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Learn how a team strategy for courseware development can benefit

train-the-trainer programs.

By KAREN OVERFIELD

hy don't we have a course on

graphics for the personal com-

puter? How long before the
dBASE IIl Plus courses will be available?
Are you ever going to offer a LOTUS
Macros course? How about putting to-
gether a computer literacy course? Make
sure that it istailored to rhe vice president
and director level; we want to deliver it at
the end of the month.

Do these questions sound familiar to
you?

During the last few years, increased use
of departmental computing, proliferation of
personal computers, popularity of "off-the-
shelf software packages, and continued
technological advances within the informa-
tion processing industry have kept informa-
tion technology trainers on their toes.
Trainers must develop and deliver training
programs "yesterday," while at the same
time constantly update existing programs
and keep them current with new software
and changes in demand.

Training products must meet the needs,
requirements, and learning styles of adult
learners, but information technology train-
ing usually encompasses many different
areas: operations, programming, systems
analysis, project management, officeauto-
mation, technical updates, end-user com-
puting, and in-house developed systems
and applications. Information technology
training certainly is not boring!

Need for train-the-tramer
programs

While aggressively trying to satisfy
diverse training demands, information tech-
nology trainers sometimes neglect one criti-
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cal area upon which the entire training pro-
gram hinges—training for trainers.

There isn't enough time to develop the
program. You need to develop a Display-
Write 3 course first, and your top priority
is getting out the course description book-
let. But you cant justify' the training with
hard-dollar benefits. These common ra-
tionalizations are not only true, they're
valid.

At times, however, you have to stand
back and remember that people need basic
skills to perform complex operations.
Would you conduct an introduction to the
PC class without ever demonstrating how-
to turn on the PC, or aLOTUS class with-
out explaining the differencebetween arow
and a column or what acell is? Yet, this is
often what we do to our trainers and course
developers. We expect these people to
know intuitively how adults learn, how to
utilize teaching techniques, how to build a
course, how to instruct peers, how to use
visual aids, how to determine course
objectives.

For the most part, those of us in infor-
mation technology training came in
through the "back door." Some of us had a
background in education, information
technology processing, human resources,
or other areas. Often, if you only vaguely
knew apackage, you werethe "local expert”
and given the task of training.

Instructional design requires skills not
necessarily found in other areas of informa-
tion technology processing. Systems and
application development and product test-
ing require technical skills; developing train-
ing curricula require writing skills; deliver-
ing training requires interpersonal relations.
More often than not, people with good in-
terpersonal skills may not write well or have
ability in the technical area. Yet al of these
skills and more are necessary for course
development.

Thus, information technology® trainers
traditionally have faced two obstacles: lack

of training and matching skills to the job
task. No wonder training may have fallen
short of what trainees expected.

Coursewar e development teams

The information systems department
(1SD) at Pittsburgh-based Mobay Corpora-
tion uses a project-team approach to over-
come the problem of matching trainers'
skills to the task of developing training.
This approach has several benefits:
¢ Those who use the program have
ownership of it.

« A great deal of team building takes place,
and there isawider range of experience the
work group can draw from.

« It takes less time to prepare a course for
delivery.

e The learning curve for curriculum
development is reduced.

¢ Higher quality programs result from the
team approach.

When acourse isidentified for develop-
ment, a project team assembles, usually
consisting of an instructional designer, pro-
duct expert, and trainer. The instructional
designer acts as project team leader, guides
the development of the course, and ensures
that principles of instructional design are
followed. The product expert is the tech-
nical guru who answers questions on the
product, tells what it can or can't do, and
how it works. The trainer, most likely, will
deliver the course once it is developed and
provide user support. It is the trainer's
responsibility to gear courseware to users
and to Mobay's environment.

Actual team makeup depends on the
product, the project's priority, and availabil-
ity of human resources. In some cases the
product expert isnot amember of the team
but serves as a consultant on an as-needed
basis. In other instances the product expert
and trainer are the same person. At other
times the team may consist of two trainers
and an instructional designer who share the
function of product expert. Although team
composition is flexible, someone has to
cover each role in some way.

The team followsa course development
methodology that identifies the phases of
curriculum design. The team must com-
plete each phase before advancing to the
next. In addition, established standards
assure that in-house developed courseware
isnot only instructor-independent but also
consistent.

All team members discuss and review-
each phase of course development, and
when a phase is completed each team
member signs off. Actual writing of the
course is handled in a variety of ways de-
pending on the particular project team.
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One member may write al of the script
with other members acting as reviewers. Or
several members may share writing, review-
ing each other's work as it progresses.

At each "sign off phase, the team pre-
pares a presentation and meets with man-
agement to discuss progress, report on the
project's status, and plan for completion.

Training environment

While the team concept for course de-
velopment helps to resolve one obstacle,
the question of what a train-the-trainer
workshop should include remains. Each or-
ganization and training unit has its own
needs and requirements; however, some
common elements do exist.

Before beginning to design a train-the-
trainer program, identify your training en-
vironment. Ask the following questions:
« Who has responsibility for training?

« Istraining asolejob function, or is it part
of the overall job?

« What are the trainers' backgrounds and
experiences?

¢ For what types of training are you
responsible?

¢ What medium is used for training?

* Who isthe audience?

« What is the audience's background and
experience?

e What are the training goals and
objectives?

« What is the frequency of training?

« What training facilities are available?

At Mobay the user services center con-
ducts instructor-led training and support for
end users. This group designs, develops,
and delivers the training on supported prod-
ucts, which include officeautomation and
end-user computing software packages for
both personal computers and mainframes.
User self-sufficiency is aprimary objective.

Instructors use two training rooms, one
with four mainframe terminals, the other
with 12 personal computers. This room ac-
commodates one class of 12 or two classes
with eight and four personal computers
each. Screen image projection is available
in the personal computer training room.
Our objectiveisto use the facilitiesto max-
imum advantage.

Members of the user services center
have awide range of backgrounds, exper-
iences, and skill levels. The organization
has had terminals for some time, but the
personal computer has gained popularity in
recent years. Some of our trainees, there-
fore, are new users; others have been using
computers for a number of years or are
switching from mainframeterminals to per-
sonal computers. Our job is to present

technical knowledge to nontechnical users
using appropriate methods and jargon-free
language.

Define objectives

Once you identify the training environ-
ment, you have to define your objectives.
We chose aworkshop format to give hands-
on experience and stimulate interaction.
We then chose the skills we wanted our
trainers to have after completing the work-
shop. We wanted them to be able to
¢ conduct atask analysis;
¢ identify skill and performance level
needs;

« identify prerequisites for training;

¢ identify and write objectives;

« develop appropriate sequence for
learning;

¢ understand adult learning styles;

¢ evaluate and select training techniques;
« convert product-application experience
into logical, organized learning programs;
¢ improve communications skills;

« develop easy-to-follow presentation
skills;

« recognize learner problems and take ap-
propriate action.

Finding a program

Your next step is to determine whether
existing programs meet your needs and
evaluate them for cost effectiveness. Several
options are available. Colleges, universities,
and consulting firms offer train-the-trainer
workshops and seminars at various loca-
tions and dates throughout the year. Length

Figure 1—Outline of Mobay's
workshop

Purpose and Needs
Group building
Knowing/Doing
Brainstorming
Personal motivation
Training responsibilities

Mechanics of Building a Session
Planning
Developing objectives
Differences in training aids,
supplies, and equipment
Needs, task, and zone analysis
Testing

Stand-Up Skills
Overcoming fears
Attributes of successful instructors
Adult learning principles
Training methods
Media
Presentation techniques
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ranges from one to three days, and registra-
tion discounts often are available for several
people attending from one organization. If
you have alarge enough group, the vendor
might conduct a special session for your or-
ganization. This type of session can take
place at your convenience on site or locally.
Another option is to participate in a con-
sortium through a professional group or
contact other local organizations with an in-
terest in this type of training.

If established courses are inappropriate,
an outside consulting firm can tailor apro-
gram to your needs. The costsinvolved de-
pend on the length of the training, amount
of tailoring, rewrites necessary, class size,
facilities available, location, and travel
expenses.

Another option isto design, develop, and
implement the program in-house. We were
fortunate to locate a person within the cor-
poration who conducts similar workshops
for safety and maintenance supervisors. By-
working with this person, we designed a
program that exactly fit our needs at afrac-
tion of the cost of initial development or
hiring an outside firm.

The workshop ran four consecutive days.
The first session was a half day; the second,
a full day; the third, a half day with time for
individual help in the afternoon; and the
last, ahalf day. The primary facilitator was
the course developer; the cofacilitator, a
trainer from user services, coordinated the
workshop. Using cofacilitators ensured that
course materials addressed our uniquejob
tasks and gave participants more individual-
ized attention.

A corporate training facility separate from
the work area made a suitable learning en-
vironment, but because the workshop was
conducted on site, travel expenses were
kept to a minimum, everyone in the unit
could attend, and people who work to-
gether could participate in training at the
same time. To build better working rela-
tionships and foster team building within
our department and with sister organiza-
tions, we opened up the workshop to other
unitswithin | SD aswell asto another com-
pany within the parent organization. This
was a first-time experience in crossing
corporate-company boundaries.

Elements of the program

After determining overall workshop ob-
jectives and training format, you are ready
to begin the design phase. Its time to iden-
tify specific elements to be presented,
define session objectives, and develop the
course. At this stage consider acceptable
performance outcomes and how to mea-
sure them. Organize elements of the work-
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shop in a logical sequence of manageable

"learning chunks," and incorporate mean-

ingful class activities that reinforce learning

into the framework of the workshop.
The outline for our train-the-trainer

workshop is shown in Figure 1. Benefits of

our workshop include the following:

e team spirit among participants;

« common knowledge basis;

« shared experiences;

e quality assurance for instructional

integrity;

« opportunities to know coworkers better;

« empathy for fellow workers;

« staff recognition of managements concern

for individual professional development.
Through in-house design, development,

and delivery, we not only tailored the

training but used the most cost-effective

method.

Justifying the program

Today's organizations are trying to cut ex-
penses and increase worker productivity.
Doing it right the first time has become a
universal motto; cost justification and ben-
efit identification have become away of life.
Most corporations scrutinize every program

We are Pope & Associates, Inc., nationally-recognized

with an eye to cutting those deemed unne-
cessary, and some companies use zero-
based accounting. How do you prove hard
dollar savings for intangible benefits? How
do you measure productivity and learning
gains for training?

Unfortunately, course evaluations often
are "smile sheets." Trainees tend to give
good marks when they are asked to hand
in the evaluations to the instructor immed-
iately after the class. Sometimes the word-
ing of questions is biased in the trainer's
favor, or trainers only ask questions that
they know will receive good ratings.

One way to measure dollar benefits is
through the number of rewrites a course
needs or the development hours spent.
M easuring either of these components and
the supporting historical information tech-
nology will give you abasis to show or pre-
dict productivity improvements. Keep in
mind, though, that the nature of an
instructor-led course often allows you to
rewrite a course each time you present it
and to develop it "as you deliver it." Con-
sider these factors in your calculations.

Shorter learning curves for those who
develop courses provide another way to

justify the training. Compare the amount
of time you needed to develop your first
course without training versus the develop-
ment time you would need if you com-
pleted a train-the-trainer program; this
comparison should show avalid reduction
in learning curve.

Effectivetraining programs increase user
and trainer productivity. While quality
course design takes time, both users and
trainers spend more hours in the actual
delivery of the training. If the classes are in-
effective, this time is virtually wasted and
opportunities for productivity gains are
missed.

Reduction in the course time is another
justification factor. By tailoring training to
organizational requirements, you can re-
duce the number of contact hours, thus
saving your company money. And by im-
plementing quality training programs, you
may reduce the number of hours your staff
must spend supporting users.

Training for trainers isfundamental . And
with bottom-linejustification for it, there's
no reason to put it off any longer.
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New Training Video:

specialists in personnel diversity. Since 1973, we've been
helping organizations improve work relationships and
increase organizational productivity in their diverse
work forces.

Our approach to AffirmativeAction reduces
resentment by focusing on the growth & development
needs of all employees. This positive orientation can
improve work relationships, boost performance, and
increase productivity across the board.

We challenge managers to provide equality of
opportunity - not special treatment ... personnel
development - not just a numbers game. Our training
provides the awareness and sound managerial skills
necessary to create a work environment conducive to

the growth & development needs of talented personnel -

regardless of race and gender.

Strategic Affirmative Action Seminars:

Leading A Diverse Work Force: Executives

Managing Personnel Diversity: Managers/Supervisors
Increasing Self Development: Women/Minorities
Enhancing Work Relationships: Co-Workers
Improving Team Performance: Work Teams
Consulting Pairs Program

Today's Diverse Work Force:
New Challenges, New Opportunities

Developed for in-house use, this new tool goes beyond
traditional AA training to take a balanced, up-to-date look at
the different dynamics operating in today's multicultural
organizations. Complete with comprehensive Leader's Guide,
this new training program will help trainers improve work
relationships, facilitate employee growth & development, and
boost organizational productivity in their diverse
organizations.

Partial List of Clients:

Aetnalife & Casualty
Allstate Insurance Company

Honeywell, Inc.
Miller Brewing Company

ARCO Minneapolis Star & Tribune
Bristol-Myers Company Monsanto Research Corp.
Cargill NY Times

Chicago Tribune Ohio Workers Comp.
Ciba-Geigy Philip Morris, USA

Ford Motor Company Pitney Bowes

Genera Foods Procter & Gamble Company
General Motors Corp. State of Ohio

Pope & Associates, Inc.
Personnel Diversity Consultants
1313E. Kemper Rd., #171
Cincinnati, OH 45246
(513)671-1277

Call or Write Tbday for a FREE EROCHURE
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