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Purpose�
To guide course developers through a systematic approach to Instructional Systems Design.
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��
Development Process Model





What is the Process Model�
The Development Process Models on the two following pages both show the development process, and allow you and OZ managers and reviewers to follow a decision-making process from inception through delivery.





All of the major decisions that need to be taken are depicted in the Process Model.  At each step, some sort of go/no-go decision is called for. 





Use these models to think about the path you will take when developing an OZ course.�
�
�
�
�



Preliminary Decision Tree


�EMBED Visio.Drawing.6���











Development Process Decision Tree
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�
BEST Curriculum Development Process Guide





Part 1	Design and Development - Getting Underway 





Section 1	Introduction - “So, you want to develop a course?” or “Have we got an assignment for you!”





�
(Insert introductory section from Charles explaining what BEST is doing with training.)


�
�
Now what do you do?�
Okay, you want to teach a course in the OZ program.  Now what do you do?  What is your next move?  Well, some of it depends on your background and experience.  Here is the brief scenario.


�
�
The 8 Step Path�
There are 8 Steps to the BEST Education/Training Method.  They are:





Step 1 - Think about the course





Step 2 - Think about you





Step 3 - Talk to the OZ Training Manger





         Step 4 - Make the case/Make or Buy





Step 5 - Write the Design Specification





Step 6 - Develop the course.





Step 7 - How you get to Carnegie Hall - Practice





Step 8 - The final review.


�
�
�
So, you see there are a lot of things to do before and after you actually develop the course.  These Steps ensure that you think out and organize what you want to do to develop the course.  They also help the OZ Training Manager and other concerned persons understand what you are doing, and be there to help as needed.  Now. let’s look at each Step more closely.�
�
Section 2	BEST Education/Training Method - “The what and why of development.”


Before you begin


�
Get a notebook and keep meticulous notes on every move you make and all aspects of the development process.  These include:


�
�
�
dates


times


events


to whom you speak and about what


ideas


�
interviews


research


actions


sources


bibliographies


definitions�
�
�



Keep copies of handouts, job aids, tests, reviews, feedback forms, and other pertinent documents.  Keep careful track of your time.  Keep notes of everything, and keep them together.  You and the OZ Training Manager will design an official documentation requirement, but do not limit your note taking to only that.





Now, go on.


�
�
Step 1





Think about the course�
Sit down and think about it.  Get a few thoughts organized, even very informally.  Write them down.  Include such topics as:





Just what do you want to do?  


Whom will you teach?  


What will you, and will you not, include in the course? 


 What skills and abilities must the potential student bring to the course?  


What is the benefit to the student, to BEST, and to yourself?  


What path of study might follow this course?  


What kinds of coursework would naturally link into, or follow after, this course?


What sort of additional help will you need, like graphic artists, web programmers, technical writers?


�
�
Step 2





Think about you.�
Another very important thing to think out before you do anything is the amount of work it will take to develop a course, and whether or not you can and will commit to the project.





Are you willing and able to commit the needed energy to the project?





This guide lays out the steps you must take to develop a course for OZ..  Remember, it is not enough to “just know” what you want to do - there is an essential process you must put into effect to meet the standards of the OZ program.  You will need to answer that question in the next step.





When you have thought through the items above, the next step is to contact and discuss the course with the OZ Training Manager.


�
�
Step 3





Talk to the OZ Training Manager�
The OZ Training Manager is ready to start the process that will lead, we hope, to an OZ Program course.  There are many Quality Control processes to pass before you can develop a course for OZ;  the Training Manager will review your ideas and discuss them with you at length.





There are a few ways the course development process can go.  





You may both develop and deliver the course. 


You may develop, but not deliver the course.  


You may be an instructor and have little or nothing to do with the development.


You may help find and bring an outside course into the OZ Program.





The OZ Program may be able to accommodate any of these situations.  A  Train the Trainer course is available to ensure that you learn how to be a stand-up trainer, if needed.  If you are an experienced trainer, you may simply qualify the Train the Trainer course on life experience, and a test, and get certified without taking the full course.  The OZ Training Manager will make all the arrangements.


�
�
Step 4





The Proposal: Make the case and Make or Buy�
This step is your time to shine and convince BEST that your idea is a good investment of its time and money.  You must write a Proposal that tells everything you can think of and find concerning the course, the need for it, and why BEST should invest in it.  Section 3 shows you how to write the Proposal.





Once the Proposal is done, it will be reviewed by the Training Standards Committee.  This committee is composed of the OZ Training Manager, and others as needed.





If the course idea is approved, you will be asked to help reach the “Make or Buy?” decision.  This is a business decision about the most cost efficient and training effective way to bring the course into the OZ Program.  This is a crucial point in the development cycle.





You may be given the go-ahead to create the course yourself, or you may be asked to help bring the course in from outside. If the idea is worthwhile, but available from existing sources, it may be the better business decision to buy it.  For example, first aid and CPR may be worth BEST’s investment, but the Red Cross course would probably be the source of training.


�
�
Step 5





Write the Design Specification�
Now is the time to design the course as you, the OZ Training Manager, and other advisors want it to be.  This specification must include:





all of the terminal and enabling objectives


the course outline


OTHER STUFF


�
�
Step 6





Develop the course.�
Using the processes set out in Sections 3 and 4 of this Guide, you will develop the course under the direction of the OZ Training Manager, or a designee.  Depending upon the course requirements, you may be working with other professionals such as Instructional Designers (ID), Subject Matter Experts (SMEs), Curriculum Designers, Technical Writers, Graphic Artists, Programmers, or Web Developers.  In most cases, you will work with an ID as a consultant to help you make the many decisions that come up in the development process, and to help you ensure that the course is instructionally sound and effective.





During development, you will create a number of design and planning processes and documents.  Among other things, you will:





plan the entire project;


create high-level and detailed designs;


define and insert review points along the way;


develop instructional objectives;


create tests and evaluations;


plan and design the delivery method or methods;


work with other OZ Program persons to link your course to others, or to plan follow-on courses;


create a  plan for maintaining the course.





All of this will be covered in Section 4, Instructional Systems Development.


�
�
Step 7





How you get to Carnegie Hall - Practice�
As you develop your course, there are a number of review steps.  When you have the course pretty much done, you will do a Dry Run presentation to the Training Manager, IDs, SMEs, technical experts, and others.  This might not even be a full presentation, but should be close.  It does not “count” in that it is meant to be a real wring-out of the course and the presentation.  It is meant to be tough, and to point out any and all problems with the course.  Better to get problems out earlier rather than later.


�
�
�
Next, after you have revised the course according to the insights you gained in the Dry Run, you will make a Formal Pilot presentation.  This will be a full-up, complete presentation, with all the bells and whistles you want to use with students.  The audience will be composed of the same folks who were in the Dry Run, plus non-expert volunteers who will take the course and contribute ideas and assessments.


�
�
Step 7





The final review�
Finally, you will review the development and practice results with the Training Manager and confirm that the course is ready, or not, to be presented in the OZ Program.  From this point, the process to include it in OZ and register students moves out of the course development arena.


�
�
On to the next part�
Okay, now you know the basic plan for developing the course.  Next, you need to study the details of the development process.  The next Section covers the Proposal, the place you first set down officially what you want to do.  This is where the rubber begins to hit the road.


�
�
�
Section 3	The Proposal - ”What I propose is…” and “Make or Buy?”





Start with what you have.�
If you followed Steps 1 through 3 correctly, you already have a lot of material for your Proposal.  You should have a good idea of what you want to do, and where you want to go with your course.


�
�
�
Every Proposal, though different and unique, will have certain things in common.  Here is the outline of a typical proposal.  The OZ Training Manager will help you craft one to fit your particular situation.


�
�
�
Course name or working title.


Abstract


Technical Proposal


Describe the Environment


Describe the Problem/Opportunity


Describe the Solution


Development Plan


Resources Required


Timeline


Reviews and Evaluations


Costs


�
�
I. Course Name or Working Title�
The simplest thing is to give the Proposal the name of the course.  If not, make up a working title that indicates what the course is about.  For example, an elementary course on website development could be called “Website Development I,” or it could be called something like “Your First Spin Of The Web.”


�
�
II. Abstract�
Actually, you will write this last.  It is just a paragraph or two that quickly describes what you say at length in the rest of the Proposal.  This may become the basis  for a course description later.


�
�
III. Technical Proposal�
This is where you lay out the details of what you propose.  You should be complete and detailed, but succinct.  This may take a bit of work and re-writing.


�
�
�
Describe the Environment - Investigate everything that surrounds the course you want.  Talk to recruiters, account managers, associates in the field, other professionals you know.  Describe what the “real world” situation is in which you see some problem or opportunity.  Describe what BEST is, or is not, doing, and how this affects clients and associates, recruiting, retention, or other important facets of BEST’s business.


�
�
�
Describe the Problem/Opportunity - Based on your investigation, what do you see as the problem to be solved, or the opportunity to be seized?  Perhaps you see that the trend in technology or the marketplace is moving in a direction for which BEST should prepare.  Early training that you develop may give BEST a jump on the competition.  Or, perhaps you see a problem with retention of good people within BEST that could be solved by a course you develop.  Whatever it is, describe the situation fully.  Include a description of the audience for the training.  This should be brief and rather general.  Divide the analysis between internal and external audiences. 





One caveat, though - tackle only one problem/opportunity at a time in this section of the proposal.  Do not try to pile in topics.  This will only serve to muddle your proposal, and may confuse readers about your specific idea.  There is a place later to briefly point out other ideas that ties in.  


�
�
�
Describe the Solution - Now that you have shown the reviewers the real world environment, and identified a problem/opportunity, you can lay out just what you think should be done about it.  This is the place to tell the reviewers specifically what you propose.  You can structure this part in many ways, such as a two column table, with the problem/opportunity on one side, the solution on the other.  Or, perhaps a question and answer format may work..





Whatever format you choose, it must be clear, succinct, and direct.  Stay on topic.  Select one solution as the best one, and add others if they are viable alternatives.





Include in this part the possible delivery methods, and the pros and cons of each.  Select one as the best, and justify that choice.


�
�
�
Describe the Development Plan - In this part, you describe what you see as the level of effort required to develop the course as you envision it.  Take the best course of action from among the alternatives you mentioned above, and set out everything that is needed to do the job.  Include in this section:





Resources - tell the reviewers who and how many persons, by job role, might be involved in the course development.  For example, if your course will be heavy on graphics, you will want a graphic artist.  If a lot of writing is involved, you may want one or more technical writers.





Timeline - a rough estimate of how long it might take to develop the course, including all of the resources mentioned above.  How long might each person be expected to work on the project.  This has obvious cost implications, but be as accurate as possible.  Do  not fudge the figures to make them look better - that will lead to cost over runs and more problems later.





Reviews and Evaluations - Depending upon the exact needs of the course, you may have more or fewer review and evaluation steps.  At the  least, you should schedule a review upon completion of the High Level Design, the Detailed Design, and at one-third and two-thirds of the way through the development cycle.  The Dry Run and Pilot are the final developmental reviews.


�
�
IV  Costs�
This section is delicate in that you may not be able to know, or obtain, some of the information needed to fully forecast the cost of a project.  You may not have access to pay rates for people who would work on the project with you.  Still, you can put in direct hard costs that may apply, such as software, hardware, manual printing costs, or travel.  





The OZ Training Manager may be able to gather cost figures for you, and give you some aggregate totals, even if details must be kept confidential.  These costs may play a significant part in determining delivery methods, or even deciding if the project should go on.


 �
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
Section 4	Instructional Systems Development  - 


�
�
�
What this Section is for…�
This Section describes an Instructional Systems Development (ISD) method for developing internal and external BEST Consulting training programs.  It is called ADDIE-SE from its initials.  ADDIE-SE is based on many years of research and professional experience.  It presents a method  for planning, analyzing, designing, developing, and implementing training that is instructionally effective and cost-efficient.  Additionally, it requires plans for sustaining and expanding the training.





It is mandatory that all BEST Associates who plan, design, develop, implement, approve, administer, conduct, evaluate or manage OZ training read this Section.  


�
�
…and not!�
However, this Section will not make you into an Instructional Designer overnight.  It will give you the basic concepts and actions that you will take to develop a course.  It is not enough that you “just know” what you want to teach and what the content might be.  A careful and deliberative plan and execution are essential.





During development, you may work with many other people, such as Instructional Designers, technical writers, and graphic artists.  These days, no one is an island when it comes to instructional development.


�
�
Why ISD?�
The ISD process has been consistently shown to:





Increase the effectiveness of instruction.


Improve time-efficiency.


Produce the best instruction for the lowest possible cost.


�
�
BEST’s Training Philosophy�
People are the decisive factor in our business!  With changes in the marketplace and in technologies, in the economic and social fabric of the entire world, it is imperative that people receive the right education and training at the right time.  Education and training should:





Prepare associates for areas outside their current or usual work to meet market demand.


Be as realistic as possible.


Be conducted for many phases and aspects of business.


Give special attention to cross-training and training for adjunct business needs (i.e. negotiation, project management.).





Properly executed ISD can help ensure that you meet these business objectives.


�
�
The BEST ISD Model�
This ISD model we call ADDIE-SE represents simplicity and flexibility in instructional design.  Even developers with little experience or expertise can understand the model and use it to develop effective, efficient instructional systems.  This is not completely a linear development model.  Within the overall development cycle are reiterations of development and revision. 


�
�
�
�EMBED Visio.Drawing.6���


�
�
The 7 Step 


Process of 


ADDIE-SE�
The ADDIE process, which the model summarizes, calls for instructional developers to: 





Analyze and determine what instruction is needed.


Design instruction to meet the need.


Develop instructional items to support system requirements.


Implement the instructional system.


Evaluate the entire instructional system.


Sustain the instructional system.


Expand the coursework into areas of natural expansion and/or follow-on training.





Continuous  feedback, evaluations, and revisions, both formally and informally, are a central aspect of the ADDIE-SE model.


�
�
Analysis 


Phase �
In this phase you analyze everything as it now is, or will be, related to the course.  If your course directly prepares a student to do a job, you first analyze the job performance requirements and develop a task list.  If it is more general, you must speculate on the job requirements.





You analyze the audience to determine what they already know and can do.





Then you analyze the job tasks and compare them with the existing skills, knowledge, and abilities of the audience.  The difference between what they already know and can do and what the job requires them to know and be able to do is the training gap, and that gap determines what instruction is necessary.  The activities of formative evaluation begin (see below).


�
�
Design 


Phase�
In the design phase, you develop a detailed plan of instruction.  You select the instructional methods and media, and determine the instructional strategies.  You review existing instructional materials to determine their applicability to the specific instruction you are developing.  





In this phase, you also develop the instructional objectives and tests based on those objectives.  The objectives should be based solidly on the analysis you did above.  The objectives should be pared down to cover only those that directly support job performance.  “Nice to know” material has no place in the process.





You also design the implementation plan for the instructional system.  This is likely to be based on stand up delivery set up by the OZ Program, but alternative delivery methods may come into play.  Formative evaluation activities continue in this phase.


�
�
Development Phase �
In the development phase, you develop both the student and instructor lesson materials, including items such as manuals, hand-outs, job aids,  videotapes, sound/slides, interactive courseware, and special training devices.  As a final step in this phase, update the implementation plan, if needed.





During this phase, you may also validate each unit/module of instruction and its associated instructional materials as they are developed.  Then, correct any deficiencies that may be identified.  This would be in addition to the Dry Run and Pilot events.  Validation includes:








Internal review of the instruction and materials for accuracy.


Individual and small-group tryouts.





Then the Dry Run and Pilot events are held as operational tryouts of the "whole" system.  Some more complex course developments may include very formal reviews, called “In Process Reviews,” or IPRs.  Most OZ courses will not be that involved.





After all of the reviews and revisions, the final step in this phase is to finalize all training materials.


�
�
Implement-


ation 


Phase �
The instructional system has been designed and developed, tested and validated.  Now the actual system becomes operational.  In this phase, the instructional system is placed into the OZ Program curriculum.





Evaluation provides feedback from the field on the graduate's performance after the course is implemented.


�
�
Evaluation�
Evaluation is a continuous process that begins during the analysis phase and continues throughout the life cycle of the instructional system.  Evaluation consists of:





Formative Evaluation, consists of process and product evaluations conducted during the analysis and design phases, and validation which is conducted during the development phase.  This Includes individual and small group tryouts.





Summative Evaluation, consists of operational tryouts conducted as the last step of validation in the development phase.





Operational Evaluation, consists of internal and external evaluation of the instructional system during the implementation phase.





Each of the three forms of evaluation can be used during the sustaining effort for the course.


�
�
Sustaining Phase�
Sustaining the instructional system is based on a business decision that acknowledges that the course should be continued.  This may mean that additional instructors must be trained and supported to deliver the course.  Additional classes may need to be added to the curriculum.





For many topics, such as software, the course will need to be updated as the technology changes.  A reasonable flexibility should be built into the course, and careful documentation must be maintained to support revisions and updates.





�
�
Expansion Phase�
This phase is often optional.  It is not technically part of the development process, but may effect it.  It is also not ignored until the end, but can start at the beginning.  If your job analysis discovers that one level of training, or only one course are not adequate to meet the training need, then follow-on and expansion courses may be planned from the beginning.�
�
�
�
�
�
�
�
Needs Analysis�
This is a brief analysis based on the research you did early on in the development effort.  It formally states the training need.  From this, you begin to develop your course.  The Needs Analysis Report is in the Appendices for you to use.


�
�
Task Analysis�
Know the job.  Hard nosed job and task analysis are essential to allow you to establish and maintain high standards of quality in your design, development, and implementation processes.  Your analysis may be of the job as it is, or of the job as it will be.  Your course will be based solidly upon job requirements identified during the analysis phase.  You must insert quality checks into the analysis process in order to reduce and eliminate objectives that do not relate to the job.





Task and job analysis uses many sources of information.  These are covered in the Needs Assessment Methods Selector.  It will help you decide which method, or methods, to use to collect data.  After that are a number of tools you can use to actually collect and collate data.  These are found in the Appendices, and on the disc included with this Guide.





It is important to remember that the task analysis may indicated that training is only one component of meeting a performance problem.  It is possible that the job system or work environment itself is part of the problem.  You cannot devise a training solution to a problem in the work process.


�
�
Audience Analysis�
Know your audience.  Audience definition is essential to the development process.  You cannot conduct a successful training course in a class composed of novice and expert performers.  You will confuse the one, and bore the other.  You must know the potential pool of students, and devise a training solution that serves them.  This may call for more than one training course or level. 





The Audience Needs Assessment tool is available to help you do this analysis.


�
�
Gap Analysis�
Mind the gap.  The gap between the current knowledge, skills, of abilities of the audience, and the requirements of the job is set forth in the Gap Analysis.  This is a simple report that identifies each aspect of the job task and the needed skill or knowledge to do that task.  Any difference is a gap that requires some remediatation such as training.





The Gap Identification Tool is for this purpose.


�
�
Find the SMEs�
Subject Matter Experts, SMEs, are experts in the topic to be trained.  You may be the only SME on the project.  Still, it may be a good idea to have other experts with whom you can work.  Identify these people in the analysis phase so you can work with them at the outset.


�
�
Identify the Reviewing Authorities�
Clearly identify who will review your courseware and what their roles are.  Set out the specific points for formal reviews, who does what, what areas of development they may comment upon, how long (i.e. within 2 business days) each has to review the materials, and how many revisions are allowed.  Poorly defined review cycles have killed more good projects than any other issue.


�
�
Define the Review Process�
The formal reviews should be scheduled at the outset of the development program.  Put In Process Reviews (IPRs) into your plan, and more informal reviews into you notes.  Set the limits, and communicate them to everyone involved.  Again, poorly defined review cycles have killed more good projects than any other issue.


�
�
Creating Instructional Objectives�
There is a real art, as well as a science, to creating good instructional objectives.  It is these objectives that define the content of the course.  There are a number of tools to help you create and test your objectives.


�
�
Create Instructional Objectives�
Set the performance standards.  Based upon the task and audience analyses, and aiming to fill the training gap, you must set the goals for the students in terms of performance based objectives, with measurable performance standards.  The key is “measurable.”  You cannot know if the student has gained the desired skills and knowledge unless the effect of training can be measured.  So, instructional objectives and performance standards become the bases for test development.


�
�
Performance or Criterion Referenced Objectives


�
The objectives of the course should be performance based, if at all possible.  That is, they should reflect something that the student will actually do, and that can be measured.  There are a variety of descriptive ways to state objectives - some of these are in the Objectives Verbs List, in the appendix.





Here are examples of good and poor objectives - which are which?





The student will understand the garden’s planting cycle.


The student will plant garden vegetables appropriate to the season.


The student will comprehend the differences between adequate and inadequate negotiation techniques.


The student will demonstrate negotiation skills in guided and unguided practice sessions.


The student will be able to conduct negotiations in five settings typical to the business environment.





If you said 1 and 3 were poor objectives, you are correct.  the second is a good one.  Numbers 4 and 5 are iffy, but 4 is more of a training plan or approach, and 5 is a goal to achieve.





Even conceptual material can have performance-like objectives.  For example, 





The student will understand Adler’s Hierarchy.





This is a worthy objective, but not a performance objective.  It can be made performance compliant, though, by re-writing it as:





The student will demonstrate an understanding of Adler’s Hierarchy by reciting the 5 psychodynamic aspects of the hierarchy.





There are two types of performance objectives - terminal and enabling.  They are discussed next.


�
�
Terminal Objectives


�
Terminal objectives are the big goals of your course.  They are the top level at which a student can demonstrate measurable performance.  For example:





The student will be able to create 3 dimensional objects within a Freehand workspace.


or


The student will research and find customer account information.





This is a high level action.  In order to make it happen, a number of other lower level actions must occur.   These are Enabling Objectives.


�
�
Enabling Objectives


�
Enabling Objectives describe how you do the Terminal Objectives.   They are not, though, the actual steps the person does to do the job.  Enabling Objectives usually have sub-steps that help them occur. 





For instance:


 


1.  The student will tune up an automobile engine.


1.1  The student will open the automobile’s hood.


1.2  The student will remove the spark plugs.


                   1.2.1  Remove the spark plug cover cap


                   1.2.2  Insert socket over spark plug.


                   1.2.3  Insert wrench handle into socket.


                   1.2.4  Turn socket wrench counter clockwise to loosen spark plug.





You see above how this Terminal Objective, 1, has more than one Enabling Objective, 1.1 and 1.2.  This is usual.  And Enabling Objective 1.2 has more than one step.


�
�
Test the Objectives�
The Objectives Analysis Tool will help you decide if your instructional objectives are adequate.  It uses an analysis method that will become fairly automatic once you grow accustomed to it.


�
�
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