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Design

Why Is Training Design Important?

An effective training design is a blueprint used to guide the development of training.  During the training design phase you make important decisions on how best to meet the needs identified during the analysis phase.

Some telltale signs of poor designs are:

· Participants fail to learn the necessary content.

· Resources are spent on developing or purchasing training materials that do not contribute to learning.

· Learning activities do not match the learning cycles and preferences of the target audience.

What Steps Are Used To Design Training?

You can use the following steps to design training materials:

Step 1:
Write Learning Objectives
1.1
Draft objectives stating the activities, conditions, and standards and based on results of needs assessment.

1.2
Sequence the objectives in a logical order.

1.3
Identify evaluation strategies for each objective.

1.4
Check to make sure that objectives support the desired on-the-job performance.

Step 2:
Outline the Training Content
2.1
Identify the training content that is needed to support the acquisition of the learning objectives.

2.2
Organize and sequence the content into instructional units.

2.3
Develop detailed outlines.

2.4
Check to make sure that the content is sufficient to allow your target audience to achieve the objectives.

Step 3:
Select the Training Methods and Media
3.1
Select the training methods and media to present each topic based on your target audience analysis.

3.2
Check to make sure that the methods and media match the types of content to be presented and the level of objectives to be achieved.
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Following are suggestions to help you design training in the most efficient manner possible:

Develop Meaningful Objectives

Objectives are designed to help you measure learning.  You should only write objectives for those areas that you intend to evaluate or measure.

Write a small number of objectives that realistically can be achieved during the time permitted for the training.  Training time may be extremely limited.  Therefore, “pie-in-the-sky” objectives will not help you make decisions about which content to include in the training.  This is the time to make those tough decisions about what is most critical to learning.  If you set too many broad objectives, then deciding on what content is most relevant to present will be a time-consuming process.

Be Creative

Training designs should be creative.  Don’t be locked into the traditional training methods.  If a job aid can do the job, then don’t use classroom training.  Work as a team to develop training designs.  Working together can speed up the creative process.

Use Affinity Diagrams for Identifying and Organizing Content

The quickest way to identify and organize content is to use “Affinity Diagrams.”  
The process is as follows:

1. After writing your objectives, brainstorm all possible content areas by writing each topic on a large self-stick note.  Write only one topic per self-stick note.

2. Next, arrange the self-stick notes into logical clusters on large sheets of chart paper.  If any one cluster gets too large, see if you can split the cluster into smaller clusters.

3. Label the clusters.  Step back and look at your clusters.  Make sure that they cover all of the objectives.  Make any needed changes.

4. Next, sequence the clusters into a logical flow.  After the clusters are sequenced, move the self-stick notes within the clusters so that they are also logical.  Again, step back and review the content and flow.

The following checklists are designed to help you complete the design phase.
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Writing Effective Learning Objectives

Instructions:  Use this information to help you write and check your objectives.

· Make sure to use action verbs when writing your objectives.

	Verbs To Avoid . . .

	· Accept
	· Believe
	· Realize

	· Acknowledge
	· Comprehend
	· Recognize

	· Appreciate
	· Enhance
	· Sense

	· Be aware of
	· Grasp
	· Understand

	· Be conscious of
	· Internalize
	· Value


	Action Verbs To Use . . .

	· Knowledge - Arrange, Define, List, Memorize, Name, Organize, Relate, Recall

· Comprehension - Classify, Describe, Explain, Identify, Indicate, Locate, Report, Restate, Review, Select, Sort, Translate

· Application - Apply, Choose, Demonstrate, Illustrate, Interpret, Operate, Prepare, Sketch, Solve, Use

· Analysis - Analyze, Appraise, Categorize, Compare, Contrast, Diagram, Differentiate, Distinguish, Examine, Inventory, Question, Test

· Synthesis - Arrange, Assemble, Construct, Create, Design, Formulate, Organize, Plan, Prepare, Set Up, Synthesize

· Evaluation - Appraise, Assess, Choose, Compare, Defend, Estimate, Evaluate, Judge, Rate, Select, Value


Writing Effective Learning Objectives

· Now check your objectives.

Instructions:  After writing your objectives, review them carefully.  You can use the following questions to help you review your objectives.

	· Do the action statements contain observable terms?
	· Yes
	· No
	· N/A

	· Are the special conditions desirable under which the activities will be performed described, if needed?
	· Yes
	· No
	· N/A

	· Are the standards of performance stated in observable and measurable terms?
	· Yes
	· No
	· N/A

	· Has all unnecessary and vague wording been eliminated?
	· Yes
	· No
	· N/A

	· Do the objectives provide an accurate picture of the task to be performed?
	· Yes
	· No
	· N/A

	· Will the objectives describe the most important behaviors to be learned?
	· Yes
	· No
	· N/A

	· If the objectives are achieved, will the course participants be able to . . .
	
	
	

	· Perform the functions/tasks identified?
	· Yes
	· No
	· N/A

	· Deal with the potential causes of the performance gap?
	· Yes
	· No
	· N/A




Organizing Content

Instructions:  Use this information to help you decide how to organize your content.

Ways To Organize Content

Chronological Sequence

Chronological sequence is used when the topics can be arranged in a logical time sequence.  This type of organization can be used with either skills or knowledge.  Always teach the steps of a procedure in the order in which they are performed on the job.

Simple to Complex

If the content deals with functions or components, then it can be organized beginning with the simplest topics and progressing to the most complex topics.

Abstract to Concrete

If the material deals primarily with knowledge, then it can be organized beginning with the most general or abstract topics and progressing to the more concrete.

General to Specific

This approach is similar to the “abstract to concrete” approach. It can be used when you have a combination of skills and knowledge to present.

The general content includes the supportive knowledge (what the skill is and why the skill is important).  The specific content includes the skill steps and substeps (how the skill is performed).

Reviewing Content Outlines

Instructions:  Check your content outlines by answering the following questions.

	· Major Topics
	
	
	

	· Are the major topics sequenced in a way that will be logical to the participants?
	· Yes
	· No
	· N/A

	· Will it be easy to present the major topics in this sequence?
	· Yes
	· No
	· N/A

	· Will the participants acquire all prerequisite skills and knowledge if the topics are presented in this sequence?
	· Yes
	· No
	· N/A

	· Subtopics
	
	
	

	· Are the subtopics sequenced in a way that will be logical to the participants?
	· Yes
	· No
	· N/A

	· Will it be easy to present the subtopics in this sequence?
	· Yes
	· No
	· N/A

	· Will the participants acquire all prerequisite skills and knowledge if the subtopics are presented in this sequence?
	· Yes
	· No
	· N/A

	· Size of Topics
	
	
	

	· Are the major topics and subtopics broken into units that are small enough to be mastered by the participants?
	· Yes
	· No
	· N/A

	· Are the major topics and subtopics broken into units that are large enough to be meaningful to the participants?
	· Yes
	· No
	· N/A

	· Are the major topics broken into units that are equal in size and/or importance?
	· Yes
	· No
	· N/A

	· Consistency
	
	
	

	· Are similar topic areas covered to the same levels of depth?
	· Yes
	· No
	· N/A

	· Is there a rationale for treating topics at different levels of depth?
	· Yes
	· No
	· N/A

	· Is parallel (consistent) wording used?
	· Yes
	· No
	· N/A

	Note:  Consistent wording can help the participants to see the linkages among topics.  Also, consistent wording makes the structure apparent to the participants.  When the participants understand the structure being used, learning is easier.

	· Content
	
	
	

	· If the participants acquire this content, will they be able to achieve the learning objectives?
	· Yes
	· No
	· N/A

	· Is the content accurate and up-to-date?
	· Yes
	· No
	· N/A


Selecting Training Methods

Instructions:  Use this information to help you select training methods.

	Method
	Definition
	Use

	Lecture/ Presentation
	A means of telling the participants information they need to know.  A more formal presentation is made to achieve an instructional objective.
	· Inform the participants.

· Orient the participants to course policies, rules, procedures, purposes, and learning resources.

· Introduce a subject, indicate its importance, and present an overview of its scope.

· Give directions on procedures for use in subsequent activities.

· Present basic material that will provide a common background for subsequent activities.

· Set the stage for a demonstration, discussion, or performance.

· Illustrate the application of rules, principles, or concepts.

· Review, clarify, emphasize, or summarize.

	Demonstration
	The instructor or someone else actually performs an operation or does a job, showing the participant what to do and how to do it.  Explanations are used to point out why, where, and when the operation or job is done.
	· Show how something is done.

· Teach manipulative operations or procedures (how).

· Teach problem-solving and analytical skills.

· Illustrate principles (why something works).

· Teach the operation or function of equipment (how something works).

· Teach teamwork (how people work together to do something).

· Teach safety procedures.

	Role Play
	Enacts a real-life incident and gives the participants a chance to practice and participants new behaviors that they may use on the job or that they will face in the future.
	· Allow the participants to practice and experiment participants’ new behaviors.

· Provide feedback on the participants’ behavior.

· Force the participants to apply theory to practice.

· Increase the role of the participants.


Selecting Training Methods

	Method
	Definition
	Use

	Group Discussion
	Participative method that relies on interaction and involvement of the Participants for its success.  The group explores a topic or issue by analyzing, evaluating, or reviewing subject matter.
	· Develop imaginative solutions to problems.

· Stimulate interest and thinking.

· Emphasize the main content points.

· Supplement lectures, readings, or laboratory exercises.

· Determine how well the participants understand concepts and principles.

· Determine whether the participants are ready to proceed to new or more advanced material.

· Prepare the participants for the application of theory or procedure to specific situations.

· Summarize, clarify points, or review information.

· Prepare the participants for instruction that is to follow.

· Determine participant progress and the effectiveness of prior instruction.

	Case Study/ Small-Group Activity
	Involves in-depth group discussion of real-life situations.  Requires reading, study, analysis, discussion, and free exchange of ideas as well as decision-making and the selling of decisions to others.
	· Promote thoughtful discussion of the significant factors in a situation.

· Develop judgment, critical thinking, and problem-solving ability.

· Deduce principles of management or leadership.

· Build human relations skills.

	Simulation/ Drill
	Devices, equipment, or situations designed to replicate or imitate real life.  These exercises assume the appearance, characteristics, or capabilities of the real device, equipment, or situation.
	· Practice complex technical, mechanical, operational, and decision-making skills in hazard situations or emergency management.

· Practice skills that involve life-or-death situations. 

	Games
	A form of simulation, but generally with a more competitive element.
	· Help the participants learn a concept or key idea.

· Increase self-awareness.

· Provide practice for risk-taking.

· Develop a specific skill.


Deciding To Use Job Aids
Instructions:  Use the following questions to help you decide if you should use job aids.  Job aids can be used to supplement or replace formal training.  An example of a job aid is a pilot’s pre-flight checklist.
Consider using job aids if you answer “yes” to any of the following questions.

	1. Are the consequences of performance errors severe?
	· Yes
	· No

	2. Is the job difficult to perform at expected standards?
	· Yes
	· No

	3. Are there a great number of steps that need to be completed to perform this job?
	· Yes
	· No

	4. Is the job performed infrequently?
	· Yes
	· No

	5. Are the methods/procedures likely to change?
	· Yes
	· No

	6. Is there a limited training budget?
	· Yes
	· No

	7. Is there a limited amount of time for conducting training?
	· Yes
	· No

	8. Is there much information that needs to be recalled?
	· Yes
	· No

	9. Could a job aid help to promote training transfer?
	· Yes
	· No

	
	
	


Avoid using job aids if you answer “yes” to the following questions.

	1. Does the job need to be performed quickly and does the performer have no time to use reference materials?
	· Yes
	· No

	2. Is the job performed very frequently, making job aids unnecessary?
	· Yes
	· No

	3. Are there physical constraints limiting the use of job aids?
	· Yes
	· No

	4. Will the target audience use job aids?
	· Yes
	· No


Designing Training Using Adult Learning Principles

Instructions:  Use this information about adult learning principles to help you design effective training.

	Adult Learning Principles
	Training Design Considerations

	Self-Concept

Adult learners see themselves as capable of self-direction and desire others to see them in the same way.

[image: image8.wmf]

	· Provide adult learners with opportunities to:

· Identify what they want and need to learn.

· Plan and carry out their own learning activities.

· Evaluate their own progress toward self-selected goals.

· Assume the role of “learning resource” rather than the traditional role of teacher.

· Allow adult learners to direct their own learning. Do not structure training too rigidly.

· Treat adults as adults.  Avoid activities that will embarrass them or make them feel like children.

	Motivation
Adult learners are motivated to learn when they have a need to do so.  They want to know how the training will help them immediately.

[image: image2.wmf]
	· Begin the training by providing adult learners with an opportunity to explore why they need to learn the knowledge and skills to be presented.

· Explain the benefits to be derived from the training.

· Allow adult learners to try out new learning quickly. Instructors may motivate adults by convincing them of the potential benefits of learning.  However, to stay motivated, adults need a chance to experience the benefits for themselves.


Designing Training Using Adult Learning Principles

	Adult Learning Principles
	Training Design Considerations

	Emotional Frameworks

Adults have established emotional frameworks consisting of values, attitudes, and tendencies.  Learning involves changing behaviors and, possibly, changing parts of this emotional framework.  All change can be disorienting and can provoke anxiety.  An adult’s ability to change (and, therefore, learn) is directly proportional to the degree of emotional safety he or she feels.
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	· Design training to create a learning environment that is nonthreatening.

· Do not require adult learners to change too many behaviors all at once.  Have adult learners learn one new behavior and master it before attempting to learn another behavior.

· Allow adult learners to hang on to established values, attitudes, and tendencies, UNLESS they get in the way of learning.

	Reinforcement

Adult learners respond to reinforcements.  Although adult learners are usually self-directed, they do need to receive recognition.
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	· Design your training to allow for a sense of accomplishment.  Long units or exercises may make the adult learners feel that they are not progressing.  Break your training into smaller segments.

· Provide opportunities for peer feedback and reinforcement.  Reinforcement from other adult learners can be as powerful as the recognition provided by the instructor.


Designing Training Using Adult Learning Principles

	Adult Learning Principles
	Training Design Considerations

	Previous Learning

Adult learners possess a large bank of previous learning.  This previous learning can be both an asset and a deficit.

Adults learn best when they are able to link new knowledge and skills to those they learned previously.  This linkage allows adult learners to use existing knowledge and skills and decreases anxiety about learning in new areas.

Existing knowledge and skills can also be a hindrance to learning.  If the new knowledge and skills to be acquired are contradictory to the learner’s existing knowledge and skills, then the learner may:

· Stick with what he/she already knows and can do.

· Experience interference from existing knowledge and skills.  They may need to “unlearn” previous learnings that have become well-formed habits.
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	· Help the adult learners build bridges between existing learning and new learning by:

· Using analogies and common examples.

· Allowing adult learners to explore what they already know about an area before providing new instruction.

· Giving adult learners credit for what they know or are able to do.

· Telling adult learners explicitly what has changed and the reasons for the change.

· Demonstrating and comparing old and new procedures.

· Provide job aids or assist adult learners to develop their own job aids to help them “unlearn” previous learning that is interfering with new learning.


Designing Training Using Adult Learning Principles

	Adult Learning Principles
	Training Design Considerations

	Passive Versus Active Learning

Studies show that over a 3-day period, the retention of learning is as follows:

10% of what we read

20% of what we hear

30% of what we see

50% of what we see and hear

70% of what we say

90% of what we say as we do 

(stating the reasoning or the steps                       as they are performed)

Adults can learn by reading, listening, and watching, but they will learn more if they are actively involved in the learning process.
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	· Minimize passive learning (lectures and reading assignments) and maximize “learning by doing.”

· Pair information presented in lectures or reading assignments with such activities as discussions, exercises, role plays, and job simulations.

· Make sure that you have something active for adult learners to do every 30 to 60 minutes.  Get adult learners to change seating assignments, or do something that requires physical movement at least once during the morning and afternoon.

· Provide breaks.  If possible, instruct for 50 minutes and provide a 10-minute break.  Shorter, more frequent breaks enhance learning.  As a rule, the more passive the learning, the more frequent breaks should be.

· Allow adult learners to summarize what they have learned by asking them to state the major principles or steps. 


Reviewing Course Designs
Instructions:  Use the following questions to help you review course design documents 
(or Plans of Instruction).

Objectives
	1. Are the training objectives stated clearly?
	· Yes
	· No

	2. Are the objectives derived from analyzing job performance?
	· Yes
	· No

	3. Do the objectives support the Agency’s overall goals and customer service focus?
	· Yes
	· No


Content
	1. Is the amount of content (knowledge and skills) appropriate for meeting the objectives?
	· Yes
	· No

	2. Is the content up-to-date and accurate?
	· Yes
	· No

	3. Will the content transfer easily from the training to the work setting?
	· Yes
	· No

	4. Is the content presented at the appropriate level for participants 
(i.e., neither too complex nor too basic)?
	· Yes
	· No


Design
	1. Is the training structure carefully planned yet flexible enough that changes can be made to fit unexpected needs?
	· Yes
	· No

	2. Does the training employ a variety of adult learning methods?
	· Yes
	· No

	3. Does the training take into account learner differences?
	· Yes
	· No

	4. Are the activities paced effectively?
	· Yes
	· No

	5. Do activities build on basic concepts and skills and move toward more complex ones?
	· Yes
	· No

	6. Has adequate time been allotted for each activity?
	· Yes
	· No

	7. Are breaks built into the design?
	· Yes
	· No

	8. Is time allowed for “processing and integrating”—for participants to absorb and reflect upon what they’ve learned?
	· Yes
	· No

	9. Does each part of the design flow into the next?
	· Yes
	· No

	10. Does the training have a beginning, middle, and end?
	· Yes
	· No
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