone. To
use it, you simply train your new trainers by having them log into the
course as it is being given live. This is simple and cost-effective, as
they can do it from wherever they are. Later they can even teach part
of the program in a team-teach delivery before facilitating on their
own. A train-the-trainer technique like this is usually cost-prohibitive
in a face-to-face classroom delivery where trainers in training must
be brought to the training site, but in synchronous deliveries it is not
only cost-efficient, but incredibly effective.

One other rapid development technique for synchronous web-
based deliveries that involves instructors is to have your seasoned
synchronous instructors help you with the development. If they've
been facilitating synchronous learning for a while, they’ll have plenty
of favorite interactions and little tricks that you might be able to use
if you can capture them. You can do this as part of a review stage,
which is the usual way, or even as a team development process start-
ing at the very beginning of your development.
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A word of caution: Be sure your colleagues truly are seasoned
synchronous facilitators. This means that they’ve done more than
one or two synchronous programs and know the in’s and out’s, and
particularly the pitfalls, of synchronous facilitation. Otherwise some
of the ideas and applications you harvest from them might not actu-
ally work, causing you more re-work. Hardly a rapid development
shortcut!

You can make use of some of the other facilities available in your syn-
chronous software as a rapid development techniques by implement-
ing parts of a synchronous class though discussion boards and chat
rooms. These work particularly well as pre- and post-class activities,
or in multi-session, synchronous deliveries. This is another one of
those “have the learners lead the learning” processes that decreases
the amount of time you need to spend developing materials, as well
as increasing learner responsibility for the learning.

For example, if you have a particularly thorny issue in your con-
tent that requires a strong discussion, instead of creating a series
of PowerPoint slides and other discussion-leading materials in your
synchronous program, simply have the facilitator post the issue to a
discussion board (most good synchronous software packages have
this functionality) and direct the learners to view it, research it, and
post their thoughts for further discussion by all. You might have two
or three or more of these discussion threads happening simultane-
ously, with significant learning occurring on all of them. And the only
development required was the delineation of the issue.

A final summary posting by the facilitator of the results of the
discussions, along with your own or an expert’s thoughts on the issue,
completes that piece of content with minimal development on your
part. This technique works well in live chat rooms too, although they
are somewhat harder to control and much more time-sensitive.

The ultimate use of these techniques is a combined synchronous/
asynchronous and sometime face-to-face classroom delivery process
probably more familiar to our academic colleagues, and often known
to them as online learning, which just happens to be our next topic
for discussion.






Chapter 6

Rapid Online
Learning
Development

Entry and Exit for Development

* Begin with strong learner-centered objectives based on
a solid analysis

¢ End with a course plan and the materials required to
implement it
End Products
 Course Syllabus
* Learner Activities
e Learner and Course Evaluations

One of the problems with our profession is that we can never agree
on terminology. A mechanic’s wrench is a wrench, a draftsmen’s
T square is a T square, but we trainers have more confusion around
some of the basic concepts we employ than a Pacific sunset has colors.
A good example of this is the concept of online learning. Sometimes
this term means synchronous e—learning, sometimes it even means
asynchronous e-learning, and sometimes it means something that
really isn't either.

The reason I'm bothering to bring up this whole conundrum
is that there is a variant of online learning that can be in itself a

83



84

Rapid Training Development

ONLINE
ADVANTAGES

very effective rapid development technique, as well as having rapid
development techniques of its own if you are using it as your main
delivery process. This is actually true about more than one online
learning variant, but let’s not confuse a confusing issue further. We'll
stick to one of the most commonly used concepts for what is termed
an online delivery.

To see online learning’s usefulness as a rapid development tech-
nique we'll first need to describe it (or at least this variant of it we’ll
be discussing) in some detail.

What we are talking about here is both synchronous and asyn-
chronous in nature, because its major delivery aspects are chat
rooms and threaded discussions via electronic discussion boards.
In the academic model, the delivery usually begins with a face-to-
face class, after which there are no more scheduled class meetings
except through computer mediation until possibly the last week of
the school term. This first face-to-face class is an effective but not
critical aspect of the process and can be replaced by a synchronous
e-learning class, a web meeting, a chat room, or even a simple con-
ference call.

After the first meeting, the class is facilitated through a series
of assignments that are completed by the learners individually, in
pairs, in groups, or in learning teams. Learning resource lists for
each assignment are provided and learners are encouraged to post
other resources that they come across during their completion of
each assignment. The products of these assignments are posted to
the bulletin board for commentary and discussion, or presented in a
synchronous chat room that has been scheduled for that purpose.

One of the major drawbacks in using any form of e-learning is that
the whole process is complex and costly if the organization does not
already employ it, and possibly less than effective if it already does
due to inadequate planning and implementation when the system was
initiated. e-Learning is not an intervention that should be attempted
without a strong consideration of the cost and effectiveness issues
inherent in the delivery. Even synchronous e-learning, which is argu-
ably simpler to design and implement than asynchronous e-learning,
has both software costs and facilitator training requirements that
complicate its use considerably, as we've already seen.

The cost and time savings inherent in an online delivery
when compared to other forms of e-learning are often obvious, and
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ONLINE
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sometimes not so. One of the most touted advantages is the savings
in both travel time and costs. This is true of synchronous e-learning
deliveries as well, but an online delivery has the further advantage
of being an easier process for both facilitators and learners to use.
The facilitators do not need extensive training in how to utilize the
software, and most learners these days are quite comfortable with
posting to bulletin boards or interacting in a chat room.

There is a tremendous and less obvious advantage over tradi-
tional asynchronous e-learning as well. Even though much of the
work done by the learners is asynchronous, in online learning there
is still a facilitator available to interact with the learner, making
the self-directed aspects of the learning less daunting to learners
who have lower levels of self-directedness. Other advantages of an
online delivery include:

* Allows real-time access to SMEs with minimal loss of their pro-
ductivity

e Provides continuous learning

* Provides multiple reinforcements for greater retention

* Time to learner comfort level is less than with asynchronous

* Facilitator learning curve is less than with synchronous

* Learner learning curve is minimal

* Cheaper software

* Provides strong interactive and/or collaborative learning

e Allows for as much or as little self-direction as you feel the learn-
ers can handle

e Allows for many learners learning at the same time, though in dif-
ferent groups

* Research indicates team-building skills are enhanced considerably
by participating in collaborative online learning projects

Of course, there are disadvantages to an online delivery as well, not
the least of which is that it often takes more time to develop the
materials than for a synchronous e-learning program. This is due to
the nature of the assignments. They need to be well-thought-out,
leaving plenty of room for individual exploration, yet focus on a result
that can be posted or discussed in the chat room. Your objectives also
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need to be sharper than ever. They guide the learners to the focus of
the assignments, and as always, to the required learnings.

On the other hand, online development time is much less than for
asynchronous e-learning. The nature of the delivery, and the fact that
a facilitator is available, make a perfect set of materials less critical. Yet
the majority of the learning that takes place is asynchronous, with all
of the advantages that are implied by the use of that delivery process.

Another disadvantage is that an online delivery can actually take
up more facilitator time in the monitoring of bulletin boards, threaded
discussions, and chat rooms. However, instead of spending time in
large blocks such as a day or a week, online time is measured in hours
here and there, often over many weeks. As a developer you need
to consider carefully how much facilitator time your activities will
demand and then develop them appropriately. Here is a look at some
of the other disadvantages of an online delivery.

* The same as for any delivery process, it is not good for every-
thing.
* The learners may not come back for session two.

* Learners can easily lose interest or begin to multi-task during chat
discussions.

e It requires learner personal discipline and corporate learning
discipline.

You may have already realized that this delivery system is most effective
for learning interventions that stretch over a number of weeks, such
as a college class, but it can also be effective when the training need
includes a multi-day class, such as those we often do for leadership or
management training. In fact, because you can stretch the learning out
over a longer period of time using an online delivery, reinforcement is
enhanced, and the complaints of learners that they can't afford to be
out of the office for two, three, or more full days are negated.

With this major advantage in mind, here is a list of possible uses
for an online delivery.

An Online Delivery Is Effective for
* Long-term development activities

* Blending with OJT for skills building, cross-training, or remedial
training



Chapter 6

Rapid Online Learning Development 87

DEVELOPING
ONLINE
LEARNING FOR
ORGANIZATIONS

* Recertification

¢ Orientation

* Multiple-day classes of any kind
* Management development

* Almost any soft skills

* Team building

* Learning new computer software

U Simple communications processes

By merging good instructional design principles with online method-
ology, we can create a delivery process that takes advantages of the
aforementioned strengths while reducing or eliminating most of
the weaknesses. Such a delivery has these characteristics:

It is analysis-based, relying on a good analysis to determine the
training needs, and a solid job/task analysis to isolate the right
content to base the activities on.

e It is objective-centered, with plenty of good, well-written objec-
tives that help the learners visualize and achieve the proper end-
products of the learning.

e Itis learner-centered. The learners know the objectives, goals,
where they are going, and why they want to get there. Much of
online learning is self-directed and contract-based, both learner-
centered methodologies.

e Itis activity-based. The entire program revolves around the activi-
ties and assignments that have been design into it.

e [t is criterion-evaluation-based.

Online Activities

The lifeblood of the online approach is the learning activities
that the learners engage in during the intervention. This is also the
most difficult aspect of the development process, as these activi-
ties need to be planned well in advance and focused directly on the
learning objectives. The activities themselves are not significantly
different from those you might develop for a classroom or asynchro-
nous intervention, but since the learners are expected to work them
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on their own, they need to be much more detailed and created with
the learner in mind rather than the facilitator. Following is a partial
list of useful online activities.

Possible Online Activities

One-on-one

Small group

Individual read and post

Learner-led discussion

Group discussion and post posting

Contact fellow learners and . . .

Web search

Lead a web search

Asynchronous resources

Group projects with posts

Posted position papers for live discussion or threaded discussion
Pre-tests

Debates

Critiquing of provided or researched information
Brainstorming

Individual problem solving

Group problem solving

Games

Analytical activities

* Create timelines, draw maps, draw flow charts, create spread-
sheets

Guest experts or panels

Team competitions

Most activities are introduced asynchronously through the use of a

print-based assignment sheet. These assignment sheets are scheduled
to be begun and completed at various times during the intervention
according to a timetable published at the beginning of the process.
Many of them include posting to the discussion board or a deadline
followed by a live chat room discussion. Others might end with a
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submission to the facilitator or even a one-to-one exercise. Here is a
simple example of an online assignment sheet.

EXAMPLE OF A LEARNER GUIDE ACTIVITY/ASSIGNMENT SHEET

Cost/Benefit Analysis Activity 1

Objective: Recommend a cost/benefit analysis tool based on an
analysis of three available methodologies

Learner Instructions: The completion date for this activity is March 17.

Based on the article found on page 11 of your Learner Guide and
the March 1 chat room discussion on cost/benefit analysis, do a
web search for CBA tools that could be useful in your area of the
organization.

Choose three of these tools and perform a comparative analysis of their
strengths and weaknesses, then recommend the most effective tool for
adoption by your group.

Complete a two-page report on your analysis and e-mail it to each
member of the class by March 5.

Post a half-page or less synopsis of your report, along with the tool’s
URL on the bulletin board by March 5.

During the week of March 6 to 10, view the postings and respond,
particularly if another member chose the same tool as you did.

The March 13 chat room will be a discussion of the advantages and
disadvantages of the recommended tools, leading to a group decision on
two tools that we will utilize to do a CBA during the week of March 20.

Further resources on CBA can be found under the CBA sub-heading in
your “Suggested Learning Resources” file.

As a follow-on activity, share your thoughts with your manager and post
a synopsis of your discussion. No responses to these postings please.
Extra credit to the first member who finds and posts the name of

the person touted to be the father of CBA. If more than one father
(mother?) is posted, state your reasoning.

Here are some hints for designing effective online learning inter-
ventions.

General Online Design Thoughts

* Be sure to create a strong participant package with activities,
pre-class communications, objectives, reading material, learning
resources, and a glossary.
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Always begin assignments or activities by stating the objectives
they will cover.

Use readings and websites in lieu of creating new content as you
normally do in an asynchronous e-learning design.

Build in progress checks that are completed by the learners and
sent to the facilitator during long individual activities.

Build in plenty of reviews and summaries, especially at the start
of each segment.

Place objectives everywhere, and even allow learners to create
their own objectives.

Utilize learning contracts as much as possible.

Utilize collaborative or group learning contracts, particularly in
team environments or for team-building processes.

Create a help board for posts to group or instructor, for both tech-
nical and content problems.

Make sure your learning resource lists are as complete and rich
as possible.

Structure large resource lists by objective.

Allow for learner evaluation of their own learning. In group learn-
ing scenarios provide group evaluation activities of the group’s
learning.

Use negotiated, mastery-evaluation-based contracts where

possible.

Add more structure in the form of:
e Comprehensive schedules
e Deadlines
* e-Mail progress checks

Create open-ended questions as part of your activities to elicit
more thoughtful responses.

Be sure your audience analysis is accurate and complete.

Create a strong facilitator guide, even if you are the facilitator,
with room for completion dates, notes, and other records.

Create an FAQ posting.

Develop evaluation instruments for both course and learners.
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To wrap up this slightly long discussion, here is a job aid you can
use when trying to decide whether online learning will make a good
rapid development shortcut for your training need.

ONLINE DECISION JOB AID

The more “yeses” you circle, the more likely online will work for your
learning intervention.

OYes [ No Is the content mostly knowledge-based?

OYes [ONo Can any skill-based content be handled in the
online environment or by blending?

OYes [ONo Can effective activities and exercises be developed?

OYes [ No Are applicable paper-based graphics available, or
can they be developed?

OYes [ONo Isthe need for human interaction during the
learning important to its success?

OYes [ONo Isthere a need for collaborative learning?

OYes [ONo Areteam-based problem-solving and decision-
making activities and practice important?

OYes [ONo Isthe background knowledge of the learners known?

OYes [ONo Is corporate learning discipline strong enough to
expect the learners to attend scheduled chat rooms
and make posting deadlines?

OYes [ No Are critical content SMEs available often enough to
share their expertise during chat room functions or
on the discussion boards?

OYes O No Arethe employees who need the content in different
locations?

OYes O No Are competent developers available to create the
online material?

OYes [ No Must the content be taught on a periodic basis no
matter what the size of the audience?

OYes [ No Isthe technology available for online learning?
OYes [ No Are trained online facilitators available?

OYes [ No Can the content be taught in an environment that is
not face-to-face?

OYes ONo s there a relatively short development window?
OYes ONo Isthe content unstable?
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I hope you can already see some of the rapid development short-
cuts that can be taken advantage of here. You will need a minimal
instructor guide made up of a few pages of directions and notes at
the most, plus pages for keeping notes on the participants and class
schedules or activities. The participant package is reduced to objec-
tives, directions, a syllabus, some activity pages, and perhaps a page
or two of learner information for the first class, if you have one. Most
everything else in the participant package is references that you pull
from other sources, and much of this is electronic in nature.

There is much less need for media, as the learners often provide
their own media as part of the activities and discussion. Few if any
complex graphics, no programming, and even the instructor train-
ing is reduced, as the software is much simpler. There are plenty of
interactions and activities, particularly team interactions, all without
the need for developing formal simulations or role plays.

Yet online is a fully functional delivery system. It provides all of
the learning functionality of any other delivery method, and more
than most. It can be used to teach basic skills, technical skills, man-
agement skills, soft skills, or team processes, even on-the-job training
when combined with site facilitators (SMEs). As such, it is a useful
rapid development technique when used in lieu of some of the other
delivery systems or when combined with them in a blended delivery,
which we will discuss in the next chapter.

Online can also be a significant rapid development technique
when your content is unstable, or when you only need to teach it
once. Because material development is so minimal in online, rap-
idly changing content can be handled easily, usually with a simple
change or two in an activity or objective. One-and-done training for
processes such as small software applications can be handled just as
efficiently, as you do not need to spend hours developing materials
and training aids for a single iteration of a class.

There are a few development shortcuts for this development short-
cut as well, although because it is already a relatively minimalist
delivery system, not many. One that we previously mentioned is to
hold the first class as a synchronous delivery. This can save you some
time in material development, as we’ve already discussed, but a lot
of travel time if you are in a dispersed organization, and travel time
for your learners too.
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Another online rapid development technique is to allow the
learners to construct the course objectives. This works most effec-
tively in development situations and, even then, mostly with those
who come to the program with strong background knowledge, but it
makes for a process that is more focused on the participants’ learn-
ing needs. A word of caution: Always have some backup objectives
to offer in case they miss something important.

Perhaps the most useful, and some would say daring, rapid devel-
opment technique for online is the learning contract. We’ll discuss
these in more detail in an ensuing chapter, but by having your online
learners develop singular or group learning contracts with objectives,
resource plans, and evaluation mechanisms, you create a delivery
whereby there is practically no development except that done by the
learners, and the focus is purely on their needs.

This isn’t the place to go into detail concerning how these pro-
cesses work in an organizational learning environment, nor are they
discussed in any detail in Rapid Instructional Design, to which I have
been referring you for most of our design detail. However, if you are
looking for more information on learning contracts, I suggest that
you refer to the Proceedings of the annual International Symposium
on Self-Directed Learning, which you can find at SDLGlobal.com.






Chapter 7

Blended Learning
As a Rapid
Development
Technique

Entry and Exit for Development

* Begin with whatever entry items are required for all parts of the

blend
e End with the pilot and pilot revisions for the blended intervention

End Products

* These are dependent on whatever end-products are produced by
all aspects of the blend

Arelatively new (if you consider a hundred and fifty years or so
new) delivery system is blended learning. Of course, I'm being a
bit tongue-in-cheek here, as blended learning has only come into
its own in the last ten to fifteen years with the advent of computer-
based and now web-based training that allows for the blending of
asynchronous deliveries with classroom programs. However, blended
learning actually does go back to the days of video and slide/tape
presentations, and even further back to the blending of classroom
with on-the-job training in manufacturing environments.

As with online learning, it is difficult to discuss blended learning
as a singularity due to the wide variety of blends that can be utilized.
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BLENDED
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AS A RAPID
DEVELOPMENT
TECHNIQUE

For rapid course development though, there are some major
rapid development techniques available for developing a blended

delivery.

The most basic (and useful) of these is the actual blending process
itself. There are many possibilities for blending two or more delivery
systems to reduce development time. A perfect example of this is
the aforementioned blending of classroom with OJT. This blending
not only provides necessary on-the-job practice, but means that your
materials for the on-the-job training aspect need not be quite as for-
mal as they would be for a straight classroom presentation.

It also allows you to develop the required practices without going
through the involved process of creating full-fledged simulations.
On-the-job training materials for performance practice and the eval-
uation of performance are much less intricate and therefore require
less development time than their classroom equivalents would.

Another often-used blend combines an asynchronous program
with a classroom program, usually with the asynchronous portion
being developed as pre-work. This is actually not much of a rapid
development technique for a classroom-based delivery. As we've
seen, asynchronous programs take much longer to develop. It is
mostly a cost-savings process whereby the learners do not need to
be in the classroom quite as long.

However, this blend can be a rapid development technique if
you are developing a program that is an asynchronous delivery to
begin with, but you can make part of it classroom without losing too
many of the advantages of the asynchronous delivery that caused you
to choose it in the first place. This is particularly efficient if you can
move the interactions and simulations into the live class, as they take
so much longer to develop in an asynchronous mode.

For example, I had a client who was using a pretty good web-based
supervisory skills program, but it wasn’t achieving its objectives, as
there were no interactions developed for it that really helped to solidify
the learning. We redesigned the program to a blended delivery that
was comprised of twenty hours of asynchronous learning and a two-day
classroom session, which we spent in activities and simulations. Had we
developed simulations to match the classroom ones in an asynchronous
mode, it would have taken literally months of development time, and
the client had no real reason for using the asynchronous delivery other
than the notion that it seemed like a good idea at the time.
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BLENDING
SYNCHRONOUS
AND
ASYNCHRONOUS
E-LEARNING

AS A RAPID
DEVELOPMENT
TECHNIQUE

Now you might say, “If I can use a classroom, why the heck am
I developing asynchronous to begin with?” And if you did, go to the
head of the class! Asynchronous deliveries are most efficient in situa-
tions in which a classroom isn't, or if a classroom is simply impossible
due to distance or timing problems. But before you pat yourself on
the back, don't forget that a classroom does not always mean a face-
to-face classroom.

An often overlooked yet very effective blended development
shortcut is the telephone. A simple conference call between the
facilitator and the participants of almost any program can take
the place of long hours of material development. I have seen
phone calls used in lieu of pieces of asynchronous content, as a
simple way to train on a performance aid once it is in the hands of
all the users across the country and as the medium for adding easy
to develop role plays and other interactive activities to an asynchro-
nous program.

I was part of a program for which we designed an entire man-
agement development curriculum around what we termed “brown
bag” phone calls. These were lunch time conference calls between
participants in the eompany’s management development program
and top executives of the organization. Each executive gave a ten-
to-fifteen-minute prepared talk on a management issue he or she
felt was important to the company within his or her particular area
of expertise, and then answered questions (a couple of which we
always prepared just in case). The topic was announced by a one-
page information paper that gave the background of the topic and
the objectives of the talk, and a follow-up page with the questions
and answers and sources of further information. Basically, we had
an organizational-focused management development process taught
by the people who knew the most about the content, with the only
material development being a couple of one-page handouts created
twice a month.

Blending an asynchronous program with a synchronous classroom
can be wonderfully effective, and it can save you a lot of asynchro-
nous development time as well, not to mention giving you better
interactions. In my example above, we added both interaction and
structure to the program through the blending of asynchronous
e-learning with a classroom, and still saved half of the time and travel
costs, as well as a large chunk of development time. However, if we'd
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had the ability to create a synchronous classroom, the time and cost
savings would have been much greater.

This form of blending can also allow you to take advantage of
another rapid development technique, the repurposing of classroom-
based group activities. It is difficult, to say the least, to create a group
activity in an asynchronous environment. It can be done, but it is
very cumbersome and time-consuming. With a synchronous/asyn-
chronous blend though, many of your classroom activities can be
repurposed into the synchronous portion of the program, saving you
much of the development time that you would have spent trying to
make them into asynchronous activities.

There are many other blends; asynchronous with OJT, face-to-
face classroom with synchronous (which is basically the online learn-
ing process we talked about earlier), even on-the-job training and
mentoring, which is a delivery called structured mentoring that we
will discuss next. The important thing to remember is that blends
can be very useful rapid development techniques if you pick your
blend wisely.

Most blends are chosen based on necessity (you have too many
people in too many places and not enough trainers) or for the cost
savings (combining synchronous and asynchronous deliveries so that
learners do not need to travel at all) rather than for rapid develop-
ment, but if development time is a big concern, and it should be,
consider blends to reduce it.

If you are thinking of blending synchronous and asynchronous
e-learning for a more rapid development process, here are some
questions you might want to ask:

¢ Do the e-learners have intranet/Internet access?

* Do the learners have soundcards in their computers?

* Do they have headsets, microphones, speakers?

e Is the organizations slowest connection speed fast enough?

* Do the computers have CD or DVD players; if so, which?

e Is there access to other functionalities such as chatrooms and
instant messaging?

* Is there required software available or downloadable on all learner
computers?

* Do you have a compatible learning management system?
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Do you have or can you buy expertise in asynchronous and syn-
chronous development?

Do you have or can you buy expertise in asynchronous and syn-
chronous implementation?

Are SMEs with content expertise available on a continuing basis?

Is technical support available for hardware and software
problems?

Is there time available for development?
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Rapid Structured
Mentoring
Development

Entry and Exit for Development

* Begin with solid objectives that were created through a strong
job/task analysis and validated by both subject-matter experts
and higher-level management

* End with a live, observed pilot of a mentor using the materials
with a learner

End Products
e Mentor Guide
e Learner’s Guide
e Evaluations of All Objectives and the Course

e Reference Material

m mentioned earlier that one form of blended learning was a
combination of on-the-job training and mentoring, often termed
“structured mentoring.” Structured mentoring is also a great rapid
development technique. This management training process takes
advantage of the fact that you have seasoned managers in your orga-
nization who have plenty of experience to share with new managers,
but either don’t know how to go about it, or simply don’t think
to do it.
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STRUCTURED
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DEVELOPMENT
TECHNIQUES

The way it works is simple. Assuming your analysis is complete, you
create the objectives for your structured mentoring program; jot
down some ideas on how to teach and learn them; add whatever cor-
porate documentation is important for the training or as reference
material; develop some quizzes, performance checklists, final evalu-
ations, and a tracking mechanism; then go over the whole process
with the mentors you have chosen based on their content expertise
and their willingness to be mentors; and let them take it from there.

Of course, the details are a bit more complicated than that, but
our purpose here isn’t to explain the design, but rather to look at it
from a rapid development point of view.

I hope that by now you can see the development advantages
for yourself. Your instructor guide (mentor guide) can be very
reduced, as you are using the expertise of the mentors to fill in most
of it. Your participant package (learner’s guide) becomes basically
a restatement of the objectives with room for notes, plus whatever
documentation you can add or instructions on how to obtain the
documentation while on the job. Media is minimal to non-existent,
and evaluation can be mostly checklists and self-quizzes based on
the objectives and monitored by the mentor. Compared to a class-
room delivery, or even good OJT, this is a much less intensive mate-
rials development process.

You can also use structured mentoring as the foundation for a
number of different blends in order to decrease development time
and increase learning effectiveness. One of my favorites is to blend
in off-the-shelf videos or asynchronous management skills programs
that the learner completes and then discusses with the mentor. A
single page of discussion points for both the mentor and the trainee
in their respective guides provides enough information to complete
the learning task, and that’s all the materials development you need
to do as the rest is taken care of by your purchased material and
your two-person learning team. And the ability to practice the man-
agement skills they've just discussed in the work environment right
after their discussion is priceless.

Like some of the other delivery processes that are also rapid devel-
opment techniques on their own, structured mentoring does not
have many rapid development shortcuts for its own development.
The main reason for this is that, from a development point of view, it
is about as simple as it gets.
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STRUCTURED
MENTORING
FOR RAPID
NON-
MANAGEMENT
TRAINING
DEVELOPMENT

The only rapid development techniques I've found are the
blending processes such as the use of videos or vendor-developed
asynchronous programs that we’ve already discussed. For the most
part, structured mentoring is a foundational delivery system that is
its own rapid development technique, and it can be used for other
deliveries as well in a blended process.

A good example of this is a program I created for a financial
institution to train their branch managers. The foundation of the sys-
tem was the designation of mentoring branches where a very strong
and experienced branch manager was the mentor. During the weeks
the trainees spent at the mentoring branches, there were periodic
classroom programs held to allow for a group dynamic and team-
building exercises, and even a couple of synchronous classes during
which they heard from top management on various critical issues for
the organization. The classes and even the synchronous programs
required the majority of our development time. The structured men-
toring piece, which provided the majority of the training experience,
required almost no development time at all.

We've been discussing a structured mentoring delivery as it relates
to management training and development, but it can also be used
for non-management training as well, particularly in an office envi-
ronment. This isn’t usually as effective as using it for management
training, as it is more difficult to find individual contributors with the
expertise and the time to act as mentors. Structured mentoring isn’t
on-the-job training, where the subject-matter expert does a training
piece and is done; it requires a fairly heavy time commitment on the
part of the mentor. However, if your situation warrants this type of
training, it can be an useful rapid development technique for non-
management employees as well.

I used it effectively at a health care insurance company for train-
ing new customer service representatives and call center employees.
There were five different positions at various grade levels, and each
position had half a dozen or more incumbents, at least one or two of
whom were acknowledged experts. Because of the complexity of the
situation and the task overlaps, the analysis was long and involved;
but once the objectives were clarified, we were able to complete the
mentor and learner’s guides very quickly, as almost all of the infor-
mation was in procedure manuals and/or the heads of the mentors.
The mentors were able to stay on the job while training their new
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colleagues in what was actually almost an apprenticeship situation,
but with the structure of the guides to make sure nothing was missed
and that every task was evaluated.

Figures 8.1 and 8.2 are examples from a Mentor’s Guide and a
Participant’s Guide, respectively, for a structured mentoring program
I created in a non-management environment.

ABM MENTORING PROGRAM OBJECTIVES
TASK 6: SUCCESSFULLY MAINTAIN ONGOING PROGRAMS

Directions To help the trainees master this objective, first review any references or
other materials indicated in the Learner’s Guide for this task. Next use
the list of discussion points to guide your discussion with the trainees
concerning the objective. Then demonstrate to the trainees how to perform
any processes related to this objective. Allow the trainees time to practice
the performances. When the learners are ready, use the Final Performance
CheckKlist to evaluate mastery.

Discussion Points/ « How to perform store checks
Performances « Reviews of new item status
« Reviews of plan-o-grams
« How to perform an effective competitive market review
« Discuss the purpose of reviewing weekly ads
« Demonstrate effective methods for tracking trucks
« The accurate completion of all forms related to maintaining programs such
as call logs, weekly reports, and the principal issues and opportunities report

Figure 8.1. Mentor Guide Example
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ABM MENTORING PROGRAM FORMS AND REPORTS LIST

Following is a list of forms and reports that you will use on the job. The forms in italics are corporate
forms and can be found after the notes page for each objective. The non-italicized forms are customer- or
site-specific. They will be provided by your trainer as appropriate.

Objective Task Name/Description of Form

1 1.1to 1.3 Item Distribution Report

1 1.2 Promotional Availability Report

2,3 2.15/3.3 Monthly Status Report

3 3.2 Distribution Voids

3 3.2 Short Report (Inventory Summary)

4 4.1 Internal Deductions Log

6 6.5 Ad Tracking Log

6 6.7 Weekly Reports

6 6.7 Call Logs

6 6.7 Principal Issues and Opportunities Report

12 12.1 New Supplier Alert Form (found in order processing
procedures)

12 12.1 Supplier Master List (found in order processing procedures)

12 12.1 Order Revision Sheet (found in order processing procedures)

7 7.1 Supplier Verification Forms

4 4.1 Deductions Report (sent to general manager)

12 12.2&3 Cash Receipts Report

Figure 8.2. Participant Guide Example
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Self-Directed
Learning and Rapid
Development

Entry and Exit for Development
* Begin with validated objectives.

* Begin with a conceptualization of a developmental planning
system.

¢ End with a full pilot of the self-directed material held in a
controlled environment.

e End with training for both managers and employees on
individualized prescriptive development.
End Products

e Self-Directed Learning Program with All Media and Evaluation
Aspects Required

e Learning Contracts for Individualized Prescriptive Development

Self—directed learning (SDL) has never been a widely accepted
term, or concept for that matter, in the world of training. For the
most part it was always something our colleagues in academia were
interested in, but not really relevant to organizational learning.
At least that was true until e-learning came along. There are two
major and somewhat different conceptualizations of SDL, and both
of them have become key delivery systems for corporate training,
although we seldom call either of them self-directed learning.

107



108

Rapid Training Development

SELF-DIRECTED
LEARNING

AS A RAPID
DEVELOPMENT
TECHNIQUE

The first of these is an old friend from a previous chapter, asynchro-
nous learning. Even before there were computers or videotapes or
even slide and audiotape programs that learners could complete at
their own pace, there were print learning programs that performed
the same function. The famous (some would say infamous) corre-
spondence schools that educated tens of thousands in an earlier gen-
eration and were the precursors of the online universities of today,
are a good example of print-based self-directed learning.

So why is this important to us in our exploration of rapid
development techniques? Because, as an asynchronous learning
process, print self-directed learning is simply faster and easier to
develop than asynchronous e-learning. That’s not to say that for
the sake of efficiency we should go back a few decades and pro-
duce print self-directed learning programs in lieu of asynchronous
e-learning, although for some designs that concept is not com-
pletely without merit.

What it does mean for the rapid course developer is that a
good participant package (often termed a learning guide in this
incarnation), developed to accompany our asynchronous e-learning
program, can not only shorten the amount of time and effort we
put into the development of that asynchronous e-learning pro-
gram, but can speak to the trainees using a different learning
modality as well.

For example, instead of going through all the effort of adding
self-check quizzes to your e-learning, what if you simply placed
them in the learning guide? I know, there are lots of good reasons
for doing them electronically, but if you’re on a deadline that is look-
ing far too close, this is an alternative.

The same is true of graphics, spreadsheets, even entire read-
ings. Instead of waiting for graphic artists to render, programmers to
program, and the interminable testing that comes with all e-learning
material, just slip them into your self-directed learning guide with
some directions on how and where to use them on a screen in your
e-learning program.

You can even develop entire programs using this method. A good
many years ago, more than I wish to count and long before e-learning
or even computer-based learning were available delivery systems,
I was charged with developing a program to teach our nursing staff at
a medical center I was working for how to operate the organization’s
new computerized admission and discharge system. I accomplished
this by developing a self-directed manual that took my learners
step-by-step through the various processes they were required to



Chapter 9

Self-Directed Learning and Rapid Development 109

master, while they followed along on the computer screen, pushing
keys on the computer keyboard when they were directed to do so by
the program. I didn’t even need to include screen shots in the print-
based learning guide, as they saw the screens live on the monitor
(CRT in those days) as they went through the program. I added exer-
cises in the manual where they completed each task for themselves
(screen shots were necessary here so that they could compare what
they saw on their screen at the end of a process to what they should
have seen), and a monitored final exam where they demonstrated to
the monitor (human variety this time) that they could perform the
tasks. I developed the entire program in less than a week and trained
over 1,000 nursing staff in the next two weeks, on all three shifts.
Today, using our more “modern” technology it would take me a week
simply to lay out a storyboard!

If you are thinking, “OK, but we aren’t in the stone age any-
more, George,” I recently used the exact same rapid development
technique to re-train a mixed group of employees in a SAP imple-
mentation. The implementation had been failing, at least partly due
to the fact that the primary training was being delivered through a
web-based, static, PowerPoint delivery that was basically comprised
of a few jillion screenshots the trainees clicked their way through.
It might have been efficient to develop, but it certainly wasn’t very
effective.

They needed something good, and fast, as the implementation
was well underway by the time I was called in, so I developed a
print self-directed learning package that used their screen shots
and instructor notes to train the employees both individually and
in groups with a monitor where possible. There was no program-
ming, no fancy graphics, just information, job aids, and a lot of print-
directed but computer-based practice activities.

Now I love PowerPoint. In fact, when used properly it is a good
rapid development technique, as we've already discussed, not to
mention that it has saved me thousands of tedious hours of creating
overhead projections. However, it has become so pervasive, and so
many people think knowing how to use it makes them trainers and
so they employ it for so much terrible training, that it’s actually quite
scary considering the cost to the organization of poor training.

Subject-matter experts and even otherwise good trainers spend
too much time developing needless and sometimes worthless Pow-
erPoint presentations in lieu of solid training material development,
as was the case in my SAP training example. Take a look around your
own organization, particularly at software applications training, and
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if you see the same thing, consider the rapid development technique
of developing a print self-directed learning package to help augment
the asynchronous training you already have.

Figure 9.1 is an example of a program on, of all things, instruc-
tional design in which I combined a vendor’s software package with
a print self-directed package to produce a program that taught new
designers how to design.

MODULE 4: DESIGN

Objectives: The user will be able to . . .

e Create proper trainee-centered objectives based on task
analysis information

e Create criterion-referenced test questions based on stated
trainee objectives

¢ Select effective presentation methods based on defined crite-
ria for training on various tasks and task groupings.

e Choose effective follow-up methods for courses where
applicable

Time: 105 minutes

Open the sample project you have been working with.

Section 1: The Objectives Tab
Objectives: The user will be able to . . .
¢ Discuss the purpose of objectives
¢ Describe the four main parts of a proper objective
¢ Create effective objectives using the LID

¢ Modify the default conditions and standards in the LID

Click on the Design area of the LID and then click on the tab
marked Objectives if it is not already selected.

Part 1: Creating Objectives

One of the most important aspects of any training program is the
objectives. Objectives help to guide the instructional designer
in the development of the course materials (and the trainees as
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well) by telling them what they need to know or do to successfully
master that material. Performance objectives describe what trainees
will be able to do when they have completed the instruction. They
are also the key aspect of any evaluation that the course provides,
not only evaluation of the trainees, but of the course itself. If train-
ees can demonstrate mastery of the concepts that are described
in the objectives, you can assume they have learned what you
wanted them to learn.

Objectives can also give trainees an overall look at the relevance
of the material, which often contributes to their motivation for
learning.

An objective is a measurable statement of each behavior that
the trainee will be able to demonstrate during the course, the condi-
tions for the demonstration, and the criterion for acceptable perfor-
mance. You've been developing the foundation for your objectives
ever since you started the planning process. Objectives are based on
the duties, tasks, sub-tasks, and steps that you produced throughout
the planning and analysis stages. Often, particularly if you've used
action verbs in the creation of these statements, they will become
your objectives.

One important consideration here is not to mix course goals
with trainee objectives. Many times designers write objectives
about what the course will do and think they have gone far enough
with objectives. These “course objectives” are important in your
early decision making about what the course will contain and even
the determination of whether you will attempt the course at all.
They also come into play in some aspects of course evaluation.

However, at this point we are beyond the course description level
in the instructional design process and are considering exactly what
the trainees need to know and do in the course itself. “Trainee objec-
tives” should speak directly to the trainees about these aspects so
they can gauge their own learning. An easy way to remind yourself
of this is to start each trainee objective you write with the statement:
“At the end of this segment of learning the trainee will be able to. . .
. Now fill in an action verb and what it is that the trainee will be able
to do. For course, you can start your objective statement with: “This
course is created to. . . .”

You may not want to actually put these statements at the front
of each objective that you give to your trainees, although many
designers do, but while you’re developing them it doesn’t hurt to

(Continued)
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do so, just to remind you of who these objectives are for. Here are
some examples of good objectives:

® The trainee through a virtual reality simulation will be able to
troubleshoot equipment failures with 90 percent accuracy.

* The trainee, when provided a sample of the mixing product, will
be able to identify the levels of negative substrate which exceed
recommended limits with 100 percent accuracy.

¢ The trainee-operator, when receiving simulated data from the
robot will be able to execute the primary commands to reduce
the cutting edge to nominal limits every time the product
becomes too wide.

¢ The trainee will be able to list every item necessary for the manu-
facturing of a truck tire.

Which brings up another aspect of objectives. Because they are
for your trainees, make sure that you design into your course a
mechanism for the trainees to find the objectives and use them.
Giving them a list of objectives at the beginning of the course is a
good idea. So is referring to the objectives you've just covered each
time you do a summary. A final summary that includes the objec-
tives helps and, of course, you will use them as the basis for any
learning evaluation.

The LID software proposes three parts for the writing of objec-
tives. They are Condition, Standard, and Objective, which is often
termed “performance.” A brief discussion of each can be found in the
“Contents Help” section of the software under “Write Objectives.”

The performance usually begins with an action verb. As dis-
cussed earlier, Bloom developed a method of categorizing action
verbs into six major classes:

* Knowledge—recalling information
e Comprehension—explaining ideas
* Application—using ideas

¢ Analysis—seeing relationships

¢ Synthesis—combining ideas

¢ Evaluation—making judgments
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In this list, the classes are in order from the least to the most dif-
ficult form of learning, with the mastery of simple knowledge being
the easiest thing for most of your trainees, while combining of this
knowledge into new ideas and evaluating those ideas are the hard-
est for them to do. Be sure that you choose verbs that fit the dif-
ficulty of learning that you expect when finalizing your objectives.

Following are a list of performance verbs classified into Bloom’s
categories:

Many designers ignore the “condition” aspect or pay it little
mind. However, the condition can help you later when you choose
your instructional strategies. Good objectives describe the environ-
ment in which the performance will take place, particularly if it can
be related to where the skill will later be used. A true-to-life condi-
tion motivates the trainees and makes them more confident, thus
maximizing learning transfer and retention.

Objectives Screen 16
Notice on the screen for the project you have accessed that the
objective you are developing will be related to a task that you picked
for training in the analysis area. If you created this task correctly, it
will already have an action verb assigned to it. The objective is basi-
cally this task statement with the conditions and standards added.
The screen provides these two parts of the objective, which have
PERFORMANCE VERBS BY BLOOM TAXONOMY
Knowledge Comprehension Application  Analysis Synthesis Evaluation
Count Recall Associate Interpret  Apply Order Arrange Appraise
Define Recite Compare Interpolate ~ Calculate Group Combine Assess
Draw Read Compute Predict Classify Translate Construct  Critique
Identify Record Contrast Translate ~ Complete Transform Create Determine
Indicate Repeat Describe Demonstrate  Analyze Design Evaluate
List State Differentiate  Employ Detect Develop Grade
Name Tabulate Discuss Examine Explain Formulate Judge
Point Trace Distinguish lustrate Infer Generalize Measure
Quote Write Estimate Practice Separate Integrate Rank
Recognize Extrapolate Relate Summarize Organize Rate
Solve Construct ~ Plan Select
Use Prepare Test
Utilize Prescribe ~ Recommend
Produce
Propose
Specify

(Continued)
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been determined in advance as defaults for all objectives. When you
click the “Create Objective” button, the parts are added together
and an objective is created.

There will be times when the objective just didn’t come together
quite right through this method, so you will have to modify it a bit.
This can be done by clicking in the objective box and then making
changes. If you want to change the conditions or standards for an
objective, you can do this as well in the objective box.

You have now created a first-level objective, which can help
guide you and the trainees in the training process. However, most
often this level does not have enough detail to be really effective for
your trainee. You can develop second-level objectives by using the
steps for each task that you determined back in the analysis area.
These steps would be listed at the bottom of the screen.

If you wrote them properly, each step should already be a
performance with an action verb attached. To make them into
objectives, you only need to add conditions and standards. If these
will be the same as your first-level objective, you may choose not to
restate them. However, look at each step carefully before making
this decision.

Choose each step that you wish to make an objective for and
add it to the objective block. You can do this by retyping the state-
ment or by highlighting it and choosing “Select All,” then “Copy,”
then “Paste” from the edit pull-down menu. If a change is needed to
the conditions, standards, or anything else, you can make it now.

To make it easier to track your objectives later, number your
first-level objectives with the same number as the task they are
based on. Then number your second-level objectives with the
appropriate step number.

You might also want to leave space between objectives you
write in the objective box to make it easier to read them.

When you are finished, you will have a list of all first- and
second-level objectives for this particular task.

One hint here. The LID software does not ask you to write
objectives based on sub-tasks. In a complicated course with a lot
of tasks, sub-tasks, and steps, writing sub-task-level objectives can
sometimes help you in your objective development. You can obtain
a list of sub-tasks by using the “Task Analysis” report. Once again,
if you wrote these sub-tasks properly, they should already have
action verbs and be close to looking like objectives. Making them
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into objectives can help you keep things straight as you write your
second-level objectives.

You can number these objectives if you choose to create them
with the appropriate sub-task number.

And a last thought: No matter how proficient you become at
creating objectives, you can still make many errors in judgment. It’s
critical that you have an SME review your objectives before your
trainees ever see them—just in case.

¢ Open the “simulation” project.
¢ Navigate to the objectives tab.

¢ [f you've done everything right until now, you should have a screen
that begins with “Task 1.3, implementing a change model.”

¢ Click on the “Create Obijectives” button.

¢ Notice that the objective has combined the default conditions
and standards with your task.

¢ It's not very good English, which often happens, so change
“implementing” to “implement” by clicking in the objective
box and making the change.

e Number your objective 1.3, as your task is numbered.

* Now add a second-level objective by bringing the first of the
steps up to the objective box. You can do this by following either
of the methods discussed earlier.

¢ Number this objective 1.3.1.1 so that it matches Step 1.3.1.1
that it was written for.

e We'll keep the same conditions and standards so we won’t
rewrite them.

¢ Now add another second-level objective by bringing the step
“Schedule completion dates” into the objective box. This
objective needs more explanation, so change its condition
to “Given specific deliverables the trainee will be able to”
and the change the standard to “that are within the limits
provided for by the change plan.” Number this objective
1.3.1.2.

After entering the appropriate data, keep your simulation open
and go on with Part 2.

(Continued)
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Part 2: Modifying Default Conditions and Standards
When you developed your first-level objective for the simulation,
you used the default conditions and standards. You changed
both of these for one of the second-level objectives by making
the change in the objective block. However, if you have a series
of first- and second-level objectives that all need standards and/
or conditions different from the defaults, or if your entire course
needs the defaults to be changed, you can do this in the appen-
dix area of the LID.

If you want to change the default conditions and standards for
all of your objectives, this must be done before you develop the
first objective. Otherwise you will have to change these aspects
separately for each objective.

e Open the “simulation” project if it is not already open.
¢ Navigate to the objectives tab.

* Note the default conditions and standards.

* Now click on the appendix tab.

* Change the defaults as follows:

¢ Click on the button labeled “user.” This will allow you to
enter into the conditions and standards box

¢ For conditions: Given the parameters for a department-
wide change initiative.

® For standards: All aspects must be completed in
accordance with the six-step Implementing Change
Model.

* Navigate back to the objectives section.

* Note the default conditions did not change because you’'ve
already written objectives. However, if you follow this process
before you start writing you will see the default change. Pick
what works best for you.

When you have finished entering the appropriate data, com-
plete the “Check Your Knowledge” section which follows.
Then open the example project you have been working with,
and go on with Section 2.
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Check Your Knowledge
Answer each question to the best of your ability without looking
back at the material. Then check your answers against the correct
one provided on the next page. Look back through the section to
find the proper information for any question you missed.
1. Obijectives are used by
A. Designers
B. Trainees
C. Evaluators
D. All of the above
2. True or False: Objectives are written at two levels of detail
3. Which of the following is a part of a good objective?
A. Standard
B. Trainee statement of fact
C. Course goal
D. All of the above
4. True or False: Objectives can be written based on tasks, sub-
tasks, or steps?
5. True or False: You should strive to write at least five objec-
tives for program?
Answers
1. D
2. T
3. A
4. T
5. F
Figure 9.1. Self-Directed Instructional Design Program
PRINT SELF- There are some deliveries for which this rapid development
DIRECTED technique isn’t particularly effective though. The major one that
LEARNING comes to mind is in mobile learning, or m-learning. We will be
AS A SKILLS discussing rapid development techniques for this relatively new
TRAINING RAPID . . ) . . . :
delivery process in a later chapter, but since its major advantage is
DEVELOPMENT hat it ; bile. uewing : da ori T th i ¢
TECHNIQUE that it is mobile, lugging around a print package to go with it sort o

defeats the purpose.
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PROBLEM-
BASED
LEARNING

AS A RAPID
DEVELOPMENT
TECHNIQUE

The development of a self-directed learning print program for
use with a computer software application such as the SAP example
is actually another kind of blend, but you can also use a self-directed
learning print program on its own as a rapid development technique
for skills training. I have to admit I haven’t done this lately, as
web-based asynchronous training is pretty much the standard,
but I've used it most effectively in the past in both retail and office
environments.

If I ran into a situation even today where I had a large, highly dis-
persed training audience and very little time to do the development
for a critical program, particularly if that audience was computer
illiterate or had no computer access, I wouldn’t hesitate to use a
print self-directed learning design as a rapid development technique
to make sure I got the training to my learners when they needed it
and in a way that they could use it.

Problem-based, or some organizations call it case-based learning, is
sort of an offshoot of self-directed learning. It is also an excellent
rapid development technique. In problem-based learning, problems
or cases are presented to a class and teams are formed to determine
the necessary steps for solving the problem or diagnosing the case.
The teams divide up the problem and each member works on his or
her own aspect of the possible solution. Next the team regroups and
shares the information they have collected, then develops a common
solution or diagnosis of the case and presents it along with their meth-
odology for reaching their conclusions when the entire class meets
again. Discussion concerning each team’s solution and other possible
alternatives based on a synthesis from presented solutions follows.

The savings in development time here is pretty obvious. Instead
of the developer creating learning materials and resources, the teams
and the individuals who comprise them find their own, on their own.
Your participant package isn’t much more than the problem or case
and perhaps some directions that can lead them toward resources,
while your instructor guide is once again the problem, along with
possible solutions and discussion points. Media, except for a few
summary slides that might even be done on the fly, depending on
the information the teams present, comes from the teams as part of
their presentations.

Just a note in case you missed it. Online learning is a wonderful

delivery system for this type of learning methodology.
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SELF-DIRECTED
LEARNING AS
A RAPID
DEVELOPMENT
TECHNIQUE

Self-directed learning has a second major aspect that we in the train-
ing world pay slight notice to, at least on a theoretical basis, but it
is a major topic of discussion in academia, and that is SDL as truly
“self-directed” learning, that is, the decision on what to learn being
based on the learners’ own perceptions of their learning needs. Now
if you’re thinking that’s fine in academia, but doesn’t fly in the “real
world,” I submit to you a concept that is gaining more and more
credibility every day in corporations around the globe: prescriptive
employee self-development.

If this term is new to you, the concept itself probably isn’t. It
started in the management development field and had as its basis
the realization that managers when taken as a group have a variety of
development needs. Some have high competency in operations but
are not so good with people. Others are great coaches but not so hot
on team building. Some have high leadership potential but never quite
make the jump to becoming quality leaders. You get the picture.

The good old management development programs of the past,
with series after series of classes and an actual management develop-
ment curriculum that is completed over three or five or one hundred
and five years, didn’t deal well with this issue of individuality, and
was therefore somewhat less than successful at turning supervisors or
individual contributors into managers. Even three months at Harvard
Business School for an “intensive” program or retreats where manag-
ers crossed bridges blindfolded to learn trust didn’t quite do it.

What we are beginning to understand (although we’ve actually
known it all along, I think), is that all managers come into the man-
agement development process with their own strengths and weak-
nesses, their personal hard-won areas of expertise, and their own
individual competencies, not quite competencies, and “what the
heck are they talking abouts?” Therefore, each manager should have
an individualized prescription for what he or she needs to learn, and
what skills and competencies to develop to move on to the next level,
or simply to get better at his or her current job.

These prescriptions often come in the form of learning contracts
that the managers negotiate with their managers, coaches, or mentors
and that allow the managers to choose how they are going to learn the
things they have decided they need to learn. The learning contracts
usually include objectives, learning plans/activities, time frames, and
an evaluation mechanism to keep the process systematic.

I expect that you can see how this is self-directed learning: the
managers choosing how to learn, and sometimes even what to learn,



120

Rapid Training Development

through the development of their own learning objectives, and
I hope you can see how this is a rapid development technique.

No? Well, consider how quickly you can institute a management
development program when you don’t need to develop a curriculum,
or even classes, when your management trainees go out on their own
(with some guidance from their managers and maybe from you) and
determine what they decide are the best ways for them to have the
training they need delivered to them, seminars, college classes,
Harvard, ropes and bridges, whatever works for them.

If some of your management trainees want to hear about how to
achieve continuous improvement from Jack Welch, there is a public pro-
gram or a video available that will tell them, while if others don’t even
know or care about who Jack Welch was, they don't need to sit through a
discussion of six sigma, but can find another way to learn about continu-
ous improvement. Can you see the development savings now? Good!

Prescriptive development isn’t just for managers. Many compa-
nies are developing their supervisors and even individual contribu-
tors through developmental learning contracts and prescriptive
processes that allow for a wide range of self-direction in choosing
delivery, and in some cases content. I've seen some really cutting-
edge companies that are even requiring such contracts as the basis
for their tuition-reimbursement structure.

A basic tool for this type of self-directed development is the asyn-
chronous course libraries that can be purchased for access from an
organization’s learning management system. These program repositories
allow individuals to choose from hundreds of topics, an open university
of possibilities for their development within the corporation or for sim-
ple self-development. And you, the training developer, did not have to
develop a single piece of material in order for all of this training to be
available to your learners. What a rapid development technique!

In the final analysis, self-direction of this type, creating learning
contracts, developing your own personal learning objectives, choos-
ing individual programs and learning activities that fit your needs,
and creating self-evaluation mechanisms is basically a process of
plugging into our learners’ “need to learn,” which, as research has
shown time and again, is critical to any motivation for learning and a
foundational aspect of what we do as trainers.

You can also use self-directed learning as the training
component for job aids and performance tools, which it just
happens is our next topic. Before we go there though, here
are some steps to follow for both the learner and the organiza-
tion when implementing a self-directed development process
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(see the list below) and a couple of examples of self-directed
development contracts (Figures 9.2 and 9.3).

Steps in Implementing a Self-Directed Development Process
For the Organization

e Sell approach to management

* Perform an assessment of participant readiness

e Announce the program

e Publish statements of support from top management
* Develop contract template

. Identify participant support systems

¢ Orient participants

¢ Orient managers

* Solicit feedback on program

e Perform program evaluation

¢ Perform ROI

For Individual Participants

* Analyze own learning style

e Determine own learning preferences
¢ Attend orientation

* Determine learning needs

e Prioritize learning needs

* Develop learning objectives

* Isolate learning resources

* Select learning activities

e Set timing and milestones

* Develop evaluation criteria

e Create contract

* Obtain signoffs

* Schedule learning activities

¢ Seek feedback where needed

* Document learning

* Renegotiate contract if required

e Compare learning outcomes to evaluation criteria

* Begin new contract
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SELF-DIRECTED DEVELOPMENT CONTRACT

Learner: Date begun:

Manager: Date completed:

What will be learned through this contract?

How will this help to achieve corporate/departmental/personal goals?
What are the objectives of the learning?

How will the learning take place?

What resources will it be necessary for the learner to obtain?

What resources will the manager need to provide?

What are the milestones to be achieved to keep the project on track?

What evidence will the learner provide that the objectives have been met (application to

the job)?

How will the manager determine that the contract has been completed?

[ Objective achieved Progress toward achievement
[ Adequate
[ Inadequate

Learner’s Signature Manager’s Signature

Figure 9.3. Learning Contract 2
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Performance
Aids As Rapid
Development
Techniques

Steps in the Process

* Begin with any task for which you have analyzed the required
skills and knowledge

* End with a live pilot where an on-the-job training instructor
teaches a trainee how to use your performance aid, and then the
trainee uses it successfully.

End Products

* A validated job aid, performance aid, cheat sheet, performance
support system, electronic performance support system, or
whatever you wish to call it, and the training to teach a user how
to use it

m didn’t say much about job aids and performance tools as rapid
development techniques in the chapter on OJT, which may have sur-
prised you if you already know something about them, but I wanted
to give these concepts their own chapter, as they are a rapid develop-
ment shortcut that can be useful in almost any delivery process, as
well as a delivery system of their own.

125



126

Rapid Training Development

AIDS AS

A RAPID
DEVELOPMENT
TECHNIQUE

It doesn’t matter whether you term them job aids, performance
tools, performance support systems, or electronic performance sup-
port systems, at least for this discussion, as their advantages are
pretty much the same when employing them as a rapid development
technique. We'll call them performance aids in this chapter, just to
confuse the issue a bit more.

If you are not too sure about what the differences are between
these terms, you might refer once again to the companion to this
book Rapid Instructional Design, for a quick review, or to the books
in the suggested readings for a more in-depth discussion.

In general, the purpose of a performance aid is to decrease the
amount of time learners spend learning, by giving them less to learn.
For example, instead of memorizing a procedure, learners need only
memorize how to use the performance aid that covers it and explains
how to implement it.

For rapid development, this means that you will be required to
develop less learning material for the learner, at times almost none
at all if the procedure is written well enough. That makes for an
impressive rapid development technique.

Of course, nothing is as nice and simple as that. To use any job
aid, performance tool, etc., requires some training in and of itself,
and this training requires some development of learning materials.
Monitored exercises where the trainee uses the performance aid are
also important in learning its use. The more complicated the tool
(think EPSS), the more training required to learn to use it.

This has been the basis for an error committed by many course
developers, thinking that you simply present the performance aid
and it takes care of itself. A performance aid that does try to achieve
this goal is usually touted as having the training built in, but often
isn’t as effective as it might be because of this (think of some of
the early software help functions that were more complicated to use
than the software itself).

At any rate, you can use performance aids to cut down on develop-
ment time when they are available in the organization, or you can
create them yourself, although this in turn costs you some develop-
ment time. You can utilize them in most if not all of the delivery
systems we’ve discussed previously, although you'll get the highest
return (in terms of reduced development time) using them in class-
room and on-the-job training deliveries. And you can use them as a
delivery process all by themselves, which provides an even greater
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RAPID
DEVELOPMENT
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FOR DEVELOPING
PERFORMANCE
AIDS

degree of rapid development, but don't forget that you will still need
to develop learning materials to teach how to use the aids.

Developing the Learning Component of a Performance Aid

We've already mentioned that print self-directed learning packages
are excellent candidates as a rapid development technique for the
learning component of a performance aid. If you are considering
an EPSS, an asynchronous e-learning package can work very well
too, although, as we've discussed, the development process for these
packages is much more complex.

In a distance delivery of a performance-aid-based program,
a synchronous e-learning class can be a rapid development tech-
nique that works well for your learning component. For example,
I recently developed a program to introduce a new series of person-
nel action forms to a nationwide company. There were half a dozen of
them, and each had its own job aid. These formed the foundation for
both the document and the training. Mostly due to time constraints,
I developed a synchronous class that taught the company’s HR field
staff how to use the job aids, and we ran it for four weeks. By then
I had developed a print self-directed learning package to take its
place and train not only those we had missed with the synchronous
classes, but also any new supervisors or managers who were hired.

This may not seem like much of a rapid development shortcut, as
I ended up developing two learning packages for a bunch of job aids,
but I used the rapid development technique of the synchronous class
to meet the organization’s immediate need and the advantages of the
print self-directed learning package to meet the ongoing needs.

Performance aids are also great rapid development techniques
when the content you need to provide is not static. It takes a lot less
development time to revise a job aid and its attendant training than
it does to develop an entire program. In fact, you can reduce revision
time considerably in constantly changing content environments by
making the performance aid the keystone of your training and then
developing material around it.

So what about rapid development techniques for developing perfor-
mance aids? Of course, the most effective way, as always, is to have
a consultant create the performance aid for you. This is particularly
true if you plan to develop an EPSS and have little or no experience
doing so. These are usually fairly complicated processes and experi-
ence is paramount.
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We've discussed all the advantages and disadvantages of consul-
tants as rapid development techniques, so we won't repeat ourselves.
It comes down to speed (if they have that experience we just men-
tioned) versus cost.

A rapid development technique for performance aids that is
almost as effective, and usually much cheaper, is to find something
that has already been created and either use it as is or customize
it. Don’t forget the training piece as well. This isn’t very common
though, so more often than not, you'll need to create your own per-
formance aid.

Normally, you do this by taking the content provided through
your analysis and using it to develop the performance aid. Good poli-
cies and procedures can help in your development process, but to
be sure you've created a concise and complete performance aid you
should depend on your analysis for the correct information. How-
ever, if you don’t have an analysis or your analysis is questionable,
there are other ways to develop performance aids, and some of them
make for fine rapid design shortcuts.

Using Experts to Help Develop Your Performance Aids

One rapid development technique is simply to watch how an expert
does it, and then create your performance aid based on your obser-
vations. Be sure you have your aid checked out carefully, both by the
expert for content and nuance and by a non-expert who represents
your users for usability.

A variation of this type of rapid development technique is to vid-
eotape the expert doing his or her thing, so you can replay it time
and again until you are happy with the results of your performance
aid. You'll still need both to validate the performance aid and to
develop the training piece that will accompany it though. You might
even use pieces of the video you recorded as part of your training
materials for the performance aid, although this has a number of
pitfalls that we won't get into here.

A simpler variation is to interview your experts, asking them what
they do and why. Your notes from the interview, added to the con-
tent you've already analyzed, should make the development of your
performance aid much more rapid.

You can use any combination of these rapid development tech-
niques as well, although arguably that makes the whole process a lot
less rapid. I like to use one method to develop the performance aid,
and a second to validate it. For example, I often interview an expert
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or two when developing a job aid and then observe another expert
trying to use it for validation, or to find out what I did wrong.

An even better rapid development technique for performance
aids is to have the experts themselves develop them. You'll still need
to validate the performance aids and learn enough about them your-
self to develop the training materials that are required for them, but
if you can convince someone else to do the major part of the devel-
opment for you, it really is a rapid development technique, and Tom
Sawyer will look down on you with a smile.

Here is a list of the most common types of performance aids
that you might consider developing and using as rapid development
shortcuts.

Common Types of Performance Aids
e Correctly filled-in forms

e Checklists

e Worksheets

* Photo-diagrams

e Task lists

¢ Conversion tables

* Graphs

e Reference books

* Step-by-step self-instruction sheets or books
* Schematic drawings

¢ Flow charts
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m-Learning and
Other Delivery
Systems and Rapid
Development

The newest delivery system to come down the pike is mobile, or
m-learning. m-Learning’s major advantage is that it is true just-in-
time training, available whenever and for the most part wherever
the learners want it, as long as they have access to one of a number
of different types of wireless devices and you, as the developer, have
created the learning program in a delivery format that the wireless
device can utilize.

There are a large number of disadvantages with m-learning, as
there are with any new delivery technology, or old delivery tech-
nology as far as that goes, and this isn’t the place to discuss them,
but for the developer they are mostly related to bandwidth, storage
capability, screen size, and the fact that cell phones, iPods, and the
BlackBerry were not created with training in mind.

However, these disadvantages create rapid development oppor-
tunities such as pod-casts, and cell-phone-capable programs do not
allow for much in the way of developing time-consuming media or
extensive interactions. Now you might say, “Wait a minute, isn’t that
the tail wagging the dog?” How can it be a rapid development tech-
nique if you can’t develop material because of the limitations of the
delivery system?” That’s a good question, and I don’t have a good
answer as a developer. The only likely one lies more in design.

As a designer, you choose the most effective delivery process
available, then as a developer you take advantage of the strengths of
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that process and try to reduce the effects of its weaknesses. If the
design decision was to use some form of m-learning as the delivery
system, for whatever good reasons, a first-rate developer will develop
material that fits it, not try to shoehorn in materials that don’t. This
in itself is a rapid development technique. Know what your m-deliv-
ery can support and what it can’t, and develop material accordingly.
It will save you time and frustration.

One of the advantages of m-learning is that the hardware is inex-
pensive, and sometimes free, as many employees have cell phones,
MP3 players, and other mobile devices. If you are in a small com-
pany that can’t afford another type of distributed learning system
due to the cost, m-learning may be your only choice, and so you
design and develop material for it.

m-Learning can be an excellent delivery system for an EPSS or a
simple electronic job aid, which makes these processes possible rapid
development techniques when combined with an m-delivery. It has
even been around long enough for consultants to have created m-learn-
ing-specific templates and authoring software, which in turn become
rapid development techniques for the development of m-learning.

Another rapid development technique that works well with m-
learning is to record presentations that are given for various reasons
by various people in the organization, edit them, and add objectives,
then make them available as pod-casts. An amazing amount of infor-
mation in at least a somewhat systematic format can be distributed
this way with limited material development.

We discussed the rapid development advantages of informal learn-
ing earlier, that is, learning where the learner is responsible for deciding
some or all of the aspects of the learning. m-Learning is quickly becom-
ing the delivery system for this type of learning, with discussion forums,
online communities, Wikis, and blogs, all delivered through mobile
hardware, providing for complete self-direction in learning, or simply
places for focused learning discussions to happen.

Simulations come in all different shapes and sizes, from simple paper
processes such as a role play to multi-player electronic learning games
that can take hours and even days to complete. There are branching
stories, mini-games, interactive spread sheets, and virtual labs.

The best rapid development technique for simulations, no mat-
ter how simple or complex they are, is one we've discussed before,
buy ‘em, buy ‘em, buy ‘em. Find already developed simulations and
either use them as is or modify them for your needs. This is particularly
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true for higher-level simulations, as they take great amounts of time
to develop and even more to validate.

The second-best rapid development technique for simulations
is to utilize consultants who know what they’re doing and who have
had plenty of experience in the art to develop your simulation. I con-
sider this second-best, as you do need to spend development time
working with the consultants and overseeing their work, no matter
how good they are, and the cost is often prohibitive.

If you must create your own simulations from scratch, there are
few really effective rapid development techniques that I can think
of. The best advice I can give you is to read a good book or two on
the process (see the suggested readings list), and try to keep your
simulation as simple as possible while still allowing your learners to
get what they need from it.

Recently some simulation development tools have come on
the market. These can be a rapid development shortcut if they are
related to the content you are working on and they are not too dif-
ficult to learn, which is usually the problem with all new technology
development tools.

One of the fastest-growing classes of simulations are those used
for soft skills such as role playing, problem solving, and business
modeling. Like all simulations, these can be very time-consuming
to build from scratch, but a number of template-based simulation
tools do exist for these types of simulations. Examples of these are
Experience Builder from ExperienceBuilders, Redwood Develop-
ment Platform from Redwood e-learning systems, and Simulated
Role Play from SIMmersion.

There are also technical skills simulations that model various
machinery and systems or act as task simulators such as a flight
simulator. They can be used in your program for troubleshooting
and diagnostics, procedural walkthroughs or situational simulations.
Once again, vendors such as NGRAIN and Knowledge Dynamics
can supply you with development tools that work well as rapid devel-
opment shortcuts for these types of simulations.

I've sort of saved the best for last as far as rapid development tech-
niques are concerned. The concept of reusable content objects has
been around for a while now. It has gone through a number of trans-
formations, but its basic premise hasn’t changed—developing small
slugs of content, with all the materials and media that are associated
with them, and then reusing them when they are applicable for other
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programs. You can’t get a much more rapid development technique
than this. Theoretically, if you had a large enough library of reusable
content objects, you could create entire programs with little or no
development at all, just by combining blocks together and adding
some transitions.

Of course, this is more a dream than a goal, but you can certainly
utilize reusable content objects to decrease your development time
when you are creating a course that has similar content to one you've
already developed.

Developing Reusable Content Objects the First Time

The main drawback of reusable content objects is the time and plan-
ning it takes to do their primary development. You need to use a
consistent development template for every content block so that it
can be utilized in other programs that you create later with the same
development template and, of course, the same delivery system.

This has not worked well when attempted across multiple orga-
nizations. Every company has its own development process and a
way it prefers its end-products to look. Even though reusable con-
tent objects should be at a more granular level, and therefore not
affected by style, this is seldom the case.

For some time now, reusable content object fans, particularly
vendors, have been trying to drive the reusable content object down
to a level where style doesn’t matter, but they've met with limited to
no success. At such a level the reusable content object tends to lose
much of its efficiency and become little more than an objective with
a piece of content attached.

Most vendors have more or less given up on the dream of banks
of properly developed reusable content objects that they could sell
to their clients, overwhelmed by their client organizations’ need to
have it “their way.”

However, within an organization, standardization of develop-
ment templates is more than possible. It is often required. There-
fore, home-grown reusable content objects that a developer can
create for one program, then bank for use in other programs, are
very possible. For example, the basic skills required for making pre-
sentations; audience awareness, listening skills, non-verbal behav-
iors, etc., are the same for trainers, team leaders, and executives. In
one company I worked with, we created reusable content objects
for each of these, with all the associated media and activities, when
we were developing a train-the-trainer session. We used these
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reusable content objects later for a program on platform presenta-
tion techniques for managers, and later still in a course for supervi-
sors on leading meetings. One development, three programs! You
can’t get much more rapid than that!

KNOWLEDGE If training is the transfer of knowledge, then knowledge management
MANAGEMENT s a form of training delivery and an incredible rapid development
S: \;\E Il.‘é\ll”I:IIDENT technique, as you need to do no development at all... sort of.

There are any number of knowledge management schemes in
TECHNIQUE Y g &

use, but like reusable content objects, they have as their founda-
tion a single concept; Find a way to make learnings that occur in an
organization accessible to €Veryone across the organization who can
take advantage of them, so we don’t keep continuously reinventing
the wheel because we lost or were unable to distribute new organi-
zational knowledge. For example, a telecom company I worked for
put into place a knowledge management system related to customer
problem solving. Every time the engineering department solved
a customer problem, the problem and solution were entered into a
database. The software for the system kept a key word file based on
each entry, and if another engineering group had a customer prob-
lem they went to the database, entered the key words closest to their
problem, and scanned for results. More often than not, their custom-
er’s problem, or something very close to it, had been solved by some
other group in the organization, or at the very least there were
some common aspects that could be employed to keep them from
having to solve the problem from scratch.

So... what the heck does this have to do with rapid development?
Basically, a knowledge management system that is well designed and
consistently used will reduce the need for you to train and, of course,
therefore to develop training materials. I expect you already figured
that out, but I thought I'd better say it anyway.

Knowledge management systems are their own training delivery,
simply by transferring knowledge from one part of the organization
to the other. Any that you have or create are by their nature rapid
development shortcuts.

Because you've come this far in this book, you probably have
enough of an understanding of rapid development techniques by
now to realize that a knowledge management system is basically a
performance tool, and you are aware that, as with all performance
tools, you need to train the organization on how to use it if it is to
function effectively. However, the development time spent doing this
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is significantly less than the time you would have spent developing
the numerous training programs that the knowledge management
system eliminates the need for.

There is another aspect to a knowledge management system that
might affect you as a developer, or at least as a trainer, and that is
that monitoring of it is required to make sure your learners are using
it effectively, particularly inputting the stuff that needs to be input.
This does take time and usually falls on the shoulders of the people
who recommended the knowledge management process to begin
with—very often, you.

So knowledge management as a rapid development technique is
not really a free ride; it does require development time invested in
the training, and time in the monitoring as well, but even so, it can
still save you plenty of development time when used properly.

Off and on throughout this book we’ve mentioned planning for and
completing beta tests and pilots. Like train-the-trainer processes,
these aspects of course development are sometimes included in the
development phase and sometimes in the implementation phase.
I like them better in the development phase, so let’s discuss them a
bit in relation to their rapid development techniques.

In case you've forgotten, you run a beta test to see how the
pieces of your course hold together and whether they work as a
whole. Betas are also used to isolate (in a controlled environment)
particular aspects of your course that you are not totally sure of, such
as special activities, laboratories, complex simulations, and so forth.
The importance of a beta test is that it is usually the first time you
will receive feedback from a live audience concerning your course
and its component parts.

For a beta test, your audience should include a few representative
trainees and an SME or two to give you their viewpoint on the mate-
rial. If you can, invite another instructional designer for an instructional
design review as well. In an extensive beta you might also include the
managers or supervisors of your target trainees, other training stake-
holders, and anyone else you can round up to fill out the audience.

A pilot, on the other hand, is run within the exact parameters
and in the exact environment in which you run the actual classes.
The purpose of the pilot is to make sure the class will work just as
you designed it to, when you deliver it for real. A pilot allows you
to evaluate things that a beta test does not. Timing is one of these
things. You don’t stop to garner feedback during a pilot, so you can
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check whether a two-day class can be run in two days and whether
a one-hour activity takes one hour. Logistics should also be assessed
during a pilot, which is why you always run a pilot in the actual train-
ing environment.

Your pilot should run just a bit longer than your training nor-
mally will when you roll it out. The slight additional time is for a
post-program debriefing and feedback session. Otherwise, if it’s
a two-day training session, the pilot should last two days.

Also, the audience for your pilot is different. Gone are the man-
agers, instructional designers, and others who were part of the beta.
Your audience for the pilot is the trainees intended for your pro-
gram—and in the same numbers as your program will support when
you roll it out. Here is a quick comparison of beta tests to pilots.

Beta Test Pilot

Stop at any point Must run straight through

Can observe and interact No direct observation

Questions can be asked during Questions at end only

Can prepare learners orally Must be done cold

Program in draft format Program basically finalized
Different audiences Target audience only

Time is double Time is slightly more

Can do all in one room Must do in learning environment
Tests content Tests implementation, flow, time

Rapid Development Shortcuts for Beta Tests

A number of techniques can be employed to cut down on the
amount of time you spend doing beta testing. One of the simplest
is not to do it at all. I don’t recommend this, but when time is
of the essence this is one area where you can skimp a bit. You
make up for not having a beta test in the pilot, which means your
pilot debriefing needs to be longer and more complete, and it also
means you may need to do more rework than you normally would
after a pilot, but betas take a lot of time and the rework seldom
comes close to that number of hours.

This isn’t true in asynchronous e-learning, where the re-work can
be incredibly time-consuming and expensive. Don’t skimp on your
beta test here; you'll more than pay for it later.
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Another rapid development shortcut for beta testing is only to
test those areas that you need to test, that is, activities, labs, and
other aspects that have the highest probability of causing problems
when the program is rolled out. Once again, the pilot can take up the
slack for those areas you did not beta test.

In this approach, or any beta test plan, be sure to create strong,
focused questions for your participants to answer. This will not only
give you the information you need, but will save the participants
time trying to figure our what you are looking for, as well as your
time trying to wade through a lot of commentary to get to the impor-
tant information. Questions such as “What did you like and dislike
about the program?” often lead to a lot of discussion about things
that are not relevant to the material, such as policies and procedures
the learners don't like, or even discussions of why the course is even
being given. I try to stay away from these types of open-ended ques-
tions; in fact, lately I've been eliminating the verbal debriefing com-
pletely, relying on my written questions to give me what I need to
know.

One of the other problems with oral debriefings is that one or
two individuals with an axe to grind tend to take over, and the oth-
ers don’t get a chance to speak. Sending the questions out ahead of
time, particularly to SMEs who have helped with parts of the pro-
gram already, will save even more time and further decrease wasted
effort.

In asynchronous development, a rapid prototyping model can be
used for this shortcut, prototyping the more complex aspects of your
program as individual pieces and doing beta tests on those pieces
before you assemble the whole and do the pilot.

When holding a classic “walk-through” beta test, shorten the time
you'll need to spend analyzing the data by having someone else do
the facilitation while you (as the developer) sit and take notes. If this
isn’t possible, be sure to find a colleague, preferably one who knows
at least something about the program and program development, to
take notes for you while you teach. Shorten train-the-trainer time
and get a better read on how easy it is for your trainers to use your
instructor guides by having one of them teach the beta.

You can also reduce the time you spend in beta testing in a class-
room, OJT, or synchronous delivery setting by doing it in a focus
group style, rather than as a walk-through. Bring your beta partici-
pants together, have them read your material (don’t expect them
to read it ahead of time, as most won't, and you'll waste the time of
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those who do waiting for the others to catch up), and then let them
“have at it.” Use a tape recorder to catch all their comments, as you'll
be too busy listening and asking questions to be taking notes as well

Or, instead of a full “walk-through,” do a “talk-through™ in which
you talk to your beta participants as a focus group throughout the
program, stopping to focus on those aspects you feel are key or that
you are unsure about. Any of these approaches will save you plenty
of development time when teamed with a strong pilot.

Rapid Development Shortcuts for Pilots

Because the pilot is basically a final review of the program as it will
be implemented, there are not a lot of rapid development shortcuts
that you can use. The best I can think of is to do a solid beta test.
If you've done your beta well, you should have few problems in the
pilot and few necessary revisions after it, just some adjustments to
the timing of the various parts. As with beta testing, having a set of
strong, focused questions, and not “What did you like?” types for
discussion at the end of the pilot, can help you isolate any problems
the beta test might have missed.

One possible timesaver, although it saves more implementation
time than development time, is to do a live pilot, that is, a pilot that
is actually the first iteration of the program. Once again, a strong beta
test before this is attempted is an excellent idea; otherwise you can
easily find yourself needing to retrain the learners you just trained
after you fixed the things that didn’t work. Be sure that the participants
know they are part of a pilot so that, if some things don’t go quite as
planned, they’ll give you and your program the benefit of the doubt.

Most of the rapid development techniques for beta tests and pilots
that we've discussed so far are more related to classroom or OJT
types of deliveries, although some are applicable to synchronous
e-learning as well. We also mentioned a few techniques for asyn-
chronous e-learning beta tests that will work for print self-directed
learning programs as well.

One shortcut we didn’t mention that is useful for any form of
self-instruction, particularly if it is in a distributed setting, is to have
all of your beta participants in one room for the beta testing. This
makes asking them questions much more efficient and effective, and
also allows you to give them directions for focusing in on key issues.
We've already discussed how this will save you time in analyzing the
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beta test data as well. Remember though that this is a good devel-
opment shortcut for a beta test, not a pilot. Pilots, especially self-
instructional pilots in distributed implementations, must be run in
the environment, and exactly as they will be run when your programs
go out to your learners.

For the other delivery methods we’ve discussed in this book,
there are very few beta test shortcuts, and even fewer pilot ones.
Because of the complexity of blended approaches and the individu-
ality of structure mentoring deliveries, you may be able to use a few
of the minor concepts we discussed, such as creating well-focused
questions and using note-takers, in specific instances, but for the
most part you will need to run your beta tests and pilots without
shortcuts to obtain the information you need.

Here are a few general but focused questions you might ask dur-
ing your beta test and/or pilot to shorten the amount of time you
spend analyzing data:

e Are all of the objectives clear and complete for the learners?
e Are all terms properly defined?

e Is the important content stressed enough?

¢ Are the learner evaluations sufficient?

* Were the learners able to meet the objectives?

e Are the directions to the learners clear and complete?
e Is the pacing correct?

e Is the overview adequate?

* Is the sequence of material logical?

e Are the learner benefits explained in enough detail?

e Is the content relevant to the learners?

* Are practice sessions implemented where needed and with cor-
rect timing?

¢ Is there sufficient feedback for the learners?
e Are activities sufficient and timely?

e Are transitions comfortable?

e Are there adequate reviews and summaries?

e Is the media appropriate and effective?
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e Is the reading level appropriate for the audience?

* Was the participation adequate?

To summarize much of what we have discussed in this book,
here is a chart that shows the major delivery systems and some of
their most important associated rapid development techniques,
along with a few comments to help remind you what you've learned

about them.

A SUMMARY OF MAJOR RAPID DEVELOPMENT TECHNIQUES BY DELIVERY SYSTEM

Delivery System | RDT Effective Comments
Savings
Classroom Develop instructor guides High Watch for SMEs who are not
to match your instructors’ really SMEs
requirements
Use templates for your Medium
instructor guides
Include only information that High Stay away from nice-to-know
will be used in the class in your material
participant package
Create a template for use when Medium Be sure to include style
developing participant packages information
Don't forget a place for the
objectives
Use your hard-copy PowerPoint | Medium Stops you from giving away
slides as passouts the answers
Make it easy for your learners
to integrate them into their
participant package
Borrow classroom activities from | High Be careful with copyright
other sources
Prepare your classroom Medium Save travel time
instructors at a distance
Create your own “official” Medium Keep animations and clip art
template for PowerPoint slides only to those that enhance the
learning
Use flip charts to create Medium Prepare all or part of your flip
interactions instead of developing chart in advance
them
Do videos in slugs Medium Edit pre-made videos into

slugs too for multiple uses
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On-the-Job Refer to operating and tech Medium Make your directions for
Training manuals, don’t include them in their use to both learners and
your learning guide instructors very clear
Use outdated equipment to set High This RDT works well when
up O]JT labs regular equipment is being
used 24/7 and saves you from
creating simulations
Use SMEs for more than just High Discuss the development
instruction with them
Observe them before
developing
Asynchronous Customize an off-the-shelf High Can be done by you or vendor
e-Learning program
Be careful of copyright
Rapid prototyping High Chose the rapid prototyping
concept that will work best for
your situation
Hire consultants High For entire program or
just for specialties such as
programming activities
Be sure they are experienced
Scripts and storyboards Medium Do them and keep them
simple
Repurpose classroom activities Low Chose those that will work
and don't try to force the
others
Repurpose video Medium Create video in “slugs”
Use authoring tools and systems | Medium Takes time to learn but saves
it in the end
Better for new developers
Synchronous Repurpose stand-up classes Medium Chose classes that have
e-Learning characteristics amenable to a
synchronous delivery
Repurpose classroom activities Medium Look for activities from a
variety of sources
Borrow ideas from others Medium See what your software
vendor has that you can use
Know your facilitators Medium Decrease the complexity of

your facilitator guide if your
facilitators are seasoned
synchronous instructors
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Use your SMEs well

Train your trainers by making
them class participants

Use chat rooms and discussion

boards

High

High

High

Have them available during
the class to answer questions

Have them teach part of class

Put them in debates and
panel discussions

Both cost and time efficient
and very effective.

Have them teach a section or
two with you before going it
alone

Develop your questions or
problems carefully

Provide a final posting of
expert thoughts on the
question at hand

Online Learning

Hold a synchronous first class

Use learning contracts as a
foundation

Use online as a RDT for other
deliveries

Medium

High

High

Saves a small amount of
development time but plenty
of travel time

Focuses purely on learners’
needs

Requires a good template and
strong monitoring

Works well with both
synchronous and
asynchronous deliveries.
Can take the place of some
face-to-face classroom
delivery

Blended
Learning

Use blended as a RDT for other
deliveries

Blend synchronous and
asynchronous to utilize your
group classroom activities when
repurposing a face-to-face
classroom

High

Medium

Blends of classroom and O]T,
asynchronous and classroom,
or synchronous and
asynchronous are common
and very effective

Your other classroom activities
will translate better and
quicker in the synchronous
aspect as well

This is the ultimate in travel
cost savings combined

with maximum learning
effectiveness
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Structured Utilize off-the-shelf videos or Medium Be sure to create debriefing
Mentoring asynchronous programs discussion questions for the
mentor and the trainee to use
Self-Directed Create an SDL package to Medium Provides a different learning
Learning accompany asynchronous modality
e-learning
Create entire programs using
this approach
Consider using in
conjunction with PowerPoint
presentations
Institute an individualized High Utilize learning contracts
prescriptive employee
development initiative
Develop or purchase
asynchronous course libraries
Performance Use them as an RDT High Works well in environments
Aids in which content is quickly
changing
Don't forget training on using
the performance aid
Hire a consultant to help High Be sure the consultant
you create your electronic is experienced in EPSS
performance support system development
Observe/videotape/ Medium Have your performance
interview an expert aid reviewed by the
expert and piloted by a
representative user
Don't forget training on
using the performance aid.
Mobile Know what your mobile High
Learning learning process will support
and develop material
accordingly.
Develop pod-casts from Medium Tape them, edit them, and

presentations given in the
organization

add objectives
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Active Performance Support System: An electronic performance
support system that actually monitors the employees’” work and stops
them to lend advice and support when necessary. There are few of
these in existence.

Alpha Test: The first evaluation of a technology-based program,
used to test the user interface and to determine overall usability.

Analog Audio and Video: Audio or video information normally
stored in a tape format; it is differentiated from digital audio and
video, which usually use some type of computer format as the stor-
age medium. Digital video and audio are needed for e-learning and
CD-ROM training deliveries.

Animation: A sequence of graphics presented in succession, anima-
tion is widely used to simulate motion in computer-based or e-learning

deliveries.

Aspect Ratio: The relationship of height to width of an image size
(for example, 4:3 is a standard aspect ratio for NTSC television).
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ASTD: an organization of training professionals encompassing all
aspects of the profession. Believe it or not ASTD is no longer the
American Society for Training and Development it is just ASTD.

Asynchronous: Usually in reference to e-learning, asynchronous
refers to non-instructor-led training using a computer-network-based
delivery system in which the trainees are not online at the same time
nor in direct, immediate contact. The technique sometimes includes
the use of electronic bulletin boards and chat rooms. It is often a
mixed-media format combining a self-instructional aspect with one
or more instructor-facilitated processes.

Audience Analysis: An evaluation of a training audience to deter-
mine the background, needs, interests, preferences, and demograph-
ics of the group.

Authoring System: A software application used to create course-
ware by combining text, graphics, video, audio, and animations.

Bandwidth: Technically a concept that has to do with the size of the
wire that connects computers in a network and how much informa-
tion can flow over it. Usually the more bandwidth the better, as more
information can be sent faster.

Beta Test: An evaluation for a course or product, done by actual
users and others, not necessarily in a real-life environment, to deter-
mine instructional flow and answer questions that surfaced during
development of materials. It is also referred to as a formative evalu-
ation, although this term is being used less frequently.

Brainstorming: A technique for idea generation in which each per-
son suggests as many ideas as possible, with no discussion of viabil-
ity until after the session is complete. A recorder usually writes the
ideas on some medium for this later discussion.

Branch Back: A technique whereby a wrong answer causes the
program to replay the area of instruction where the correct answer
resides.

Branching: An instructional technique in which the learner’s next
step is determined by his or her response to a previous step. Branching
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makes a course more interactive by allowing students to take different
paths through a course, based on their needs and interests.

Browser: A software program that allows trainees to navigate
through a web-based training program.

Bug: A programming error that causes a course to run improperly or
stop running unexpectedly. Alpha tests are used to find bugs. Bugs
are also known by the euphemism undocumented features, although
usually only by programmers.

Bulletin Board: Software that allows trainees to post class infor-
mation, activities, or questions electronically for reading by other
participants, the instructor, or both.

CBT (see Computer-Based Training).

CD-ROM: A delivery technology for multimedia-based programs.
It is used mostly for self-instructional training designs. It has some
compatibility and storage size problems.

Chat Room: An electronic “place” where individuals can connect by
sending typed text to one another in real time.

Checklist: A tool used to ensure that the important actions or steps
in the performance of a task have been taken.

Chunking: The process of dividing a portion of training material
into smaller pieces that are easier to deal with.

Color Scheme: A group of complementary colors used in com-
puter-based training to give a course a consistent look.

Competency: The specific knowledge and skills and the application
of that knowledge and those skills to the standard of performance
required for a particular job.

Completion Item: A test item requiring the completion of a state-
ment, phrase, or concept.

Compressed File: Files that are reduced in size to allow for quicker
transfer and more efficient storage. Particularly used by audio and
video files across computer nets.



154

Glossary

Computer-Based Training (CBT): Can be a general term for any
training done through the use of computers rather than through
instructor facilitation, but is also often used to signify only text-based
computer-facilitated instruction. This is usually referred to derog-
atorily as an “electronic page turner” and is not considered good
instruction.

Content: The concepts, ideas, policies, and information that a train-
ing program comprises.

Content Outline: An outline that organizes course content into
topics and subtopics.

Cost-Benefit Analysis: A method of assigning dollar values to the
cost of training development and implementation and to the ben-
efits derived from the training, to determine whether it is worth the
effort.

Course: A complete, usually integrated series of lessons identified
by a common title. Courses usually make up a training curriculum,
and in turn are made up of modules, units, sections, and so forth.

Course Map: The major concepts from a course depicted in a visual
arrangement, usually with lines drawn between associated concepts
and relationships shown between the connected concepts. Maps
usually break the course into units, lessons, frames, or segments, and
they detail objectives, treatment, teaching strategies, and a skeleton
storyboard if needed.

Courseware: The media (text, computer program, CD-ROM, and
so on) that contains the content of the course.

Criterion-Referenced Testing: Testing of the objectives as
a learner progresses through the course of instruction. Success
depends on the trainees” attainment of the objectives and not on
how well they do in relation to others.

Cross-Training: Providing training in several different areas or
functions. This provides backup workers when the primary worker
is unavailable.
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Design Document: A conceptual report that gives all those involved
in the development of a training program a picture of the overall
course design. Items might include a mission statement, an audi-
ence profile, course objectives, content outline, a course map, an
evaluation plan, and a visual motif.

Designer: An individual who attempts to make it easier for learn-
ers to learn by systematically discovering what a learner needs to
know and then determining the best way to make that information
available.

Desktop Training: Any training delivered by computer to a train-
ee’s desk.

Dial-Up Connection: Using a modem and telephone line to con-
nect to a computer net.

Digital Audio: Audio information stored as discrete numeric values.
Computer disks, digital audiotape (DAT), and CD-ROMs are typical

storage media for both digital audio and video.

Digital Video: Video that is digitized on a computer instead of
residing on a magnetic tape. Digital video is easier to store, edit, and
play on a computer. This also makes it more expensive, and it takes
up large amounts of storage capacity.

Digital Versatile Disc (DVD): DVD is a delivery technology that
allows full motion video and all the other goodies of multimedia on
a small-sized disc with plenty of storage capacity.

Digitize: To store media (graphic, audio, or video) in digital form.
Often used to note the conversion from an analog to a digital
format.

Distance Learning: Probably one of the most overused and much-
abused terms in technology-based training. At the basic level it
simply means that the instructor and the learner are either not in
the same physical location or not there at the same time, or both.
However, it is often used to refer to satellite-mediated learning, even
though computers, video players, and even telephones can be used
as distance-learning delivery systems.
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Distributed Implementation: A self-instructional delivery process
in which there is no designated learning center. The packages are
sent to the trainees’ job locations and usually facilitated by a supervi-
sor or other line individual.

Distributed Learning: A newer and also older term that means
roughly the same thing as distance learning, but is coming into use
due to distance learning’s perceived relationship with satellites.

Download: To receive and store information from another com-
puter or system.

Drill-and-Practice Exercises: Instructional activities designed to
allow a learner to review previously learned information through
repetition and rehearsal. Often a major activity set for computer-
based training.

DVD (see Digital Versatile Disc).

e-Learning: Technology-based training using the Internet as the
delivery system. Advantages of this delivery system include reduced
hardware compatibility issues, easier and quicker revisions, and the
possible maximum size of the distribution network. The disadvan-
tages include security problems, speed, and bandwidth limitations,
which reduce multimedia capability. e-Learning can be instructor-
led or self-directed.

Electronic Performance Support System (EPSS): Computer-
ized applications that provide support for the user in accomplishing
specific tasks, particularly those that are difficult to memorize or are
done infrequently. An electronic performance support system may
provide needed information, present job aids, and deliver just-in-
time training on demand. Electronic performance support systems
will often take the place of some training, although the employees
need to be trained on how to use the system effectively.

Entry Skills (Entry Behavior): Skills or knowledge that the trainee
must master before he or she can begin a training program.

EPSS (see Electronic Performance Support System).
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Evaluation: Reviewing a course to determine its impact and
improve its effectiveness.

Expert System: A type of electronic performance support system,
normally a decision-making tool, that has been developed in con-
junction with an expert on a job or process. It is designed to help the
employee make correct decisions concerning particular tasks related
to the job. It is the precursor to an active performance support
System.

Facilitator: An individual who is responsible for helping trainees
to learn, not by presenting information, but by listening, asking
questions, providing ideas, suggesting alternatives, and identifying
possible resources. Facilitators are found in the classroom and for
self-instructional delivery as well, although their responsibilities are
usually very different for these delivery systems.

FAQ (see Frequently Asked Questions).

Feedback: Providing learners with information about an action and
its result in relation to some criterion of acceptability. Feedback can
be positive, negative, or neutral.

Focus Group: A method of data collection using facilitated group
discussions with SMEs. The facilitator leads the process, tries to
make sure everyone is involved, and collects data for analysis.

Frequently Asked Questions (FAQ): A file with commonly asked
questions and their answers, created to help trainees in self-instruc-
tional or asynchronous deliveries.

Graphical User Interface (GUI): A process for allowing the user
to communicate with computer software through the use of graphic
icons instead of words. Graphical user interface has become the pre-
ferred method for communication with computers, but can be tricky
if the user does not understand what the icons represent. This is
a particular problem in a multicultural environment. (Think Apple
versus Windows.)

GUI (see Graphical User Interface).
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Guided Simulation: A simulation in which learners receive coach-

ing or feedback during the activity.

Handout: Supporting information used by the learner as reference
or activity material in a training program. Handouts are often con-
tained in the participant’s package.

Hands-On: An activity in which the trainees practice on actual
equipment, simulators, or special training aids.

Hyperlinks: A feature in computer-based training that allows you to
program places on a screen that, if selected, will “jump” the trainee to a
further explanation of a concept, an example of it, or some other infor-
mation concerning it or a related topic. This allows for the important
process of learner control and for enrichment or remedial activities.

ID (see Instructional Design).
ID Software (see Instructional Design Software).
IDL (see Interactive Distance Learning).

Immediate Feedback: Feedback given to learners at the moment
they complete an action or provide some form of input, such as
answering a question.

Individualized Instruction: A learning design in which each
trainee works on materials without regard to what other trainees in
the same class or facility are doing. Sometimes the learning is pre-
scriptive, and it is often self-paced.

Instructional Activity: An activity designed to promote learning
and transfer of knowledge. A course is typically a series of lessons
made up of instructional activities.

Instructional Design (ID): A systematic approach to creating
training that meets the needs of the trainees and the organization
while being as effective and efficient as possible.

Instructional Design Software (ID Software): Similar to authoring
systems but used before them to guide trainers in making important
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instructional design decisions for any type of training, but particularly
for technology-based training. Instructional design software is usually
easier to use than authoring systems, but it is a rare individual who
can employ one without some instructional design knowledge. It is
sometimes referred to as pre-authoring software.

Instructional Game: A game designed to teach concepts, behaviors,
attitudes, or procedures. Can be part of an instructional activity.

Instructional Plan: An intermediate step in program design in
which the topic outline is expanded to include sequenced content
notations and possible activities.

Instructional Setting: The location and physical characteristics of
the place in which a form of instruction takes place. The setting can
be in a classroom, laboratory, workplace location, learning center, or
any other place in which people receive training.

Instructional Systems Design (ISD): A systematic process of
designing learning activities. By following ISD, designers increase
the likelihood that their course designs will be appropriate and eftec-
tive. The most basic form of the ISD model is a five-step process of
analysis, design, development, implementation, and evaluation. ISD
is often referred to as the ADDIE process as well, using the first let-
ter of each phase in the acronym.

Instructional Technologist: One who is an expert with instruc-
tional technologies. This is a dying breed, as no one person can be
expert in all the varying technologies available today. Most practitio-
ners consider themselves expert in one or two aspects of technology
and work with teams of other experts to create great technology-
based training. If you run into someone who claims to be a truly
general instructional technologist, watch out for the snake oil.

Instructional Technology: The use of technology (video, comput-
ers, CD-ROM, modems, satellites, and so on) to deliver or support
training.

Instructor: An individual who provides knowledge or information
to learners by directly presenting content and/or directing structured
learning experiences.
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Instructor-Led Training (ILT): Training that relies on the instructor
to present content and create an effective environment for learning.

Interactive Distance Learning (IDL): An interesting term that
should simply be redundant, but often is not. It is used mainly to
differentiate the old “talking head” tele-courses from more modern
techniques in which trainee involvement in the distance-learning
process is designed in. It is also used less frequently for the same
purpose when differentiating the old “electronic page turners” from
newer, more interactive computer-based training approaches. Good
instructional design for technology-based training (or any instruction,
for that matter) demands plenty of student interaction, so methods
in which there is none should not be considered valid training tech-
niques, which is why the term is redundant.

Internet: A global network of networks connecting millions of com-
puter users worldwide.

Intranet: A private network based on the internet standards, but
servicing a known organization from behind a secure access point.

Introduction: A major section of a lesson plan designed to establish
common ground, capture and hold trainee attention, outline the les-
son, point out benefits of the learning, and lead the trainee into the
body of the lesson.

ISD (see Instructional Systems Design).

Item Analysis: The process of evaluating test items by determining
how well an individual item is answered by examinees, its relative
difficulty value, and its correlation with objectives.

JIT (see Just-in-Time).

Job Aid: An easy-to-carry summary of a procedure that the learner
can use on the job to aid transfer of learning. It provides guidance
on the performance of a specific task or skill. Job aids are used in
situations in which it is not feasible or worthwhile to commit the
procedure to memory before on-the-job activity.

JTA (Job/Task Analysis): Job analysis and task analysis are often
spoken of together (mostly for convenience sake as they are two dif-
ferent processes) as a JTA or job/task analysis.
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Just-in-Time (JIT): A method of providing training when it is
needed by the trainee rather than when a class is held or a trainer
is available.

Learning Center: A designated facility, usually staffed by one or
more facilitators, where trainees go to view self-instructional pro-
grams.

Learning Content Management System (LCMS): A software
application (or set of applications) that manages the creation, stor-
age, use, and reuse of learning content. An LCMS combines the
record keeping functionality of a learning management system with
the ability to manage the actual content as well. An LCMS may actu-
ally include an authoring system for this purpose.

Learning Management System (LMS): Software that automates
the administration of training. The LMS registers users, tracks courses
in a catalog, records data from learners; and provides reports to man-
agement. An LMS is typically designed to handle courses by multiple
publishers and providers.

Learning Technology: See “Instructional Technology” and substi-
tute “learning” for “instruction.”

Lesson: A portion of a course. Courses may be organized by topics,
modules, lessons, or units.

Lesson Plan: A written guide for trainers that provides specific def-
initions and directions on learning objectives, equipment, instruc-
tional media, material requirements, and conduct of the training.

Linear: A programming method characterized by short steps of
ordered instruction followed by constructed responses. Also known
as lock step.

List-Serve: Subscription mailing list on a computer network that
automatically sends the user information on a particular topic.

Location: The place a video or still shoot will take place.

Mastery: Meeting all of the specified minimum requirements for a
specific performance.
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Mastery Learning: A design characteristic in which the trainee is
expected to achieve a preset level of mastery for the material to be
learned. This mastery level is usually measured through a criterion-
referenced evaluation.

Media List: A master list of all media elements included in a pro-
gram (overheads, print, video, audio, graphics, and animations).

Model: A representation of a process or system that shows the most
important aspects of the system in such a way that analysis of the
model leads to insights into the system.

Module: A unit of instruction. This term is often used to delineate a
self-contained instructional unit that includes one or more learning
objectives, appropriate learning materials and methods, and associ-
ated criterion-reference measures.

Multimedia Training: A delivery system that incorporates various
technology-based instructional methods, such as graphics, text, ani-
mation, audio, and video. It is most often delivered on CD-ROM.

Narration: The spoken portion of a video or audio production, espe-
cially anything spoken directly to the audience instead of dialogue
between the actors.

Navigation: How a user moves through a technology-based train-
ing program. Navigation controls are typically a series of buttons or
icons.

Needs Assessment: A process used to determine the difference
between current and desired states, often related to the develop-
ment of a training program. A needs assessment may use many data-
gathering techniques to discover needs expressed by management,
the target audience, or subject-matter experts.

Object-Oriented Design: Creating training as single concepts or
small “packets” of information that can be used and reused for many
different training needs or programs.

Object-Oriented Learning: A training design in which reusable
pieces of content learning, termed objects, are created for both a
specific training need and for use in other programs.
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Objective: A specific statement of what learners will be able to do
when they complete a training program or a piece of a program.

Observation: A data-collection technique in which the collector
physically observes the subjects” job performance.

Off-the-Shelf: Training produced by an outside agency for use by
other organizations. Normally used by organizations when in-house
produced training programs would be more costly or take too much
time to develop.

OJT (see On-the-Job Training).

On-the-Job Training (O]JT): Training in the skills and knowl-
edge needed to perform a job, taking place in the actual work
environment.

Online Learning: Often used to mean synchronous e-learning, it is
also a delivery method in which the learners communicate with the
instructor through discussion boards and chat rooms as they com-
plete preplanned activities and exercises on their own. It can be an
excellent methodology for the practice of collaborative learning.

Participant’s Package: A set of materials that presents informa-
tion for use in a learning experience, usually in a classroom setting.
This might include general information, procedural and technical
use data, or design information, activities, and references.

Passive Performance Support System: Making up the majority
of electronic performance support systems, these require the user to
recognize the need to stop a task and refer to the system when infor-
mation is required or a problem that cannot be solved with current
knowledge is encountered.

Pass-out: Trainee material, usually in a classroom setting, that is
passed out at a specific time in the learning process rather than at
the beginning of the program as part of the participant’s package.

Performance Checklist: A list of elements that must be correctly
performed to determine whether each learner satisfactorily meets
the performance standards described in the learning objective.
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Performance Evaluation: Evaluations related to the mastery of
specific skills rather than knowledge.

Performance Objective: A measurable statement of the behavior
that students will be able to demonstrate at the end of the course, the
conditions under which they will be demonstrated, and the criteria
for acceptable performance.

Post-Test: A test administered after a program or part of a program
to assess the level of a learner’s knowledge or skill.

Prescriptive Learning: A learning design in which each learner
is measured against a set group of skills or competencies and then
assigned work based on this measurement. The learning may be
individualized, self-paced, or both.

Problem-Based Learning (PBL): An instructional methodology in
which the participants (usually in teams) are provided a specific com-
plex problem and asked to solve it as part of the learning experience.
The teams work on their own to finalize a solution then meet as a group
to discuss not only the solutions but the methods by which they were
achieved. In the health care profession this is often called case-based
learning as the learners are provide with actual cases to diagnose.

Programmed Instruction: A learning design in which trainees are
provided information in small steps, with immediate feedback con-
cerning whether or not the material was learned properly. This allows
the trainee to choose the pace at which he or she goes through the
material. This concept is often termed self-instruction, self-directed
learning, and self-paced learning, although each of these concepts
has other definitions as well.

Prototype: An early version of a course developed to test and gain
approval of the look and feel and the functionality of the course.

Quiz: A short test to measure achievement on material recently
taught or on any small, newly completed unit of work.

Refresher Training: Training that reinforces previous training or
helps trainees regain previously acquired skills and knowledge.



Glossary 1 65

Remedial Branch: A technique whereby a wrong answer causes the
program to present a new piece of instruction designed to help the
trainee master the material, usually from a different point of view.

Script: A list of all spoken lines in a self-instructional course or
media production.

SDL (see Self-Directed Learning).

Self-Directed Learning (SDL): Often referred to as individual-
ized instruction or self-managed instruction, in its basic form it is
simply training for which there is no instructor present to guide the
trainees, who therefore learn on their own. This concept is open to a
number of interpretations and more than a little controversy.

Self-Paced: A design characteristic whereby the learner works at his
or her own speed to complete the learning assignment.

Self-Quiz: A short assessment, usually self-scored, that allows learn-
ers to determine their own understanding or abilities.

Self-Study Guide: A trainee document containing a series of les-
sons arranged in discrete steps, each of which ends with a self-quiz.
It usually includes objectives, subject-matter content, references,
review exercises with feedback, and directions to interact with train-
ing media, if any.

Sequencing: Arranging the content, objectives, or both into the
most appropriate order for effective learning.

Simulation: An instructional technique in which the trainee is pre-
sented situations resembling real life that usually involve choices and
risks. The players are reinforced for making the right decisions.
Skill: The ability to perform a specific task.

Small-Group Instruction: A training method that places the
responsibility for learning on the student through participation in

small groups divided out of a larger class.

SME (see Subject-Matter Expert).



166

Glossary

SME Review: A review of instruction material done by a subject-
matter expert to correct technical errors.

SME-Based Training: Training that is facilitated by an SME who
may have, but often does not have, any training experience or formal
instruction. The SME is chosen as the facilitator based mainly on his
or her being an “expert” on the subject.

Soft Skills: Skills needed to perform on jobs for which outcomes
may vary depending on interactions with individuals, such as coun-
seling, supervising, and managing.

Stakeholder: The individual in an organization who requests train-
ing or who is responsible for the individuals whom the training will
affect.

Storyboard: A document containing sketches of interactions speci-
tying the placement of screen elements (text, graphics, buttons,
video windows, and so on) and branching information for CBT, or
the scene layout, actions performed, camera angles, and accompany-
ing audio elements for video training.

Subject-Matter Expert (SME): A content expert who works with
the instructional designer to ensure the accuracy of information in
a course.

Supporting Objective: Objectives that describe something trainees
must be able to do prior to accomplishing the terminal or program
objective. Also termed enabling objectives.

Synchronous: Most often combined with e-learning, synchronous
refers to instruction using a net-based delivery system in which the
instructor and trainees are online at the same time. It is often called
online learning as well.

Target Audience: The specific audience for whom the program is

designed.

Task: A performance, procedure, or behavior. The smallest essential

part of a job.
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Task Analysis: The process of analyzing a task and breaking it down
into its subtasks, skills, and necessary knowledge.

Technology-Based Training (TBT): An overall term for train-
ing done with the help of what can be defined as technology. This
might include anything from a pencil to a Cray computer, but usu-
ally means a device that plugs in, often but not always a computer.
Although technology-based training is sometimes used synonymously
with computer-based training, this is often not accurate. Technol-
ogy-based training is also often considered to be a self-instructional
process, but this is not always true either.

Teleconferencing: Meetings held through the use of telephones
or satellites. Often considered a form of training, teleconferencing
normally lacks any objectives or learning focus. Basically the term is
invalid for technology-based training.

Tele-Learning: Simply using the telephone as a training delivery
system. It can be an effective and very inexpensive form of distrib-
uted training if used for the right reasons and well designed.

Template: A pre-built element that can be used and reused in dif-
ferent programs to speed up the design and development process.

Test: A device or technique used to measure the performance, skill
level, or knowledge of a learner on a specific subject matter.

Test Items: Specific items that test trainees’ mastery of objectives.

Topical Outline: An outline of the topics to be included in a train-
ing program. It may provide course learning objectives; a listing of
part, section, and topic titles; and statements of rationale to explain
or justify the training.

Trainee Guide: Often used interchangeably with participant’s pack-
age or workbook, this term is used at times to indicate a more complex
document that guides the trainee through a self-instructional activity.

Training Curriculum: A number of programs or classes that make
up all of the training requirements for a job position, department, or
entire organization.
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Glossary

Treatment: A written description of a technology-based project,
including the story line, the look and feel, how it will work (course
flow), and how the course goals will be achieved.

Video Conferencing: Conferencing in which participants both hear
and see one another. Usually done over telephone lines.

Video Editing: The process of selecting sections of raw footage and
placing them in proper order to create a completed video piece.

Video Still: A single video frame digitized and used as a still image.

Voice-Over: A type of narration in which the speaker’s voice is heard
without his or her image being displayed on the screen.

WBT (see Web-Based Training).

Web-Based Training (WBT): Instruction delivered over public or
private computer networks and displayed by a web browser. Web-
based training is usually not downloaded computer-based training,
but rather on-demand training stored in a server and accessed across
a network. Web-based training can be updated very rapidly. Usually
uses a Web browser as the basis for navigation.

White Space: The amount of blank space between areas of print on
a piece of printed material.

Workbook (see Self-Study Guide).

Wuzzles: Puzzles consisting of combinations of words, letters,
figures, or symbols positioned to create disguised words, phrases,
names, places, sayings, etc. Used to energize classrooms and even
e-learning experiences.
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ABM Mentoring Program Forms and
Reports List, 105fig

Activities. See Classroom activities;
Online activities

“Ah Ha” lists, 34

AMB Mentoring Program Objectives,
104fig

Asynchronous e-Learning course
development: checklists for manag-
ing, 70-71; “scope creep” and “neat
creep” problems of, 69-70; tech-
niques used for, 54-69

Asynchronous e-Learning courses:
advantages of, 53; blended learning
applied to, 96-97; blending synchro-
nous course with program of, 97-99;
description of, 51-52; development
of, 54-71; do’s for, 52-53; SDL
(Self-directed Learning) applied
to, 108-117fig. See also Classroom
course development

Asynchronous e-Learning development
techniques: authoring tools and tem-
plates as, 68; buying activities as, 62;
buying complete off-the-shelf

packages as, 60-61; using
consultants as, 54—60; customiz-
ing vendor off-the-shelf packages
as, 61-62; involving stakeholders
and end-users as, 68-69; rapid
prototyping for, 54, 59; repurpos-
ing classroom activities for, 65-67;
repurposing video slugs as, 67;
scripts and storyboards as, 63-65fig,
66fig; software tutorial and help
functions as, 67-68

Audio recordings, 42

B

Best practices, 2

Beta tests: applications for other
delivery formats, 139-141;
comparing pilots to, 137; description
of, 136; rapid development shortcuts
for, 137-139

Blended learning: asynchronous course
application of, 96-97; blending
asynchronous program/synchronous
classroom for, 97-99; description
of, 95-96; O]JT (on-the-job training)
application of, 96; simulations used
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for, 96; structured mentoring
application of, 98, 101-105fig;
telephone application of, 97
Bloom taxonomy performance verbs, 113
“Brown bag” phone calls, 97

C

Clark, D. (Big Dog), 35

Classroom activities: “Ah Ha” lists for,
34; buying asynchronous e-learning,
62; copyright issues related to, 35;
game, 8, 34; introductory, 34; rapid
development technique using,
33-34; sources of, 34-35, 62.
See also Online activities

Classroom course development: issues
related to, 13-14; techniques used
for, 14-42. See also Asynchronous
e-Learning courses

Classroom course development
techniques: classroom activities
as, 33-35; flip charts as, 40; list of
additional, 42; media related, 38—42;
participant package, 22, 24, 26-33;
preparing instructors as, 36-38; ven-
dor programs as, 36; video as,
4041, 67. See also Instruction guides

Classroom course materials: borrowing
from the best to develop, 11; using
computer technology to develop,
4-5, 10-11; copy-right issues of,
10, 35; subject-matter expert focus
groups to review, 11; using unusual
materials as instructional, 10

Computer-based simulations, 4748

Computer technology: authoring
tools, 68; game development tools,
8; simulations, 47-48; specialized
development software, 10-11; take
advantage of tutorial and help func-
tions, 67-68. See also Templates

Conference calls, 97

Consultants: asynchronous e-learning
development, 54; benefits of using,
54-55; big versus small “shops” of,
58; considerations when choosing
asynchronous, 55-57; cost/benefit
analysis of using, 60; working with
asynchronous, 58-60

Copy-right laws, 10, 35

Cost/benefit analysis: of using
consultants, 60; online
activity on, 89

D

Delivery systems: asynchronous
e-learning courses, 51-71, 142; beta
testing different formats of, 136,
137-141; blended learning, 95-99,
143; classroom courses, 13-42,
141-142; mobile learning
(m-Learning), 131-132, 144; O]T
(on-the-job training), 43-49, 142;
online learning, 83-93, 143; perfor-
mance aids, 125-129, 144; pilots for
different formats, 136-137, 139-141;
SDL (Self-directed Learning),
107-123fig, 144; structured mentor-
ing development, 101-105fig, 144;
summary of major rapid develop-
ment techniques by, 141-144;
synchronous e-learning courses,
73-81, 142-143. See also Rapid
training development techniques

Development software, 10-11

Development teams, 4-5

Digital photos, 42, 69

E

e-Learning course development: asyn-
chronous, 51-71, 142; synchronous,
73-81, 142-143. See also Learning;
Online learning development

EPSS: m-Learning delivery for, 132;
performance aids for, 127

Equipment OJT training, 47

Experience Builder, 133

F

Facilitators: SMEs (subject-matter
experts) as online site, 92;
synchronous, 75, 79

Flip charts, 40

Framegames, 8, 34

Frequently Asked Questions page, 33

G

Game activities, 8, 34
Game development tools, 8
Games2Train, 8
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1

Image libraries, 69

Instruction guides: developing detailed,
17-20; developing guides for other
instructors, 16-17; example of
extended, 18fig—19fig; example of
three-part, 23fig; facilitation skills
course example of, 15fig; objective-
based four-column, 25fig; other rapid
development techniques for, 20-22;
PowerPoint slides used as, 32-33;
rapid development technique for
creating, 14-16; using SME to help
develop, 15-16. See also Classroom
course development techniques

Instruction guide templates: four-
column, 25fig; three-column, 24fig;
two-column instructor guide, 22fig

Instructors: developing instruction
guides for other, 16-17; prepara-
tion of, 36-38; purchased through
vendors, 38; synchronous instructors
training by seasoned, 80-81; video-
taping for evaluating, 37

International Symposium on Self-
Directed Learning, 93

Introductory classroom activities, 34

Job aids. See Performance aids

K

Kaplan Financial, 36

Knowledge Dynamics, 133

Knowledge management systems:
description of, 135; as rapid devel-
opment technique, 135-136

L

Learner evaluation, 3—4

Learner Guide Activity/Assignment
Sheet, 89

Learning: developing performance aid
component of, 127; online, 83-93;
problem-based, 118; SDL (Self-
directed Learning), 108-123fig. See
also e-Learning course development

Learning contracts: as online learn-
ing development technique, 93;
prescriptive development using,

119-120; SDL (Self-directed
Learning), 122fig—123fig

Learningware, 8

LID instructional design program: cre-
ating objectives for, 110-115; outline
of, 117fig; performance verbs used
in, 113; writing SDL (Self-directed
Learning) for, 110-116

M

Management development: learning
contracts for prescriptive, 119-120;
SDL (Self-directed Learning) used
for, 118-120

MC Strategies, 36

Media rapid development techniques:
audio recording as, 42; flip charts as,
40; participant package as, 39-40;
using popular software as, 42;
PowerPoint, 38-39, 42, 109-110:
still images as, 42, 69; video as,
4042, 67

Mentoring. See Structured mentoring

Mobile learning (m-Learning): advan-
tages and disadvantages of, 131-132;
rapid development techniques for,
132, 144

N

“Neat creep” problem, 69-70
“Need to know” information, 1
NGRAIN, 133

(@]

OJT (on-the-job training): blended
learning applied to, 96; blending
synchronous course/asynchronous
program for, 97-99; SDL (Self-
directed Learning) management
development, 118-120. See also
Structured mentoring

OJT (on-the-job training)
development: issues to consider
for, 43—44; learning guide for,
46-47; SME role in, 44-45, 48-49;
template for, 44; trainer guide for,
44-46

OJT (on-the-job training) development
techniques: equipment as, 47-48;
simulations as, 47-48, 96, 132-133;
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SME (subject matter expert) as,
4445, 48-49

O]JT training guide, 46-47

One-on-one trainers: characteristics
and skills of, 45—46; as SMEs (sub-
ject matter experts), 44-45, 48-49

Online activities: asynchronously
introduced with printed assignment
sheet, 88-89; description of, 87-88;
hints on designing effective, §9-90;
Learner Guide Activity/Assignment
Sheet, 89; list of suggested, 88;
repurposing asynchronous, 65-67;
repurposing synchronous, 77-78.
See also Classroom activities

Online Decision Job Aid, 91

Online learning: advantages of, 84-85,
92; description of, 83-84; disadvan-
tages of, 85-86; evaluating training
value of, 91; learning needs that can
be met through, 86-87; SMEs
(subject-matter experts) role in, 92

Online learning development:
disadvantages related to, 85-86;
issues to consider in, 83-84; for
organizations, 87-91; techniques
for, 92-93. See also e-Learning
course development

Online learning development tech-
niques: hold first class as syn-
chronous delivery as, 92; learner
constructed course objectives as,
93; learning contract as, 93; online
format as, 92

Organizations: online learning develop-
ment for, 87-91; SDL (Self-directed
Learning) implemented for, 121

P

Participant package development
techniques: description of, 22;
design considerations for, 28-29;
Frequently Asked Questions page
as, 33; online list of terms/acronyms
with definitions as, 33; for original
synchronous development, 78-79;
participant and content variables of,
27; PowerPoint used as, 29-32; using
software templates for, 28; technical
manuals as, 24, 26-27; tips on effec-
tive organization of, 3940

Performance aids: common types
of, 129; description of, 125-126;
developing the learning component
of, 127; as rapid development tech-
nique, 126-127; rapid development
techniques for developing, 127-129;
using SMEs (subject-matter experts)
to develop, 128-129

Performance verbs (Bloom taxonomy),
113

Pfeiffer Annuals, 34, 35

Pilots: applications for other delivery
formats, 139-141; comparing beta
tests to, 137; description of,
136-137; rapid development
shortcuts for, 139

PowerPoint: developing templates
for, 38; using flip charts versus, 40;
revising media presentations using,
42; tips for effective use of, 38-39;
wasteful applications of, 109-110

Prerequisite requirement, 10

Problem-based learning, 118

R

Rapid Instructional Design (Piskurich),
26, 74, 93, 126

Rapid prototyping: for asynchronous
e-Learning course development, 54,
59; development using, 11-12; 80/20
rule of, 11; for video productions, 41

Rapid training development tech-
niques: development teams as, 4-5;
game activities as, 8, 34; 1earning
evaluation as, 3—4; list of additional,
10-11; “need to know” information
as, 1; rapid prototyping as, 11-12,
41, 54, 59; repurposing as, 8-10,
65-67, 77-78; searching for best
practices as, 2; summary by delivery
system, 141-144; vendor-based
knowledge as shortcut resources,
5-8; working backward as, 2—4.
See also Delivery systems; specific
techniques

Redwood Development Platform, 133

Reinventing the wheel problem, 2

Repurposing: classroom activities for
asynchronous development, 65-67;
classroom activities for synchronous
development, 77-78; questions to
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ask when considering, 9-10; as rapid
development technique, 8-9; Video
slugs for asynchronous
development, 67

Reusable content objects: description of,
133-134; first time development
of, 134-135; standardization of
templates for, 134-135

S

“Scope creep” problem, 69

Scripts: asynchronous e-learning
course two-column, 63-64fig; hints
for writing, 63-64; video productions
combining storyboards and, 41

SDLGlobal.com, 93

SDL (Self-directed Learning): as
asynchronous learning process,
108-117fig; learning contracts for,
122fig-123fig; management devel-
opment applications of, 118-120;
printing SDL as skills training
technique, 117-118; problem-based
learning offshoot of, 118; steps to
implementing, 121

SDL (Self-directed Learning) design:
check your knowledge, 116; outline
of, 117fig; part 1: creating objec-
tives, 110-115; part 2: modifying
default conditions and standards,
115-116

SIMmersion, 133

Simulated Role Play, 133

Simulations: blended learning use
of, 96; OJT (on-the-job training)
use of, 47-48; rapid development
techniques for developing,
132-133

SME:s (subject-matter experts):
availability on continuing basis of,
99; characteristics and skills of effec-
tive, 49; focus group made up of,
11; instruction guide development
and role of, 15; needless PowerPoint
presentations developed by,
109-110; OJT (on-the-job training)
development role of, 44-45, 48—49;
one-on-one trainers as, 44—45;
online learning access to, 85; online
learning role of, 92; performance
aid development using, 128-129; as

synchronous e-Learning develop-
ment technique, 79-80; video taping
demonstrations by, 42; virtual panel
discussion by, 80

Still images, 42, 69

Storyboards: asynchronous
e-learning course five-part,
66fig; asynchronous e-learning
course three-column, 65fig; video
productions combining scripts
and, 41

Structured mentoring: advantages of,
101; description of, 98; management
training using, 102; Mentor’s
Guide example of, 104fig; non-
management training development
of, 103-105; Participant Guide
example of, 105fig; rapid develop-
ment techniques used for, 102-103.
See also OJT (on-the-job training)

Style guides: rapid development using,
4; simplicity recommendation for,
4-5

Syllabus (synchronous e-learning
course), 74

Synchronous e-Learning course devel-
opment: issues to consider for, 76;
repurposing activities for, 77-78;
techniques used for original, 78-81

Synchronous e-Learning courses:
advantages of, 74-75; blending
asynchronous program with, 97-99;
description of, 73; disadvantages of,
75-76; providing syllabus for, 74;
rapid development techniques used
for, 74-81

Synchronous e-Learning development
techniques: participant packages as,
78-T9; repurposing activities, 77-78;
SMEs (subject-matter experts) as,
79-80; train-the-trainer processes
as, 80-81

Synchronous facilitators: challenges
faced by, 75; instructor interface
controlled by, 79

T

Technical manuals: as participant
package technique, 24, 26; possible
inclusions in participant package,
26-27
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Telephone calls (“brown bag”), 97
Templates: asynchronous e-Learning
development, 68; developing
PowerPoint, 38; four-column
instructor guide, 25fig; objective-
based four-column instructor guide,
25fig; OJT (on-the-job training)
development, 44; participant
package development, 28; standard-
ization of reusable content objects,
134-135; three-column instruction
guide, 24fig; tips on creating
participant package, 39; two-column
instructor guide, 22fig. See also
Computer technology
Terminology/definitions list, 33
Thiagi.com, 8, 35
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Vendor-based knowledge:
characteristics of top vendor/
consultant, 7-8; as rapid
development resource, 5-8

Vendor programs: acquiring activities
from, 35, 62; buying off-the-shelf

asynchronous course packages from,
60-61; customizing off-the-shelf
asynchronous course packages
from, 61-62; purchasing instruc-
tors from, 38; as rapid development
technique, 36; SDL (Self-directed
Learning) design combined with,
110-117fig

Video productions: classroom course
use of, 40—42; rapid development
techniques used to create, 41-42;
repurposing for asynchronous
e-Learning, 67

Virtual panel discussion, 80

Virtual reality, 47-48

w

Websites: Don Clark alias Big
Dog, 35; free activities, 35;
SDLGlobal.com, 93;
Thiagi.com, 8, 35

Word media presentations, 42

Work backward technique: issues
related to, 2-3; learner evaluation
component of, 3-4
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I An Essential Knowledge Resource

Rapid Training Development

Professionals who develop training courses know that during the challenging developmental phase of the five-part
Instructional Systems Design—Analysis, Design, Development, Implementation, and Evaluation—the actual learn-
ing materials are created. The development phase is at the very heart of building a successful training program.
They also know that creating learning materials can be an extremely time-consuming process.

Rapid Training Development offers a much-needed resource that outlines rapid approaches and handy techniques
for creating effective learning materials that get results. Written by George M. Piskurich, a leader in organizational
learning, this vital book is a hands-on guide for developing training courses that can be delivered in a variety of
ways—in the classroom, on-the-job-training, asynchronous and synchronous e-learning, structured mentoring or
the newest mobile technologies. The book is filled with practical tips, guidelines, and shortcuts that are targeted to
each of the various training delivery systems.

Rapid Training Development explains what is (and what isn’t) course development and provides a wealth of general
rapid course development techniques and suggestions for all types of course development. Filled with illustrative
examples, the book shows how various rapid development techniques can be applied in real-life training develop-
ment situations.

The author explores the use of various techniques for rapid course development such as self-directed learning and
performance tools. The book also includes the most current delivery system approaches such as e-learning and
popular mobile technologies—podcasting and PDA-based learning.

Rapid Training Development is a hands-on guide for doing it faster, doing it easier, and doing it right.

The Author

George M. Piskurich is a renowned organizational learning and perfor-
mance consultant specializing in e-learning interventions, performance
analysis, and telecommunting. He is the author of numerous books
including Rapid Instructional Design, Self-Directed Learning, and The ASTD

Handbook of Training Design and Delivery.

TRAINING AND HUMAN RESOURCE DEVELOPMENT " <o aoa 0. y20-39977-4

90000

Discover more at
www.pfeiffer.com

Pieiffer®
Cover images © istock photo An Imprint of

FWILEY 9li7804701399774



	Rapid Training Development: Developing Training Courses Fast and Right
	Contents
	Preface
	Introduction: What Course Development Is and Is Not
	WHAT THIS BOOK IS ABOUT
	IMPLEMENTATION VS. DELIVERY
	START AND STOP POINTS
	HOW THIS BOOK IS ORGANIZED

	Chapter 1: General Rapid Development Techniques
	NEED TO KNOW IS WHAT’S NEEDED
	DON’T REINVENT THE WHEEL WORKING BACKWARD
	WORKING BACKWARD: PART TWO
	DEVELOPMENT TEAMS
	VENDORS AS RAPID DEVELOPMENT SHORTCUTS
	GAMES, A SPECIAL RAPID DEVELOPMENT TECHNIQUE WITH A SPECIAL RESOURCE REPURPOSING
	OTHER GENERAL RAPID DEVELOPMENT TECHNIQUES
	RAPID PROTOTYPING

	Chapter 2: Rapid Classroom Course Development
	INSTRUCTOR GUIDE RAPID DEVELOPMENT TECHNIQUES
	PARTICIPANT PACKAGE RAPID DEVELOPMENT TECHNIQUES
	CLASSROOM ACTIVITIES AS A RAPID DEVELOPMENT TECHNIQUE
	VENDOR PROGRAMS AS A RAPID DEVELOPMENT TECHNIQUE PREPARING INSTRUCTORS AS A RAPID DEVELOPMENT TECHNIQUE
	MEDIA RAPID DEVELOPMENT TECHNIQUES

	Chapter 3: Rapid On-the-Job Training Development
	TRAINER GUIDE
	OJT LEARNING GUIDE
	EQUIPMENT AND SIMULATIONS AS RAPID DEVELOPMENT TECHNIQUES
	THE SUBJECT-MATTER EXPERT AS AN OJT RAPID DEVELOPMENT TECHNIQUE

	Chapter 4: Rapid Asynchronous e-Learning Course Development
	RAPID PROTOTYPING REDUX
	CONSULTANTS AS AN ASYNCHRONOUS RAPID DEVELOPMENT TECHNIQUE
	BUYING COMPLETE OFF-THE-SHELF PACKAGES AS A RAPID DEVELOPMENT TECHNIQUE
	CUSTOMIZING VENDOR OFF-THE-SHELF PACKAGES AS A RAPID DEVELOPMENT TECHNIQUE
	BUYING ASYNCHRONOUS ACTIVITIES AS A RAPID DEVELOPMENT TECHNIQUE
	SCRIPTS AND STORYBOARDS
	REPURPOSING CLASSROOM ACTIVITIES FOR ASYNCHRONOUS DEVELOPMENT
	REPURPOSING VIDEO SLUGS
	OTHER RAPID DEVELOPMENT TECHNIQUES FOR ASYNCHRONOUS DEVELOPMENT

	Chapter 5: Rapid Synchronous e-Learning Course Development
	REPURPOSING STAND-UP CLASSES AS A SYNCHRONOUS RAPID DEVELOPMENT TECHNIQUE
	REPURPOSING CLASSROOM (AND OTHER) ACTIVITIES
	RAPID DEVELOPMENT TECHNIQUES FOR ORIGINAL SYNCHRONOUS DEVELOPMENT
	OTHER SYNCHRONOUS (AND ASYNCHRONOUS) FACILITATION IN SYNCHRONOUS SOFTWARE AS RAPID DEVELOPMENT TECHNIQUES

	Chapter 6: Rapid Online Learning Development
	ONLINE ADVANTAGES
	ONLINE DISADVANTAGES
	LEARNING NEEDS THAT CAN BE MET THROUGH ONLINE LEARNING
	DEVELOPING ONLINE LEARNING FOR ORGANIZATIONS
	ONLINE AS A RAPID DEVELOPMENT TECHNIQUE
	ONLINE RAPID DEVELOPMENT TECHNIQUES

	Chapter 7: Blended Learning As a Rapid Development Technique
	BLENDED LEARNING AS A RAPID DEVELOPMENT TECHNIQUE
	BLENDING SYNCHRONOUS AND ASYNCHRONOUS E-LEARNING AS A RAPID DEVELOPMENT TECHNIQUE

	Chapter 8: Rapid Structured Mentoring Development
	USING STRUCTURED MENTORING FOR RAPID DEVELOPMENT STRUCTURED MENTORING RAPID DEVELOPMENT TECHNIQUES
	STRUCTURED MENTORING FOR RAPID NON-MANAGEMENT TRAINING DEVELOPMENT

	Chapter 9: Self-Directed Learning and Rapid Development
	ASYNCHRONOUS SELF-DIRECTED LEARNING AS A RAPID DEVELOPMENT TECHNIQUE
	PRINT SELF-DIRECTED LEARNING AS A SKILLS TRAINING RAPID DEVELOPMENT TECHNIQUE
	PROBLEM-BASED LEARNING AS A RAPID DEVELOPMENT TECHNIQUE
	SELF-DIRECTED LEARNING AS A RAPID DEVELOPMENT TECHNIQUE

	Chapter 10: Performance Aids As Rapid Development Techniques
	PERFORMANCE AIDS AS A RAPID DEVELOPMENT TECHNIQUE
	RAPID DEVELOPMENT TECHNIQUES FOR DEVELOPING PERFORMANCE AIDS

	Chapter 11: m-Learning and Other Delivery Systems and Rapid Development
	m-LEARNING RAPID DEVELOPMENT TECHNIQUES
	RAPID DEVELOPMENT TECHNIQUES FOR DEVELOPING SIMULATIONS
	REUSABLE CONTENT OBJECTS AS A RAPID DEVELOPMENT SHORTCUT
	KNOWLEDGE MANAGEMENT AS A RAPID DEVELOPMENT TECHNIQUE
	RAPID DEVELOPMENT OF BETA TESTS AND PILOTS
	RAPID BETA TESTS AND PILOTS FOR OTHER DELIVERY FORMATS

	Suggested Resources
	Glossary
	Index
	About the Author



P
Rapid
Training

Development.
i




