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Introduction

Volume Five of the Standard Operating Procedures (SOP) for
Coast Guard Training Systems covers the systematic design of
instructional materials for resident instruction.

Overview

The Coast Guard uses a five-phase Instructional Systems Design
(ISD) model to create desired training results. The mnemonic
ADDIE is used for remembering the phases: analysis, design,
development, implementation, and evaluation. This SOP expands
on that concept adding guidance for project management of
instructional design projects (Chapter 2); assistance on how to
manage changes to courses (Chapter 8); and guidance on how
components of the training system fit together (Chapter 9).

The material in this SOP expands on the information that graduates
of the Coast Guard’'s Course Developer Course (CDC) are taught.
Many of the performance skills and knowledge components are the
same; however, more specific details incorporating the ISD ADDIE
methodology have been included. In addition to the job aids,
worksheets, and templates introduced in CDC, the SOP includes
completed examples and tip sheets covering ISD topics in more
detail. You can use these additional resources to continue building
your ISD skills and competencies.
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Introduction, Continued

Purpose

Target
Audience

The purpose of this SOP is to provide a standard methodology for
those responsible for producing training-related materials for the
Coast Guard. The intention of this SOP is to help you determine the
additional information necessary for designing and developing a
valid and reliable instructional training program with the highest
fidelity possible. Valid and reliable training is the training system’s
goal to prepare the workforce for Coast Guard operations.

Valid materials are defined as activities that are high level
simulations of actual tasks they perform on the job.

Reliable training is defined as training materials that are so
descript, that student and instructor alike are capable of
determining whether student performances match actual Coast
Guard standards for performance on the job.

This SOP is a tool to assist in the development of consistent Coast
Guard training materials. The Coast Guard ISD model, as
presented here, is based on theory, research, and a considerable
amount of practical experience. It presents the breakdown of
instructional design tasks much in the same way a cookbook
breaks down recipes — you do this, then you do that.

The ISD process outlined in this SOP is prescriptive enough to
enable the junior active duty course developer to complete a project
with the oversight of their active duty supervisor and/or a civilian
Instructional Systems Designer. Additionally, the SOP includes
guidance for the supervisor and designated project manager on
how to plan and track the project toward successful completion.
Each phase will explain in more detail the appropriate target
audience for that particular phase.

Active duty course developers must be graduates of the Coast
Guard’'s Course Developer Course (CDC) and have or be pursuing
the Coast Guard “PERJI” Competency Code. (See SOP, Vol. 13 for
additional guidance on active duty course developer professional
development.)

Chapter 1: Introduction 1-4 September 2012



SOP, Vol. 5: Resident Instruction

Introduction, Continued

CG ADDIE The ADDIE approach to creating training materials has been

Model applied and used by both military and private sector for many
years. One of the limitations in how the model is applied is that
ADDIE often has a waterfall effect, meaning that the output of each
phase leads into the next phase as an input. Although the layout of
the chapters of this SOP follow the ADDIE mnemonic; they are
broken up by chapters throughout this SOP, each phase of the
ADDIE process is explained, key outputs identified, and the
processes to achieve those outputs are outlined. This SOP
recognizes that ISD teams that work analysis, design, and
development issues simultaneously, with the gathering and
disseminating of information to each phase throughout, produce the
most effective and efficient training. Additionally, just as evaluation
is iterative and throughout each phase, we've introduced the SOP
with Project Management which embodies the Coast Guard ADDIE
model and helps ensure timely and successful management of your
project from start to finish. The Coast Guard ADDIE model, shown
below, illustrates the process as a whole as will be presented
throughout this SOP.
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Introduction, Continued

ADDIE Process

Analysis — This phase involves identifying the end goal of
training—the performance we’re trying to affect. We use analysis
tools to break jobs down into the tasks and task steps that make up
Coast Guard performance. Who performs? Under what conditions
are the tasks performed and to what tolerances? Which tasks
should we train, and which tasks do our students already know how
to do?

Design — This phase involves creating a blueprint for instruction.
We ask questions such as: What kind of learners will use this
training program, and how should we design instruction so it is best
tailored to meet their needs? What do we need to know about the
tasks to design effective instruction? Which instructional methods
(role play, simulation, case study, etc.) will work best for this set of
learners and for this kind of material? What strategies can we
employ to help learning occur and to ensure students transfer what
they learn to on-the-job performance? What kinds of learning
assessments or tests should we create to ensure learning took
place?

Development — This phase entails building all aspects of
instruction necessary to execute the learning strategy and any
supporting documentation. Development includes instructor activity
guides and materials appropriate for the mode of delivery. In every
instance, materials are tested and evaluated to validate that the
activities and materials are ready to use by the learner.

Implementation — This phase refers to the actual delivery of
instruction in a way that ensures student mastery of the learning
objectives and transfer of necessary skills to the job setting. This
starts with the pilot of the very first course and continues until the
course is discontinued.

Evaluation — This phase measures the effectiveness and
efficiency of the instruction. Evaluation asks questions such as: Did
the training do what it was intended to do? Are instructors
delivering the training as designed? Does the instructional strategy
work for the instructors as well as the learners?
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Introduction, Continued

Audit Tralil

How Does the
Resident
Instruction SOP
Relate to the
Other SOPs?

The value of a workflow model, like ADDIE, is that it provides a
systematic means of determining the correct level of performance
support and a formal process for documenting the decision along
the way. The job aids and worksheets in this SOP act as
documentation of work done, and decisions made to form an ISD
audit trail. Likewise, the project management framework is provided
for coordinating a team's activities and the contributions of each
team member. The reason for creating an audit trail is so in the
future, course developers can go back, review, and evaluate
decisions that were made, and if necessary make informed
corrections.

Audit trails are also useful in evaluating how the ISD process
worked for given projects and what key learning points can be
extracted. They can also be useful in addressing how ISD projects
can be managed in the future to enable greater success, as well as
what actionable items still exist for a course.

The Coast Guard Training System’s SOPs define terminology;
provide procedural guidance for internal, inter-service, and
contractor support. The purpose of each of the SOPs is to provide
default methodologies for much of the work within the Training
System. The Resident Instruction SOP containing the “how to’s”
that any course developer shall follow to ensure all Coast Guard
members are using the same proven processes to obtain
consistent and quality outputs.

The Resident Instruction SOP has a critical relationship to the other
Coast Guard Training System SOPs because it defines the bulk of
the process from which our Coast Guard training programs are
built. When an analysis (SOP, Volume 2) has determined that
training is the appropriate or recommended solution, the Resident
Instruction SOP takes over and designs the framework of the
course on which the curriculum outline (SOP, Volume 6) addresses
for resourcing and instructor staffing. The secondary benefit of
having a specific Coast Guard ISD process, is that becomes the
default methodology to hired contractors responsible for producing
training materials and programs for the Coast Guard, so no matter
who develops a Coast Guard training program it will look and feel
the same.
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Understanding This SOP

Document This SOP contains nine chapters which provide guidance on all

Structure aspects of resident course development for the USCG. Each
chapter contains a Table of Contents on the first page, which
includes all the contents within that chapter with the exception of
the associated appendices.
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Understanding This SOP, Continued

Document
Structure,
Continued

Appendix
Structure

Chapters 3 through 7 are aimed at course developers and
instructional designers and specify required inputs and outputs for
each phase of the ADDIE model. Generally speaking, the structure
(which appear as block headers on the page) within each of these
chapters is as follows:

e Overview

e Audience
e Purpose
e Inputs

e Outputs

e Process Overview

e Steps

e Additional Resources

Chapters 2, 7, 8, and 9 are aimed at individuals who are managing

the ADDIE process. Thus, these chapters have a slightly different
presentation.

Chapters 2 through 7 contain appendices that include —in this
specific order— job aids, templates (or worksheets), worked
examples, and tip sheets. Chapters 8 and 9 each only have one
appendix that provide worksheet and job aid/checklist to support
chapter specific processes. While most templates and worksheets
have corresponding job aids, there are some that do not since the
template or worksheet itself serves as a job aid.

Worksheets and templates in Word have been provided for
download on the SOP webpage at:
http://cgweb.tcpet.uscg.mil/T_Div/CDT/default.asp
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Understanding This SOP, Continued

S Due to the volume of this SOP, the chapters and appendices have

Navigating the : ;

SOP been created as separate files. The first page of each chapter
contains a separate Table of Contents for that chapter. Appendices
contain a table on the first page listing the number and title of the
contents.

Additionally, you can use the following options to navigate to other
areas within the SOP:

e Scroll through the page thumbnails of the document using the
scroll bar on the left panel in Adobe Acrobat.

e Use the Master Table of Contents at the front of the SOP
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Chapter 2

PROJECT MANAGEMENT
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2.1 — Chapter Introduction

Overview

. Strong project management goes beyond the creation of a
Synopsis schedule with deadlines. Strong project managers consider the:
e Scope — What deliverables will this project produce?

e Schedule — When will these deliverables be complete?

e Resources — What do we need (people, funding, equipment) to
produce this scope by this schedule?

Strong project management produces the desired scope (e.g.,
guality documents, course materials, products) using desired
resources (e.g., people, equipment, funding) within a desired
schedule (e.g., timeline, deadlines, milestones).

Project Management for Course Development

The majority of this SOP focuses on the steps for successful course
development following the ADDIE process (A - Analysis, D -
Design, D - Development, | - Implementation, and E - Evaluation).
Project management occurs throughout the entire ADDIE process
for Coast Guard course development, as depicted in the image
below.

Strong project management ensures the ADDIE process is
implemented efficiently. When you apply project management
techniques, your project sponsors, students, stakeholders, and
team members are more likely to be satisfied with the outcome.
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Overview, Continued

Audience

Purpose

The audience for this chapter includes:

Primary Audience — Coast Guard personnel responsible for the
internal project management of resident training development;
Coast Guard Performance Systems Branch managers, Instructional
Systems Specialist Supervisors, and/or Project Leads.

Secondary Audience — All personnel involved in course
development efforts, and support of a management role.

The purpose of this chapter is to introduce a simple two-part model
for successful project management. The model includes: (1)
planning the project and (2) managing the project.

Approved
POAM

After completing this chapter you should be able to:

1. Create an approved Plan of Action and Milestones (POAM)
per chapter success criteria (planning the project).

2. Implement your approved POAM per chapter success
criteria (managing the project).
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Overview, Continued

Using this Your Situation.... | Recommendation
Chapter

- Does your project....

Exceed 80 hours to complete project? _ YES __NO

Require >1 dedicated resource? __ YES __ NO

Have high priority or strategic impact? _ YES _ NO
Project seems
small or minor;
wondering whether . |f you answered ...
formal Project
Management is
necessary

e Have an urgent deadline? __ YES __ NO

v" Yes to two or more statements above, a formal project
management process is required.

v’ Yes to only one statement above, a formal project
management process is strongly encouraged.

v" No to all statements above, a formal project management
process may not be necessary. Talk with your sponsor(s)
and management to confirm.

Our project is just

getting started. i Complete this entire chapter.

i Explore any option below as appropriate:

v Option 1: Go to 2.3 - Managing the Project, and review
the topic Change Management.

We're experiencing |

trouble mid-way

into our project.

v/ Option 2: Scan the sections listed in the Table of Contents
in this chapter and review topics that might apply to your
situation.

v/ Option 3: Compare your current POAM with the POAM
elements presented in this chapter. Identify opportunities to
strengthen your current project plan.

We're mid-way
through the project
and everything is
going very well

! Explore any option below as appropriate:

v Option 1: Go to the Table of Contents in this chapter and
select the topics of interest.

v' Option 2: Go to the Appendix and review the Job Aids and

(OR) POAM example to confirm all elements have been defined
for your project and are now being tracked.

I’'m already an

expert in project

management .

I'm almost done i Go to 2.3 - Managing the Project, and review the topic Project

with my project ' Wrap Up.
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2.2 — Planning the Project

Introduction

Overview The Project Management model introduced in this chapter consists

of two parts: (1) planning the project and (2) managing the project.
In this section we will explore in more detail the first part of the
model: planning the project.

PLANNING

THE Approved

POAM

The output of project planning is an approved Plan of Action and
Milestones (POAM) document. The sub sections that follow offer
more detail on each of the nine elements necessary to achieve that
final output — an approved POAM.

Elements of a POAM

9.
POAM Approval
and Project
Alignment

r 8.
Risk Analysis and Quality Assurance
Contingency Plan

4,
Roles and
Responsibilities

5

- B
Project Resources

Assumptions and
Constraints

1

: 2
Project Scope

Project Objective
Statement (POS)

3.
Project Schedule
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Introduction, Continued

Purpose

Inputs

Outputs

Example

The purpose of project planning is to plan the production of desired
deliverables given a certain amount of resources (e.g. people,
funding) and a desired schedule (e.g. deadlines).

During project planning, the Project Manager devises a method to
achieve a successful project, documents this method in a POAM,
and then obtains team consensus and sign-off for this plan.

Project planning inputs are referenced in the POAM document and
include:

e Project Scope: What are the project deliverables?
e Project Objective Statement (POS): What is our goal?

e Project Schedule: When must the deliverables be provided and
the project completed?

e Roles and Responsibilities: Who is doing what?

e Project Resources: Who is on the team? What roles have not
yet been filled? What equipment is required? What funding is
needed?

e Assumptions and Constraints: What unspoken assumptions are
we making about this project? What constraints are we facing
with this project?

e Risk Analysis and Contingency Plan: What could go wrong, and
then what would we do?

e Quality Assurance: How will we ensure the highest quality in our
deliverables/products?

e POAM Approval and Project Alignment: Are we all in alignment
with the project’s priorities, timeline, and deliverables?

The project planning output includes an approved POAM with:

e Sections on every input listed above
e Signatures from all key stakeholders

If you have never created a POAM before, review the explanations
and examples of each of the eight sections of a POAM, which are
provided in this section.

Appendix C (EX-C.1) provides a complete example of a POAM.
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Defining the Project Scope

Each of the nine elements necessary to achieve an approved

Overview _ i . . R
POAM, are listed in the image below. This sub-section introduces
the first element of your POAM document — project scope.
Elements of a POAM
1.
Project Scope
Purpose The purpose of the scope is to define the deliverables of the

project. Examples of scope include: a Job Aid Booklet, an Instructor
Guide, an eLearning course, Performance Tests, etc.

Some common mistakes when defining the project scope include:

Over-promising too many deliverables that can’t be achieved
with current resources or by current deadlines.

Under-estimating the amount of time needed to produce a
deliverable; assuming nothing will go wrong.

Not including sufficient details, leaving the deliverable subject to
interpretation.

Allowing additional deliverables to be added mid-project (known
as “scope creep”) without defining the impact on the project
schedule and resources.

Experiencing changes in scope, schedule, or resources and not
communicating the trade-offs and impact to your sponsor (for
example, losing a designer and then not adjusting the schedule
deadline to reflect this loss).
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Defining the Project Scope, Continued

Example Here is one example of how the scope might be featured in a
POAM document.

See Appendix C for another example found within a complete
POAM (EX-C.1).

Project Scope: XYZ Widgets Course Module
Item Quality Metrics Deadline
Instructor - School template 1/25
Guide - Aligned to
student guide
- Quiz answers
- Instructor script
- Objectives
Student - Exercise 1/25
Guide Instructions
- Aligned to
instructor guide
- Objectives
Lab Lesson - Performance- 2/23
on Basic based tests
Widgets - Passing Grades
- Job Aid with
graphics
- High scores on
perception
survey (students,
Instructors)
What IS included: What IS NOT included:
(in this project) (in this project)
Widget Lab elLearning course on widget
Instructor Guide prerequisites
Student Guide

Chapter 2: Project Management 2-12 September 2012



SOP, Vol. 5: Resident Instruction

Defining the Project Scope, Continued

Define the When defining project scope, you will list deliverables as well as the
Deliverables following information for each deliverable:

e Primary audience
e Success/completion metrics (e.g., quality)
e Date constraints (if relevant)

Also, include a table which outlines both what is and what is not
included in your project. Communicating this information prevents a
potential misunderstanding about what can be accomplished within
a given timeframe.

Appendix A, Job Aid-A.1, provides additional guidance on defining
the Project Scope. The following list provides a brief summary of
people most likely involved in defining the scope of your project:

e Project Sponsor(s) is the person (or people) funding,
championing, and/or evaluating your project’s success.
Examples: Training Officer, Headquarters, Division Training
Manager, Captain, etc.

o Key Stakeholder(s) is the person (or people) who have a stake
in your project. Examples: The School, Course Chief, etc.

e Target Audience is the group of people who will be using the
project deliverables. Although you will probably not interview
anyone from the target audience when defining scope, confirm
with your sponsors and stakeholders who they identify as the
target (primary) audience of your project.

Note: When you meet with your key sponsors and stakeholders to
define scope, take the opportunity to discuss the fluid nature
of project management.

Let them know that if project scope changes after the project
launches, it could potentially impact the schedule and/or
resources.

Set the expectation up front that you are flexible and can
accommodate project scope changes during the project as
long as the sponsors understand the implications that their
changes may produce.
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Defining the Project Scope, Continued

Changes in After POAM sign-off and project launch, you might be faced with a

Project Scope request to add and define new deliverables, thus expanding your
project scope (which is also called scope creep or scope change).
This usually happens for at least one of the following reasons:

Reason 1: Sponsor Request

In the middle of a project, a sponsor might request new content,
deliverables, etc. If this happens:

a) The Project Manager should consult the entire team to
determine how the requested scope change might impact the
schedule and/or resources as defined in the POAM.

b) After consulting the team, the Project Manager should inform
the sponsor(s) how the proposed scope change could impact
the schedule and/or resources, and offer alternate choices (for
example, adding another team member, or pushing out the
schedule several months).

Reason 2: Discovery

Another reason for scope changes mid-project is that the team
discovers the need to alter deliverables during one of the course
development phases. For example:

e Analysis Phase: Team discovers additional deliverables are
needed to meet performance criteria.

e Design Phase: Team discovers that content redundancy allows
deletion of some deliverables.

e Development Phase: Team later determines the need for
eLearning, which requires a new deliverable.

e Implementation Phase: Team discovers during a Test Run that
a learning activity is incorrect and must be altered using
different deliverables.

Later in this chapter you will learn how to track and manage these
changes through Change Management. (2.3 - Managing the
Project)
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Writing the Project Objective Statement

Overview In the previous sub-section, you learned how to define project
scope. In this sub-section, you will learn how to write the Project
Objective Statement (POS).

Elements of a POAM

2.
Project Objective
Statement (POS)

Purpose The purpose of a POS is to describe in 28 words or less what you
will produce (deliverables) by when (schedule) with what resources
(money/people/tools).

A strong POS starts the project off in a positive way with everyone
agreeing on one simple sentence, which clarifies what the project
will accomplish, by when, and with whom.

A POS also sets expectations and boundaries, and conveys to the
project sponsors and team what the most important aspects of the
project are.

Additionally, a POS can be helpful for change management. If, for
instance, your scope changes so much that your POS becomes
invalid, it could be an indication that you may need to revise the
entire POAM (schedule, scope, resources).
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Writing the Project Objective Statement, Continued

Example Below are some examples of a POS:

e Re-format the information systems chapter in the Widget
Instructor Guide for Level 3 specialists in six months with at
least one designer and one editor.

¢ Revise the Networking module aligned with 2005 performance
objectives no later than 6/06 using three designers, one editor,
and three Accomplished Performers.

Process 1. Gather Data
Overview
2. Validate the draft POS
3. Secure approval of the POS
4. Include approved POS in the POAM

Refer to Appendix A: JA-A.2: Writing the Project Objective
Statement Job Aid for further details on this process.
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Determining the Project Schedule

Overview In the previous section, you learned how to define project scope
and write your project objective statement (POS). This sub-section
introduces the next element of your POAM document — the project
schedule.

Elements of a POAM

Purpose The purpose of a project schedule is to clarify what will be achieved
by when and with whom. A strong project schedule includes both
deadlines and milestones.

e Milestones are major dates marking the end of an important
phase (e.g., analysis phase, design phase).

e Deadlines are dates marking the completion of smaller activities
that lead up to a phase milestone.

Analysis Phase

|

!

! 11132011 11182011 !
! DEADLINE: DEADLINE: 1/25/2011 !
I Task - Compile Results Task - Interview SMS MILESTONE: Analysis Complete!
| , |
i |
: !
| |
| ) ) |
| |

1/16/2011 1/23/2011
1102011 125/2011

Continued on the next page
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Determining the Project Schedule, Continued

Purpose, Some common mistakes regarding a project schedule include:
Continued _ )

e Not enough time estimated per task

e Tasks omitted for a key phase

e Tasks listed at too broad a level (e.g., one long task lasting six
months, instead of multiple smaller tasks with two- to three-
week durations)

Design Ratio As per industry standard, it is important to allocate appropriate

Guidelines amounts of time to complete the key milestones. You can use the
following ratio guidelines* to help you determine the number of
hours, days, weeks, or months to include on your project schedule:

Phase Ratio
Needs Identification 10:1
Analysis 30:1
Design and Development See Below
Implementation And Evaluation 10:1

Continued on the next page

! Freisen, Kaye and Associates, Designing Instruction: Support Manual (Friesen, Kaye and Associates,
1998), p. 13.
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Design and Development ratios as per Instructional Strategies:

Design Ratio
Gwd_ellnes, Instructional Design/ Total
Continued Description Develop .
Strategy . Ratio
Ratio
Self Objectives and Tests 31 53:1
Instruction Developed
Job Aid Checklist/flowchart 31 53:1
Manual 20:1 70:1
Online document 100:1 150:1
On-the-job Supervisor guide, tests 251 75:1
developed
Leader-led Minimal materials 15:1 65:1
Sophisticated, detailed 30:1 80:1
materials
Self-directed Infrequent learner response | 35:1 85:1
Learning — ) )
Paper Frequent learner response; 50:1 100:1
test for understanding and
feedback incorporated
Self-directed Interactive tutorial, minimal | 200:1 250:1
Learning — graphics, no special
CBT animation, etc.
POAM The POAM shall include milestone dates for the key phases of the
Schedules instructional systems design methodology: Analysis, Design,
Development, Implementation, and Evaluation. Milestone dates
identify the completion marker or date of a key phase.
The schedule in your POAM should be high-level. You need only to
list the key milestones for each phase of your project. To
accommodate changes in the project scope on the schedule, see
the Change Management sub-section in 2.3: Managing the
Project.
Following are some examples of schedules.
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Determining the Project Schedule, Continued

Example 1 This example shows phases and target completion dates:
e ANALYSIS complete: March 15, 2011
e DESIGN complete: June 1, 2011
e DEVELOPMENT complete: August 10, 2011
e IMPLEMENTATION complete: Oct. 5, 2011
e EVALUATION complete: Dec. 12, 2011

Example 2 This example includes phases, target completion dates and major
milestones within each phase.

e ANALYSIS complete: March 15, 2011
e Task Analysis done
e Terminal Performance Objectives done
e Performance Tests complete
e DESIGN complete: June 1, 2011
e Curriculum mapping done
e Content Sequencing done
e Lesson design done
e Testing strategies complete
e DEVELOPMENT complete: August 10, 2011
e Instructor Guide/Student Guide done
e Lesson/Lab/Exercises done
e elearning done
e |IMPLEMENTATION complete: Oct. 5, 2011
e Testruns done
e Pilot course complete
e Validation complete

e Evaluation complete
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Example 3

Chapter 2: Project Management

Another way to present your schedule in a POAM is to provide
detail surrounding key milestones (see the sample table below).

Est Est. Actual | Est. Actual
Phase Task Hrs. Start Start End End Owner
Date Date Date Date
Kick Off
g"eet'.”g W NA | 3110110 | xyi10 | Xyr1o | xyrio | 3. smith
teering
Committee
Analysis Done SMS /AP
4/30/10 identified / | 3 3/12/10 | Xy/10 | Xy/10 | Xy/10 | K. Harris
recruited
Interviews .
Complete 5 3/12/10 | Xy/10 Xy/10 | Xy/10 | K. Harris
_ SMSIAP 15| 33010 | xy/10 | Xy/10 | Xy/10 | L. Marion
Design Done interviews
4/30/10 Data P.
Analysis 8 4/25/10 | Xy/10 | Xy/10 | Xy/10 Georges
Design 16 | Xy/10 | Xy/10 | Xy/10 | Xy/10 | K. Harris
Development analysis
Done 5/30/10° | Design 26 | Xyll0 | Xy/10 | xy10 | Xy/10 | K. Hari
signed-off y Y y y - narris
g?) pr)]lgn;/ezrétflltloon XXXXXXXXX | 52 Xy/10 Xy/10 Xy/10 | Xy/10 | K. Harris
g/vza/tllgone XXXXXXXXX 16 Xy/10 Xy/10 Xy/10 | Xy/10 | J. Marks
Wrap Up XXXXXXXXX | 4 Xy/10 Xy/10 Xy/10 | Xy/10 | L. Marion
9/12/10 '

Note: This table provides more detail than what would be included
in a POAM. Your POAM typically just needs the key

milestone titles and dates (see Phase column above).
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Determining the Roles and Responsibilities

Overview

Purpose

In the previous sub-section you learned how to create your project
schedule and define the milestone dates for the major phases of
the project. This sub-section introduces the next element of your
POAM document — roles and responsibilities.

Elements of a POAM

4. ' ]
Roles and ct Res: I
Responsibilities int

The purpose of the Roles and Responsibilities section of your
POAM is to clarify who is doing what in your project. By clarifying
boundaries and responsibilities at project launch, the Project
Manager facilitates accountability and team cohesion.

The Roles and Responsibilities section of your POAM should list
the names of everyone who will play an important role in the
project, along with key responsibilities within that role.

Most projects include the following roles:

Project Manager and/or Project Leader
Project Sponsor

Steering Committee

Project Team Member

Instructional Designers

Subject Matter Specialists
Accomplished Performers

Instructors

Graphic Designers

Editors

Learning Technology Experts (programmers)

Continued on the next page
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Determining the Roles and Responsibilities, Continued

Purpose, Additional Information:

Continued _ . :
e Names: Sometimes the Project Manager knows certain roles

will be needed, but the actual people (names) have not yet
been assigned at POAM approval. In this situation, list the
required roles and the skills needed in each role, and include
a comment clarifying that specific people will be assigned
later.

v' Example: Subject Matter Specialist (SMS): Provide
content expertise in Telephony, Networking
Management, and Remedy System. Instructor level
expertise required. Strong communication skills for
designer interviews highly desired.

e Unexpected Roles: As your project progresses, new roles
may surface. For this reason it's a good idea to state the
possibility of some change in roles as the project moves
forward.

v' Example: The Roles and Responsibilities in this POAM
reflect current assumptions regarding scope, schedule,
and resources. It is possible that the roles might change
as the project moves forward. Any changes will be
communicated in a timely manner through Project
Reports and scheduled update meetings.

Process 1. Review the summary descriptions of some key project roles.

Overview
2. Determine which roles apply to your project.

3. Determine which roles are not listed in the table, but need to
exist for your project.

4. Write a description of each role not defined.

5. Review your list of roles with your project sponsor(s) and
management to confirm your understanding of the roles
unique to your project.

6. Include your roles and responsibilities table in your POAM.
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Determining the Roles and Responsibilities, Continued

Example

Chapter 2: Project Management

The following table shows how you might present the roles for your
project in your POAM. See Appendix C for an example of this table

within the POAM.

See Job Aid (JA-A.4) in Appendix A for a table of key roles and a
description of those roles most common to ISD projects.

Title/Name

Role/Responsibilities

Project Manager /
Jenna Harris

e Drive POAM creation and secure POAM approval by
those funding or supporting the project at an
executive management level

e Ensure team members understand and accept their
responsibilities and receive assistance when needed

o Take timely adaptive action when needed; track/
make changes to adaptive action for desired
outcome

e Set priorities among project activities; track
performance and project management against
POAM processes/ criteria

e Arbitrate and resolve conflict within the project

Project Sponsor /
Training Officer
- Rod Koniges

e Provide strategic guidance
e Set priority
e Ensure resources

- Sue Kreins
- Jim Scott

Core Team Designers:

Provide instructional design services for course analysis,
design, development, evaluation, and implementation
per POAM specifications

Subject Matter
Specialists and
Accomplished
Performers

Names To Be Determined (TBD):

e SMS: Provide technical expertise, overview, review,
input, technical integrity of course materials

e AP: Provide real world perspective, audience voice.

Editor / Ashanti Lewis

Provide graphic design and editing services per
schedule milestones
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Determining the Project Resources

Overview In the last sub-section you learned how to list the Roles and
Responsibilities for your project. This sub-section introduces the
next element of your POAM document — project resources.

Elements of a POAM

Project

5 i
Resources ‘

Project Resources are the people, equipment, software, and other
related materials required to produce POAM deliverables within a
set schedule or timeline. A strong Project Resources section in
your POAM ensures you have the necessary staffing, funding, and
equipment for successful completion of the project.

Purpose The purpose of the Project Resources section of your POAM is to
identify the people, equipment, and other resources that are
required to produce expected deliverables within the timeframe.

Some common mistakes when defining project resources include:

e Selecting team members based on technical skills alone,
without consideration to soft skills (personalities)

e Not including a statement in your POAM stressing that
resource requirements could change if deliverables (scope)
changes.

Chapter 2: Project Management 2-27 September 2012



SOP, Vol. 5: Resident Instruction

Determining the Project Resources, Continued

Example You may want to separate your resource requirements by type
(such as people and non-people related resources). The following
are examples of both, driven by specific project deliverables:

People-Related Resources:

DESIGNER: (NAME)
« ADDIE/ABCD (NAME) 95 dave Fall 2008 —
Instructor e MS Live Meeting (NAME) ¥ Winter 2010
Guide and
Student Guide | EDITOR: (NAME)
for Telephony « Graphic design (NAME) Winter 2010 —
e Formatting (NAME) 4 days Fall 2010
s Layout
/ DESIGNER: (NAME)
moauie © |+ ADDIE/ABCD (NAWE) 60days | Winter 2011
Authoring tool (MS) (NAME)
*Resource requirements could change mid-project if the scope (deliverables) changes.

Non-People-Related Resources:

« Computer
.

MS Office Fall 2009 — Winter
25 days 2010

Instructor Guide and Student | *  Printer
Guide for Telephony

o Color printer ;
Winter 2010 — Fall
s. Fromshop 4 days 2010

* PowerPoint

o Computer
. = Authoring tool Fall 2010 — Winter
elLearning module v Pordieime e 60 days 2011

with white board

*Resource Requirements could change mid-project as design requirements are confirmed.
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Determining the Project Resources, Continued

Defining When defining the resource requirements, keep in mind the
Resource following:

Requirements : .
e You may not have a complete perspective of the required

resources at the launch of a project.

In course development, the exact resource requirements may
be unknown until after subsequent phases in the development
process.

For example, you might conduct an analysis and discover
every student should have his or her own workstation to
achieve an objective. If no workstations exist, you’'ll need to
request these as an unexpected new resource.

To position the project for success, inform your project
sponsors prior to POAM sign-off that resource requirements will
need to be reviewed and confirmed after each phase of the
project.

e Expectresource changes over the life of the project.

Just because you have the right team at project launch doesn’t
mean you'll keep the same people throughout the project.

Communicate required skill sets to your project sponsors at
project launch to stress the priority of keeping your current
team intact. Communicate the potential impact to schedule and
scope should the members of the team change mid-project.
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Determining the Assumptions and Constraints

Overview In the previous sub-section you learned about resource
requirements. This sub-section introduces the next element of the
POAM document — assumptions and constraints.

Elements of a POAM

and Constraints

6.
‘ Assumptions

Assumptions and constraints in the POAM highlight the things you
assume to be true going into the project (the assumptions), and the
things that everyone knows will present challenges during the
project (constraints).

Purpose The purpose of presenting an Assumptions and Constraints section
in your POAM is to avoid miscommunication that could later derail
the project.

Some common mistakes people make involving assumptions and
constraints include:

e The assumption that everyone will remember the decisions
made at the launch of the project regarding what will and will
not be included, and thus, these assumptions are not
documented

e The assumption that resources (such as team members)
won’t change during the project, and thus, these constraints
are not documented

e The assumption that the parameters (scope) of the project
won'’t change, so scope creep is not accounted for in the
project schedule

Continued on the next page
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Determining the Assumptions and Constraints, Continued

Purpose,
Continued

Defining
Assumptions
and Constraints

The fact is projects change! If projects didn’t change, we wouldn’t
need project managers to keep them on track.

One way to anticipate change and proactively control change is to
list the assumptions and known constraints or challenges facing the
project.

Assumptions: An Assumptions List highlights one to five items
that you assume about the project. If any of these assumptions turn
out to be untrue, it will impact the project.

Constraints: A Constraints List and a Priority Matrix helps to
identify the challenges facing the project and how you will prioritize
the schedule, scope, and resources.

You can avoid misunderstandings mid-project when you properly
establish the assumptions and constraints. If assumptions are not
properly identified, it could result in an impact to the scope,
schedule and/or resources.

Defining Assumptions: Ask yourself the following questions when
defining the assumptions:

e What has derailed other projects here?

e What assumptions am | making about schedule, resources, and
scope that should be documented upfront at the beginning of
this project?

e |Is there a topic most likely to generate disagreement? What
assumptions have | made about this topic that should be
documented now?

Defining Constraints: Ask yourself the following questions when
defining the constraints:
e What unique challenges are facing this project?

¢ What limitations have been placed on the scope, schedule, or
resources that will challenge this project?

e Are there any trends that could jeopardize the success of this
project?
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Determining the Assumptions and Constraints, Continued

Example

Assumptions and constraints are unique for each project; however,
examples of each are provided below:
Assumptions List:

e Team members will not be assigned additional projects

¢ Performance Criteria for Audience will not change after the
project launch

e The Primary Audience is the E4 IT Specialist

e Certification will not be required

Constraints List:
¢ Limited to two Instructional Designers
¢ Instructors will only be available in July to review content

¢ No Accomplished Performers are available for the new
technology tools, as these have never been used before

e The project must be completed for the September course
delivery

Priority Matrix:

Most Somewhat
: Constrained Least Constrained
Conshaiet (Can Change a (Change is OK)
(NO Change) Little)
Schedule X
Scope X
Resources X

In this example of a Priority Matrix, the Schedule can change
without creating a problem, Resources can change somewhat (for
example, adding another team member), but the Scope cannot
change without creating a significant impact. In other words, this
project has specific deliverables that must be achieved, such as
meeting job performance requirements.

Refer to Appendix A, Job Aid (JA-A.5) for steps to help in
determining your project Constraints/Priority Matrix.
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Determining the Assumptions and Constraints, Continued

Completing a Every project has expectations concerning the scope, schedule,

Priority Matrix and resources, but rarely does a project meet its original deadline
and scope, using its original resources. Typically, priorities change
due to constraints.

QUALITY

A Priority Matrix can help you rank the schedule, scope, and
resources so that the highest quality product is delivered. Ranking
these aspects assists you with decision-making throughout the life
of the project.

Project sponsors may claim that scope, schedule, and resources
are all equally important and equally constrained. For example, a
project sponsor might say the project absolutely must be done by
July (schedule), absolutely must be completed with only two
designers (resources), and absolutely must achieve all
performance criteria (scope).

It is likely, however, that once the project begins, the sponsor will
want to change something. For example, they may request a new
course module, and extend the schedule or add another designer
to the team to ensure that the new module is included. In this
example, the scope of the project emerges as the most important
aspect; however, at the start of the project the sponsor may not
have realized this.

Ultimately, there is always a priority to schedule, scope, and
resources: The sponsor expects his or her criteria to be met for
one, while the other two have a little more flexibility. The Priority
Matrix forces a discussion about priority and constraints with your
project sponsor(s) before the project launch. It will also help your
team in decision-making and priority-setting, and enhance sponsor
satisfaction.
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Creating the Risk Analysis and Contingency Plan

In the previous sub-section you learned about Assumptions and
Constraints. This sub-section introduces the next element of your
POAM document — risk analysis and contingency plan.

Elements of a POAM

Overview

and Contingency
Plan

/i
Risk Analysis Quality / Ce ‘

A risk analysis considers the likelihood of a specific detrimental
event occurring and the potential impact on your project.

A contingency plan outlines what you might do if such an event
does occur.

In essence, the risk analysis provides an assessment of the
likelihood of something negative occurring, and the contingency
plan offers a course of action if the event occurs.

Purpose The purpose of creating a risk analysis and contingency plan is to
increase awareness of what might derail your project, and to offer a
solution to mitigate any negative impact should this event occur.

Every project carries inherent risks. Some risks are predictable,
other risks are impossible to predict. Later, in the Change
Management section, you'll learn how to mitigate risks that are
impossible to predict. For now, though, we will examine predictable
risks, and then the proactive contingency planning you can
implement for each of them.
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Creating the Risk Analysis and Contingency Plan, Continued

Common Terms  Common terms used in this process:

e Risk: An unexpected event that jeopardizes the project.

e Preventive Action: The steps taken to prevent a known risk
from occuring.

e Contingency Plan: The established course of action should
the risk actually occur.

a N\

2

Reasons Impact of
the Risk the Risk
happens l

- Contingency
Preventive Blans

Qt?ons /

In the image above, preventive actions assert how to prevent
the event from happening by taking action based on why it
might occur, whereas contingency plans state what to do after a
detrimental event has occurred.

e Trigger: An indication that a potentially detrimental event is
about to happen (a warning sign).

The trigger should be measurable. Examples of measurable
triggers include:
e Our text books might arrive late.
v' Trigger: Text books haven't arrived 10 days prior
to course launch date.
e Our Internet service might fail.
v' Trigger: Internet service was having trouble on
Tuesday and our course starts on Thursday.
e Owner: The person who is responsible for recognizing when
an event has happened. This person alerts the project
management and helps implement the contingency plan.
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Creating the Risk Analysis and Contingency Plan, Continued

Example

Risk Analysis:
: o Difficulty of
Identified Risk Potential Likelihood of Timely Ov_eraII
Impact Occurrence . Risk*
Detection
Minimal to
RPQs Change H|gh,' Moderate Moderate Moderate
depending
on RPQ
Resource; High Minimal Low Low
Compromised
Certification . . .
Required High High Moderate High
Contingency Plan:
Identified Preventive Contingency .
Risk Action Action Trigger QLTS
CO‘.”SG. Chief Course Chief .
maintains First
communications escalates to discussion
RPQs Change with Rating Project Leader / rumor Richards
for schedule
Force Master impact from HQ
Chief P
Strong team Seek additional | New
communications : .
. resources if we project;
Resources to monitor .
; lose a resource resource is | Escobedo
Compromised | progress and .
“ w or partial pulled
scope creep” by
. resource away
other projects
Course Chief Course Chief
S e escalates to :
maintains . First
L o Project Leader ; .
Certification communications discussion .
. X . for schedule Dabrowksi
Required with Rating /rumor from

Force Master
Chief

as appropriate

impact; additional
resources sought

HQ
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Determining the Quality Assurance Plan

Overview

The eighth element of the POAM document is quality assurance.
We previously discussed quality as it relates to assumptions and
constraints. In that section, we used a Priority Matrix to help you
rank the schedule, scope, and resources so that the highest quality
product is delivered.

Elements of a POAM

8.
Quality
Assurance

“Quality” means different things to different people. For this reason
it's important to define the meaning as it relates to the project. It's
also important to state how quality will be evaluated throughout
each phase of your project and by whom.

Many supervisors of curriculum development projects either have a
standard for quality assurance or use the CAP checklists provided
in Chapter 7. However, if there are no given standards for quality,
or ownership of course review and approval throughout the ADDIE
process, it's best to define it now. The Quality Assurance (QA)
section in the POAM will help prevent any misunderstanding later in
the project.

In Chapter 7: Evaluation you can find a series of checklists that
serve as a quality metric from which one can ensure deliverables
throughout the project are designed and developed to an
established set of QA standards.
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Determining the Quality Assurance Plan, Continued

Purpose The purpose of the Quality Assurance Plan is to provide guidance
during the project to ensure the project stays on track, and that it is
developed according to defined quality standards throughout the
project.

Some common mistakes regarding Quality Assurance include:

e Waiting until the test “Pilot Course” implementation to assess
the quality of your materials, lesson plans and tests, rather
than integrating evaluation throughout all phases of course
development (Analysis, Design, Development,
Implementation)

e Assuming everyone has the same definition of the term “high
quality”

e Not assigning quality metrics to your project

Note: This Standard Operating Procedures (SOP) Guide provides
guidelines for quality assurance at critical stages of course
development. For overviews regarding quality assurance
pertaining to your project, refer to the specific chapter in this
guide which provides more detail for each ADDIE phase.

Example The POAM shall include a high-level overview of who is responsible
for Quality Assurance at key stages of the project, as depicted in
the sample table below.

Quality Assurance Strategy Responsible Party (-ies)

POAM Criteria Tracking Project Leader

e SMS — Technical Integrity

e AP — Audience Relevance

Deliverables Evaluation e Designers — Instructional Integrity re:

Terminal Performance Objectives,
Performance Tests, Performance Criteria

e Course Chief
Curriculum Flow Evaluation e Designers

e Project Leader

Communications Plan and e Project Leader
Project Reporting « Project Manager

Continued on the next page
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Determining the Quality Assurance Plan, Continued

Example, Quiality Assurance is not just a “specific section” in the POAM. It

Continued also permeates every section of the POAM — from the measureable
success criteria defined for your deliverables (scope) to the due
diligence you spent estimating tasks for milestone dates (schedule)
to specifying what people you'll need to get the job done
(resources).

Quality Assurance for scope

Instructor Guide

Success/Quality Completion Criteria

v' Template SOP formatting
Instructor script per PowerPoint slides
Content Validation by Lead Technical SMS
Maximum 105 pages, double-sided
Completed by May 2012

v
v
v
v

Quality Assurance for a schedule

Analysis Phase
Major Accomplishments Defined
Recruit SMS - 4 hours
Interview SMS — 12 hours
Compile results — 4 hours
Route Major Accomplishments for Review — 2-4
days
Revise per feedback — 3 hours
Major Accomplishments approved — 1 hour

AN

AN

Quality Assurance for resources

Core Team
v' 2 instructional designers
v 1 graphic artist
v' 1 eLearning programmer
v 1 editor
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Approving the POAM and Scheduling the Project Alignment Meeting

Overview The project alignment should include answering all the questions
you need answered before you can begin with the ADDIE process.
Several specific inputs are detailed as you move into Analysis, but
each project begins with different requirements, so following the
POAM process will lead you down the right path. Ideally, every
project launches with a formal alignment meeting, and a completed
and approved POAM draft.

The final element, or state, of the POAM includes document
approval by all the stakeholders and the project alignment.

Elements of a POAM

9.
POAM Approval

and Project
Alignment

Purpose The purpose of the POAM approval process is to formally review
the completed draft POAM with your key stakeholders and project
sponsors, to make any revisions, and then to secure formal sign-off
of the POAM.

POAM approval is typically completed at a “kick off” meeting, or
alignment meeting. The purpose of this meeting is to ensure
everyone is in agreement with the project description provided in
the POAM.
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Approving the POAM and Scheduling the Project Alignment Meeting,

Continued
Process To approve the POAM, the Project Manager performs the following
Overview steps:

1.

Interview the Project Sponsor(s) for clarification on project
scope, schedule, and resource expectations.

Create first draft of POAM sections working with appropriate
resources to generate content.

Circulate a revised draft of POAM per feedback, and
schedule a Kick Off/Alignment meeting for final POAM
Approval.

Secure the POAM signatures at Kick Off/Alignment Meeting;
Project Manager communicates POAM to Headquarters for
Approval.

Set up the project infrastructure required to implement
POAM and transition into managing the project (part two of
the Project Management process).
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Approving the POAM and Scheduling the Project Alignment Meeting,
Continued

Example Below is an example of a POAM Alignment/Kick-Off Meeting
Agenda, and a worksheet can be found in Appendix B.

ALIGNMENT MEETING AGENDA FOR Project: (NAME)

(DATE)

TeC

Project Objective: (STATE)
Project Manager Jane Doe | Project Lead John Smith
Key Stakeholders

Executive Sponsor Primary CG POC

Branch Chief Supervisor, IST

School Chief Contract Mgr.

Quality Assurance Project Team Members, Developers

Agenda
TOPIC NAME TIME (min)
Welcome and Introductions XXXX 15
Discussion: POAM — PROJECT SCOPE XXXX 15
Discussion: POAM — PROJECT OBJ. STATEMENT XXXX 10
Discussion: POAM — PROJECT SCHEDULE XXXX 10
Discussion: POAM — ROLES & RESPONSIBILITIES XXXX 5
Discussion: POAM — PROJECT RESOURCES XXXX 5
Discussion: POAM — ASSUMPTIONS & CONSTRAINTS XXXX 5
Discussion: POAM — RISK ANALYSIS & CONTINGENCY XXXX 10
PLANNING
Discussion: POAM — QUALITY ASSURANCE XXXX 5
Discussion: POAM — SIGN OFF (W/WO CHANGES?) XXXX 5
Discussion: Trends? Next Steps? XXXX 5
TRENDS
- New technology for phones could make xxxxx obsolete in 2008.
NEXT STEPS

- Project Manager recruits Subject Matter Specialists by March 23
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2.3 — Managing the Project

Introduction

Overview After completing the POAM and gaining project alignment, you are
ready to launch your project and proceed with managing your
project. In the Project Management implementation model, the
project enters the next stage in which the scope, resources and
schedule are monitored, tracked, and managed in order to produce
the highest quality product while adhering to the POAM.

Approved
POAM

This stage enables you to monitor and manage the progress of the
project to ensure the highest quality product possible while
adhering to the expectations defined in your POAM regarding
scope, schedule, and resources. This stage has four key elements:

e Status Collection, Communication and Updating

e Documentation

¢ Change Management

e Project Wrap-up

Chapter 2: Project Management 2-47 September 2012



SOP, Vol. 5: Resident Instruction

Introduction, Continued

Purpose The purpose of Managing the Project is to ensure the goals of the
project are met. The four elements that will help ensure the project
stays on track include:

1. Status Collection, Communications and Updating
How will status be collected, updated, and reported? To whom
and when will this information be shared?

2. Documentation
How will we manage version control? How will we manage
template design, editing, and audit trails regarding how
decisions were made (if applicable)?

3. Change Management
When an unanticipated event occurs that threatens the project
schedule, how will we respond in this situation? What is our
change management strategy, and who will own its
implementation? Who will evaluate the success of the strategy
that was implemented?

4. Project Wrap-Up
How will we conduct the project wrap-up/Hot Wash? How will
we ensure an easy transition for future designers? How will we
ensure current and future instructors maintain quality once
ownership of the deliverables has transitioned?

When reviewing this section, consider the following options:

v' Option 1: If you are new to project management or have
never tracked a POAM before, read the entire section.

v' Option 2: If you are experienced and successful in project
management, skip to the sub-section of interest or review
the job aids in Appendix A.

These four elements are described in the sub-sections that follow
this introduction.
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Introduction, Continued

Inputs

Outputs

Example

Managing the Project inputs include:

Status Collection, Communications and Updating: How will
the project status be collected, updated, and reported? To
whom and when will the status be provided?

Documentation: How will we manage version control? How will
we manage template designs, editing, and audit trails regarding
how decisions were made (if applicable)?

Change Management: When something goes wrong or an
unexpected situation threatens to push out our schedule or
derail our project, how will we manage this situation?
Essentially, what is our change management strategy, and who
will own its implementation and the evaluation of its success?

Project Wrap-Up: How will we conduct the project wrap-up?
How will we ensure an easy transition for future designers? How
will we ensure the level of quality of our products is maintained
once they have been turned over to the instructors or customer?

Managing the Project outputs includes:

Timely informative project status updates

e Per team-defined frequency/detail/format standards
Easily accessed up-to-date documents

e Clear online folder/file navigation with version control
Decisive action with desired results

e Change tracking and communication

e Expectations managed with key stakeholders

e Success evaluated per POAM (or revised) criteria
Implementation of the transition strategy

e Lessons learned documented

e Future recommendations documented

e Customer satisfaction / performance results

Examples of some of the elements of Managing the Project are
found in Appendix C.
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Status Collections, Communications, and Updating

Overview

Purpose

Process
Overview

The first element of managing the project is Status Collection,
Communications, and Updating.

The outcome of correctly implementing this element (Status
Collection, Communications, and Updating) is timely and
informative project status updates, which follow a standard format
for frequency, detail, and format.

The purpose of collecting project status, communicating this status,
and updating this status in a consistent way is to prevent
miscommunication, misunderstanding, and missed expectations.

There is no such thing as “too much communication” when it comes
to project management. The Project Manager must continuously
ask the following questions:

e What is happening now vs. what should be happening?

e What is happening next and are we ready to do it?

e Does everyone know the answers to the previous two
guestions?

To create team guidelines for collecting, communicating, and
updating project status, follow these steps:

1. Organize a meeting with your project’s core team.
2. Review the questions below.

3. Document answers to these questions, and email these
answers to the team.

Team Discussion

Status Updates
e How will we assess progress?

e How will we obtain the deadline and milestone statuses from
project team members and others involved in the project?

e How often will we request this data?
e At what level of detail will we track the project?

e What method will we use to communicate status information
(e.g., email, teleconference, voicemail, meetings)?

Continued on the next page
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Status Collections,

Communications, and Updating, Continued

Process
Overview,
Continued °

Meetings

What types (e.g., general, steering committee, core team), how
frequently, and where will we hold meetings?

Who will define the strategy and method for managing meetings
effectively? Who will run the meetings? Who will produce an
agenda for pre-meeting distribution?

Who will track the time and agenda during the meeting?
Who will attend which meetings?

Who will write the minutes for action items and accountability,
and distribute them after each meeting?

Reports

What type of reports will we create, who will create them, and
who will receive them?

What content and level of communication is appropriate for
whom?

How detailed should reports be and in what format?

Escalation

When is it appropriate to escalate a problem to the Project
Manager?

What is the course of action if the Project Manager is not
available?

What is the conflict resolution process, for example, if APs or
SMSs do not agree with each other?

Who has final decision making authority to resolve the conflict?

What information will and will not be exchanged?
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Status Collections, Communications, and Updating, Continued

Additional Other considerations when creating a status tracking process
Considerations include:

1. Determine the method(s) of status collection with the team.
For example:

e Will the team use simple email text, or a formal status
template? If a template is expected, who will create this
and post it in the master folder for team access?

2. Use the following list as a guide to determine the frequency of
status collection with the team:

e Let the Core Team determine the frequency of status
collection

e Usually every one to two weeks, depending on the
complexity of the project

e Usually less than 15 tasks per status update period

e Progress data collected too frequently will cause too
heavy a workload on the project team and Project
Manager

3. Continuously collect both hard and soft data.

Hard Data — Quantitative/Easy to measure and collect (a
deadline date, # of hours to do a task, etc.) Ask: Did the task
start yet? How long will this task take? Etc.

Soft Data — Qualitative/Hard to measure and collect (trends,
rumors, personality conflicts, charter wars). Soft data can have
the worst impact on a project. Collect soft data at meetings, 1:1
debriefs, coffee stand chats, etc.
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Status Collections, Communications, and Updating, Continued

Example Below is one example of a project manager’s strategy for collecting,
communicating, and updating project status. Appendix C contains
five different examples.

Type of Intended Method/ Purpose Owner
Communication Audience Frequency
Status updates CG School Online email One-way Project Leader
: Liaison : [ Weekly : communication of :
: Team : : accomplishments that :
: members : week
Steering - Members of  : Quarterly/  : Formal update on - Project Manager
Committee : Steering : Face-to- ! project progress, with
: Committee . Face 1 Q&A
Project - Project Leader : Weekly / : Formal discussions on : Project Leader
Management . and Project . Face-to- . project deadlines, :
Update © Mor. : Face © issues, adjustments,
: : . decisions
Team updates . Team © Weekly / - Formal discussions on : All team
* members * Face-to- : recent problems, © members
: . Face I successes, etc. :
Emergency | As appropriate | As needed/ | Formal plan of action | Project Leader
Change Update | per change | Face-to- | regarding change i and Project
| | Face | management i Manager and
! ! ! | “other” per
! ! ! | change
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Documentation

Overview The second eleme_nt of managi_ng the proje_ct is Documentation.
The outcome of this element will be accessible and up-to-date
documents.

Purpose The purpose of documentation is to avoid duplication of effort or

confusion as to file creation, location and version control. Clearly
outlining the document or version control processes is
recommended in your communication plan or POAM to ensure the
following common errors do not occur.

Some common mistakes concerning documentation include:

e Older documents are accidently saved over newer
documents because there is no version control

e It becomes impossible to locate the newest documents
because files are nested inside folders nested inside even
more folders, all with similar names and dates

e Team members use different templates, fonts, or header
styles, resulting in a final product without cohesion or
standards that requires extensive time for rework and editing
which takes time away from design work

Process To ensure efficient documentation standards are applied to your
Overview project (including version control and templates), follow these
steps:

1. Review the following questions with the project team members,
and note the responses.

e What master folder will we use?

¢ Who will manage the online folders?

e What naming convention will we use for files?

¢ Who will back up our online files and how frequently?

¢ What version control will we use to track our latest files?

¢ Where will we archive old documents that provide insight
and an audit trail for decisions that were made?

2. Distribute the responses to the team.
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Documentation, Continued

Example

Here is an example of version control and documentation
guidelines for a project:

Documentation Guidelines

Topic

Description Owner

Master Folder | Located at | Team

| http://www.syiw.skes.ed.mil

Project Folders One Folder per Topic with one nested folder for Topic Owners

: Archives:

e WIDGETS
o Folder: Archives
o0 Working File
0 Revised (for revisions to FINAL drafts
only)
e BOXES
o Folder: Archives
o Working File
o0 Revised (for revisions to FINAL drafts
only)
e WIRES
o Folder: Archives
o Working File
0 Revised (for revisions to FINAL drafts

only)

Back-Up Weekly back-up for all files so we still have our latest James B.

i files in the event of a catastrophic crash

File Naming Filenames for working files are “Topic hame + Date Topic Owners
Conventions : (yyyymmdd)” (e.g. ProjectManagement :

1 20100920.doc)

: Filenames for final drafts are “FINAL + Topic name +
: Date (yyyymmdd)”(e.g. FINAL ProjectManagement
20100920.doc)

Template Design ' Use standard templates located in folder called Project Leader

TEMPLATES (in master folder)

Version Control Process

During the first week of each month, the design team will walk through an audit of
version control for quality assurance.

If the content changes after the final sign-off, the topic owner will create a “Revised”
sub-folder under the topic directory, and save the file in this folder using the following
naming convention: “FINAL+ Topic name + Date (yyyymmdd).doc”.
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Change Management

Overview

Purpose

Process

Overview

The third element of managing the project is Change Management.
It's not a matter of if your project will change, but when and by how
much. A project manager skilled in change management is able to
keep a project on track, and informs the project sponsor(s) of
changes in scope, schedule, and resources.

The outcome of this element is a project that maintains its primary
focus despite changes in scope, schedule, or resources. It also
maintains strong satisfaction with its project sponsors despite the
need to reset expectations due to unexpected surprises.

The purpose of change management is to ensure small and large
changes to a project are managed efficiently. Some common
mistakes concerning change management include:

e Underestimating the impact of changes to project
deliverables.

e Saying “yes” to small requests without fully assessing how
these seemingly small changes could push out a deadline,
burn out your team, or negatively affect other deliverables.

e Not communicating the trade-offs for implementing a change
request with your project sponsors. For example, explaining
to a project sponsor that an extra job aid can be created but
that it will push out the deadline three weeks.

To manage changes on a project, follow these steps:

1. Based on the data you have collected, use the following
definitions to determine whether your project is experiencing a
variance in scope, schedule, or resources.

v' SCOPE - A scope variance occurs when someone or
something impacts your deliverables; for example, a project
sponsor decides they want your team to produce a Job Aid
Booklet that was not listed on the POAM, or you produce the
POAM deliverables but these don’'t meet the quality
standards in the POAM and you must go back and rework
the deliverables.

v" SCHEDULE - A schedule variance occurs when new tasks
are added to your schedule unexpectedly, or when a task
takes longer to complete than anticipated.

v RESOURCES - A resource variance occurs when the
project loses a resource or requires additional resources to
complete a task.

Continued on the next page

Chapter 2: Project Management 2-57 September 2012



SOP, Vol. 5: Resident Instruction

Change Management, Continued

Process
Overview,
Continued

Implement
Change
Management

2.

Discuss the variance and impact to the project’s scope,
schedule, and/or resources with team members.

Revisit the POAM’s Risk Analysis and Contingency Planning for
guidance.

Revise or discard strategies that do not apply to the current
situation (since front-end risk analysis cannot accurately predict
every possible scenario).

Revisit your assumptions and constraints in the POAM.
Consider all possible solutions, including:
e Allocating resources in a different way

e Adding a resource from another department that is
under-utilized

e Exploring different ways to meet deliverables without
impacting quality or criteria, etc.

Inform the Steering Committee of any variances as soon as
possible.

Note: Don’'t assume longer work days will make up for a
variance. Team burnout will not enhance quality and
chances are you will still not resolve the variance
completely. Similarly, it is recommended to inform the
Steering Committee at the earliest opportunity of any
variances to reduce the impact to the deliverables.

One of the most important tasks for a Project Manager during
POAM implementation is tracking any changes and assessing the
impact of that change.

During implementation, every project goes through changes in
scope, schedule, and/or resources.

The Project Manager must analyze the data for these changes,
determine the impact to the project, and then plan and implement
the appropriate adaptive action.
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Change Management, Continued

Example The following table provides change management guidelines for a
project.

Step Action

1 Request for Change

All change requests must begin with the PROJECT
LEADER

2 Document Request for Change

Project Leader documents the Request for Change,
including:

Date of Change:

Description of Change:

Expected Impact of Change:

Rationale for Assessed Impact:

Recommendations to Mitigate Change:
Decision-Makers Regarding Change Approval:
Agreed upon Adaptive Action, if Any:

Change form must be approved by Project Manager
and Project Leader

3 Decision on Request for Change

Project Leader documents the decision, communicates the
decision to the team/stakeholders along with the
ramifications to the project, and saves this document in the
folder, CHANGE MANAGEMENT DECISIONS.

4 Action / Non Action

Pending the decision, the Project Leader or Project Manager
initiates the action for change (or takes no action, depending
on decision).
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Project Wrap Up

Overview

Purpose

Process
Overview

The fourth and final element of managing the project is Project
Wrap Up.

The wrap up (or post mortem) meeting offers the project team a
forum to share information such as lessons learned, best practices
followed, and other facts about the project, as well as opportunities
to recognize the effort put forth by the team. The wrap up meeting
provides closure of the project for all those involved in it, as well as
a foundation of knowledge for the next project.

The purpose of the project wrap up is to revisit the project
requirements and confirm that these requirements have been met
to the project sponsors’ satisfaction. The project wrap up is also the
time to confirm the files are well organized for easy access by
future design teams.

Some common mistakes during Project Wrap Up include:

e Not recognizing the value of holding a wrap up meeting upon
the completion of a successful project

e Using the wrap up meeting to blame individuals or
circumstances for an unsuccessful project

e Not including the design team — the people actually working
on the project — in the wrap up meeting to understand what
happened and why, and how things might be adapted in the
future

Sometimes a team will think their project is done, only to discover
there is still work to be done because a project sponsor expects
more!

When preparing to wrap up your project, keep in mind that a project
is only ready for completion when one of the following criteria are
met:

v" All requirements have been satisfied and the Executive
Sponsor and Key Project Sponsor(s) and/or Steering
Committee have approved all project deliverables, OR

v' Project Sponsor(s) have decided to terminate the project
before planned completion, substantially altered the expected
deliverables, or postponed the project completion

Continued on the next page

Chapter 2: Project Management 2-61 September 2012



SOP, Vol. 5: Resident Instruction

Project Wrap Up, Continued

Process
Overview,
Continued

Planning
the Wrap
Up Meeting

Project wrap up should include an audit history trail for future
designers, instructors, or anyone accessing your project’s
documents after your project team has disbanded.

To ensure an effective project wrap up, consider the following
recommendations:

¢ If the success criteria of a deliverable changed mid-project,
include documentation of this change when the deliverable is
submitted

e Ensure everyone who needs to access your materials knows
how to do so (e.qg., instructors know where the Instructor Guides
are located, etc.)

e Ensure a quality assurance process is in place that retains the
integrity of the deliverable once your team has disbanded. For
example, consider saving documents in PDF “read-only” format
if a formal review cycle is required for changes to these
documents.

When planning a project wrap up meeting, it's important to include
a diverse cross-section from the team. This meeting should include
all levels of the project, from the individual contributor to
management. These include:

e Required: Core Team (including designers and developers),
Project Lead, Project Manager, customer representation
(e.g. project sponsors)

e Strongly Recommended: Executive Project Sponsor,
Neutral Facilitator

e Optional: Extended team members

When conducting a Project Wrap Up meeting, it’s critical to focus
on enhancement and the lessons learned, as well as team
recognition. If the project encountered many challenges, the
facilitator must ensure the meeting remains positive and avoids
blaming individuals or circumstances for unmet expectations.
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Project Wrap Up, Continued

Example The following table provides a sample agenda for a project wrap up
meeting. You can also find this template in Appendix B.

Project: (NAME)

Project Objective: (STATE)
Project Manager xyz Project Lead Xyz
Key Stakeholders
CDR xyz (TO) Executive Sponsor ITC xyz (CC) Primary CG POC
LCDR xyz Branch Chief LT xyz Supervisor, IST
ITCM xyz School Chief XYz Contract Mgr.
ITCS xyz Asst School Chief Xyz Contract Team Lead
xyz (DCD) Quality Assurance Xyz Project Team Members,
Xyz Developers
Xyz
Agenda

1) Welcome, Purpose Xzy 5 minutes

2) Revisit Project Scope Xyz 10 minutes

3) Revisit Project Schedule xXyz 15 minutes

4) Revisit Project Resources Xyz 10 minutes

5) Discuss Best Practices and Lessons Xyz 15 minutes

Learned
6) Project Team Recognition Xyz 20 minutes
TRENDS

o DHS Security Requirements (certification?)

o Phone System- Moving to one "Brand"

o XYZ phone system does not meet DOD regulations and will be phased out

o C4IT SOP which may set standards for zyz

NEXT STEPS
1) J. Higgins and W. Smith to confirm folder structure and back up.
2) | Reynolds and T. Richardson to document lessons learned and best practices and
distribute to project team and post in master folder.

Chapter 2: Project Management 2-63 September 2012



SOP, Vol. 5: Resident Instruction

Project Wrap Up, Continued

Wrap Up The fpllowing information is commonly discussed during a wrap up
Meeting meeting:
1. Describe what went well (strengths)
2. Describe the lessons learned that could benefit other projects
3. Discuss the overall process including:
e New processes that should be created
e EXxisting processes that need to be refined
e Old processes that no longer work and could be removed
4. Discuss the effectiveness of the communications plan

5. Discuss how the lessons learned will be recorded and applied to
future projects and processes

6. Discuss the POAM regarding accuracy, hindsight, changes, and
revisions.

7. Discuss the change management and quality assurance
processes.

8. Acknowledge individual efforts that contributed to the
completion of the project.
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SOP, Vol. 5: Resident Instruction

3.1 — Chapter Introduction

Synopsis

Chapter 3: Analysis

As you learned in Chapter 1, the first phase in the Instructional
Systems Design (ISD) model of ADDIE is Analysis. If you are here,
then it has already been determined that a resident training
program is the best solution. In most cases, some form of an
analysis was conducted that identified causes of the performance
problems to be skills and knowledge (S/K) and have determined
that training is indeed the appropriate solution.

U.S. Coast Guard Training System Standard Operating Procedures
(SOP’s) Volume 2 focuses on Analysis. Coast Guard analysis
efforts are focused on performance at the task, step and task sub-
step level. In this chapter, we will build on the analysis effort
performed for you and expand on these areas:

e Task detailing (task analysis)
e Target audience analysis
e |dentifying course parameters and constraints

In this phase, it will be up to you to determine the additional
information necessary for designing and developing a valid and
reliable instructional training program with the highest fidelity
possible. The result will be training that is both meaningful and
effective for the learner and the organization.

3-3 September 2012



SOP, Vol. 5: Resident Instruction

Phase Overview, Continued

Audience

Purpose

Chapter 3: Analysis

Primary Audience: Coast Guard (CG) Training Center active duty
course developers and instructional designers, as well as CG
civilian course developers and instructional systems specialists.

Secondary Audience: CG Training Center Performance Systems
branch managers supporting the instructional designers/course
developers; the subject matter specialist, the project lead, project
manager, school chief and/or others who have been identified as
having some role in the ISD process. Additionally, the secondary
audience may include instructional designers employed with
contracted companies performing instructional design for the CG,
or equivalent individuals who have curriculum/course development
responsibilities, including instructors performing course
maintenance with ISD oversight.

Due to the varying quality and types of data input sources, the
requirement for comprehensive and accuracy data, as well as the
range of data details and considerations required when making
instructional decisions, it may be advised throughout the chapter to
consult with an ISD professional, or graduate of one of the following
approved curriculums:

e Coast Guard Course Designer Course (CDC)

e SABA Knowledge Service Peak Performance System
workshops (previously known as Accomplishment-Based
Curriculum Development (ABCD) workshops) taught by staff
at TRACEN Petaluma, TRACEN Yorktown and ATTC
Elizabeth City.

The purpose of analysis is to determine the training requirements
that will be used for designing and developing the resident
instructional training program.
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Phase Overview, Continued

Inputs

Chapter 3: Analysis

The inputs for this phase of a resident instruction course
development effort can vary widely, depending on the type of
analysis that was performed per CG Training System SOP, Volume
2. Common analysis efforts that lead to resident instruction course
development efforts include (to follow is a description of all
approved methodologies):

Front end analysis (FEA)
Job task analysis (JTA)
Needs assessment

Occupational analysis (OA) — producing updated Rating
Performance Qualifications (RPQs).

In general, the types of inputs you may need include any or all of
the following:

Exact performance problem(s) to be addressed by the
training (overall goal for the training)

Access to any necessary manuals, directives, policies,
regulations or other documents that may impact the course
content or delivery conditions (also known as extant data)

Access to accomplished performers (APs) who are currently
doing the work

Access to subject matter experts (SMESs) for the job, job
specialty, and tasks

Access to the analysis report which should include:
o Job and/or task data

o Performance support requirements (the results from
the job aid versus memory algorithm)

0 General assumptions for the resident training program
that you are implementing with this effort

A complete list of current and updated RPQs (applies to “A”
schools only)

3-5 September 2012



SOP, Vol. 5: Resident Instruction

Phase Overview, Continued

Outputs

Ensuring
Success

Chapter 3: Analysis

This chapter explains how to conduct a task analysis, as well as
enables you to determine the training requirements for the design
and development of the resident instructional training program (i.e.,
the course).

The key outputs —or deliverables— for this phase include:
e Task details
e Target audience analysis
e Course parameters and constraints

During this phase, as you collect your data, you should frequently
be evaluating the impact or the effect the collected data might have
on the Design and/or Development phases of the training program.
Speak with your supervisor or project manager if data indicates that
the scope of the project may need to be reevaluated or if additional
resources are needed to keep the project on schedule.

Additionally, at each major milestone and/or as questions arise;
seek the counsel of an experienced ISD ADDIE professional to
ensure that your data is appropriate for the instructional goals for
your program. This individual can also ensure that you are following
the SOP guidelines and other best practices in the field of
instructional design and development.
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Types of Analysis

Overview

Strategic Needs
Assessment
(SNA)

Front End
Analysis (FEA)

Chapter 3: Analysis

USCG Training System SOP, Volume 2 focuses on Analysis, and
details the process for how to conduct each of the following
methodologies:

e Strategic needs assessment (SNA)

e Front end analysis (FEA, NPP or Diagnostic)
e Training requirements analysis (TRA)

e Job task analysis (JTA)

e Cost benefit analysis (CBA)

e Occupational analysis (OA)

Not all the above are typical inputs to a resident instruction course
development effort, but it's important to be aware of all possible
sources.

The purpose of an SNA is to examine the external and internal
factors that affect performance within the context of an
organization’s business strategy and identifies the gaps between
the current and desired conditions.

FEA is a systematic process for describing new performance;
determining inhibitors to competent performance; and
recommending the skills and knowledge (S/K), environmental
(ENV), motivation/incentive (M/I) and assignment and selection
(A/S) interventions that must be put in place to help Coast Guard
workers achieve optimum performance.

When the problem is poor performance, it provides a rigorous and
standardized method for performing gap analysis at the task level.
It also applies an equally rigorous and standardized approach to
converting FEA data interventions for improving the worker’s
performance into in the following root causes categories:

e Skill and knowledge (S/K)

e Environmental (ENV)

e Motivation and incentive (M/1)

e Assignment and selection (A/S)

*The Coast Guard uses SABA's Peak Performance System © FEA
methodology
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Types of Analysis, Continued

Training
Requirements
Analysis (TRA)

Job Task
Analysis (JTA)

Chapter 3: Analysis

The purpose of a TRA is to narrow the scope of the analysis project
to give the Program Manager (or other client) a clear idea of what
the performance needs are and what training intervention is best
suited to meet those needs in a cost effective manner.

The primary objective of a JTA is to gather information about the
difficulty, importance and frequency of tasks for a particular job or
function, and to make recommendations for how best to support the
task-level performance under review. Job aid and train/no train
decision utilize information from task data that is collected on each
of the tasks determined necessary to perform the particular job.
The help in the JTA, analysts use the following task data (DIF data)
to help in these decisions:

e Difficulty
e Importance
e Frequency

The data collected on each tasks is then used in algorithms to
make train/no train decision and determine under what
circumstances job aided tasks require introductory or extensive
training. The outcome of a JTA results in the following performance
intervention recommendations:

e No training required

e Job aid

e On-the-job training

e Job aid with introductory training
e Job aid with extensive training

e Train to memory

Looking at one’s job performance determines what should or
should not be included in a training program, how much will be
taught, the instructional sequence and what will be evaluated.
Section 3.4 of SOP, Volume 2 (Analysis) explains the JTA process
in greater detail.
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is, Continued

Cost Benefit
Analysis (CBA)

Cost benefit analyses are a Coast Guard requirement that should
be completed before the organization will resource a project and
are usually part of a larger analysis effort, such as a FEA. During a
CBA, the analyst(s) must identify the cost associated with each S/K
performance improvement delivery option, and then present that
information so that the decision makers can compare each option
and select the one that best works for the organization.

Occupational
Analysis (OA)

Occupational Analysis is a process that measures the job
performance requirements of an occupation. OA takes a snapshot
of an occupation's world of work at a particular point in time. OA, as
an integral part of the Rating Performance Qualifications (RPQ)
process, is mandated by the Enlisted Performance Qualifications
Manual (EPQM), COMDTINST 1414.8C. The Coast Guard follows
a prescribed cycle for conducting an OA for each of its enlisted
ratings.

The goal is for RPQs to be written at the task level, with the steps
already identified from a panel of APs during the rating review.

This allows course developers to more easily convert the RPQs into
terminal performance objectives (TPO) for resident “A” schools.

Chapter 3: Analysis
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3.2 — Task Analysis

Introduction

Overview Task Analysis (TA) may be required if an analysis reveals the
actual task performance is different than existing curriculum or if the
task (performance) has changed- resulting in new curriculum. It is
the process by which you identify the optimal or desired
performance requirements for a job or job specialty. It is the course
developers job to pick up where the analyst left off, and complete
the collection of step-level data — task detailing. Along with
identifying the steps, other specific task characteristics are
gathered such as the complexity and frequency of the task.
Additionally, details about how the task is performed (such as any
required tools and equipment, or any safety cautions or warnings
that must be observed when performing the task) are also
captured.

Most, if not all, resident curriculum development projects should
result from a formal analysis conducted in accordance with SOP
Vol. 2: Analysis - that is the goal for all Coast Guard training
programs. If there is no approved analysis associated with your
project, or if you suspect that the analysis is not valid (e.g. does not
reflect current policies, practices, equipment, etc.), see your Project
Manager for guidance. Course developers shall not design or
develop training unless an analysis was conducted, and it's been
determined that training is indeed the solution to the performance
problem. Earlier in this chapter the various approved methodologies
for conducting an analysis were discussed.

The purpose of conducting task analysis is to produce a step-by-
step description of what a competent performer does to complete
the associated tasks that produce the required major outputs for the
job/job specialty the way you want others to perform.! From this
information, you will derive specific skills and knowledge
requirements which will form the basis for the content of the course
(including the testing standards for evaluating required performance
in a training environment).

Purpose

! Mager, Robert F., (1997) Making Instruction Work or Skilloloomers, page 55, CEP Press, Atlanta, GA
Second Edition
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Introduction, Continued

Task analysis defines:

Scope

e The circumstances under which each task is performed
(conditions)

e How each task is actually performed (behavior)

e How well each task must be performed (standards)

Task performance details collected during this phase will be used to
help the instructional designer or course developer determine a
sound instructional strategy, then design and develop the resident
instructional products that will support the strategy.

Inputs To begin task analysis, you must have the following:

e Extant Data — the various manuals, instructions, policies,
regulations, or other forms of facts, figures, records, forms,
etc., that are available and help to identify the job, job
specialties, and/or task data identifying optimal performance
and/or the actual or current performance

e Access to APs for interviews and observations

e Access to SMEs or other designated technical reviewers for
task and data validation

e Access to the source analysis report, task listing and task
data already collected

Outputs The outputs of task analysis document real world optimal job

performance that the resident instruction should emulate. The
benefits from an accurate and complete task analysis are as
follows:

e A detailed description of how each task is performed
competently, that is, to standard (performance increments).

e A detailed breakdown of each task into manageable chunks,
supporting optimal learning (training increments).
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ntinued

Verify Technical
Accuracy

Throughout the process, it is important to verify the technical
accuracy and completeness of the various task analysis efforts. For
example, during task analysis the task details and step data
information provided by a proficient performer were vetted through
the individual(s) identified on the project team as having
responsibility for technical accuracy for the tasks.

It is important that early in the process you continually monitor the
data you are collecting for accuracy and completeness. It is
suggested that you work with your designated APs and SMEs to
review and validate your data. Hopefully, you also look for any
changes in the organization, the learner, or the job that might affect
the content or delivery of the resident instruction. If changes
occurred, then you should evaluate the impact to the training
requirements data that you have already collected and adjust the
requirements as needed. If you do that, then you are almost
guaranteed a successful evaluation of the outputs from this
process.

Using the Quality Assurance checklist job aid presented in
Appendix E JA-E.4, you can evaluate each output/deliverable for
accuracy and completeness. If any output fails the evaluation, then
correct as needed and resume the evaluation process.

Chapter 3: Analysis
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Introduction, Continued

Important
Terms

Chapter 3: Analysis

In order to conduct task analysis, there are some common terms
you should know. They include:

Term Definition

Behavior How each task is actually performed; the actions (tasks
and steps) a person takes to produce an output. These
actions can be either overt (observable) or covert (cannot
be observed such as thinking or decision making).

Condition The circumstances under which each task is performed.

Job A job consists of the performance elements that are the

responsibility of an individual assigned to a specific billet;
such as Storekeeper (also referred to as a job title).

Job Specialty

An additional means of breaking down a job into areas of
expertise or major area of specialized performance. For
example, Inventory Management, Procurement, or
Shipping and Receiving are all job specialties for
Storekeeper.

Standard
(also known as
criteria)

A measure of quantity and/or quality attached to specific
job tasks and/or outputs; generally stated in: time (how
long it takes to complete), accuracy (how well it is done),
safety (how safely is it produced), and productivity
(quantity in a given time period).

Step An arbitrary unit of behavior that is a smaller component of
a task.

Task A unit of behavior (activity) that has a definite beginning,
contains at least two steps, and results in an end which
has a specific, identifiable, and measurable outcome.

Task The identifiable traits of a task that help determine how the

Characteristics task is performed, such as the required tools and

equipment, any safety cautions or warning, performance
standards, where the task is performed, and the steps for
completing the task to standard; also includes the
performance factors of Speed, Frequency, Complexity,
and Consequence; used in making job aid versus memory
training decisions.
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TA: Collect Task Details

Overview

Task
Characteristics
Data

This is the process you will use to identify and record specific
performance information for each task. This activity involves
collecting all relevant information about performing a task correctly.
During this part of task analysis, you will be answering questions
such as:

e When is the task performed?
e How is the task performed?
e How would you know when you're done?

Task details also include collecting the specific steps necessary to
complete each task (if not done for you as part of the analysis). You
will need to determine the steps and the sequential order of how
the steps are performed. You will be looking to identify whether the
steps for the task are mainly mental (cognitive) or physical
(psychomotor). ?

Task data was already collected for you during the analysis
(specifically the performance factors of difficulty, importance and
frequency). These characteristics when plugged into a specific job
aid versus memory algorithm (as explained earlier in the definition
of a JTA and FEA) results in one of the following performance
intervention recommendations:

e No training required

e Job aid

e On-the-job training

e Job aid with introductory training
e Job aid with extensive training

e Train to memory

2
Second Edition

Chapter 3: Analysis

Mager, Robert F. (1997), Making Instruction Work or Skillbloomers, pg 18, CEP Press: Atlanta, GA,
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TA: Collect Task Details, Continued

To ensure task performance accuracy, the best way to obtain task
details and associated step data is through interviews and
observations of APs and SMEs. The process for collecting task
details has been outlined in the steps below. Additionally, a job aid
has been included in Appendix E which shows the process for
collecting specific task details in greater detail, Appendix F provides
worksheets for documenting your task data as you collect it.

Steps

Step 1: Contact APs/SMEs to schedule visit(s) for interviews and
observations.

Step 2: Using the Task Details worksheet in Appendix F.1,
interview the AP to collect the specific task data. (See the
job aid in Appendix E for a complete list of task detail data
requirements.)

Step 3: Ask the AP/SME to review the steps with you from the
start of the task to the output (completion of the task).

Step 4*: If the task is complicated with many steps and/or
decisions, then diagram the steps in a flowchart. A
flowchart provides a means for capturing the sub-steps
(also known as sub-sequencing) and decision points.

Step 5: If time permits, observe the AP/SME performing the task.
This is the best way to validate the task detail data and to
double-check that all of the steps (including the decisions
points) have been captured and are in the correct
sequence.

Step 6: Repeat this process for every task on the Job Task
Inventory list.

*Note: From step 4; if your tasks are very complex with multiple
steps, have a low tolerance for errors, or when speed of task
completion is critical; you should consult with an ISD professional,
or graduate of one of the SABA Knowledge Services Peak
Performance System workshops (previously Accomplishment-
Based Curriculum Development (ABCD) workshops) for further
mapping out of the task in a system (paradigming).
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TA: Collect Task Details, Continued

Additional There are additional resources available for collecting task details,
Resources including:
e CG Training System SOP, Vol. 2: Analysis
e CG Training System SOP, Vol. 6, Appendix B Standard Verb
List (a useful resource for writing task statements)
e SABA Manual, Volume 1 - Optimizing Human Performance
e Making Instruction Work, by Robert F. Mager — second
Edition, Chapter 6 — Task Analysis
e Task Analysis, by Dr. Alice K. Waagen, Issue 9808 in the

2005 Instructional Systems Development Informational
Lifeline Collection, pgs 91 — 108, ASTD Press

Example

Below is an example of a completed Task Analysis — Task Detailing
worksheet, WS-F.1.

WS-F.1 Task Analysis — Task Detailing

Project Ice Rescue, Basic
Designer Paul Robbins, PSBTCP Date 8/9/12
Task Inspect equipment Task Code | A.3

Source Analysis Ice Rescue NPP FEA, May 2011

References Equipment Required

9™ District lce Rescue Manual, DIINST M16130.1

MARSARS Shuttleboard
Cold water rescue slings
Ice rescue dry suit and associated personal protective

equipment
General Performance DJob Aid
Support Decision for M Job Aid with Extensive Training
OJob Aid with Introductory Training
Course O Train to Memory,

Steps (Ei

bling Objectives)

Prerequisite Knowledge

A3.1

Inspect SKF-ICE (If received)

Boat crew qualified on SKF-ICE

A3.2

Inspect MARSARS Shuttle Board

Location and use of Shuttle Board

A33

Inspect cold water rescue slings

Location and rigging of sling

Chapter 3: Analysis
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3.3 —Target Audience Analysis

Overview

Purpose

Target audience is the collective name given to the intended
students of the Resident Training program. Target audience
analysis is conducted to determine the key characteristics about the
learners. By knowing certain characteristics about the learner, the
training can be designed to make the best use of particular
instructional strategies that may be better suited to one target
population over another. For example, it will help you identify which
examples, what vocabulary, or even what media to use. Knowing
who will be attending the training is a key component in making the
instruction work® in terms of efficiency and effectiveness.

A target audience analysis is conducted to determine the entering
key characteristic about the learner. In other words, their “entering
state” is what they already know and/or do prior to instruction. By
identifying this information, you can design the instructional
program to take them from where they are when entering the
training, to where they need to be (performing to standard) when
they leave the training (i.e. from their present state to the desired
state.*) The following formula depicts this concept:

What they need to be able to do
- _What they can already do

= The Instruction (the intervention)

3 Mager, Robert F. (1997). Making Instruction Work or Skillbloomers, pg 20. CEP Press: Atlanta, GA

4 Waagen, Alice K., Task Analysis, Issue 9808, Chapter 9 Target Population Description, pgs. 91 — 103,
(2005) Instructional Systems Development Information Lifeline Collection, ASTD Press.

Chapter 3: Analysis
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Introduction, Continued

Inputs

Outputs

Chapter 3: Analysis

The following information is needed before you can develop the
target audience profile:

Current job descriptions for the rating(s) and rate(s) including
minimal requirements for the rating(s)

Access to instructors familiar with the current characteristic
of intended learners and/or student trends in related “A” or
“C” schools

Access to supervisors or other SMEs for intended learners

The output of this task is a detailed description of the student that
accurately reflects what they currently know and do. It not only
provides a starting point for the instruction, but the profile can be
used to help shape the content of the instructional program by
providing insight, which in turn can help determine design decisions

like:
[ ]

What types of examples to use

Best use of particular instructional strategies
What vocabulary to use

What media to use

Learner motivation
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Develop the Target Audience Profile

When developing the target audience profile it is important for you
to remember that the more diverse the target audience is, the more
detailed your data needs to be. The more you can learn about the
target audience, the more likely you are to have a successful
instructional product. In addition to the typical demographic type of
data (male/female distribution, afloat/ashore distribution, age range,
percent attending directly from boot camp, etc.), target audience
analysis will attempt to describe the learner as she/he enters into
the learning process (i.e. the course) by answering questions like:

Overview

e What training or experience have they had in relationship to
the training you are designing?

e What attitudes and/or biases do you expect them to bring?
e What tools or equipment do they already know how to use?
e Why are they taking the course?

e What cultural issues need to be considered?

e What language issues (i.e. English as a second language)
need to be considered?

e What is the educational range?
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Develop the Target Audience Profile, Continued

Steps

Chapter 3: Analysis

The basic process for developing the target audience profile has
been provided in the steps below. Appendix E provides you a
detailed job aid which describes the process in greater detail.

Additiona

lly, Appendix F provides a worksheet,(WS-F.2) for

documenting your results.

Step 1:

Step 2:

Step 3:

Step 4:

Note:

Consider the students/learners entering into your course
and write down everything that you know about them.
Trigger questions are included with the worksheet.

Describe the range of characteristics you know about the
students. For example, let's say 60 percent of the
students who will attend the new “A” school come directly
from boot camp. You could assume, then, that many of
them may not have had many “real world” experiences in
the CG. This knowledge will shape the examples that you
use in the instructional program, such as how much detail
needs to be included in the practice scenarios.

Identify any missing data and determine who or what
might be the best source for the obtaining the missing
data based on your data collection plan. Arrange for
access to the source and collect the data.

When you have completed as much as you know or have
learned about the target audience, set aside the profile.
Remember, this is a working document so you can add to
it if additional information about the learner is discovered
as you continue with the rest of the Analysis phase.

The output from this effort is not published or
distributed. It is a working document to aid in the
Design phase and to provide an audit trail for the
decisions made during this phase.
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Develop the Target Audience Profile, Continued

Additional The following resources are available for developing the Target

Resources Audience profile:

e SABA Manual, Volume 1 - Optimizing Human Performance
and Volume 2 Training Design

e Making Instruction Work, by Robert F. Mager — second
Edition, Chapter 9 — Target Population Description

e FKA Designing Instruction Workshop — Support Materials©,
Analysis, Population Factors, pages 45 — 47, Friesen, Kaye,
and Associates, http://www.FKA.com

Note: If you determine a need to complete an instructor analysis,
contact your ISD professional, or a graduate of one of the
approved curriculums listed in Chapter 3.1.
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Develop the Target Audience Profile, Continued

Example Below is an example of a target audience profile, WS-F.2.

WS-F.2 Target Audience Profile

Project SYSTEM Financial System
Designer ] M. Smith / G. Mitchell | Date ] 31 Mar 2011
Primary Audience Rel or Key Characteristi

Data Sources(s) | FINCEN Instructors

lob | Store Keeper Job Specialty Procurement Support Representative

Section 1 - Aptitudes / Abilities

Current knowledge of Additional Details
tasks/work or subject - Average aptitudes & abilities; have some experience with system; Specifics:
matter area ieh *  Over-thinking the process, someane with an accounting background
Bverege tends to over analyze the process and get frustrated
Limited = JZeroskill sets; average or more experience
None =  Recelving report is a misconception
Unkncwn *  Credit card process have issue want to do it the old way and don't
want to leam/do the new way
+ _ Terminology.
Relevant background and Additional Details
experience Average; und d ing; fust need to und d application process
High «  Some of the learners have difficulty based on their education
Average infexparience with standard accounting principles and practice; these
Limited concepts do not transfer with system;
Nore = Learners want 1o see a better application then system
*  Negative attitudes regarding system based on what they've heard out
Unknown in the fleld about it
= Negative press from people who use system but have not received
WS-F.2 Target Audience Profile formal tralning.
Project SYSTEM Financial System Section 2 - Tools and Prerequisite Skills
Designer | M. Smith / G. Mitchell Specific tool(s) or isite skills abilities
L e L S L LA SR S E‘“Iﬁ e :::‘::D-e::ﬁ:rr:xrk:' Baslcs course first or B+ months experience on the job reconciling
Section 3 g and Language Preferences
Vocabulary or A Details
terminology High Specific tool(s) or prerequisite skills deficiencies
understanding - Technical Average A
Limited
None
Unknown
Other deficiencies that may require special il
Vocabulary or dditi | Details = Terminology
terminology High NJA s Lack experience with computer
understanding — Non- Average o TypingSkills
Technical Limited
None
Unknown
I‘:"v:'l'" Isogusge iRl High i Additional Details WS-F.2 - Target Audience Profile 10f4
(mastery of spoken and Average
written language) Limited | |
None
Unknown
Overall reading skill level Additional Details
High
Average H
Limited
None | |
Unknown | |
Overall math skill level dditional Details
High
Average i
Limited
None
Unknown
Overall computer literacy dditional Details
level High
Average i
Uimited
None
Unknown :
WS-F.2 - Target Audience Profile 20f4
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Develop the Target Audience Profile, Continued

Below is the continued example from the previous page, of a target

Example, : :
P audience profile, WS-F.2.

Continued

WS-F.2 Target Audience Profile
Project SYSTEM Financial System

Designer | M. Smith / G. Mitchell | Date 31 Mar 2011

Primary Audi: or Key Char

Other additional details
Mixed range of ages; warrant officers range from 30-40 years old; civilians range from 20-60 years old

Primary Aud Population Description

Section 6 — Summary of relevant or key ch istic for consideration during design & devels
Mixed group of participants with some generaticnal differences; Baby Boomers will want to have new skills and knowledge
anchored to previous experiences; GenX prefer more tactical opportunities with short lectures followed by immediate applications.

Target Audience Profile

Project SYSTEM Financial System
Designer M. Smith / G. Mitchell | Date | 31 Mar 2011
Primary Audience Relevant or Key Characteristics
Overall “"’?‘ " High Additional Details
[ ication a
Optional - S dary Audi Population Description F 1 skill level Average
Section 7: v of rels or key ch istic for conside Limited
N/A None
Unknown

Learning preferences or Most of the younger generation are tactical learners; they want to "do” immediately following
learning styles (if known) | instructor-led presentation/demanstrations.

(i.e. infermation or More seasoned generation {Baby Boomers / Xer's) tend to prefer one-on-one instruction

technigues that may cause a

negative reaction)

| Section 4 — Learner Attitude / Motivation
Attitude to erganization Additi | Details
Eager General attitude of all four user populations is mixed; some learners fall into
Neutral the eager category because they are learning something new and will have
Resistant immediate use for it. Some are neutral because they won't get to use system
Unknow immediately or its' just a means to meet a qual to advance.
WS-F.2 - Target Audience Profile
Attitude to job Addit | Details

Eager
Neutral
Resistant

Out in the fiekd the comments heard are “Why is the system so crappy?”

Get a lot of comments about “if we can have better tools we could do a better job”
when referring to system*®

*NOTE: are made by L that have not had formal
training in system

Unknown

Attitude to training Addit | Details

{i.e. willingness to accept Eager Mixed —from eager to resistant;

the content of the Nt *  Eager—use system right away, have to learn it for their jobs, it is new and fresh,
training) want to refine their skills in system if already using it

Resistant «  Neutral - individuals never say a word in class, just sit through program with little
active participation
®  Resistant = feels like they already know it; don’t want to be there for training but

are required to be.

Unknown

Section 5 - Additional Audi Details
with the organization 2.3 Years Mixed group, length of time varies
4+ Years
Mixed
Majority age range of 18-24 In general, gender distribution % Male 65
audience % Female 35

25-30
31-35

36+
Mixed

Ing 1, distribution & types of 9% Afloat 25
units % Ashore 75
In g I, distribution of stud ling directly from 0

boot camp

Overall length of time New E Other cultural or heritage issues that may require special attention

WS-F.2 = Target Audience Profile 3ofd
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3.4 — Course Parameters and Constraints

Overview

Purpose

Inputs

In Chapter 2 on Project Management, you were introduced to the
concept of parameters and constraints. Both of these factors were
identified at the project level and in some cases, may have even
touched on those that are specific to delivering the resident training
program. As a reminder, we define these facts as below:

e Constraint — Any limitation on the availability of time,
money, method, equipment, or human resources affecting a
project; these could change over the life of the project

e Parameter — A given, or a constraint which usually will not or
cannot change over the life of the project

For gathering this information you will specifically focus on
discovering any parameter or constraint that defines the boundaries
you must operate within for the design, development, testing,
evaluation or delivery of the resident training program (i.e. the
course).

In order to determine the specific course parameters and
constraints for your project, you will need to have access to the
following types of information:

e Results from the task analysis
e Target audience profile

e Access to schoolhouse management who will be responsible
for the delivery of your instructional product

e POAM and access to the Project Manager or other
stakeholders, as needed

e Access to the client or sponsor for the project
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Introduction, Continued

Outputs The output of this task is a detailed listing of the actual boundaries
and limitations that may impact your instructional product. The
parameters and constraints will be grouped into the following four
categories and will answer questions such:

e General

0 Has the student-to-instructor ratio been predefined? If
yes, can it be changed?

o lIs the length of the course predefined? If yes, can it
be changed?

e Delivery

o lIs there a significant range in entry skill/knowledge or
relevant work experience?

0 Are there regulations or safety issues that prevent or
confine “real world” simulation? What are they?

e Design and Development

o0 Are there good reasons why some teaching methods
should not be utilized?

o0 Is there budget or other limitations that severely limit
or prevent some possible design strategies (such as
lack of access to professional audio-visual
designers)?

e Testing and Evaluating

o Will students be available to test the job aids and
other training material?

Note: This type of testing occurs during the
Development phase is referred to as
developmental testing.

o Is formal certification required?

This type of data will be used to guide the rest of the decisions you
will make throughout the remainder of the ADDIE process for your
instructional product.

Note:  See the associated Course Parameters and Constraints
worksheets in Appendix F for a complete list of the types
of questions to be answered in each of the four
categories.
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Determine Course Parameters and Constraints

Overview During this activity, you will specifically focus on discovering any
parameters/constraints that will define the boundaries and/or
limitations you must operate within for all aspects of this resident
instruction project.

Using the worksheets in Appendix F and the job aid in Appendix E,
follow the steps for determining the course parameters and
constraints, as summarized below.

Steps

Step 1:

Step 2:

Step 3:

Step 4:

Step 5:

The following steps describe the process you will follow to
determine the parameters and constraints for your ISD project:

Review all completed analysis worksheets, the POAM,
and any additional notes on the ISD project. Look for any
given restrictions or limitations that could influence the
design, development, delivery, or testing/evaluating of the
resident training program.

Using the Course Parameters and Constraints
worksheets, enter the results from your review of existing
project and analysis extant data into the appropriate
category (general, delivery, design/development or
testing/evaluating). Identify data that may be missing or
needs additional detail.

Use the results from step 2 to prepare for interview
sessions with the appropriate individual(s) for collecting
and validating all the indentified course parameters and
constraints.

Conduct interviews to collect, and confirm all course
parameters and constraints; record the results in the
corresponding categories on the same worksheets
completed in step 2.

Evaluate the implication and impact of the identified
course parameters and constraints, and review with the
project manager and project stakeholders. Based on
identified impact, work with project team to adjust the
POAM and schedule as needed. Obtain concurrence on
adjusted ISD strategy before moving to the Design phase.

Chapter 3: Analysis
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Determine Course Parameters and Constraints, Continued

Additional
Resources

Example

The following resources are available to help you in determining the
general parameters and constraints for an instructional program:

SABA Manual, Volume 2 Training Design

Below are two pages (of an eight page example provided in
Appendix G) depicting the results from determining course

parameters and constraints, WS-F.3.

WS-F.3.B Course Parameter and Constraints: Part B - Delivery

Chapter 3: Analysis

Project SK “A” School
M. Smith / G. Mitchell 12 Mar 2011
esigner ate
1. Has the duration of the &
training been pre- No Based on current design for the complete re-write, the existing 8
speciﬁed/deﬁned’ Y weeks is sufficient; however this should be identified in Part C of this
& es o e = bl -
[fxves willthe course worksheet a s a possible constraint if additional time is required; the
tir:el;ne be sufficient? Unknown process for requesting additional time is documented in SOP Vol. 6 -
’ Curriculum Qutline
. Are instructional c
methods pre-specified No
2 No time has been included in the POAM for any other instructional
/[ defined? {ie.blended Yes Y
delivery method could not Unknown methods; only leader led is going to be considered at this time.
be utilized?)
. Are delivery funds C
available to support No
other delivery Yes
methods? Not Req
= = WS-F.3.C course Parameter and Constraints: Part C — Design/Develop
s t:e Instructor / ommen Project SK “A" School
stu ff[‘t(;';;:_("st::"e' No Desi [ ™. Smith / G. Mitchel [Date [12Mar 2011
specifie ined? Yes
E 1. Must accommodate G
Unknown wide-range of entry
skills/knowledge? No a
. - ¥
. Will there be trained Comments =
instructors available to No
teach? Yes 2. Must-live-within the L
Unknown pre-specified teaching No
methods (activity Yes
. Is there sufficient and & Mnc/ctimedia]]
i No
suitable classroom 3. Highlevels of Comments
space? Yes simulation are not e This is not an issue; a motk warehouse exists as does a real inventory
Unknown practical. supply with the ET Schoal; all needed software databases have
Yes existing training data bases, so real-world simulation s possible.
C There is no simulator required,
* Are Lab facilities
relevant to No, 45 Budgety hiieo £ ; Pr :

Yes low to accommodate Although there are some budget issues, it is not believed tobe a
job/specialty available some required design? No factor far the current plans for design and development of the
for training Not Req Yes courseware; there is limited funds for travel to collect data, but again

this work s also performed at the training center and both APs and
. Are any other facilities, Comments :M Es are available locally.
such as a wet room, No B Shdantipeuctar e : n s
" ratio probably too Not expected to change from existing Curriculum Qutline ratio but
equipment storage Yes great. No there may be some individual lessons changes in current ratic
room available for Not Req Yes allocations; but it is not expected to exceed total available instructor
training? billets.
WS-F.3.B - Course Parameters and Constraints: Part B - Delivery 6. Student unavailability Comments -
must be Other than normal time already allocated for indec and out-doc; at no
accommodated. No a time are the students unavailable to attend class,
Yes
7. Remediation activities G
possibly prevented. No
Yes
g, Length of training pre- Comments - — _
specified? No HE_VW_E\‘EI if the new.deslgn anticipates t_he course will exceed the
existing 8 weeks, this could become an issue. Approval of course
Yes length change is documents in SOP, Vol. 6 [Curriculum Outline),will
need to be sure to check if this needs to be addressed.

W5-F.3.C — Course Parameters and Constraints: Part C - Design/Develop 1af2
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4.1 — Chapter Introduction

Phase Overview

The second phase in the Instructional Systems Design (ISD)

Synopsis i i
ynop model, or ADDIE, is Design.

In the Design phase, the primary concern is to ensure the training
we design is valid, reliable, and high-fidelity to the graduate’s job.
That concern is what the Design phase work is mostly about:

e Writing terminal performance objectives (TPO) that
accurately portray the performance, conditions, and
standards that students can complete for a task prior to
graduating from a course.

e Choosing instructional activities and materials that have the
greatest potential for developing task proficiency (validity
and reliability) and ensuring transfer of the task proficiency to
on-the-job performance (high-fidelity).

e Sketching, outlining, mapping, and blueprinting the instructor
or student’s use of those methods, strategies, activities, and
training aids to promote optimum development of task
proficiency and transfer of the task proficiency to on-the-job
performance — creating your course “blueprint.”

Note: Remember, although, course design and development is
often portrayed consecutively as one phase then another. It
isn’t linear in process. Many development efforts may be
ongoing or initiated while the developer is still in the Design
phase.
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Phase Overview, Continued

Audience

Purpose

Chapter 4: Design

Primary Audience: Coast Guard (CG) Training Center active duty

course developers and instructional designers, as well as CG
civilian course developers and instructional systems specialists.

Secondary Audience: CG Training Center Performance Systems
branch managers supporting the instructional designers/course
developers; the subject matter specialist, the project lead, project
manager, school chief and/or others who have been identified as
having some role in the ISD process. Additionally, the secondary
audience may include instructional designers employed with
contracted companies performing instructional design for the CG,
or equivalent individuals who have curriculum/course development
responsibilities, including instructors performing course
maintenance with ISD oversight.

Note: Due to the varying quality and types of data input sources,
the requirement for comprehensive and accurate data, as well as
the range of data details and considerations required when making
instructional decisions, you may be advised throughout the chapter
to consult with an ISD professional, or graduate of one of the
following approved curriculums:

e Coast Guard Course Designer Course (CDC)

e SABA Knowledge Service Peak Performance System
(previously known as Accomplishment-Based Curriculum
Development, or ABCD) workshops) taught by staff at
TRACEN Petaluma, TRACEN Yorktown and ATTC Elizabeth
City.

The Design chapter of this SOP is composed of sections that are to
be completed sequentially. Each section and its associated tasks
(for development of that specific deliverable) will direct instructional
developers to a specific job aid for detailed guidance on how to
perform the task. Each section will provide guidance on the design
of materials to support activities common to resident instruction.

The material in this chapter expands on the information that
graduates of the Coast Guard’s Course Developer Course (CDC)
are taught. Much of it is the same; however, it has been expanded.
Since technology will continue to supersede current methods and
offer exciting possibilities to course developers, this chapter of the
SOP has been crafted so it will provide the essentials you not only
need today, but also position you to take advantage of tomorrow’s
design methodologies.
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Phase Overview, Continued

Design Phase
Deliverables

The outputs of the design phase are the plans you, the course
developer, uses to create the instructional materials.

The key outputs of the Design phase are:

Terminal Performance Objectives (TPOs)

Evaluation criteria

Lesson design plans

Course blueprint (grouped tasks and sequenced objectives)

validity and In order for course developers to obtain valid and reliable

Reliability

instructional materials, these fundamental themes must be kept in

mind while designing courses. You will know you are ready to move
out of the Design phase and start developing instructional materials
when:

e The TPO accurately portrays the performance, conditions,
and standards that students will be able to complete for a
task prior to graduating from a course, and the TPO is as
close as possible to the task performance, conditions, and
standards expected of the graduate on the job.

e The evaluation criteria shows the same criteria as stated in
the objective.

e The selection of instructional activities is appropriate in light
of the objective and the target audience profile.

e In general, the description of the instructional activities is
detailed enough so that a developer could use the
description to produce the actual instructional materials.

e The course blueprint shows the grouping and sequencing of
units, lessons, and activities.

Chapter 4: Design
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Phase Overview, Continued

Project At t_his point in your pr_oject, it's a good time_to verify the initial

Management project scheo!ule/tlmellne you proposgd. Usmg the data collected,
you can provide a more accurate estimate of time needed for
Design and Development. A helpful tool to do this is using a
worksheet for calculating Developmental Hours (see Tip-L.1).

Course The table below shows the relationships for the levels you'll be
Hierarchy working with during Design:
Element Hierarchy

STEPS or SUB-STEPS to TOPIC

performing a particular TASK

TASK TPO

1 or more TPOs LESSON

1 or more LESSONS UNIT?

1 or more UNITS COURSE

1 NOTE: For the sake of sequencing and grouping, you may need to add another level
between Unit and Lesson.
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Phase Overview, Continued

Process
Overview

Chapter 4: Design

The key events in the Design phase of the course are outlined
below. Note that we list these events in a sequence to serve as an
aid to understanding the process. Recall the note that ADDIE is
presented in a linear manner, but in effect many phase events are
worked on simultaneously. In the second event shown in the table
below, one such overlap between the Design and Development
phase is addressed.

Event Action

1. | Write a performance objective (PO) for each task.

Determine evaluation criteria for each task.

e Development phase tasks that may logically follow this

2 event include developing Performance Tests (Chapter 5.3)
and Job Aids (Chapter 5.2) — even if job aids are written
initially at task level then revised as instructional objectives
are finalized.

3. | Create a course blueprint.

Select the instructional methods and strategies for each learning
activity:

4. e Detect potential learning problems
e Select media for each activity
e Determine content delivery method

Design instructional materials for each lesson which consist of:
Introduction

Content Delivery
5. e Demonstration
Practice and Feedback

e Assessment
e Summary and Review

6. | Sequence activities within each lesson.

A best practice for course developers at the end of Design would
be to create a prototype of one lesson/unit as a snapshot of the
final product for the stakeholders.

OPTIONAL: Produce a prototype of one lesson/unit of instructional
materials to include (as appropriate):

e Advance assignments (i.e. .
e Instructional

“homework™) media
. Glos’sary e Training aids
e FAQ's and answers e Student guide
e Handouts e Instructor guide
e Performance test
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4.2 — Terminal Performance Objectives

Introduction

Writing the terminal performance objective is the first step in the
Design phase. Up until now, you gathered the task list and task
performance details that outlined how a task is completed on-the-
job; now that you are in the Design phase of ISD, you are writing
how these tasks will be evaluated in an instructional setting which
will assist in the later development of your TPOs.

Overview

In this volume of the SOP the Coast Guard wants the designer to
go to great lengths to spell out what those standard tools are, which
Commandant Instructions apply, and to actually determine the host
of other tasks that determine the differences between acceptable
and unacceptable job performance.

The two types of performance objectives are: terminal performance
objectives (TPOs) and enabling objectives (EOS).

e Terminal Performance Objectives describe the task students
will be required to do upon completion of the instruction and in
order to graduate from the course, thus the word “terminal.”

e Enabling Objectives describe a physical or thinking (i.e.,
discrimination or generalization) skill that describes in
measurable and observable terms a necessary step to
accomplish the related TPO.

The Coast Guard uses TPOs as the basic building block of a
training program to ensure instruction and training are
performance-based. You will use the task list and task performance
details gathered during Analysis to develop TPOs for the course.
You gain several benefits from writing performance objectives:

e Clear expectations of final performance for students, instructors,
and stakeholders.

e A base from which to develop the evaluation criteria for the
performance test

e Instructional activities and materials are designed and ready to
be developed
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Introduction, Continued

Purpose

Inputs

Outputs

Chapter 4: Design

The purpose of TPOs is to describe as precisely as possible the
real world job performance expected of the graduate. They also
serve to tell students what they need to perform (under what
conditions and to what standard) to graduate from the course. They
are the single most important facet of the Design phase as they will
direct and guide the course developer in developing instructional
materials for the course.

In the Coast Guard Training System, performance objectives serve
the following purposes:

e Provide a basis for test item development
e Support selection of instructional strategies

e Structure events and activities to enable learning and skill
acquisition

e Support selection of training methods and media
e Support sequencing of training

e Compel and direct attention to important content
e Communicate performance standards

e Provide a basis for measuring and evaluating student
performance

The following information is needed before entry into development
of performance objectives:

e Task listing or RPQs
e Task details from the Analysis phase
e Design, development, and delivery constraints and parameters

The outputs of this task are performance objectives which become
the foundation of the training program (and framework for the
curriculum outline). They help convert real world job performance
into useful and transferable training—~both for the instructor and the
student.
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How to Write Terminal Performance Objectives

Overview

Steps

Chapter 4: Design

The Analysis phase of the effort determined that there are tasks
that have to be performed in the Coast Guard and there are
students who can’t yet do them. At this point, instructional
designers should have enough understanding to be able to:

e Help the course developer in designing and developing the
instruction

e Describe to program managers and training managers what will
be trained and to what level of fidelity the students will be
trained

e Describe to instructors what they need to test and to what
standard, and under what conditions

e Describe to students where they should focus their efforts to
pass the class

The process for writing TPOs has been summarized in the steps
below. Additionally, a Job Aid has been included in Appendix |
showing the specific steps in much greater detail, and Appendix J
provides a worksheet (WS-J.1) to assist in drafting your TPO.

Step 1: Collect task list

IF THEN
Task list has been Go to Step 2.
provided
No task list has been Consult your ISD professional, as
provided a task list (analysis) needs to be
conducted.

Step 2:Ensure tasks are written in precise, observable actions that
will produce the output required on the job.

Note: When writing your TPO, sometimes you may need
to modify the performance word (i.e. verb) provided
in the task list to more accurately reflect the action
under which the students perform the task in an
instructional setting.

Step 3:List the conditions by which the performance must be
completed.

Step 4:List the standards under which the performance will be
completed.

Step 5:Compile all three elements and draft your TPO, starting
with the conditions statement.
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How to Write Performance Objectives, Continued

The TPO development example below depicts all the essential
performance, conditions, and standards:

Example

WS-J.1 Terminal Performance Objective(s)

Project ET-A
Designer B. Wikle / ET1 Chang Date 10/5/2011
Task Number B.4.2 Objective Number | TBD
RPQ 4.C.04 DEMONSTRATE Lock-Out/Tag-Out procedures for electronics/electrical
(if applicable) equipment for maintenance and/or repair IAW the Electronics Manual, COMDTINST

M10550.25 (series), Ordnance Manual, COMDTINST M8000.2 (series) and Equipment
Tag-Out Procedures, COMDTINST 9077.1 (series).

Sup Guide: The technician must demonstrate the proper procedure for determining the need to
tag-out and tag-in equipment or circuits and properly tag-outitag-in as required. The technician
must complete the process observing all safety and procedural requirements.

Conditions Conditions/Stimulus:
Cue that signal ¢ Scheduled planned maintenance
the performer to * Abnormal system operation
act/ Stimulus s Tagged-out equipment (Caution tag, Danger tag)
Job Aids/References:

j;’jf;;:j / o Electronics Manual, COMDTINST M1055025 (series)
el ¢ Ordnance Manual, COMDTINST M8000.2 (series)

s Equipment Tag-Out Procedures, COMDTINST 9077.1 (series)
References, job Work Equipment:
aids, and * Caution Tags
assistance o Danger Tags
needed: e Tagoutlog

- Physical environment:
Physical .
e oviment . Locke_d space, cool temperature, hands & eyes occupied
e Electrical shock
» Performing daily with hazardous consequences
Performance
CLEAR a caution / danger tag
Standards 100% accuracy as defined by:
Time Following the timeline of 10-15 minutes
Accuracy * Following all safety standards
gafef}"b) Following the Tag out / lock out procedures per COMDTINST M10550.25B
CCUTT = =

Process/ Prodict Observing all safety and procedural requirements

Avoiding grounds and shorts
Equipment de-energized and unplugged

TPO Statement | &0, 5 locked-out / tagged (de-energized and unplugged) piece of equipment due to

scheduled planned maintenance or abnormal system operation, properly CLEAR a
caution/danger tag using appropriate equipment within 10-15 minutes while maintaining
awareness of electrical shock and observing all safety and procedural requirements |[AW
the Electronics Manual, COMDTINS M10550.25 (series), Ordnance Manual, COMDTINST
M8000.2 (series), Equipment Tag-Out Procedures, COMDTINST 9077.1 (series) and Job
Aid(s).
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4.3 — Evaluation Criteria

Overview

Criterion-
Referenced
Testing

Chapter 4: Design

Where TPOs specify the goals that students need to strive towards,
the evaluation criteria provide the boundaries or parameters inside
which their performance is measured. Providing these parameters
are the first two critical steps before moving forward with your
course design.

Determining the evaluation criteria is a simple but extremely
important step, because the evaluation criteria will be used by the
developer to create the parameters for the performance test.

“Tests” in Coast Guard resident instruction should always be
criterion-referenced. That means the test should determine whether
or not a student can meet a job-related standard without regard to
the performance of the other students. The purpose of criterion
tests is to determine whether the student can meet the performance
expectations stated in the TPO.

For example, let's say a student’s job will require him or her to file
personnel documentation with 100 percent accuracy. To receive a
GO on a performance test for this requirement, a student would
have to file personnel documentation to Coast Guard standards
each time. Anything less would receive a NO GO.

Why? Because the job standard requires 100 percent accuracy,
and students must meet that criterion in order to be successful on
the job.
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Introduction, Continued

Purpose

Chapter 4: Design

The evaluation criteria of a performance test tells the real story of
whether task proficiency was achieved and the student is ready for
transfer that performance to the job in the operational Coast Guard.

The most obvious time for determining the evaluation criteria for a
performance test is immediately after you have written the
conditions and standards of your TPO. Evaluation criteria are used
to measure and evaluate a student’s proficiency to perform a task.
Evaluation criteria are usually in a checklist format and include:

e Product evaluation
e Procedure evaluation

In the product evaluation, the evaluator uses a product checklist to
rate the extent to which each key product characteristic meets
specified acceptability standards or criteria.

The procedure evaluation checklist corresponds with the key steps,
actions, or activities of the task as well as the applied knowledge
and skill elements required for completely successful performance.
During the performance test, an evaluator observes a student’s
step-by-step performance of the task. The evaluator rates each key
step in the procedure against specified GO or NO GO criteria.

All Coast Guard performance tests must evaluate the quality of the
output of the task performance. Many Coast Guard performance
tests also evaluate the execution of the task procedure.

Note: The complete development of the performance test will be
conducted as part of Development, but the front-matter
(determining the evaluation criteria) is critical as part of
design.

If you have a poorly written TPO, this is when you realize it. If your
standards for your TPO say “IAW Commandant Instructions,” now
is the time to go back and redefine what those specific, observable
standards really are. This is why it is so important to determine your
evaluation criteria immediately after you write your TPOs.
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Introduction, Continued

Inputs

Outputs

Chapter 4: Design

The following information is needed before you can begin the
development of evaluation criteria:

e TPOs
e Task details (from the Analysis phase)

e Design, development, and delivery constraints and parameters
analysis (from the Analysis phase)

The output of this task is:

e Specific evaluation criteria (which can be inserted into the top
portion of Performance Test Checklists)
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How to Select Evaluation Criteria

Steps The process for selecting evaluation criteria has been summarized
in the steps below. Additionally, a Job Aid has been included in
Appendix | which shows the specific steps in much greater detail,
and Appendix J provides a worksheet (WS-J.2) to assist in
capturing your decisions.

The basic steps for selecting evaluation criteria are:

Step 1:Ensure task details data and any parameters and
constraints from Analysis match the conditions and
standards written into the TPO (starts at Step 11 in the job
aid).

Step 2:Modify the TPO as necessary based on requirements for
task proficiency.

Step 3:1dentify the criteria that are key in determining task
proficiency, then describe those criteria.
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How to Select Evaluation Criteria, Continued

Below is an example of the data used from Analysis to select
appropriate evaluation criteria that will then be used in the
development of your Performance Test Checkilists.

Example

WS-J.2 Evaluation Criteria Selection Worksheet
Project ET “C” AN/SPS-50 Radar Maintenance

Designer W. Simington

07/24/2012

TPO E.4
Terminal Performance Objective Number

Given a Work order with a report of malfunctioning AN SPS-50 radar MPC G21012.0, all tools, equipment, and supplies
required by the MPC Replace the pedestal following all safety procedures with no damage to the equipment and no
operational parts replaced.

Testing
Parameters / All tools and equipment as listed on the current MPC G21012.0.
Constraints
(Conditions)

Standards NOT
required for Time and rate of production not applicable to this task.

Task
Proficiency

Meodifications to TPO (if applicable)

none

Student may use Other (list)
the following JobAid | V Reference Materials | v

Evaluation Criteria
(correct perfermance will be based on

this) Process and Product | &

Product Only

Accuracy Malfunctioning component identified and replaced.
(list criteria as No operational component replaced.
applicable)

Time N/A
(list criteria as
applicable)

Safety All electronics safety procedures must be followed.

(list criteria as
applicable)

Rate of Production | N/A
(list eriteria as
applicable)

Other Criteria:
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4.4 — Course Blueprint (Grouping and Sequencing)

Introduction

Overview

Purpose

Chapter 4: Design

Once you have set the parameters from which your desired
performance will occur (bound by your performance objectives and
evaluation criteria), you can begin mapping out and designing the
blueprint of your course. This is the next logical step because you
need to identify from the task grouping that occurred in Analysis,
what the foundational pieces of your course are, then what builds
on the foundation, and so forth. This task of grouping and
sequencing objectives creates your course blueprint.

Essentially, for resident course designers, creating a course
blueprint means grouping training into course units or lessons, and
then to determine the proper sequence for those units and lessons.
A course blueprint provides the recommended course, unit, and
lesson order for delivery of training that will result in optimum task
proficiency for students.

The purpose of this step is to put all of the components together
into a logical design that instructors and students can easily follow
and that the developer can use to develop course materials.
Grouping (structure) is important because it provides a framework
for learning: structured information helps you learn more quickly
and allows you to remember what you have learned more
efficiently. Grouping of tasks will have been provided to you as an
output from the Analysis phase, or from the major outputs / major
accomplishments in the front end analysis (FEA), or other analysis,
provided to you.

Sequencing (order) is important because it impacts whether
learning does or does not take place, and because learners cannot
process and learn new information or skills unless they have
previously learned the prerequisite physical and cognitive skills
upon which the new tasks depend.
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Introduction, Continued

Inputs

Outputs

Chapter 4: Design

The following information is needed before you can begin grouping
and sequencing tasks:

e Job and Task Inventory (from FEA/analysis)
e Terminal Performance Objectives
e Evaluation Criteria

This task is critical to developing the appropriate instruction.
Forming units of instruction typically produces an ordered list of
terminal performance objectives that can be incorporated into the
curriculum outline and course-level plan of instruction. A course
map or flow diagram illustrates the relationships between units of
instruction, instructional activities, and the evaluation strategy. The
outputs you will receive from performing this task are:

e Appropriate course structure (e.g. skills, steps, task-centered,
problem-solving, etc.).

e Properly sequenced objectives (i.e. the order in which objectives
will be trained enhances and promotes task proficiency and the
transfer of task proficiency).

e Course design plan that shows developers, instructors, and
students how the student needs to proceed through the course.
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How to Group and Sequence Objectives

Grouping
Strategies

Sequencing
Strategies

Chapter 4: Design

The purpose of grouping, or clustering, objectives is to organize
training by units, lessons, or topics of instruction. Grouping of
objectives provides a logical and meaningful structure for training.
The following guidelines are provided:

e Group prerequisite knowledge and skills into a core unit of
instruction. For example, basic electronic safety precautions
common to a number of performance objectives for Electronics
Technicians may be grouped in a common core training unit for
all ratings requiring prerequisite knowledge of electronic safety
precautions.

e Group performance objectives that relate to a common system
or require the same type of action. For example, the tasks of
reconciling different types of financial accounts with the same
finance and procurement desktop application may be grouped
into a single unit of instruction.

e Group common knowledge and skills. Some tasks, such as
troubleshooting a computer problem, require core knowledge
and skills which are transferable between systems or across
functional areas.

e To construct an efficient structure for learning, group
performance objectives by learning type and level. For example,
group prerequisite or common objectives for efficient delivery of
information by advance assignment.

Good instructional design sequences objectives within courses for
safe, efficient, and effective instruction. When sequencing
instruction, first seek to minimize safety risks. For example, in a
boat coxswain course, avoid scheduling rescue swimmer events
immediately after an all-night piloting exercise. When organizing
instruction, you can apply single- or multiple-sequencing strategies.
Strategies for sequencing instruction include:

e Job performance order

e Chronological order

e Known to unknown

e Unknown to known

e Simple to complex

e Complex to simple

e Cause and effect order

e Critical order
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How to Group and Sequence Objectives, Continued

The process for grouping and sequencing objectives has been
summarized in the steps below. Additionally, a Job Aid has been
included in Appendix | which shows the specific steps in much
greater detail, and Appendix J provides a worksheet (WS-J.3.A) to
assist in creating your course blueprint

Steps

Step 1:Group tasks (if not done in Analysis).
Step 2:List the foundational or introductory tasks.

Note: These sub-steps may be necessary when excessive
pre-requisites or foundational skills / knowledge are
identified for course — see Appendix K, for examples.

a. Group any clusters of prerequisite knowledge and skills
into a core unit of instruction.

Prerequisites are those skills or knowledge that a student’s
needs to know in order to begin practice of particular tasks.

b. Group performance objectives that relate to a common
system or require the same type of action.

c. Group common foundational skills and knowledge.

Foundational tasks are those skills are knowledge at the
TASK-level (may be PO’s themselves) that support the
delivery of the curriculum at the course, unit or lesson level.

Step 3:List the task groupings that logically follow in sequence
following the foundational tasks.

Step 4:0nce the tasks that follow a sequence have been
identified, list those remaining tasks in logical order (i.e. by
TPOs that relate to a common system or require the same
type of action, or common knowledge and skills).
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How to Group and Sequence Objectives, Continued

Example 1

Below is an example of a course blueprint from which you can

develop a course map for visual representation of the curriculum.

WS-J.3.A Design Worksheet — Course Blueprint

Project Bridgemaster E Radar
Designer ET1 Richey / ETC Odom Date 03 Jan 2011
Course
ET-C School: Bridgemaster E Radar
Unit Rationale
Final Culminating [OCapstone No final or capstone event for this
Eventhnit O Multi-lesson scenario / Integrated Assessment | course.
Other / Describe:
NONE
Sequencing of Units | Repair Display Unit on BridgeMaster E O simple to Complex or vice versa
(or Chunks} Radar system. O Known to unknown (building on pre-
" ) . requisites)
Repair the Scanner ‘Unit on I?}'m?;eg?vfasrer 1. "
i O TPO's related to common systems
Radar system.
a ) O TPO's with like performance
;3“"{?:{ "‘”qu{ !"'!“;';_1?;_‘ tpment for O Common knowledge and skills
G e e L O lob performance order
Ferform Preventative Maintenance on the [0 Cause and effect order
BridgeMaster T Radayr system. ‘*_ Other / Describe:
‘Utilize the support structure for the In analysis, it was determined that
BridgeMaster E Radar system. PM tasks will build on Repatr tasks.
Within Repair, “display” needs to be
taught first, because display unit is
key to fixing other vadar problems.
The final task, utilizing support
structure makes for a nice "retention
and transfer” module because it
directs students wheve to go if
additional assistance is vequired.
oundational tasks Operate BridgeMaster T Radar System. Successful execution of ever iher
d | task P dg v l v Righ
units level task requires the student to
Foundationaltasks are those | Initialize the BridgeMaster F Radar System. Bl "d_istmgu.wh ?efween
ks are knowdelige ot the operatoy ervor and equipment
TASK-level {may be TPO's faifure.
themselves) that support the Initializing vadar is most common
delivery of the curriculum dt task, and makes sense to be grouped
:he ?wse‘ unitor lesson with basic operation of the radar.
evel.
Prerequisites BME Platforms These introductory topics are
Prerequisites are those skills | System Components required fov students to have basic
orknowledge thata Platform Configurations nomenclature and safety procedures
student’s needs to know in _priov to moving on in the course.
order to begin practice of
particular tasks.

Chapter 4: Design
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How to Group and Sequence Objectives, Continued

Example 2

Below is an example of a unit blueprint from which you can develop
a unit map for visual representation of the curriculum (see the IT-A:
Premise unit map that follows).

Project

WS-J.3.B Design Worksheet — Unit Blueprint
IT-A

Designer ITC Jackson / Pfeifer / Janes / Fluitt m 03 Jan 2011
Course Unit
IT-A School Premise

Task Rationale
Final Culminating ﬁCapstone These lessons satisfy EPQ's 4.D0.01
Event/Unit O Multi-lesson scenario / Integrated Assessment and 4.E.09,
Other / Describe:

Cable Install Project

Main Troubleshooting Final Exercise
Sequencing of Tasks [0 Simple to Complex or vice versa
/ Lessons Recommended design order as follows: O Known to unknown (building on pre-
{Order of Lesson Delivery) requisites)

- Intra Bldg Backbone Cable
- Horizontal Cable

- Qutside Plant

- Cable Tracing

- Shore Ties

- Amphenol

- Telecom Admin

O Job performance order
O Cause and effect order
Other [/ Describe:

Due to potential constraints (outdoor
classes are weather dependent) , flexibility
in sequencing can occur as follows:

- Shore tie or Amphenol can occur
before or after units: Intra, Horiz,
Qutside
Intra MUST come before Horizontal

- Tele Admin can occur between Cable
Tracing and Shore Ties

- Qutside Plant can be taught before
Intra

- Cable Tracing, Shore Ties and
Amphenol are all interchangeable

Foundational Tasks
Foundational tasks are those
skills are knowledge at the
TASK-level (may be TPO's
themselves) that support the
delivery of the curricufum at
the course, unit or lesson
level.

Cords
Firestopping
Grounding
Pulling Standards

Firestopping must come before
Grounding; other than that, all others
are interchangeable.

Prerequisites Safety These blocks of instruction are all
Prerequisites are those skills | To0l Ba g prereq uisite to every other part of the
or knowledge that a unit.
student’s needs to know in Standards / Codes
order to begin practice of
particular tasks. Color Codes

Binders
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Creating a Course Map

Once you have the tasks and units group and sequenced, the next
step is to produce a graphical representation of the course
blueprint. They can be drawn for any number of instructional
components including courses, units, and lessons. Course maps
are important because they provide a visual element to the
blueprint that allows training managers, school chiefs, and
instructors a simplification of the course design. They also provide
the basis for a course syllabus.

Course Map

This SOP doesn’t provide detailed guidance on how to create a
course map from the course blueprint, but three examples are
provided below to give developers a basic understanding of what
they could look like at the course and unit level.

Following is an example of a course map that depicts the
Example 1 information shown in the previous course blueprint worksheet
example from the ET-C: BridgeMaster E Radar course.

COURSE OVERVIEW

BME Platforms
Syslem Componenls
Platform Configuration

Operational Level

Management Level

System Componentls
Navigational Inputs

Interconnections
Prevenlive Maintenance
Integrated Support Plan
CASREPs

POCs
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Creating a Course Map, Continued

Following is an example of a unit map that depicts the information
Example 2 shown in the previous unit blueprint worksheet example from the
IT-A School course.

IT-A PREMISE MODULE : DESIGN QUALS ACHIEVED

ACHIEVED IN CABLES BLOCK:

Foundations: 4.D.03 INSTALL the following premise

distribution systems AW National

(Introduction, Welcome: Safety, Tool Bag, Electric Code [NEC), EIA/TIA Standards, and
Standards/Codes, Color Codes, Binders) manufacturer's technical

mznuals:

CORDS « Horizontal Cabling [YES)

= Backbone Cabling (YES)

= Fiber Optic Cabling
FIRESTOPPING = Copper & Fiber Patch Panels [COPPER YES)
(MUST COME BEFORE GROUNDING) SupGuide: Member is to pull, terminate, and test

—————————————————————————— cabie. (VES)

GROUNDING

BASICS BLOCK

INSTALL direct-buried cable IAW the National
Electric Code (NEC) and EIA/TIA standards. (YES)

INTERCHANGEABLE

PULLING STANDARDS

SupGuide: To inciude installing protection
blocks.4.E.06 BUILD a shore-tie cable 1AW

i and Logistics C
Atlantic and Pacific [MLC) documentation. [YES)

INTRA BLDG. BACKBONE CABLE ACHIEVED IN SYNTHESIS BLOCK:
(MUST COME BEFORE Horizontal) 4.0.01 TROUBLESHOOT netwaork systems using

_______________________ the following tests IAW EIA/TIA Standards and
maznufacturer's technical manuals:
HORIZONTAL CABLE = PING
= BERT
= Trace Route
OUTSIDE PLANT « Continuity (VES)
= Level Test (db line loss test) (YES)
(OPTIONAL: BEFORE INTRA BACKBONE} » Near End Cross Talk
= Far End Cross Talk
= Resistance [YES)
= Loop (YES)
= Link
CABLE TRACING
SupGuide: Member must be able to use network
analyzers, coble testers or operating system
troubleshoating software to conduct tests for the
purpose of establishing baseiines for new
systems and operational testing of existing
SHORE TIES systems. (YES)

AMPHENOL CAN

SHORE TIES OR
OCCUR

BEFORE/AFTER

CABLES BLOCK

TELECOM ADMIN
CAN OCCUR
BETWEEN CABLE
TRACING AND
SHORE TIES

4.E.09 TROUBLESHOOT telephony infrastructure
using the following tests |AW EIA/TIA standards
AMPHENOL and manufacturer's technical manuals:
= BERT
= Continuity [YES)
TELECOM ADMIN - signal to Noise
= Level Test (db line loss test) (YES)
= Mear End Cross Talk
= Far End Cross Talk
= Frequency Response (Slope Test) (YES)
= 3K Flat [frequency selective level test) [YES)
= Resistance [YES)
= Loop (YES)
CABLE INSTALL PROJECT « Lnk
SupGuide: Member must be able to use
i impairment measuring sets (TIMS),
multi-meters, network analyzers, and cable
MAI N TROUBLESHOOTING testers to conduct tests for the purpose of
establishing baselines for new systems and
operational testing of existing systems. [YES)

INTERCHANGEABLE

SYNTHESIS BLOCK
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SOP, Vol. 5: Resident Instruction

Following is another example of a course map for ET-A School:

Example 3

ET “A” School Course MaE

5 days 22 days 47 days 14 days 25 days 11 days 10 days
ALDP Electronic BF Principles HF Transceiver | VHF SING Crypto Soldering/
Fundamentals™ (RI-2000) Connector
HF Roceivers 14 days
) 27 days 47 TPOs &4 TPOs 31 TPOs
22 days (5/6/4/7) 20 days (10110) | g2 TPOs 13 TPOs
Safety - Extinpmsh a Safety - Measure and Dhscharge Safety Beview | Safety Feview Safety Faview | Safety Beview
Fire, Rescue an
electne shock victim,
test ngh voltage
gloves, CFE 2 TPOs
4 TPOs
Safety
Admmn - Techmeal Admmn — DD-1149, Lock Cat'Taz Admon Man | Adoun -ATMIS Adnmin Admm
Mamnals, EPQs (get Chat aleft chit,
signed off), Course CMPlus ALMIS
Material Layout, JTab & TPOs
Ands, PTs, SGs 4 TPOs
Test Equip - FEL, Test Equp -FES | Test Equip - Test Ecpup -
FE2, FE4 FE7,FEll FEE-FE1D
1TPO
2TPOs 3TPOs
3 TPOs
TPO
TOTALS: 7TPOs 93 TPOs 54 TPOs 64 TPOs 31 TPOs 13 TPOs

*Elactromc Fundamentals include the necessary Pre-requisites tied to the TP s (previously within one of the following modules: AC, DC, Analog, Digiral)

TOTALS

Daws: 134 (-6 days) from cwrrent 140 days

TPOs: 262

________________________________________________________________________________________________________________________________________________________________|]
Thursday, January 27, 2011

ETA School

Chapter 4: Design
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4.5 — Lesson Design Plan

Overview

Purpose

Chapter 4: Design

An important task in the Design phase is to determine instructional
activities and materials. In fact, you could say that all the tasks
you've performed so far—identifying the target audience,
conducting tasks analysis, writing performance objectives, and
determining evaluation criteria set the foundation for this task.
When you determine instructional activities and materials, you:

e Select appropriate activities for the kind of learning you want to
take place (e.g. demonstration, case study, or practice).

e Sequence activities to help your students gain proficiency at
performing the task as expected in the TPO.

e Select materials for delivering instruction.

The purpose of determining the instructional activities and materials
is to select those activities and materials that cause students to
learn, retain, and apply what they need to gain proficiency in
performing the tasks as expected. The right instructional activities
and materials are those that effectively and efficiently lead to task
proficiency and increase the likelihood of transfer to on-the-job
performance.
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Introduction, Continued

The following information is needed before you can begin planning

Inputs : ) o .
for instructional activities and materials:
e TPOs
e Evaluation criteria
e Task details
e Performance support decisions
e Target audience profile
e Parameters and constraints
Note: At this phase, when you are deciding on instructional
activities and necessary instruction materials, it is helpful to
have your Performance Tests and Job Aids developed (as
referenced earlier in this chapter).
Outputs The output of this section is a lesson design plan that includes:

e Brief descriptions of activities (instructional methods and
strategies) that are recommended during each of the following
activities throughout your lesson:

e Introduction

e Content delivery

e Demonstration and examples

e Practice activities and feedback

e Assessment

e Summary and review
e Media and material selection for delivering instruction
e Sequencing of instructional activities within a lesson
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How to Create a Lesson Blueprint

Steps

Levels of
Simulation

Learning
Problems

Chapter 4: Design

There are seven steps to designing your lesson blueprint,
described further on the following pages (JA —1.3.C: How to Create
a Lesson Blueprint in Appendix | provides more details on each of
these steps):

Step 1: Determine the levels of simulation.

Step 2: Select the instructional methods.

Step 3: Design an instructional strategy for teaching the task.
Step 4: Design the lesson introduction.

Step 5: Describe the content needed to support the practice /
performance of task(s).

Step 6: Select the media.
Step 7: Determine student-instructor ratios.
Step 8: Sequence activities for a lesson.

The first step is to determine the levels of simulation. The idea is to
choose the highest level of simulation (that is practical within the
parameters and constraints) that matches how the task is
performed on the job.

After selecting the highest level, you will choose an appropriate first
level of simulation. The first level of simulation should be as high as
the students can handle without error.

If there is a wide range between the first and final levels of
simulation, you will need to select one or more intermediate levels
of simulation for student practice.

If any learning problems are detected or suspected, consult with
your supervisor or project manager for more detailed processes for
handling them during your design.
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How to Create a Lesson Blueprint, Continued

Instructional
Methods

Instructional
Strategy Design

Chapter 4: Design

The second step is to select the primary instructional method or
source of content delivery. This is how the students get new
information about the task — such as names of parts, principles that
affect performance of the task, safety or security issues, and
especially how to perform the task.

Ideally, the primary method of instruction is self-instructional text of
some kind (e.g. student guide, textbook, videos, or CBT) as a
homework assignment. That way, the students arrive in class the
following day at the discussion level of simulation, ready for a live
demonstration of performance of the task, followed by practice and
feedback at various levels of simulation. In such a situation, which
should be the norm, the instructors are a secondary source of
content delivery who reinforce important points as they give
feedback during practice.

If a course will have a very small graduate population or will be
short-lived, or changes to the procedures are imminent, then it
makes sense for the instructors to be the primary source of content
delivery. When in doubt, however, select self-instruction as the
primary instructional method.

The third step is to design an instructional strategy for teaching the
task. The general methods of instruction are to present the content
using the primary source of content from above (either self-
instructional materials or lecture), demonstration, practice exercise,
and then assessment (performance test).

Again, if learning problems exist, then contact your supervisor or
project manager to determine additional methods of instruction
tailored to the specific learning problem.
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How to Create a Lesson Blueprint, Continued

Lesson
Introduction
Design

Designing the

Content

Selecting Media

Chapter 4: Design

The fourth step is to design the introduction to the lesson. If the
task is to be trained to memory, then see your supervisor or project
manager to help you create an advanced organizer to help the
students understand how they will learn the task. If the task is
trained via job aids, then describe the value of learning the task,
what the completed task product looks like, and how practice and
testing will be conducted.

The fifth step is to design the content for the lesson. This is where
the content is presented either via self-instructional text (ideally as
homework) or via lecture by instructors (avoid whenever possible).
In the preparation, pre-requisite information (such as new terms
and safety, security, or legal issues) is presented.

The sixth step is to select the media for the lesson. If the task is
trained via job aids, then obviously job aids are one medium.
Depending on the parameters and constraints, you may also select
CBT/WBT, paper-based information, graphics, video, or audio.

If you think special media (i.e. CBT, 3D Modeling, eLearning, etc.)
may be needed, contact your supervisor to determine whether it is
feasible.
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How to Create a Lesson Blueprint, Continued

Determining The seventh step is to determine the student-instructor ratio for
Student- each instructional activity. It is recommended that any activity other
than lecture or demonstration have a student-instructor ratio of not
more than ten students to one instructor (including CBT/WBT).
However, resourcing/staffing limitations, and algorithms used in
determining the final instructor contact hours will be finalized during
development of the curriculum outline.

Instructor
Ratios

As a course developer, you should propose the recommended
ratios for making these decisions based on factors such as possible
injury, damage to equipment, or difficult physical behavior; which
can drive the ratio to as low as one to one (provided in JA —1.3.C).

You may wish to consult an ISD professional or graduate of the
SABA Knowledge Service Peak Performance System (previously
known as Accomplishment-Based Curriculum Development
(ABCD) workshops) in order to reference SABA’s Course Design
Job Aid, Task N (page 24) flowchart, for another source in
determining recommended student-instructor ratios.

The last step required in designing a lesson is sequencing the
activities you have designed. The list below is the typical sequence
for performance-based delivery:

e Design the introduction

Sequencing
Activities for a
Lesson

e Gaining attention
e Tell students what objective(s) are
e Recall prerequisite learning
e Content delivery
¢ Demonstration and examples
e Practice activities and feedback
e Assessment
e Summary and review
e Include any follow-through activities
e Provide students with job aids or memory aids for retention

e Allow instructors to provide students with last-minute
considerations about newly learned tasks when they return
to the field

Chapter 4: Design 4-34 September 2012



SOP, Vol. 5: Resident Instruction

How to Create a Lesson Blueprint, Continued

Following is the first page of an example of a lesson blueprint.

Example
(Page 1)

WS-J.3.C  Design Worksheet — Lesson Blueprint
Project BridgeMaster E Radar

Designer ETC OQdom / ET1 Richey Date 03 Jan 2011
Course Unit
ET-C: BridgeMaster E Radar Operation

Terminal Performance Objective(s)
(Performance Statement): Initialize the BridgeMaster E Radar

Lesson Activity Description

Summary and When to perform the system initialization procedure

Review Which steps to perform based on the specific system configuration

How to perform the system initialization procedure

Assessment
(WS-N.1) See Performance Test BME-1.0 (Initialize the BridgeMaster E Radar) for greater details

[iegmearr | [/

List TPO's included:

Practice Exercise Final Level of Simulation
N2 Although most students complete this task after performing once, students are given an opportunity
Integrated for further practice — all are at the same level of simulation as the PT for this task.
Practice

Intermediate Level of Simulation

N/A
|:’ Special
Ses g First Level of Simulation
Taclce Students are guided through the initialization procedure, given an opportunity to ask questions, and
reminded that this will be part of their final assessment.
Demonstration None, due to task simplicity. First activity after content delivery will be a guided practice — walking
the students through the steps of the task as they perform it.
Content (ws-n.3) Discussion of cues to perform this task
Locate Initialization and Commissioning Checklist in the Ship’s Manual
Access Initialization Mode
Mavigate Initialization Menu
Instructional BB nstructor-ted / Lecture for Content Delivery of topics listed above
MEthOd(S} [ self paced tutorial/exercise
Guided Practice @5 NoOted in demonstration block above, due to simplicity of task
[elended solution (describe)
Introd uctory Oauestions {Poll audience)
Activity $Sﬁor¥Nideu related to task— Establish Relevance.
$ Review / Recall -—- Review of Objective and Agenda
WS-J.3.C — Design Worksheet Lesson Blueprint 1of2
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How to Create a Lesson Blueprint, Continued

Following is the second page of an example of a lesson blueprint.

Example
(Page 2)

WS-J.3.C Design Worksheet — Lesson Blueprint

Pro ject BridgeMaster E Radar
Designer ETC Odom / ET1 Richey m 03 Jan 2011
Activity Media Student- | Length of Time
Presentation/ Demonstration / Practice / CBT / Paper-based / graphics / video / audio / Computer Instructor
Lab / Assessment / Capstone Ratio
Introduction Lecture — Presentation 6:1 30 Minutes
Discussion of cues to perform this Lecture — Presentation 6:1 30 Minutes

task

Locate initialization and
Commissioning Checklist in the
Ship’s Manual

Access Initialization Mode
Navigate Initialization Menu

Guided Practice Lab = Practice Exercise 6:1 1 Hour
Student Practice Lab = Practice Exercise 6:1 30 Minutes
Assessment Lab (using PTC) 3:1 30 Minutes
Review Lecture — Presentation 6:1 15 Minutes
Comments:

Per Course Constraints: Classroom/Lab only accommodates & students / class (for 6:1 ratio)

Additional instructor during assessment assists with 1 instructor per side of Lab (3:1 ratio)

WS-J,3.C — Design Worksheet Lesson Blueprint 20of2
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5.1 — Chapter Introduction

Synopsis

Audience

The third phase in the Instructional Systems Design (ISD) model, or
ADDIE, is Development. In this phase the course designer takes
the blueprint created in the earlier phases and pulls it together to
develop supporting course materials, such as: training aids, job
aids, and lesson plans.

Note: Remember, though, the work of course design and
development is often performed as one task and it isn’t
linear in process. Many development efforts can be ongoing
or initiated while the developer is still “in the Design phase.”

Primary Audience: Coast Guard (CG) Training Center active duty
course developers and instructional designers, as well as CG
civilian course developers and instructional systems specialists.

Secondary Audience: CG Training Center Performance Systems
Branch managers supporting the instructional designers/course
developers; the subject matter specialist; the ISD project managers,
project leads, or project coordinators, school chief and others who
have been identified as having some role in the ISD process.
Additionally, the secondary audience may include instructional
designers employed with contracted companies performing
instructional design for the CG, or equivalent individuals who have
curriculum/course development responsibilities, including
instructors performing course maintenance with ISD oversight.

Chapter 5: Development 5-5 September 2012



SOP, Vol. 5: Resident Instruction

Phase Overview, Continued

Purpose The Development chapter of this SOP is composed of sections that
are to be completed in relative sequence. Each section and its
associated tasks (for development of that specific deliverable) will
direct course developers to a specific job aid for detailed guidance
on how to perform the task. Each section will provide guidance on
the development of materials to support activities common to
resident instruction.

The material in this chapter expands on the information that
graduates of the Coast Guard’s Course Designer Course (CDC)
are taught. Since technology will continue to overcome current
methods and offer exciting possibilities to course developers, this
chapter of the SOP has been crafted so it will provide the essentials
you need today, but also position you to take advantage of
tomorrow’s development methodologies.

Inputs There are several items that you need as inputs from previous
phases of ADDIE before you can embark on development of
instructional materials.

You must verify you have the following information before
continuing on:

e Task analysis/task detailing (WS-F.1)

e Target audience profile (WS-F.2, also TIP-H.5 on target
audience characteristics)

e Course Parameter & Constraints (WS-F.3)

e Terminal Performance Objectives (written at the task level, from
Design phase)

e Design blueprints (from Design phase)

NOTE: Due to the varying quality and types of data input sources,
the requirement for comprehensive and accuracy data, as
well as the range of data details and considerations required
when making instructional decisions, it may be advised
throughout the chapter to consult with an ISD professional,
or graduate of one of the following approved curriculums:

o Coast Guard Course Designer Course (CDC)

e SABA Knowledge Service Peak Performance System workshops
(previously known as Accomplishment-Based Curriculum
Development (ABCD) workshops)
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Phase Overview, Continued

Outputs The Development chapter of this SOP contains information on the
following possible outputs/deliverables needed to support any
course development effort:

e Job aids
e Performance tests
e Remediation plans
Instructional activities, including:
e Content analysis
e Practices
e Demonstrations
Instructional materials, including:

e Instructional media (handouts, PowerPoint
presentations)

e Student guides/student workbooks
e Instructor guides

Evaluation of instructional materials, including:
e Technical accuracy verification
e Quality assurance ISD review
e Developmental/beta testing

Note: Often a final deliverable is development of the curriculum
outline (CO). The draft CO is often initiated upon completion
of Terminal Performance Objectives, and completed
throughout the development process. This is
recommended, but that process is not discussed in this
SOP. For more information, refer to SOP, Vol. 6: Curriculum
Outline.
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Phase Overview, Continued

Process The key events in the course development phase are outlined

Overview below. Note that we list these events in a sequence that is provided
only as an aid to understanding the development process.
Depending on your projects, some events may be skipped or
iterations among some events may be necessary. The actual
events of development to be applied to a specific project and their
sequence shall be documented in a POAM.

Event Action

1. | Develop job aids.

2. | Develop performance tests.

3. | Develop remediation plan of instruction.

Develop instructional activities (based on lesson design plan):

e Presentation
4. e Practice
¢ Demonstration
e Review
5 Conduct content analysis (to finalize lesson plans with the “need to
" | know” information
Produce instructional material / media:
e Advance assignments e Information sheets
6. e Glossary e Handouts
e FAQs and answers e Student guide
e Handouts e Presentations
7. | Compile Instructor Guides
Evaluate instructional materials:
8. e Perform technical accuracy and user acceptability review

e Quality assurance ISD review
e Perform developmental and/or beta tests

9. | Manage the course development process.

5.2 -Job Aids

Introduction

Overview Job aids are repositories for information, processes, or
perspectives that are external to the individual and that support
work and activity by directing, guiding, and enlightening
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performance’. Simply, job aids are a storage place for information
other than human memory.

Job aids support task performance by helping members with tasks
that are done infrequently, are too complex to memorize, or that are
comprised of steps that are critical. The intention of a job aid is
NOT to assist in remembering particular steps, job aids are
intended to assist in the recall of those steps.

What a Job Aid is NOT: It is not a tool, even though it supports
work performance. A job aid is not intended to help students
achieve long-term retention although sometimes in the learning
process a job aid is used early on to familiarize students with the
steps they are expected to be able to perform by memory. Job aids
provide steps, illustrations, and examples that keep performance on
track, and accomplish a particular output.

A detailed process for job aid development is outlined in the SOP,
Vol. 4: Job Aids. This SOP will not duplicate what can be found in
that SOP, but only present the information, as needed, for
consideration this during your development efforts.

Job aids enhance a person’s performance and approach to a task
so it's important to spend the time to develop appropriate, quality
job aids early on. Job aids are used largely because of limitations
on memory. It facilitates the learning process since many tasks do
not have to be trained to memory. It's more productive for learners
to realize they can use something “on the job” to assist them in
correctly performing a task, rather than having students struggle
through remembering how to do it and have potential negative
consequences for incorrect performance.

Purpose

! Rossett, Allison and Gautier-Downes, Jeannette. (1991). A Handbook of Job Aids, pg. 31-32. Jossey-
Bass/Pfeiffer: San Francisco, CA.
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Introduction, Conti

nued

Applicability We should choose to develop job aids in the following situations:

When the performance is infrequent

When the situation is complex, has multiple steps, or has
multiple attributes

When the consequences of error are severe
When performance depends on a large body of information

When performance is dependent on knowledge, procedures, or
approaches that change frequently

When employee performance can be improved through self-
assessment and correction with new or emphasized standards
in mind

When there is high turnover and the task is simple

When there is little time or few resources to devote to training?

Inputs The following information is needed before you can begin
development of job aids:

FEA (analysis) with task and step-level data (SOP, Vol. 2)
Performance support decisions (job aid versus memory)
Task analysis/task detailing (WS-F.1)

Terminal Performance Objectives (TPO)

Evaluation Criteria Decisions (WS-F.2)

*Graduates of one of the approved curriculum (listed below) shall
perform the task analysis or job aid analysis (if not already done
s0), in accordance with the guidelines and curriculum standards in
that appropriate SOP.

2 Rossett, Allison and Gautier-Downes, Jeannette. (1991). A Handbook of Job Aids, pg. 31-32. Jossey-
Bass/Pfeiffer: San Francisco, CA.
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How to Develop Job Aids

Outputs

Approved
Curriculums for
Development

The final job aid should be a repository of information external to
the individual that:

Will assist the learner in performing a particular task in the same
manner, with the same result, each time he or she performs that
task.

The learner can use when back on the job, so that he or she
doesn’t have to memorize what is being taught during the
course.

The development of job aids is detailed in SOP, Volume 4: Job Aids
so extensive guidance is not included herein. Also, because Coast
Guard job aid development defers to one of the below approved
curriculums, it is advisable to consult with an ISD professional or
graduate of one of the following approved curriculums for further
guidance:

Coast Guard Course Designer Course (CDC)

SABA Knowledge Service Peak Performance System
workshops (previously known as Accomplishment-Based
Curriculum Development (ABCD) workshops)

JAWS (Job Aid Workshops), a segment of the ABCD curriculum
often taught separately
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How to Develop Job Aids, Continued

Steps Coast Guard procedures for producing Job Aids, per SOP, Volume
4 are summarized below. Please refer to a graduate of one of the
approved curriculums (listed above) if you need further guidance.

Step 1: Collect task data:

e Task data collected for tasks requiring a job aid.

e The training support (job aid vs. memory decision) for
each task

Step 2: Sort task data through memory versus job aid filter (if not
already done so as part of FEA).

Step 3: Sort tasks to be included in job aids through training support
filters (if not already done so as part of FEA).

Step 4: Design and develop job aids using one of the approved
curriculums.

Formats: Decision Table, Algorithm, Cookbook, Worksheet
Step 5: Validate the draft job aid.
Step 5a: Edit the draft job aid (content, structure, language).
Step 5b: Conduct trials (beta test) for draft job aid.
Step 5c¢: Revise the draft job aid.
Step 6: Troubleshoot the draft job aid (optional).
Step 7: Submit the job aid for approval.
Step 8: Deploy the official job aid.

Step 9: Maintain the job aid.
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How to Develop Job Aids, Continued

Example Below is an example of a job aid, worksheet (for completing a form
used by Food Service personnel). Appendix O contains additional
examples.

Job Aid:
REIMBURSABLE FOOD ITEMS: DD-1149

Purpose: The most common activity that triggers the use of this form is AMIO.
The DD-1149 allows you to document rations for meals served to destitute
persons taken aboard. You will track the actual number of meals served on the
Individual Credit Account CG-3476, but you will document the food items used
for those meals on the DD-11489. This form will also be used if you disburse food
items to other Armed Forces or other government agencies.

Directions: Complete each section of the 1149 worksheet as described below.

Form Approved
REQUISITION AND INVOICE/SHIPPING DOCUMENT OMB No. 07040246
T Turgen Tor TN Collection of Wiommalion 5 SSmeted 1o sverags T o P se5pomse, oiading The Tie Tor Teviewing TSUmcions, Soarching EXsUng fets Soces, gahering and maniaiing [ Al noesed, nd Compiating 50
collection of nformation. Send comments tegauing Ut buten eslimae o any other aspect of s collction of formalon, Icluding suggesiions for recicng the buren, 1o Department of Deferse, Washingion Headquarters Services,
tion Operations and Reporls (0704-0246). 1215 Jefferson Davis Highway, Sulte 1204, Arington, VA 22202-4302. Hespondants shold be awars hat notwithstanding any olher provision of law, no person snal be subject o any
ing Lo comply with a collection of informaticn if It does not display a curently vaild OMB control number.
PLEASE DO NOT RETURN YOUR FORM TO THIS ADDRESS. RETURN COMPLETED FORM TO THE ADDRESS IN ITEM 2.
T TRONE fhciioe 7P Code) B
NO. SHEETS n
. Date of issue NIA
Your unit with zip code 7 DATE MATERIAL REGUIRE b e PRIORITY
N/A h
TO: (e 2P Cone) T RUTHOMTY O PURPGISE
AMID
FINCEN (submit with CGDFOS) T0_ SICNATORE TTa VOUCHER NUMBEW & DATE {FYFYHMDD]
7 '
BuA NIA i
SHIF O~ WARK FOR TZ. DATE SHIPPED (7 TF Y RIvD0T B
T3 FIODE OF SHIWER T4 BILL OF LADING NUMEER
Blank /A, i
TERTE WO
T TORS DATA ANOORT
Blank
TTEM TRIT | TUARTITY SOPPLY T TVPE | TON
NO. FEDERAL STOCK NUMEER, DESCRIFTION, AND CODING OF MATERIEL AND/OR SERVICES OF | REQUESTED ACTION | CON- | TAINER UNIT PRICE TOTAL COST
ISSUE TAINER | NOS.
@ ® © @ © in i) 0] [0
X 0.00
001 | | Rice, white, 204 | [Bag |} [1 )| NIA } [ 9w | e
l 0.00
002 0.00
Auto calculates 0.00
quantity x price 0.00
0.00
0.00
- 0.00
Auto calculates i 0.00
16. TRANSPORTATION VIA MATS OR MSTS CHARGEABLE 10 17. SPECIAL HANDLING
TH. [TSSUEDEY T TRTE BY TOTAL
v iaLia8 Tha DESCRIPTION TOTAL TOTAL CONTAINERS | oyymmanny |
Lo TN | e WEIGHT | CUBE RECEIVED
c? | EXCEPTAS
A I I [ ‘ NOTED 0.00
': H [CHECRED BY I | c [ouanTiESs | GRARD TOT;
Tl ; £ | BECEMED |7 /
u » WA § | 1 | ExceeTas NIA
LM NOTED 0.00
AE P . S
7 w[PACKED BY T 20, RECEIVER'S
1Y VOUCHER KO
o POSTED
N 0.00 | \ ToTAL | 0.00 [o.00
DD FORM 1149, APR 2000 5152 53 54 55 50 57 5B 59 00 61 6Z 03 64 63 00 67 68 69 70 71 72 73 74 75 70 77 78 79 80 81 82 83 B4 B5 80 57 B8 89 90 91 92 93 94 95 96 97 98 99100
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How to Develop Job Aids, Continued

Parameters/
Constraints

Additional
Resources

The process of job-aiding often helps the developer identify
potential special learning problems. If such problems do exist, you
should refer to your supervisor for consultation with an ISD
professional since special tactics/techniques may need to be
incorporated and built into your development efforts. Examples of
potential learning problems that can be identified during job aid
design include:

e Several nested “If/Then” decision tables within an “If/Then” table

e Flowcharts with multiple decision blocks

Course developers can identify areas of potential special learning
problems or conditions through these simple steps:

1. Design job aid

2. Developmentally test (try-out) job aid

3. ldentify what's wrong or didn’t work in job aid
4. Re-design

5. Re-test

Also, Tip Sheet, Tip-H.5, from Chapter 3 on target audience
analysis is another tool that early on may identify where potential
learning problems could exist and your design and development
may reflect that.

Instructional designers and course developers have many
additional resources to step them through the process for
developing job aids. They include:

e SABA “Job Aid for Developing Job Aids” workshop
e CG Training System SOP, Vol. 4: Job Aids
e Allison Rossett’s book: A Handbook of Job Aids
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5.3 — Performance Tests

Overview

Purpose

Performance tests are activities used to assess a student’s
progress in the learning process against predetermined criteria.
The purpose of this evaluation is to show that the trainee can
successfully perform the task (process and/or product) to standard
as stated in the terminal performance objective.

Coast Guard resident instruction assessments should always be
criterion-referenced, meaning that the test should determine
whether or not a student can meet a job-related standard
regardless of the performance of the other students. For example, if
a student’s job requires him to file personnel documentation with
100 percent accuracy, then in order to receive a “GO” on a
performance test for this requirement, a student would have to file
personnel documentation to Coast Guard standards each time.
Anything else would be a “NO GO.”

The most obvious time for determining the evaluation criteria for a
performance test is immediately after determining the conditions
and standards of the terminal performance objective. Therefore,
this development task is often conducted in concert with continual
Design phase efforts for Determining Evaluation Criteria (Chapter
4.3).

Coast Guard conducts performance testing to determine if students
can accomplish the objective prior to satisfactory course
completion, and presupposes that transfer of task proficiency
ensuring they are ready to perform on the job.

Performance tests should focus on outcomes to be measured,
and/or processes to achieve that outcome — not the instructional
process. All Coast Guard performance tests will evaluate the quality
of the output (task performance), but many will also evaluate the
execution of the task procedure.

Due to all these complexities and design decisions that go into the
development of performance tests, this process, which includes
developing the appropriate simulations, case studies, scenarios,
role plays, etc., can take a bulk of your development time, so
consideration for this should be made in the project schedule
section of your POAM.

Chapter 5: Development 5-15 September 2012



SOP, Vol. 5: Resident Instruction

Introduction, Continued

Inputs The following information is needed before you can begin
development of performance tests:

e TPOs (from Design phase, see WS-J.1)
e Task analysis/task detailing (see WS-F.1)

e Design, development and delivery constraints and parameters
analysis (from Analysis phase)

e Evaluation criteria selection (from Design phase, see WS-J.2)

Outputs The outputs of this task are performance tests that validate student
performance proficiency for each and every performance objective,
and serve as the foundation for validity and reliability. They
combine the terminal performance objective developed during the
design phase and the step-level data captured during Analysis with
the evaluation criteria selection from design.

Performance tests should be developed according to the template
in Appendix N, and quality reviewed using the checklists in Chapter
7: Evaluation/Course Assessment.
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How to Develop Performance Tests

Overview

Steps

Additional
Resources

The performance stated in the objective should be the same
performance required during the test. The standard or criterion
used for assessment is also listed in the terminal performance
objective (TPO). This is where you'll determine if you have a poorly
written TPO and need to refine the criteria or specific, observable
standards.

The process for developing performance tests has been outlined in
the steps below. Additionally, a job aid has been included in
Appendix M which shows the process for developing performance
tests and associated testing criteria in much greater detail,
Appendix N provides a template for creating the checklist.

Step 1: Identify the performance in each objective.

Step 2: Draft a criterion-referenced test, specifying the performance
required.

Step 3: Identify the conditions under which the performance should
occur. (If they cannot be emulated, match them as closely
as possible.)

Step 4: Add the standards, and any other evaluation criteria to the
test (refer to Design Phase, WS-J.2).

Step 5: Establish the steps for successful evaluation of this task
(process and/or product) (refer to Analysis task details, WS-
F.1).

Step 6: Define the testing criteria and instructions for administering
the performance tests.

Additional resources for developing performance tests include:

e Appendix P, Tip Sheet “What Performance Tests Are and Are
Not”
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How to Develop Performance Tests, Continued

Example An example of a performance test checklist follows (see the
complete performance test package that accompanies this PTC in

Appendix O):

Unit 1; OS Fundamentals

Rev 01/14/2011

PERFORMANCE TEST CHECKLIST (PTC)

Name: Class #:
TPO 1.1
Respond to an Electrical Shock emergency
Student may use the following: O Job Aid | O Reference Material | Other:
EVALUATION CRITERIA:
ACCUFEC!! Comgleteness: Time:
- Power correctly secured Victim cempletely removed Action is taken immediately
. Victim removed using nonconductive instrument from source
=« Victim placed in correct recovery position
. Mo injury to self or others
®  Appropriate notification to command and/or supervisor
Attempt
STEP 1 st zn! 3!H
vy | v | n vy | w
Process Evaluation
1. Secure Power O O O O O O
2. Obtain help O O O O O ]}
3. Remaove victim from source
¥ Victim completely removed from source with nonconductive
instrument | O | o o o
v Action taken immediately
v Mo injury to self or others
4. Assess condition of victim O O O O O a
5. Brief responders O O O O O O
6. Make notifications O O O O O O
Product Evaluation
1. Victim free of source
O O O O O O
v Victim completely free, in correct recovery position
2. Response decisions:
v"  Accurate and immediate assessment of situation
¥ Accurate and immediate assessment of victim condition o o o U u O
v" Correct decision — safe to assist without causing ham to self or
others
3. Reports: o O o o o O
v"  Accurate and timely reports to command and/er supgm’sor
Additional notes for successful testing: OGo OGo OGo
ONo Go ONo Go ONo Go
Enter testing Scenario used
Evaluator’'s Dated Initials:
Course/School Chief dated Initials (required with 3 attempt onty) NN |

End of PT Checklist. To record Student progress, go to the Assessment Record on the following page.
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5.4 — Remediation Plans

Introduction

Overview Remediation, or a lack of learning transfer, is the instruction given
to students by an instructor or administrator to raise a student’s
competency in performance of a particular task(s). These are the
specific directions/plans you set in place to assist the instructors
when they have identified an apparent gap in learning transfer.

The need for remedial instruction will be most prevalent once the
student’s begin their performance tests, and instructors identify
problems in the initial attempts. The feedback and guidance
provided by the instructor when these performance deficiencies are
identified are critical to the student’s future performance and
continuation in the course.

Purpose The purpose of establishing a remediation plan in advance is to
remove the guess-work from the instructors and outline
recommended next steps they can take when assisting a student
who is having difficulty during practices or has received a NO GO in
initial attempts on their performance test. This can include general
guidance, reference to additional practice exercises, or alternate
delivery approach that may be more suitable for that student’s
particular learning style.

Remediation plans are most valuable when a course developer has
identified potential learning problems, and an ISD professional was
consulted for recommendation on how to address these special
learning tactics (see section 5.2 — Job Aids) during development
efforts; as these are tasks the students are most likely to struggle
with, so providing remediation plans during your development
efforts is invaluable in supporting these tasks.
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Introduction, Continued

Inputs The following information is needed before you can begin
development of remediation plans:

e Performance tests

e Target audience profile/analysis (regarding learning
preferences)

Outputs Remediation plans can have many possible solutions, all of which
will direct the instructors to the right source for further guidance. For
example, they may include:

e Redirection of the student back to text already covered in order
to receive supporting context needed to perform a particular
exercise or learning activity

e Additional practice exercises

e Review of standards for particular task to ensure expectations
for performance are clear

e Referring instructor to consideration of student’s preferences in
learning styles, and assistance to the instructor on alternate
methods for delivering information during remediation to meet
the student’s needs
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Guidance to Develop Remediation Plans

Process There is no specific process for development of remediation plans,
as each course may differ depending on task complexity.
Therefore, we provide guidance and reference to specific “inputs”
from which course developers should refer to in order to develop
remediation plans. There are many possibilities for remediation,
and it is important to include some of these options for the
instructor to refer to.

Example An example of a remediation plan that accompanied an Operations
Specialist (OS) task follows:
REMEDIATION FOR TPO 2.1
HOW TO CONFIGURE COMMUNICATION CIRCUITS

Guidance for Remediation is below, and applies for each item checked NO during the

assessment:
Step Action
1 Explain “not vet capable™ assessment decision to the Student
2 Contrast Student performance with the required standard

3 Reinforce what the Student did well

4 Refer the Student to the relevant reference or procedure

& Tell the Student what s/he must do to demonstrate “fully capable” performance
6 Document assessment decision

7 Obtain Student acknowledgement of assessment decision

8 Sign and date the Performance Test Checklist (feedback page).

9 Arrange for extra practice, study, or coaching as required
10 When remediation is completed, schedule the next Performance Test
11 Repeat the process until the Student either demonstrates “fully capable™

performance OR requires referral for further assessment

NOTE | IF remediation OR referral is required, THEN the school chief OR designated
deputy MUST certify any subsequent assessment decision
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5.5 — Demonstrations

Introduction

Overview With job aids and performance tests completed, it is time to develop
activities aligned with the instructional strategies and instructional
methods specified in the design phase and which will be executed
in the lesson plan. The next three sections of this chapter will
address in more detail each of the following learning activities:

e Demonstrations (5.5)
e Practice (5.6)

e Content development (i.e. presentations, 5.7)

Demonstrations are activities designed to communicate concepts or
skills from the instructor to the student. At this point the instructor
introduces new information and guides the student through the
“how to” of that task/objective.

Purpose Incorporating demonstrations into the learning process is just one
of several instructional strategies course developers can employ.
The goal is to determine what strategies will result in optimum
conditions for cost-effective and efficient instruction. Decisions on
instructional strategies are often determined in the Design phase,
but the Development phase is a good time to revisit these decisions
as the course developer pulls the activities for successful
instruction together.

Demonstration and practice are two of the ways that students are
actively engaged in the learning process. Since people most often
learn by doing, involving them as soon as possible in the hands-on
aspect of a particular task is essential; thus, demonstration — more
so than content delivery via presentation — is an important strategy.
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Introduction, Continued

Inputs The following information is needed before you can begin
development of demonstrations:

e Job aids
e Performance tests

e Instructional strategy and instructional media selection (design
decisions)

Outputs Demonstrations developed to facilitate the content delivery in a
more interactive manner that prepares the student to begin the
practice exercises.

Demonstrations should be developed according to the
Demonstration section of “Checklist: Instructor Guides” in Chapter
7: Evaluation/Course Assessment.
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Guidance to Develop a Demonstration

Overview

Process

Learning guidance for objectives that involve the application of
rules, regulations, or classifications should include a range of
examples to show how the core information is applied in various
situations. Demonstrations are best used for procedural objectives.
The demonstration serves as a concrete example of how a
procedure should be performed according to Coast Guard
standards. Before demonstrating the procedure, describe the
conditions under which the operation or procedure is performed, to
include the tools, equipment, and job aids required. During the
demonstration, explain difficult steps, common errors, and decision
steps. Provide only essential information during the portrayal.

When providing examples or a demonstration, consider the
following:

e Cover a range of situations that students are likely to experience
e Call attention to common on-the-job errors or difficult situations

e Present a step-by-step application of the performance objective
indicating and labeling each step clearly

e For calculations or computations, clearly present each logical
step in the formula

e Ensure that examples presented are consistent with essential
information, practice, and test items

e For classification-type objectives, present examples and non-
examples
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5.6 — Practice Exercises

Overview

Purpose

Application

Most often before your practices, your design decisions included a
prior demonstration of the task the student will now be attempting to
complete. Practices are often developed in a manner to build upon
previous knowledge and skills to ultimately have the student
performing to a level of simulation as close as possible to that
expected of them on the job. This may include initial practices that
introduce at a basic level at low simulation, and progressive
practices with more complex scenarios at higher level of simulation
to prepare students for the conditions under which they have to
perform this task when tested. Practices are a key component to
learning transfer.

Before developing any student materials, instructor guides, and
instructional media designers need to know what it will take to
provide appropriate amount of practice, and to which level those
practices will occur given the conditions of the task. In general,
when development is complete, the performance identified in the
objective, the (final) practice exercise, and the test should result in
the student performing the same behavior. Therefore, the purpose
of practice is to ensure the student is competent and confident in
the task expected of them, and they are ready for the performance
test.

Every performance objective will have at least one series of
practice exercises that the student will complete before being asked
to show proficiency on the performance test. The amount of
practice necessary will depend on the following factors (obtained
from Task Details: WS-F.1):

e Complexity of the task

e Previous experience and pre-requisite skills student brings to
this performance

e Various situations, inputs, or stimuli that can provide the multiple
scenarios that can initiate the task, or decisions that result in
different outputs of the task
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Introduction, Conti

nued

Inputs The following information is needed before you can begin
development of practice exercises:

Lesson design plan (from Design phase, see WS-J.3.C)
Performance tests
Job aids

Demonstrations

Task analysis/task detailing worksheet (see WS-F.1)

Outputs Practices are:

Exercises or activities intended to reinforce and consolidate
recently acquired concepts or skills

Activities that represent a directed or guided process in which
the trainee manipulates the concept or practices the skill

Cyclical exercises that tie in a feedback mechanism for the
instructor when observing students practice

Practices result in the internalization of the concept or skill so that it
now “belongs to” the trainee.

Chapter 5: Development 5-28 September 2012



SOP, Vol. 5: Resident Instruction

How to Develop a Practice Exercise

Guidelines for Guidelines for developing practice activities include:
Practice . .
Activities e Present practice items in instructor-led or self-assessment

format. If the latter format is used, make sure there is some
provision for performance feedback in the practice activity.

Provide enough practice. Students should have opportunities to
apply rules, regulations, or classifications in situations that
represent what students are likely to experience in the
workplace. Consistent with student management requirements,
make sure that even the slowest student is afforded adequate
opportunities for practice.

Practice activities and scenarios should be sequenced in order
of the challenge - from relatively easy to more difficult
conditions.

Provide opportunities to make common errors. Give feedback
immediately after practice to show students what is wrong and
how to correct it. Also give feedback to reinforce the correct
performance, recognize worthy effort, and encourage continued
effort toward mastering the performance objective.

Practice should facilitate task progression. Practice events
should be consistent with the performance objective, examples,
demonstration, and performance test. Final practice conditions
should be nearly identical to those of the performance test.
Present the final practice activity in the same form as the
performance test. Provide only the cues, direction, and support
that the student would have under actual performance
conditions.
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How to Develop a Practice Exercise, Continued

Feedback
Strategies

Guidelines for
Feedback

Students need feedback to know how well they are progressing
toward proficiency of the objectives so they can use that
information to improve their performance. Practices should include
provisions for feedback to each student. Such feedback may be in
the form of questions to confirm comprehension or clarify
misunderstandings, observations regarding capable performance,
or redirection when performance does not meet the required
standard.

To improve their performance, students require relevant and helpful
feedback. Without feedback, students will not know what they are
doing well or what they need to improve. Practice feedback
reinforces capable performance and redirects progress toward
proficiency of the performance objective. Feedback, by the
instructor, can also direct students to the appropriate learning
materials or performance support resources for extra study.

Guidelines to be provided to the instructor in their use of feedback
include:

e Provide feedback immediately after practice. Demonstrate the
correct performance. Explain how to perform the task correctly.

e For practice involving procedures or operations, feedback
should progress in a logical, step-by-step sequence.

e Identify and explain common errors in terms of standards and
consequences of non-performance.

e Reinforce capable performance or worthy effort.

e Ensure the student understands what he or she must do to meet
the required performance standard.
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How to Develop a Practice Exercise, Continued

Process

In deciding what to practice, use the worksheet (WS-N.2) provided
in Appendix N and the job aid JA-M.3 to capture the information
described in this process:

Step 1: Write out what the participant would be doing when
practicing the performance in the objective.

Step 2: Write down what additional items are needed in order to
make the practice happen. These items are usually the
conditions (tools, equipment, etc.) required in the
performance of the skill.

Step 3: Write down how the feedback to the performance will be
given. Feedback should be adequate, diagnostic,
corrective, and focused on the performance.

Step 4: Identify the highest level of simulation (that which mirrors
the conditions expected during the performance test)

Step 5: Determine to what level of simulation this practice will occur
in relation to desired level expected during performance test
(it's helpful to note which level of many, if such is the case).

Step 6: Draft your practice exercise scenario and directions.

Step 7: Repeat the above steps as necessary to cover the various
levels of simulation in progressive practice exercises (if
applicable) until the final practice mirrors the level expected
in the performance test.
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How to Develop a Practice Exercise, Continued

Following is an example of a practice exercise developed using the

worksheet:

Example
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5.7 — Content Development

Introduction

Overview An important step before development of any instructor guide and
course-related instructional materials to support delivery of the
instruction is to determine what content is needed to assist in the
learning process. Content derivation bridges the gap between what
the students already know and what they need to know, or do,
before being able to practice the objective

Content development fills in the blanks between your Introduction
and demonstrations/practices. This may require minimal actual
development if it's determined there are sufficient commercial-off-
the-shelf products. This is necessary for course developers before
you:

e Developing instructional media
e Developing student materials

e Compiling instructor guides

Purpose This section helps you determine what content is necessary to
support the student’s successful performance of particular task.
This will also help determine if you can locate and repurpose
existing content, or need to develop an in-house student guide that
contains that supporting content.

The decisions in this process are two-fold:

e What content needs to be delivered before the practice begins?

e How will that content be delivered (if not already determined in
the Design phase- which may be evaluation of available
Commercial Off-The-Shelf (COTS) products)?

For more detailed information, see the next chapter 5.8:
Instructional Media.
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Introduction, Conti

nued

Inputs The following information is needed before you can begin
development of content:

TPOs
Performance tests
Practice exercises
Demonstrations

Design, development and delivery constraints and parameters
analysis (from Analysis phase)

Target population (from Analysis phase, see WS-F.2)

Outputs The outputs of this task consist of the determination of what content

will

be contained within the course-related instructional materials to

support delivery of each lesson. See chapter 5.8: Instructional
Media, which further discusses the media/methods of how this
content will be delivered and whether development is necessary.
Content may be conveyed to the students in one or any
combination of the following methods:

Video or in-person demonstrations
PowerPoint presentations
Textbooks providing knowledge content

Homework exercises that have students review textbooks or
references for content they’ll have to apply in a lesson

Chapter 5: Developmen

t 5-34 September 2012



SOP, Vol. 5: Resident Instruction

Guidelines for How to Develop Content

Content
Analysis

Steps

Additional
Resources

Content analysis is the process of systematically reviewing written
documentation and collecting, analyzing, and interpreting critical
information about specific skills, techniques, or behavior patterns
that may or may not be related to a particular job or task, but that
have been identified as contributing to overall successful
performance.

Content is rarely generated from scratch. AlImost every topic
already has existing content in other forms (such as textbooks,
technical manuals, references, and other courses). An assessment
on what you need, and then the most efficient and effective method
of delivering and providing that content to the students are the
decisions made during content analysis.

The following steps will assist in determining required content
versus ancillary information; also see job aid JA-M.2: How to
Determine Necessary Content. Additionally, you may use WS-N.3
to capture your decisions.

Step 1: Review the objective.
Step 2: Review the test and relevant practice description.

Step 3: Review the skill hierarchy and target population description,
noting what the students can already do.

Step 4: List the reasons why the students cannot immediately
begin practicing the objective.

Step 5: Determine if content listed is considered Need to Know or
Nice to Know.

Step 6: Identify the source for delivery of content

Step 7: Identify content already available through repurposing
commercial off-the-shelf (COTS) products (i.e. existing
textbooks, online support, tech manuals, etc).

Step 8: Determine the delivery system by selecting a delivery
system that is economical and provide features that allow
you to meet the objective.

Appendix P contains a tip sheet for assisting in content decisions:
Too much versus Not enough.
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5.8 — Instructional Media

Overview

Purpose

Instructional media encompasses a wide range of materials that are
developed to support the delivery of the instruction. In the Design
phase, you selected an instructional strategy (Lesson Design WS-
J.3.C page 1) to help determine the most appropriate delivery
method for the content, audience, and environment, and then went
on to select the instruction media for the various lesson activities
(Lesson Design WS_J.3.C, page 2). The various benefits and
drawbacks to the different types of instructional media were
presented in Chapter 4 to aid in your selection process. Some of
the types of media include visuals or other training aids.

Visuals:

¢ Overhead transparencies
e PowerPoint presentations
e Turn charts and wall graphs

e Videos

Other Training Aids:

e Handouts
e Models and replicas

e Interactive media/computer-based training (CBT)/E-learning

Instructional media are the means used to present information to
students. To ensure that the content of the course is presented to
the students in a cost-efficient and effective way, select
instructional media that are appropriate to the training situation and
feasible under existing resource and logistical constraints.

In this SOP, guidance is provided on the selection of instructional
methods and media as individual tasks. Selection of feasible and
appropriate methods of instruction is important. In some cases, it
may be efficient to consider methods and media together. In other
cases, such as consideration of complex interactive multimedia
instruction and e-learning solutions, it may be more practical to
select media as a discrete task.

Chapter 5: Development 5-37 September 2012



SOP, Vol. 5: Resident Instruction

Introduction, Continued

Inputs

Outputs

Example

The following information is needed before you can begin
development of instructional media:

e Design worksheet (see WS-J.3.C showing media selection)
e Content development
e Target population (from Analysis phase, see WS-F.2)

e Design, development and delivery constraints and parameters
analysis (from Analysis phase)

The outputs of this task are developed based on the decisions
detailed in the Lesson Design Worksheet WS-J.3.C. This often
includes a PowerPoint presentation.

The following is an example of a PowerPoint where the course
developer utilized the “notes page” feature in the application. It is
recommended that the presentation be developed with the teaching
points you would like the instructor to make included in the notes
block that accompanies each slide, rather than the duplication of
the slide and notes included in the Instructor Guide. This “notes
page” feature should be printed and referenced in the Instructor
Guide when discussing delivery of this media. This reduces the
need to make content changes in more than one location when an
update is necessary.

1G » EXCOMM Maimnim R5.2900

@ 205.1. Perform a Functional Test (Fi=

=

S S

+ Please locate RS-2900 Functional Test
in Job Aids

= Instructor demonstration
« Student Practice
» Ask questions whenever needed

I, Discuss all the nits have for this task

5. Use the space in your [G fo take notes on Q& A
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Guidelines for How to Select and Develop Instructional Media

Selection When selecting media, ensure that the modes selected:

Guidelines ) e ,
o Effectively support the specified instructional strategy

e Are efficient in terms of development time, money, and
resources

e Do not conflict with the specific training environment

e Are relevant to the performance objectives

e Are pitched to the appropriate type and level of learning
e Permit individualization of instruction, as appropriate

e Include the appropriate copyright permissions for usage

Types of Media  Instructional media may be classified by the instructional strategy,
or mode of delivery. Delivery modes include classroom instructor,
print materials, audiovisual devices, interactive multimedia, and
training devices.

Of all the above Instructional Strategies, throughout course
development efforts for Resident Instruction, you’ll primarily be
concerned with LL (leader-led) instruction. This table® shows the
recommended media for LL instruction:

Media Instructional Strategy

Format
Sli LL SDL CBT WBT oJT

Chart
Whiteboard
Chalkboard
Overhead

Computer Projector
Slides

Slides with Audio
Audio Tape

Video

Wall Chart
Model/Mock-up
On-line Document
Print

NSRS

NASRASE
NSRS
NSRS
NSRS

2N ANEVANENANANEN

AN
SIS
AN
AN
AN

3 Source: “Designing Instruction: Support Manual” by Friesen, Kay and Associates, 1998.
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Guidelines for How to Select and Develop Instructional Media,

Continued

Advantages and
Disadvantages

The following are some advantages and disadvantages to various
types of media. If no specific type of media is provided as an input

from the Design phase, you may want to go back and have further
discussion if these decisions still need to me made for types of
Instructional Media to be developed. Additional limitations and
advantages based on your delivery method are provided for

consideration in Appendix P, Tip_P.3.

Media Advantages Drawbacks
e Convey clean professional ¢ Overhead project and
text and graphics when screen required
@ prepared ahead ¢ Not suitable for images
© ¢ Can be created with required to be visible for
= participant input long periods of time (fan
g e Visible to a large audience noise and eye strain)
O e Limit presenter movement
e Cumbersome to change
slides
e Can incorporate animation e Dim room lighting reduces
e Can incorporate building learner participation
5 0 slides e Order of slides not easily
58 e Can synchronize easily with changed during
g' _aj verbal presentation presentation
Q2 e Convey professionalism e May be misused to focus on
Oa e Presenter can move around the visual presentation
the room rather than as an aid to
learning
¢ Invite learner participation e Size of page
0 e Created with learners o Waste paper
% e Build ideas e Instructor skill
S e Extemporaneous, e Suitable for smaller groups
= spontaneous only (less than 25)
- e Can be posted or referred to
later
* e Create with learners e Presenter must face the
© e Large size board while creating
L e Easily removed or changed e Instructor skill
2
=
=
" e Professional, clean image to e Cumbersome to carry to
‘% post location
= e Suitable to convey ideas or e Size
— information that will be e Static image
g referred to throughout the
presentation
Chapter 5: Development 5-40 September 2012




Introduction

SOP, Vol. 5: Resident Instruction

5.9 — Student Materials

Overview

Purpose

Student materials present all the information necessary to support
specific instructional objectives. The course developer determines
the format and inclusiveness of information within a student guide
depending on numerous factors, including the results of the
Content Analysis and availability of commercial off-the-shelf
(COTS) products (e.g. textbooks) that are purchased to replace or
supplement the student materials being developed. Essentially,
student materials are developed and written to be used in one of
two manners:

e As ateaching device - either the central or the only source of
instruction available to the student (comprehensive student
guide)

e As ateaching aid - one of many media used to convey the
instructional design (i.e. student syllabus, homework workbook,
condensed student guide)

Student materials should replicate the actual work environment as
much as possible. So, if a student will need to use a technical
manual, recipe book or lab guide once on the job, you shouldn’t
present that information in a self-created student guide for training
purposes. The student should learn how to use the tools they need
to be successful upon graduation, so ensure the students have this
in the classroom and make the student guide useful for information
they don’t have via other media.

When developing student materials, the primary objective is always
to transmit a specific message effectively to your target audience.
The difficulty comes in determining which information should be:

e Included in the text
e Included in other media (if any)

e Discarded altogether (“nice-to-know”, not “need-to-know”)

The style of your writing, the amount of detail that you include, and
the format of your student guide/materials will all vary depending on
whether the materials are to be used as a teaching device or a
teaching aid.
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Introduction, Continued

Inputs The following information is needed before you can begin
development of student materials:

e Content development

e Design, development and delivery constraints and parameters
analysis (from Analysis phase)

e All other instructional materials

e Any references or materials not developed in-house (i.e. COTS
products)

Output The output of this task is student materials that enhance and fill in
gaps necessary to assist in the learning process.
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Guidelines for Developing Student Materials

Development If developing a Student Guide, it should not be “cut-and-paste”

Factors content from textbooks or technical manuals that the students are
already using in class. Rather, they should contain any other
content information that will help bridge the gap in learning from
prerequisites to new skills. Key factors in doing this are to:

e Determine the need

e Determine what supplemental information must be provided to
students that isn’t in other resources they will be using or have
available to them throughout the course

Determination of Student materials can be developed to serve one of the following
Purpose purposes:

e As a full lesson-by-lesson student guide providing student
information needed throughout the instruction

e As a homework/workbook supplement when another media is
the primary source of information for the student and the student
guide is being developed to provide supplemental information
and a central location for assignments and exercises that follow
the instruction

e As a syllabus guide that really does nothing more than direct the
student to appropriate locations in other media to complete and
follow the instruction

When determining the purpose, be sure to refer to information from
Chapter 3, Design and Delivery Constraints, WS-F.3 for decisions
on what is the best approach (if any) for development of student
materials.
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Guidelines for Developing Student Materials, Continued

Style,
Packaging

No matter what the purpose of your student materials or the type
you decide to develop for your particular project, every framework
must be based on sequenced instructional objectives. The student
materials will follow the sequencing choices previously made (as
shown in the course map and your instructor guide). The body of
your student text will vary according to the subject matter, type, and
purpose.

Additionally, when determining how to package your student
materials, you should look at the size of your overall document and
purpose. If you are developing a student guide for a larger project,
it is more likely that you will need to break up your student guide
into units throughout the course; whereas, if the project is smaller in
scope, your student materials may be bound as one simple
workbook or document.
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5.10 — Instructor Guides

Overview

Instructor guides (IG) serve as a:

e Preparation aid before training begins
e Job aid during training

e Standard to ensure that training is delivered as designed

The 1G is not a lesson plan. The IG is the packaging of the
instructional materials of which the lesson plan is one element. The
designer will make a decision on how the IG is compiled such that it
may be:

e By course (i.e. one IG with 26 lessons for the course), or

e By unit (i.e. six IGs for the six units of the course, each with the
appropriate lessons for that unit), or

e One IG per task (TPO)

Each lesson plan within the IG is developed as a job aid on how to
facilitate the learning and skill check (performance test) for that
particular task, performance, or TPO.

Note: If your course or lesson is primarily knowledge-based
delivery of content (i.e. no demonstration, practice and
performance-based testing), then consult an ISD
professional on how best to proceed. These are often
opportunities to consider a blended learning approach or
alternate distance learning (ADL) solution.

For the instructors that will be using this material to deliver
their courses, the IG needs to be organized in a manner
that makes sense and is usable, since the instructor guide
ensures the course and each particular lesson is delivered
in the same way with the same results every time.
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Introduction, Continued

Purpose

Value Added

The purpose of an instructor guide is to provide detailed guidance
to the instructor on how to most efficiently deliver information to
students which results in effective transfer of skills and knowledge.
Instructors will have more confidence when they get up in front of a
class and have a detailed instructor guide that they reference help
them get the students from “novice” to “master” of those particular
skills

A well-planned guide ensures that the 1G content mirrors the
content of the course and includes the instructional strategies
necessary to deliver the course material. A well-organized
instructor guide presents the information in a logical sequence and
a predetermined order of contents. It is a written document that is
used in conjunction with other course materials, outlining what to
teach and how to teach it. It should not, however, be an exact
replication of the content that is in the student guide, PowerPoint or
other student references. It should instead refer the instructor to
those materials when appropriate to help them facilitate the
instruction.

Using standardized instructional materials helps ensure that:

e Coast Guard training is as standardized as possible so that all
students receive the same quality of training

e Training events allow students to learn, retain, and transfer job
information and skills

e Each delivery of the lesson proceeds in consistent direction,
covering all material that is required to meet objectives for each
student

For these reasons, course developers shall consider instructor
guides in every course development effort.
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Introduction, Continued

Inputs

Outputs

Parameters and
Constraints

The following information is needed before you can begin
development of instructor guides:

e Course map (sequencing of instruction)
e TPOs

e Performance tests

e Job aids

e Practices

e Demonstrations

e Instructional media

¢ Remediation plan

e Design, development and delivery constraints and parameters
analysis (from Analysis phase)

The outputs of this task include a comprehensive instructor guide
that can be used in concert with student materials, lesson plans,
and all deliverables required for instruction.

The instructor guide template can be downloaded for use from:
http://www.uscg.mil/hg/cgl/TracenPetaluma/SOP/Templates.asp.
Additionally, you should use the checklist in Chapter 7:
Evaluation/Course Assessment to review quality.

Many instructors like the idea of having leeway in what and how
they teach. However, as a course developer, comprehensive
lesson plans ensure that the outputs follow sequencing structure
and flow as determined in the Design phase. Course developers
should advise instructors that their input is welcome, and when they
feel changes or revisions are needed, they should follow the
procedures outlined in Chapter 8: Course Maintenance. This
protects the instructional integrity of the product, ensuring a
systematic ISD process is followed.
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Guidelines for Developing Instructor Guides

Preparation of Instructor guides are one of the final development efforts you
the Instructor should be doing, because it becomes the “packaging” — or
Guide preparation — of all the other elements you developed in this

chapter. No matter how you decide to design the layout or
packaging of instructor guides, they will all contain the same basic
elements that are outlined in this SOP. So, although the body of the
instructor guide will vary according to the subject matter, delivery
media, and preferences of your customer; there is some
information that shall be common to all instructor guides:

e Cover page
e About this Course, including:
e Source
e Instructional Settings
e Class Size
e Location
e Course Length
e Security Classification
e Table of Contents
e Course Overview, including:
e Course Contents (units)
e Performance Evaluations
e Safety
e Situational Awareness

e Course Map

The 1G is then separated by units (and then lessons within each
unit). If your course design does not include separation at the unit
level, you can delete that section and start next with Lesson 1.

e Unit Overview (describing lessons within that unit, and unit map)

e Lesson(s)

Several lesson plans may be packaged together within a single IG,
or your packaging may be one IG per lesson plan. These are
decisions that the course developer will make depending on the
course and complexity of the materials. Once these packaging
decisions are made, you would edit the IG template provided to
include those sections you require and develop from there.
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Guideline for Developing Instructor Guides, Continued

Lesson Plan

Elements of a
Lesson Plan

The lesson plan is based on the course design blueprint or course
map produced during the Design phase. It provides the specific
direction to the instructor on how to guide instruction on each
particular performance objective. What is included in a lesson plan
was established in the Design phase as well as the structure and
sequence of instruction. Since all elements of your lesson plan
should already be developed, the lesson plan is the packaging
which brings all the elements together for the instructor on each
objective.

The key components for a performance-based lesson consist of the
following elements:

e Introduction
e Gaining Attention
e Tell students what objective(s) are
e Recall prerequisite learning

e Content Delivery

e Demonstration and Examples

e Practice Activities and Feedback

e Assessment

e Summary and Review
¢ Include any follow-through activities
e Provide students with job aids or memory aids for retention

e Allow instructors to provide students with last-minute
considerations about newly learned tasks when they return
to the field
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Guidelines for Developing Instructor Guides, Continued

Examples The template for developing instructor guides is provided as a
framework for compiling all your lessons. You can view the various
“interpretations” of this template from the example instructor
guide(s) located under Appendix O on one of the below websites.

Tracen Internet Webpage:
http://www.uscg.mil/hg/cgl/TracenPetaluma/SOP/SOP.asp

Tracen Intranet Webpage:
http://cqweb.tcpet.uscg.mil/T_Div/CDT/SOP.asp

U.S. Department of
Homeland Security

United States
Coast Guard

Instructor Guide
Unit 6: Telephone Systems

IT-A School

MARCH 2012
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Guidelines for Developing Instructor Guides, Continued

Development
Factors

Style and
Format

An Instructor Guide should not be an exact replication of the
student guide, textbooks, or technical manuals that the students are
using in class. However, it should make reference to those
documents as appropriate to highlight content or information that
must be delivered by the instructor in order to help bridge the gap in
learning from prerequisites to new skills.

Additionally, an Instructor Guide should not consist of long
paragraph(s) or text for the instructor to deliver verbatim as script.
Rather, they should be constructed using teaching points (i.e.
bullets) that highlight the areas of emphasis in the delivery of the
lesson. If reference to such content is necessary, notes or
references should be provided for the instructor to that source.

Lastly, it's recommended when using instructional media (i.e.
PowerPoint), to not include slide screen shots into the 1G. As
shown in Appendix O (EX-0.5) — reference the PowerPoint in your
IG and utilize the PowerPoint with “notes page” feature. Doing so
reduces errors and the level of effort for updating material.

It is assumed that each training center has developed its own style
guide for detailed guidance on how instructional materials should
look for local course development efforts. Customized Word
templates or traditional paragraph-style text using the structured
writing templates (SWT) are two typical scenarios employing best
practices. The provided IG Template-2012.dot reflects a basic style
and format including:

e Text grouped into blocks of similar information
e Blocks sequenced in an order that facilitates instruction

e Determination of required content made (excluding “nice to
know” content)

e Map headers reflect the activity to be seen on that page
(content, demonstration, practice, etc)
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5.11 — Evaluation of Instructional Materials

Overview

You are at this stage when instructional materials in support of
each unit/course are in the process of being drafted or have already
been drafted. You want to know how well they work and what to do
to improve them, if needed. Developmental testing helps to
recognize areas that require remediation procedures, and helps
instructional staff and learners confirm that learning takes place as
intended.

Unless you've got a license in mind reading, the process of “trying-
out” the material is the touchstone to instructional success. There
are two kinds of try-out*:

e The first (the focus of this chapter) is a check of an individual
element (job aid, performance test, activity), that then expands
to a lesson or full unit where all, or most, of the associated
instructional elements are “tried out” together (looking at flow,
timing, process, etc). This process involves trying it out on one
person (or small-group) at a time, until all the major kinks have
been removed. (this is what we refer to as developmental
testing and beta testing)

e The second is a try-out of the entire course (that is the pilot, or
validation, discussed in Chapter 6).

As depicted in the CG ISD model, evaluation is ongoing throughout
your course development efforts; herein we will further discuss the
following evaluation processes:

e Technical accuracy verification
e Quality assurance ISD review

e Validation of instructional materials through one or all of the
following processes:

e Developmental testing
e Beta testing
e Pilot testing (Chapter 6)

The developmental testing process (to include technical accuracy
verification and quality assurance instructional design review) can
be ongoing, as each deliverable is developed it can be reviewed
and tested.

* Mager, Robert, Making Instruction Work, 2" Edition, CEP Press: Atlanta, GA, 1997.
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Introduction, Continued

Purpose At this point in the development process, performance objectives
have been developed, tests prepared, instructional methods/media
selected, and instructional materials have been developed. Yet
there is no assurance that instruction will be effective. For this
reason, the various elements of instruction are tested to assess the
extent to which they meet product standards and are likely to
support professional, student-centered instruction. If deficiencies
are found in the various components of the instructional materials,
they are corrected before the course is ready for the pilot test in the
next phase Implementation: Chapter 6.

Inputs The following information is needed before you can carry out the
evaluation of instructional materials:

e TPOs

e Job aids

e Performance tests

e Instruction methods determined
e Instructional media

e Instructional materials (student guide, instructor guide, etc)

Essentially, you need the instructional materials that you wish to
evaluate!

Outputs The outputs of this process include:

e Technically accurate instructional materials (output)
¢ All materials developmentally tested (tried out)

e Materials produced using industry standard instructional design
practices

e Completed, materials review worksheet (WS-N.4) for each
lesson
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Introduction, Continued

Project As with all stages of the project, be sure to manage the project

Schedule timeline. Often times developmental testing is overlooked and not

considerations taken into consideration in the project schedule, impacting
deadlines. Be sure to account for this in your schedule, as well as
provide expected turn-around times to the AP/SMS and QA
reviewers for completing each part of the evaluation process.

Additional The following additional resources are available

Resources e Chapter 7: Evaluation

e Appendix M: How to Review Course Materials job aid and
Appendix N, Course Materials Review Worksheet (WS-N.4).
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Part 1: Verify Technical Accuracy

Overview

Steps

Materials may be well-developed, but if they are not technically
accurate for the intended audience, learning may not take place or
can result in wrong skills/knowledge; distracting from the learning
process. Verifying the technical accuracy is the first step in the
process for reviewing materials. The Accomplished Performer (AP),
Subject Matter Specialist (SMS) and/or Schoolhouse reviews the
materials that are developed to ensure they are:

e Technically accurate for rate-specific content

e Usable for the instructor

The expectation of the AP/SMS conducting this review is to
provide:

e Open, honest, and relevant observations regarding the technical
accuracy and quality of each element of the course

e Helpful recommendations for improving the usefulness,
relevance, or value for future users

It's always helpful to have your designated SMS review the material
to make sure there are no technical errors. For technical materials,
this is often helpful before you have a peer try-out your
elements/units or lessons, but if not you would have this done after
the peer try-out to ensure there were not any major technical errors.

The process described below assumes you have all necessary
course material that has not yet received a technical accuracy
review:

Step 1: Identify the AP or SMS that will be conducting this review.

Step 2: Provide the AP, SME, or Schoolhouse representative
conducting the review with the How to Review Course
Materials job aid located in Appendix M, and Worksheet
(WS-N.4). This job aid and worksheet is intended to help
walk the reviewer through the process and capture the data
valuable to the course developer.

Step 3: Have reviewer submit recommendations back to course
developer

Step 4: Make changes as necessary.

Note: Follow local processes for the routing and review of
course materials through AP, QA review and onto
approval for pilot test.
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Part 2: Perform Quality Assurance ISD Review

Overview

Steps

Materials should then be reviewed to ensure they were developed
to the instructional systems design (ISD) standards outlined
throughout this SOP.

A series of checklists has been developed for use during the quality
assurance ISD review and approval of instructional materials
developed to support resident courses. These checklists (see
Chapter 7, Appendix U) are the same guidelines that should be
used at this stage to ensure materials are developed IAW overall
standards outlined in the SOP. In short, the ISD professional
conducting this review should follow the steps below:

Step 1: Select the appropriate checklist from Chapter 7 (i.e. if
reviewing job aids, select the job aid checklist).

Step 2: Ensure all quality standards are included. If discrepancies
are noted in the review, discuss with the course developer,
and return checklist with the material reviewed.

Step 3: Course developer makes revisions, as appropriate. If
revisions are necessary, submit the material for QA review
again until final approval is received and it is ready for
pilot/validation.
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Part 3: Testing Course Materials

Overview Developmental, or beta, testing is analogous to verification or
internal acceptance testing performed in a product development
setting. As materials are developed, they should be validated and
tested to ensure the materials — as designed and developed —
achieve the intended learning outcome.

The purpose of developmental testing is to determine the extent to
which instructional products meet training system specifications,
technical accuracy requirements, and user acceptability criteria. In
other words, asking whether the particular instructional component
(job aid, test, exercise, etc.) works as intended, or are adjustments
required. These small-scale try-outs test a particular element of the
instruction.

The purpose of a beta test is to put more of the instructional
elements together in order to have a test run through the instruction
and iron out the order, timing, or flow, and ensure that the compiled
materials produce the learning outcome intended, all prior to a full
course pilot test.
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Part 3. Testing Course Materials, Continued

Developmental
Testing

Beta Testing

Developmental testing is performed as soon as draft instructional
materials/activities are produced. It's valuable to try out and
evaluate elements of the instructional product early and often,
rather than waiting for the entire product to be developed, and then
discovering problems with the materials. Addressing problems early
will help keep your development on track.

The following steps outline the developmental testing process:

Step 1: Prepare for developmental testing of the element(s) of the
instructional materials.

Step 2: Conduct developmental test for each element.

Step 3: Record results.

Step 4: Analyze results and determine any required revisions.
Step 5: Make revisions to the materials.

Step 6: Conduct beta test for a module of instruction (if applicable).
Step 7: Update materials as necessary.

RESULT: Materials are ready for the pilot test.

During the Development phase of the ISD process, beta testing
may be conducted in one of the following manners:

e Testing instructional materials to limited audience of individual
and small-groups

e Small-group evaluation of the instruction prior to final validation
testing

In the next chapter, you will learn about pilot delivery, or final
validation, which ensures that instruction is capable of producing
confident graduates who meet job performance requirements.
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6.1 — Chapter Introduction

Synopsis

Imagine that you're a theater director with a new show opening on
Broadway. You've rehearsed each scene and act with your players.
You've practiced the various acts or scenes. You've made a few
improvements. You think the timing is just right. The players know
their lines and can hit their marks. Before opening night, you’ll have
a dress rehearsal, for one last check that everything is ready for
prime time. Each scene and act flows well during a live
performance. As the curtain falls on your opening night
performance, your show gets a standing ovation. Your players take
their bows and curtain calls. You receive good reviews. You know
that your show has entertained its audience and pleased its critics.

Course developers follow a similar process to make sure that
instruction works in practice. In the instructional system
development (ISD) model, the Implementation phase involves the
actual delivery of new or revised instruction and its formal
acceptance within the existing training system.

In our Broadway analogy, the practice of acts and scenes are the
developmental and small scale beta tests for particular components
during development. The dress rehearsal is the pilot test for entire
course (and the focus of this chapter). The audience is your
students and the critics are the program managers and training
managers.
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Phase Overview, Continued

Purpose

Audience

The focus of this chapter is on how to get newly developed
materials ready for full implementation by means of a pilot. The
thought being, that if there are deficiencies in the training materials,
they will be discovered in the pilot and corrected before the course
is accepted by the sponsor and fully implemented into the Coast
Guard’s training system.

Chapter 5 described how the Coast Guard develops training
materials; Chapter 7 discusses the evaluation of training; and
Chapter 9 discusses the implementation on a Coast Guard wide
training system level.

In this chapter, you will focus on putting all the pieces together for
full course pilot. You are trying out the entire course, all the
components together in the appropriate structure flow, timing,
Ultimately, you must determine whether it works (i.e. is it capable of
producing graduates who can meet desired results of the training)
and fits the learner (acceptable to the students and stakeholders).

Primary Audience: Coast Guard (CG) Training Center active duty
course developers and instructional designers, as well as CG
civilian course developers and instructional systems specialists.

Secondary Audience: CG Training Center Performance Systems
branch managers supporting the instructional designers/course
developers; the subject matter specialist, the project lead, project
manager, school chief and/or others who have been identified as
having some role in the ISD process. Additionally, the secondary
audience may include instructional designers employed with
contracted companies performing instructional design for the CG,
or equivalent individuals who have curriculum/course development
responsibilities, including instructors performing course
maintenance with ISD oversight.
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Implementation Process

Key Events Key events in the Implementation phase of ISD include:

1.

a bk~ DN

Planning for delivery of pilot
Preparing for delivery of pilot
Conducting delivery of pilot
Evaluating the delivery of pilot
Rolling out the final product

Steps An implementation process is presented below. Note that the actual
sequence of events may vary according to the scope and nature of
the project.

Stepl: Plan for instruction.
Step 2: Prepare for instruction.

Step 3: Conduct pilot (WS-R.1: Pilot Course Implementation
Form, PCIF).

Step 4: Analyze the results of the pilot.
Step 5: Make final revisions to instruction as necessary.

Step 6: Determine whether additional pilot is necessary. (If pilot is
necessary, repeat Steps 1-5. If the pilot is not necessary, proceed
to the next step.)

Step 7: Report findings and recommendations (see sample Pilot
Course Evaluation Report, PCER, Appendix S).

Step 8: Finalize materials, gain approval, and lock them down.
Step 9: Hand off course material to School.

Step 10: Follow your local procedures to close out the project.

Chapter 6: Implementation 6-5 September 2012



SOP, Vol. 5: Resident Instruction

Implementation Process, Continued

Inputs Depending on the scope and nature of the project, key inputs to the
implementation process include:

Instructional materials from Development phase
Draft curriculum outline

Quialified instructor(s)

Representative group of students

Appropriate learning environment, tools, equipment, training
databases, etc.

Outputs Depending on the scope and nature of the project, outputs of the
implementation process typically include:

Pilot Course Implementation Forms (PCIF) for each lesson

Final report and recommendations from pilot, such as a Pilot
Course Evaluation Report, (PCER).

Course materials ready for roll-out

Additional Implementation references include:

Resources
[ ]

U.S. Coast Guard Training System Standard Operating
Procedures, SOP Vol. 6: Curriculum Outline

Making Instruction Work, Robert F. Mager, Chapter 16 Center
for Effective Performance
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Implementation Process, Continued

Example

Please complete this form as thoroughly as possible and attach supporting materials as necessary.

Below is an example of a form used to collect data when validating
course materials during the pilot test (WS-R.1: Pilot Course
Implementation Form).

WS-R.1: PILOT COURSE IMPLEMENTATION FORM

Title of Course: Course Start Course End Lecture Evaluation Date:
Cold Water/lce J:_)ivin Course Date: Date: 2/26/2010
9 26 Feb 2010 5 Mar 2010
Unit/Lesson #: Lesson Title: Instructor: Pilot Course Evaluator:
Lesson 1 Prepare the Dive Plan. Chief “Sample” Dan Montgomery
Lesson Times
Proposed i i id
Dur';?ion: Lecture / Lab /Ete. Proposed Tlljne Actual T{m_e Mid-Lecture /
¥ b B it Start Finish | Start Finish Lab Break
Lecture 0900 0945 0900 0937 13 minute break
Actual Practical Exercise 0955 1055 0950 1050
Duration:
1 hr 50 minutes
Time-line notes:
Job Aids
Yesn No H®
Job Aid Name: Job Aids Used: Yeso No
None =
Job Aid Name:

Job Aids Used: Yeso Noo

TERMINAL PERFORMANCE OBJECTIVE (TPO)

errar.

1.1 Given a real or simulated Operations Order (OPORD) or Deployment Order, PREPARE a dive plan without

Other:

STEPS
# Step How Met
1.4.1 IDENTIFY mission objectives Lecture and Practical Exercises
1.4.2 SELECT mission location. Lecture and Practical Exercises
11.3 SCHEDULE the mission ; :
Lecture and Practical Exercises
1.1.4 IDENTIFY operational hazards . )
Lecture and Practical Exercises
115 SELECT dive team personnel ; 3
Lecture and Practical Exercises
METHODS OF INSTRUCTION
(List the instructional methods used)
B Lecture O Demonstration [ Exercise/Practical O Exercise 0O Exam/Review O Laboratory

0O Role Play/Simulation (RP/S)

0O Video Tape/DVD (VIDEC) O Computer-Based Training (CET)

WS_R.1: Pilot Course Implementation Form

Chapter 6: Implementation

Page1of 2

6-7 September 2012



SOP, Vol. 5: Resident Instruction

Implementation Process, Continued

Example, The following image is the second page of the PCIF:
Continued

WS-R.1: PILOT COURSE IMPLEMENTATION FORM

Please complete this form as thoroughly as possible and attach supporting materials as necessary.
Course Start Course End Lecture Evaluation Date:
Title of Course: Date: Date: 2/26/2010
Cold Waterflce Diving Course 26 February 5 March 2010
2010

INSTRUCTIONAL MATERIALS, EQUIPMENT & TECHNOLOGIES
(List materials required by the Instructor to present this lesson)

® Instructor Guide 0 CG Addendum OO Computer B PowerPoint [ Web Access B Classroom
B Handouts & LabExercise 0O Role Play/Simulation O Video Tape/DVD (VIDEQO)
0O Computer-Based Training
Other:

STUDENT MATERIALS
(List materials required by the student)

B Student Guide O CG Addendum 0O Desktop Computer 0O Web Access O SAROPS
Other:

ASSIGNMENTS
(List items required of the students)

0O Pre-reading O Pre-exercise O Pre-Exam O Pre-Computer-Based Training (CET)
0O Post-reading O Exercise 0O Exam O Laboratory O Computer-Based Training (CBT)
Other:

ASSESSMENT
(List the methods used to assess student learning):

Method of Assessment System for Grading

Individual and group participation. Students were Instructors observed the groups as they prepared and
responsible for planning each dive with instructors adding presented their dive plans. There was no formal
feedback as needed. grading done.

OBSERVATIONS
(TPO/EOs not met, major suggested changes to instruction, etc)

The TPO and all EOs were met.

SUGGESTIONS
(Minor suggested changes, etc.)
None
ADDITIONAL COMMENTS
MNone
WS_R.1: Pilot Course Implementation Form Page2of 2
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6.2 — Planning for the Pilot

Overview

Steps

Performance
Support

Begin planning for the pilot when you have identified new
performance needs during the analysis phase of ISD and your
manager has authorized the development of new instruction.

As course developer, you and your team will produce a technically
accurate draft product that is acceptable for beta test or pilot
delivery before a group of students in a live training environment. At
this point, you will be ready to conduct the instruction.

The basic steps for planning for a pilot test are:
Step 1: Determine (or confirm) pilot date.
Step 2: Determine training team.

Note: In the pilot, we know from development that the
performance tests are sound, but we are really trying out the
instructional strategy for the first time. It is extremely helpful
for the sake of continuity to have the same person who
designed the course materials also validate that the strategy
works during the pilot.

Step 3: Determine training site(s).
Step 4: Determine student population.

Step 5: Determine collection plan for pilot data.

Follow your local procedures if you use a different
form/collection tool during validation of your pilot test (other
than WS-R.1: PCIF).

Use the following performance support resource to plan for the
pilot:

e How to Plan for the Pilot (JA — Q.1)
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SOP, Vol. 5: Resident Instruction

6.3 — Preparing for the Pilot

Overview

Steps

Performance
Support

Preparing for the pilot begins during the initial planning of an ISD
project and continues throughout all subsequent phases of ISD.
Ongoing evaluation activities ensure that all aspects of the training
system, including the delivery function, are prepared to support
instruction.

Thorough preparation ensures that instruction produces graduates
who can meet Coast Guard performance requirements.
Conversely, inadequate preparation diminishes the quality of
instruction. If instructors are not ready to deliver the course or
necessary resources are not available, students will have
unnecessary difficulties in mastering performance objectives, no
matter how well the instruction is designed. Consequently, the
training system fails.

Refer to the Training System Management in Chapter 9 of this SOP
for additional preparation guidance and support.

Preparing for the pilot involves the following steps:

Step 1: Prepare training materials.

Step 2: Conduct a run through of new materials with instructors.
Step 3: Revise training materials (if needed).

Step 4: Prepare training site.

Use the following performance support resources to prepare for the
pilot:

e How to Prepare for the Pilot (JA — Q.2)
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6.4 — Conducting the Pilot

Overview

Steps

Performance
Support

Now all the planning and preparing comes to fruition when you
actually conduct the pilot. This is really the first formal evaluation of
a new course. We use the word pilot to mean the tryout of the
entire course and not just parts or pieces.

There are not really steps that are being completed in this phase,
but rather a number of activities that are being completed in
addition to the actual delivery of the course in the real training
environment. These activities include:

e Data about each lesson is collected by means of the Pilot
Course Implementation Form (WS-R.1)

e Updates to the course materials regarding necessary
deviations from the instructor guides

e Updates to the course materials regarding deficiencies in the
course materials

Use the following performance support resources to conduct the
pilot:

e How to Conduct the Pilot (JA-Q.3)
e Pilot Course Implementation Form (WS-R.1)
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Roles and Responsibilities

Course During the pilot, the course developer’s roles and responsibilities
Developer include:

Help the instructor(s) to prepare.

Make sure that duplications of required materials are completed
on time, in sufficient quantities.

In cooperation with the school chief, introduce the pilot

Use data collection forms to evaluate and capture data in the
observation of the pilot *NOTE: It is recommended that at least
one course designer be involved in the project to conduct the
pilot.

Assure students that their observations and feedback will be
treated confidentially.

Protect the integrity of the instructor(s). Provide feedback and
observations in private, not in front of students.

Help resolve instructor questions or unusual problems.

Be an unobtrusive observer. Stay out of the direct view of
students.

Track start and stop times for lessons, practice exercises, and
performance tests.

Note problems, deviations from the plan of instruction, and
observed discrepancies with the instruction or materials.

Debrief the instructor, other observers, and students daily, at the
end of each unit, and at the end of the course.

Analyze and report the results of the pilot.

Instructor(s) During the implementation phase, the roles and responsibilities of
instructor(s) include:

Deliver the course as designed.

Protect the integrity of the course. Discuss course problems in
private, not in front of students.

Control the course content, process, activities, and learning
environment.
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6.5 — Evaluating the Pilot

Overview

Steps

Performance
Support

Now that the pilot is over, it is time to evaluate how it went and
report your findings up the chain. The most common way for
documenting and reporting findings is via a pilot course evaluation
report (PCER). Your final report shall include: background
information important to the reader about the pilot; major
observations made during the pilot; and recommendations about
proposed future action regarding the course and reasons for
conclusions and recommendations. (See PCER example, Appendix
S). Recommendations for changes to the course need to be based
on data obtained during the pilot.

Evaluating the pilot involves the following steps:
Step 1: Review completed PCIFs.

Step 2: Organize information into quantitative and qualitative
categories.

Step 3: Review evaluator, designer, instructor, and student
comments about the course.

Step 4: Make recommendations about future course of action.
Step 5: Summarize data into a report.

Step 6: Archive decision for future reference.

Use the following performance support resources to prepare for
instruction:

e How to Evaluate a Pilot (JA — Q4)
e Example of Pilot Course Evaluation Report (EX-S.1)
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Pilot Evaluation

Quantitative and
Qualitative Data

Cosmetic vs.
Substantive
Suggestions

Determining
Future Action

Qualitative involves analysis of data from open ended questions
such as: “What did you like most that lesson?” Quantitative data
involves analysis of numerical data such as the percentage of
students passing performance test on first try. Both can be powerful
information for making changes to a course. Likely the most telling
quantitative data is statistical results of how well or poorly learners
achieve the course performance objectives (Level 2).

Qualitative data is a little trickier to dissect and course developers
should be aware of whether such information that is gathered is
cosmetic or substantive.

Once the feedback about the pilot is organized, you will likely have
evaluator, peer, instructor, and student comments about the
course. It is important to distinguish the comments as either
cosmetic or substantive. Substantive comments are those that
directly affect the learning outcomes of the course. Proposals about
typos or misspelled words, deleting unneeded activities, or
correcting technical errors are substantive in nature and should be
fixed as timely as possible. Cosmetic comments are those having
to do more with the manner and approach the designer used in the
instructional strategy. An example of cosmetic changes include
remarks about classroom arrangement, uniform of instructors,
stories told by instructors, or use of names placards on the tables.
The thing to remember is cosmetic changes to a course can be
made as long as it improves the overall student’s experience and
can be easily made without sacrificing the validity or reliability of the
course.

Once you've reviewed all the data, you have to make a final
recommendation about the way ahead for the course and to
summarize your recommendations into a report. Based on the
results, determine the appropriate recommendation:

e Introduce the course as planned.

e Introduce the course after making specific changes.

e Make substantive changes and conduct an additional pilot.

e Return the course to the design or development phase.
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6.6 — Rolling out the Final Product

Overview

Steps

Performance
Support

After corrections are made from the results of the pilot, it is finally
time to roll out the final product for full implementation. This last
section of the chapter is devoted to how to put into service the new
instruction and close out the project.

Although the majority of this chapter of the SOP is devoted to trying
out the materials via the pilot, during the Implementation phase,
members of the School house will continue to deliver the
instruction. As course developer, it may become your duty to
monitor, revise, and validate instruction according to plans for
improvement based on evaluation outcomes.

The steps in implementing the final instructional product involve the
following activities:

Step 1: Roll out the final instructional product.

Step 2: Continue to monitor the results of instruction via Course
Assessments (CAP) and Classroom Observations, per Chapter 7.

Step 3: Submit curriculum change notices as necessary to maintain
currency, per Chapter 8.

Step 4: Assess the results of instruction — Level 1, 2, 3.

The How to Roll out the Final Product (Job Aid JA-Q5) provides a
step-by-step guide for operational evaluation of the instructional
system.

Chapter 7 (Evaluation) has detailed instructions, job aids, and
checklists for how to continuously evaluate the effectiveness of
instruction.

Chapter 8 (Course Maintenance) gives guidance on how to
prioritize and handle course change notifications.

Chapter 9 (Training Systems) discusses the management,
administration, support, and delivery functions that are usually out
of the instructional designer’s hands, but need to be present for
instruction to be effective and successful.
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Roll out of Final Product

Procedure Local procedures will likely dictate how to get materials accepted
into the School house after the pilot and locked down to prevent
unauthorized changes to them. A short job aid (JA — Q5) is
presented in Appendix Q that provides some guidelines about what
that process could entail.
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Chapter 7

EVALUATION PHASE
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7.1 — Chapter Introduction

Synopsis

Audience

Chapter 7: Evaluation

Evaluation is the fifth, and final, stage of the ADDIE process. As
shown in the Coast Guard ISD Model below, evaluation is_.ongoing
throughout all phases of the ADDIE process.

The two processes discussed in this chapter are the Course
Assessment and Classroom Observation process. The course
assessment process outlines the standards to which instructional
materials are to be designed and developed. Classroom
observations provide the assurance that instructional integrity is
maintained and materials are valid. When used together, these
processes provide quality assurance for courses, ensuring
instructional integrity is maintained and that learning is taking place.

e The Course Assessment Process (CAP) is a document
review of the instructional materials to ensure they were
developed according to SOP and ISD quality standards
(which are outlined on a series of checkilists).

e The Classroom Observation process includes periodic
classroom visits to physically observe the delivery of
instruction to ensure it is delivered as designed.

Primary Audience: Coast Guard (CG) Training Performance
System Branch Chiefs, CG civilian course developers and
instructional systems specialists, Curriculum Development
supervisors or local training officers and Master Training Specialists
(MTS).

Secondary Audience: CG Training Center Performance Systems
Branch managers supporting the instructional designers/course
developers; the ISD project managers, project leads, or project
coordinators, school chief and others who have been identified as
having some role in course maintenance.
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Phase Overview, Continued

Purpose As mentioned in Chapter 1, the purpose of this phase is to answer
the following questions:

e Did the training do what it was intended to do?
e Are Instructors delivering the training as designed?

e Does the instructional strategy work for the learners
(primary), as well as the instructors (secondary)?

However, it should not be the first time you are considering these
guestions, because as previously mentioned — evaluation is
ongoing throughout the ISD process. So how does this chapter
assist in answering these questions?

The Course Assessment Process (CAP) assists us in answering if
the materials were designed and developed to standard (starting in
Chapter 4). As mentioned in Chapter 5, the course assessment
process provides a set of standards to which instructional materials
are to be designed and developed. These checklists are helpful to
reference when conducting the QA ISD review, mentioned as part
of the developmental review/testing process.

Classroom Observations assist us in answering if instructional
integrity has been maintained (being delivered as implemented,
and working for the learners/instructors), and assurance that
materials are valid and reliable — which begins in Chapter 5.

Lastly, results of Level 3 evaluations help us answer if the training
did what it was intended to do — can the performers complete the
task to standard once on the job?

Note: More information on the Level 3 evaluations can be found in
Appendix X-Tip Sheet: Kirkpatrick’s Four Levels of
Evaluation, and SOP, Vol. 3: Evaluation.
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Phase Overview, Continued

Inputs The sole input to this phase is a currently delivered course.
However, with your courses, there are several stimuli that can
prompt a course evaluation to take place, such as:

e An newly developed course has been implemented and
convening for at least one year

e An existing course is due for its triennial update (curriculum
outline update due)

e Receipt of a Curriculum Change Notification Form (Chapter
8) citing a need for Major Change to a course

e Classroom Observations that have taken place identify
decreased instructional integrity

e Results of Level 3 evaluations for a currently convening
course (see Tip Sheet-X.1: Kirkpatrick's Four Levels of
Evaluation) identify a gap in teaching the desired/optimal
performance

Outputs The primary outputs as a result of this chapter include:

e Completed checklists and report documenting results of an
assigned CAP.

e Completed checklist and observation summary documenting
results of classroom observation(s).

Additional Additional information on Evaluation can be found in SOP, Vol. 3:
Resources Evaluation and Appendix X: Tip Sheet-X1: Kirkpatrick's Four Levels
of Evaluation.
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Phase Overview, Continued

Evaluation
Matrix

A classroom observation can occur in isolation, for periodic quality
assurance of the delivery/materials; however, it's recommended to
observe classes in conjunction with a CAP, given your local
resource limitations. The following table provides some guidance to
help you determine if and when you may conduct Classroom
Observations and/or Course Assessments (CAP).

IF AND THEN conduct:
An newly developed Periodic
course has been Classroom No further action required
implemented and Observations have
convening for at taken place
!east one year (since | periodic Classroom observations
implementation) Classroom

Observations have
NOT taken place

(of various lessons to spot-check the
instructional integrity and ensure
material is being delivered as
designed)

An existing course is
due for its triennial
update (curriculum
outline update due)

Periodic CAP

Classroom (and combine with any data collected
Observations have | fom oghservations to determine
taken place where updates are needed.

Periodic CAP and Classroom Observations
Classroom

Observations have
NOT taken place

(observe those lessons impacted by
need for update (new RPQ’s, new
equip, etc), if known)

Receipt of a
Curriculum Change
Notification (Chapter
8) citing a need for
Major Change

Classroom Observations

(for the lessons impacted by the
change request, CAP not necessary)

Classroom
Observations reveal
discrepancies

Curriculum
Change notice is
submitted

CAP

Results of Level 3
evaluations identify
a gap in teaching the
desired/optimal
performance

CAP and Classroom Observations

Formal review is
mandated according
to the assigned
review cycle

CAP

Chapter 7: Evaluation
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7.2 — Course Assessment Process (CAP)

Introduction

Overview The Course Assessment Process (CAP) is designed to provide an
internal evaluation of the instructional elements within existing
courses, and serves as an excellent source of feedback. CAP also
serves as the way in which courses are linked to performance
through the systematic process used for each course assessed.

The course assessment process is a continuous improvement
initiative. Performing evaluations on your course material is an
important link to providing quality control and standardization to
course materials in accordance with the established training
systems standard operating procedures. This process helps to
ensure that there is no loss of instructional integrity or deviation
from the instructional materials, as originally designed and
developed. If deviations are necessary, those modifications should
have been submitted through the change management process
detailed in SOP Vol. 5, Chapter 8.

Requirement All courses will be scheduled for a CAP at some point within the
FC-51 assigned review cycle to ensure they remain focused on the
missions of the 21° century Coast Guard. Initially, a course
assessment should be conducted annually by internal school
resources to determine if any change requests are necessary.

It is recommended that an internal mid-cycle self-assessment be
conducted for each course to identify and correct deficiencies prior
to the formal review mandated according to the assigned review
cycle. Ideally, this will be conducted at the half-way point of the
evaluation cycle (for example, a triennial course would be reviewed
18 months prior to the next scheduled revision).

At a minimum, a formal review is mandated according to the
assigned review cycle (i.e. every three years for a course due for
update triennially). Ultimately, the frequency at which your staff is
able to support the completion of a CAP should be determined, and
outlined, in your local procedures/SOP.
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Process

Process As mentioned, once a situation prompts the need for a course

Overview assessment, tasking of this project is often initiated through the
Performance Systems Branch or your training officer. The
Branch/School Chief, working in partnership with the Performance
Systems Branch, retains responsibility for the execution and
completeness of the assessment. The school representative for the
particular course identified for a CAP should work closely with the
person or persons (assessment team) identified to conduct the
assessment, and ensure they have complete access to all the
course materials. A subject matter specialist (SMS) should be
identified as a point of contact for technical questions.

An in brief (alignment meeting) should occur in a timely manner
after the initial tasking. The purpose of the in brief is to establish the
timeline for the remainder of the course assessment process,
define roles and responsibilities, and communicate expectations
during the process and upon completion of the assessment (see
Chapter 2).

Assessment team should then conduct the CAP, utilizing the
checklists provided in Appendix V (as well as any specifics outlined
by local procedures/SOP). Upon completion, the results will be
summarized in a final report, and will be presented to the school or
course point of contact in an out brief.

Course The course materials that should be provided to the assessment
Materials for team include, but are not limited to:

CAP
e Block plan/ schedule

e Curriculum outline

e All Performance Tests (level 2 evaluations)

e Master-copy of student guide/student materials
e Master-copy of instructor guides

e Master-copy of PowerPoint® presentations

e Job aids

Additionally, any other instructional materials developed for that
particular course should be provided, as well as audio/video
presentations, blended learning solutions, etc. used to support
course objectives.
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Process, Continued

Conduct Course
Assessment

Assessment
Report and
Outbrief

Chapter 7: Evaluation

Courses will be reviewed using the comprehensive checklists
provided in Appendix V (as well as any specifics outlined by local
procedures/SOP). The CAP will ensure alignment with current
training system standard operating procedures (SOPSs), to include:

e Completeness and relevance of analysis that initiated
course.

e Completeness and validity of curriculum outline.

e Validity and reliability of all evaluations, worksheets,
performance criterion checklists, and test items.

e Completeness and relevance of student guides and other
student materials (handouts, etc).

e Completeness and relevance of instructor guides (lesson
plans).

e Relevance and clarity of PowerPoint®, audio/video,
Advanced Distributed Learning (ADL) or other forms of
blended learning presentations and training support material
or equipment.

e Readiness of course for review by the American Council of
Education (ACE).

Upon completion, the assessment team will prepare a
comprehensive report containing detailed findings from the CAP. It
is recommended that an out brief be scheduled with key
stakeholders for that course, to review the findings and make
recommendations for remediation of any identified problems areas.
Additionally, upon completion, the report will be forwarded to the
appropriate chain (Performance Systems Branch Chief via the
School Chief). If the findings warrant, notification by the local chain
of command to FORCECOM and the Training Managers should be
initiated for resource/funding support (see Chapter 9).

If determined as a result of the CAP, that course development
resources be assigned, the PSB Chief will bring those
recommendations forward for consideration (during prioritization of
course development resources). This may occur through an after
action report, or brief, to the Training Officer outlining mitigation
strategies to address all problem areas reported during the CAP.

Follow-on course development efforts (if assigned) will result in a
separate project plan for accomplishment of all work with
associated timelines, resources required, and a draft Plan of Action
and Milestones (POAM).
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7.3 — Classroom Observations

Overview

Purpose

Requirement

Chapter 7: Evaluation

This classroom observation process is a recommended strategy for
ensuring the instructional integrity of courses (once implemented by
the CG Training System). Conducting regular observations of the
training process as it actually occurs can provide training centers
with information regarding opportunities for continuous
improvement. Additionally, it ensures the instructors are delivering
the materials as designed, and that the design of instruction works
for the learners (primary) and the instructors (secondary).

The purpose of conducting classroom observations is to determine
whether the instructional materials yield valid, reliable, and high
fidelity training when delivered according to the instructional plan.
The value it adds to the assessment process is that it provides you
with a snap-shot of how the course is functioning, without the
completion of a full document review (CAP).

The results of these classroom observations can be another trigger
that a CAP be initiated (due to concerns of decreased instructional
integrity observed), or that a course change form be submitted (see
Chapter 8) for updating existing curriculum due to Major, Minor or
Technical changes — but it can also be positive reassurance that
the course is running as designed and learning is taking place.

You are encouraged to conduct periodical classroom observations
on any of the courses that you oversee. Classroom observations
should begin after a course has been implemented for at least a
year. These periodic observations are a proactive step in the
course maintenance process. Other specific situations that require
a classroom observation to occur may include:

e Receipt of a Curriculum Change Notification form (see
Chapter 8)

e CAP has been tasked for the course, or

e Results of Level 3 evaluations identify a gap in teaching the
desired/optimal performance

Note: Execution of this process is highly limited by in-house
resources, so consult with your local procedures or SOP on
how this process may or may not be included in your overall
course evaluation process.
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Process

Process
Overview

Observers

Chapter 7: Evaluation

Classroom observation can be assigned, or be conducted in a
random/periodic manner for quality assurance purposes. No matter
the reason, once decided upon the first step in the process is to
identify who will do the observation.

Once identified, the observer should reach out to a school POC and
notify them of their intent to visit. In doing so the school should
ensure that a space is provided (in an unobtrusive location) for the
observer to watch the instruction, provide them with all the
instructional materials that support delivery of that particular lesson
to review, and discuss the scheduling/delivery of all aspects of that
particular lesson (from introduction through administration of
performance tests).

During the process, the observer will use the checklist (see
Appendix V) as a guide to determine; if the lesson is being
delivered as originally designed, if it works for the instructor and
students, and if the students are able to successful complete the
performance test upon completion of the lesson.

After the observation is complete, this checklist can be used to
generate a summary report noting any discrepancies, and
discussed with the school and appropriate command for review.

Note: These checklists may be modified locally to follow local
procedures/SOP; the importance being that this is
conducted, if possible, as another quality assurance input.

An observer can be a course developer, Master Training Specialist,
course chief, school chief, or other designated person familiar with
the ISD process.
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COURSE MAINTENANCE
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Overview

SOP, Vol. 5: Resident Instruction

8.1 — Chapter Introduction

Synopsis

Audience

Purpose

Once you have developed, implemented, and successfully
evaluated a course, there is bound to be a time when you need to
update or make revisions to it. This chapter provides instruction on
the process for revising curricula.

When a SME/AP, Instructor, or Schoolhouse determines a
curriculum update is needed, they should bring that information to
the attention of Performance Systems Branch (PSB) Chief, or
supervisor, detailing the change in order to determine 1) if the
change is appropriate and necessary, and 2) the amount of
Instructional Systems Design (ISD) support that will be necessary
for each request.

Primary Audience: Coast Guard School Chiefs, Course Chiefs,
Instructors, and other school staff that have the most current
information on changes to their curriculum.

Secondary Audience: From the input received by the above primary
audience, an Instructional Designer can then be consulted to
oversee, manage, or assume the responsibilities for updates and
course revisions.

The purpose of outlining a standardized process for course
maintenance is to ensure there is no loss of ISD integrity to the
existing course by changes made without ISD oversight. This
chapter provides a process from which localized procedures may
be built off of to determine how you wish to handle updates and
revisions to curriculum under your control. The most important
factor is to insure that courses are not being changed or updated
in-house, but that oversight and awareness of the need for this
change is communicated to your local instructional designer,
training officer or PSB.

NOTE: The curriculum change notification form is a tool to be used
by PSB staff (or your local training officer/course developer) to
evaluate the proposed change to see if appropriate, instructionally
sound, and what resources are necessary to effect the change.
Schools and instructor are NOT at liberty to make changes to their
curriculum without ISD oversight; quality assurance of this happens
through Chapter 7, Classroom Observations.
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Overview, Continued

Inputs Various factors can initiate an update or revision to a course, and
that factor will determine the type of change. However, first and
foremost you must have an approved and existing course
(developed according to processes outlined within this SOP).

Some possible inputs to the update and revision process are:

Changes to doctrine or policy

Changes to RPQs

New equipment or software

Results of annual course review (see Chapter 7)
Course Assessment Process (CAP) (see Chapter 7)
Curriculum outline due for triennial review/update
Results of classroom observations (see Chapter 7)

Results of level two and three evaluations

Outputs The outputs of this phase are going to be identical to the outputs of
Chapter 5. Depending on how extensive the change, everything
from Job Aids and Performance Tests to Instructor Guides could be
changed, and therefore may be an output to this process.

Updated course materials, aligned with new RPQs (major
change)

Updated course materials due to equipment and procedures
(technical change)

Editorial errors made to course materials by school staff (minor
change)

Updated curriculum outline (major change)
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Overview, Continued

Change Types
Definitions

Additional
Resources

The following definitions are used to categorize the type of change
request:

Major Change: A major change to any course terminal performance
objective, an increase in course length, or any change that requires
additional resources. This type of change will result in submission
of an updated Curriculum Outline for approval. Examples of this
type of change include: Updated RPQs, NPP FEA (new course),
and a process/product output change to Performance Test.

Technical Change: Any change to tactical or training-unique
equipment or documentation originating in the program that affects
curriculum. A technical change may or may not affect individual
learning objectives (Enabling Objectives, EOs), but does not affect
terminal performance objectives, course length, or resources.
Examples of this type of change include updated references/policy,
new equipment, and software/equipment upgrades.

Minor Change: A change to correct editorial and typographical
errors, teachability, or safety. Examples of this type of change
include: Spelling error, change in page number referenced in
student text, new videos or images from COTS used in course
delivery.

There are additional resources available to assist you in making
requests for course updates/revisions:

e Appendix Y, WS-Y.1: Curriculum Change Notification Form
(blank worksheet)
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8.2 — Implementing Changes

Introduction

Overview Using the curriculum change notification form in Appendix Y, the
school will identify a possible change. Additionally, the course
chief/school chief will review the change, and route the form
through their appropriate chain of command for review/approval
and prioritization of ISD resources, if necessary.

Steps The process described below depicts the basic steps to follow
when changes to course material are identified:

Step

Action

1

School (staff) identifies a need for course update

Curriculum change form forwarded through appropriate chain for
review/approval.

Proposed curriculum change is reviewed by Performance Systems
Branch (PSB), or local training officer/instructional design
supervisor. If approved, ISD resources should be assigned based
on type of change.

*Local procedures for prioritization of resources & review/approval
routing should be determined, for example:

IF THEN
Major Assign ISD resource (course developer) to lead this project for
Change course update.
Technical Assign resource, if available, to make changes throughout course
Change materials or give permissions to curriculum chief to enable

changes to be made.

Minor Request course chief to pen-and-ink these changes to materials,
Change ask students to make necessary edits, or give permissions to

curriculum chief — then these changes will then be incorporated
into next curriculum-wide update by ISD resource.

If appropriate, ISD/course developer is assigned to oversee or lead
course update/revision

Course revisions made (according to processes outlined throughout
this SOP for proper instructional design/development)

Technical review by AP/SMS/School conducted

Approval of updated course by supervisor or PSB Chief.
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Introduction, Continued

Example An example of the Curriculum Change Notification form is shown
below.

WS-Y.1 CURRICULUM CHANGE NOTIFICATION

(ORIGINATOR COMPLETE BLOCKS 1 THROUGH 8 ONLY)
1. Originator’s Name: 2. Course Name: 3. Request Date:
LCDR Allen 10C (MS-603) 17FEB10

4. Type of Change:

O MINOR CHANGE [ TECHNICAL CHANGE O MAJOR CHANGE

A change to correct editorial and Any change to tactical or training-unique A major change to any course terminal

typographical errors, teachability or equipment or documentation originating performance objective, an increase in

safety, in the program that affects cumiculum. A course length, or any change thal requires
technical change may or may not affect additional resources.

individual lesson objectives, but DOES
NOT affect terminal performance
objectives, course length, or resources.

5. Instructional Materials Affected (Check all that are known to be affected):

CURRICULUM OUTLINE [ joB AID [] PERFORMANCE TEST
[ STUDENT GUIDE O INSTRUCTOR GUIDE [0 POWERPOINT

[J OTHER (SPECIFY)

6, Describe what linctionality or curriculum and lesson that this CR addresses:
Investigating Officer Course 340860
Curriculum Outline Exhibit (2) Texts and References.

7. Define problem or the need for this change: (Only one per change request. Attach additional sheets if necessary)

Current Curriculum Outline (C/O) fails to reflect specified texts & references ISSUED to students
during each convening consequently references must be accurately exhibited in C/O as a
consumable item which warrants continued funding.

§. Suggestion, Improvement or Recommendation: (Only one per change request. Attach additional sheets il necessary)

(See attached)

Review/Approval

9. School Chiel Approval [PJYES [INO

signature: Tric C. Allen Title : LCDR Date: 17FEB10

10. Training Officer / Local 1SD or PSB Approval of above change KvES [No

Signature: MI:(M R S}mﬁv Title : LLCDRE/PSB Date: 20FEB10

Routed to Curriculum Development Branch for consideration during Prioritization Process
10. Prioritization Process Outcome

18D Resource Assigned a Priority, but no resource currently available
[ No resources assigned, with PSB oversight will work with School to address

Signature:
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Overview

Audience

Training and
Performance
Functions

Successful delivery of a course does not stop with the successful
execution of the beta/pilot test. There are many management
activities that take place to ensure the course is fully integrated into
the training system. It is critical that these elements work efficiently
to support the instruction and are not forgotten.

Primary Audience: This section of the SOP is for the branch chief,
school chief, course chief, or training officer possible working in
conjunction with a the FORCECOM Training Manager and/or
Program Manager (and related programs).

Secondary Audience: Course developers, instructional systems
specialists, master training specialists, and instructors.

SOP, Vol. 13 identifies five key training and performance functions:

e Instructor

e Instructional Designer

e Master Training Specialist

e Certified Performance Technologist
e Training Manager

With the exception of this chapter, the majority of this volume of the
SOP is geared towards instructional designers — performance
technologists might have assisted in the analysis of the
performance problem; master training specialists have a role in
tryout and evaluation of materials; and instructors are responsible
for the execution of the instruction. The focus of this chapter is to
provide Training Mangers (school chiefs, course chiefs, branch
chiefs, etc.) the standards for ensuring their roles and
responsibilities for each training and performance function are
conducted and documented. See SOP, Vol. 13 for more information
on defining the roles and responsibilities.
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Introduction, Continued

The training management continues after the successful validation
of the course and final revisions to instructional materials are made
(as detailed in Chapter 6: Implementation). Follow-on activities
include ensuring training functions are in place to support cost-
efficient, professional, and student-centered instruction.

Process

These management activities ensure that the schoolhouse is
capable of producing confident, capable graduates in alignment
with stakeholder requirements, expectations, and needs.

The checklist provided in Appendix Z is designed for evaluation of
four strategic training management functions:

e Administration
o Staff
e Development

e Delivery

o The checklists provided in Appendix Z are included to ensure:
Key Training

Results e Training system functions in place to support instruction.

e Required resources available, scheduled, and ready to support
instruction.

e Instructors prepared to conduct training.
e Supervisors prepared to administer training.
e Instruction is:
e Cost-efficient
e Professional
e Student-centered
e In alignment with training system specifications
e Sufficient to meet job performance requirements

e Planned revisions completed and the course is fully
implemented within the training system.
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Training Management Function: Administration

Training Administration has an often unheralded yet important role
in efficient operation and maintenance of the training system.
Without capable administration —including distribution of materials
and scheduling of resources—the quality and value of instruction
would be diminished. When student materials are not produced on
time to an acceptable standard, the system’s capability to provide
professional, student-centered instruction is compromised. People
with pay, leave, or berthing problems may not be fully engaged in
their duties. If facilities and resources are not efficiently scheduled,
training may be disrupted or cancelled, jeopardizing the ability of
the Coast Guard to perform its missions.

Overview

Key Tasks for Training system administration includes the following key tasks:

Administration e Administrative support for the production of documents such as
training standards, curriculum outlines, instructor guides, and
student materials

e Writing reports, letters, messages, and other correspondence

e Maintaining personnel, training, equipment, and
correspondence records

e Providing student and staff administrative services

e Scheduling and tracking of resources and equipment, including
calculation and monitoring of annual student throughput,
scheduling students for classes, quota control, or classroom and
equipment allocation

e |dentifying health, safety, welfare and environmental hazards
e Assessing health, safety, welfare and environmental risks

e Implementing risk management strategies and monitoring their
effectiveness

e Managing student resources
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Training Management Function: Staff

Overview The managing of your training staff (instructors) is crucial for the
training manager because for the vast majority of the time, it is the
instructor that has the most contact with the students. It is the
instructors that choose to follow or ignore instructor guides and is
the instructors that are responsible for applying the same
evaluation standards for every learner.

It is training management responsibility to ensure that instructors
are competent, professional, and capable of maintaining a learner-
centered environment. Classroom observations and the
professional development opportunities are the means by which
training mangers can have the greatest input on the instructors.

Key Tasks for Management of instructional staff includes the following key tasks:

Managing e Scheduling an adequate numbers of instructors to support
Instructors training requirements

e Confirm instructors are qualified and ready to deliver the
instruction

e Ensures instructors maintain current expertise in the subject
matter through operational participation, field observation, or
specialized training

e Mandate and document professional development of its
instructor staff

e Use classroom observations and Instructor Feedback Forms
(IFF) as part of supervisory quality checks of instructor
preparations, class preparations, and performance
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Training Management Function: Development

Overview

Key Tasks for
Development

The management of instructional development is simply put the
guaranteeing that Coast Guard Training System SOPs are used for
the development and evaluation of instructional materials. Does the
school or schools they are responsible for use the proper
procedures for the creation, maintenance, and upkeep of their
courses?

Management of instructional development includes the following
key tasks:

Determining if courses were created using the Coast Guard
Instructional Design Model or similar industry-recognized,
systematic approach to training

Using an archiving system to store and retrieve program and
curriculum development documents

Writing, signing, and routing Curriculum Outlines for each of its
courses

Pursuing ACE accreditation for each of its courses

Ensuring the school has current analysis documents (FEA, OA,
JTA, etc.) or tasking memo for each of its courses

Using a Course Assessment Process (CAP) to ensure instructor
guides describe learning activities in sufficient detail to ensure
consistent delivery of instruction

Conducting Level 1 feedback
Reviewing the results of Level 2 testing
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Training Management Function: Delivery

The training management delivery function includes the means or
methods by which instruction is provided to students. Training
management is responsible for making sure delivery systems are
prepared and ready for use.

Overview

This means ensuring instructors are presenting the instruction as
designed; computers, training software, training labs, mockups,
simulators, etc. are operating as necessary; and the school has
procedures for dealing with setting the students up for success.

Key Tasks for Management of training delivery includes the following key tasks:

Delivery e Ensuring instructor guides are followed for all instruction
conducted in the school

e Ensuring instructors and students have access to learning
resource materials and program-related equipment and receive
training in its proper use

e Ensuring suitable classroom space, labs, simulators, equipment,
and materials identified in the curriculum outlines are functional

e Providing an orientation to students

¢ Remediating students that fails performance tests
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Appendix A
Job Aids for Project Management
Table of Use the following list to access the job aid for the task you want to
Contents complete.
Job Aid _
Number Title

JA-A1 Defining the Project Scope

JA-A2 Writing the Project Objective Statement

JA-AZ3 Creating a Project Schedule

JA-AA4 Determining Roles and Responsibilities

JA-AS5 Determining Project Constraints (Priority Matrix)

JA-A.6 Creating the Risk Analysis and Contingency Plan

JA-A7 POAM Implementation Process
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JA — A.1l: Defining the Project Scope

Purpose

Who should use
this JA

When you
should use this
JA

How to use this

JA

Worksheet

Appendix A

This is a job aid to help you define the deliverables and the
evaluation criteria for each deliverable of the project. This job aid
will also help determine the project sponsor, key stakeholders, and
people who fill be using the deliverables.

Optional: The project manager may also choose to develop a RACI
Matrix, assigning responsibility for each deliverable, see Appendix
B, WS — B.1 for more information.

You should use this job aid if you are responsible for managing a
resident training project. This may include: Coast Guard
Performance Systems Branch managers, Instructional Systems
Specialist Supervisors, and/or Project Leads.

Use this job aid after it has determined that a formal project
management process is to be used. See Chapter 2 for greater
instruction on whether formal Project management is necessary for
any given project.

Follow the steps as literally as is practical and in the sequence
provided.

Use with WS — B.1: POAM Template
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JA — A.1: Defining the Project Scope, Continued

Procedures

Step

Action

1

Determine who decides the scope of your project using
the following questions:

When my project is done, who will judge the
success of it?

Who is giving my project resources (funding,
people, accomplished performers, etc.)?

Who has made my project a priority?
Who stands to lose the most if my project fails?

Interview project sponsors/ stakeholders to define the
following:

List each deliverable.

List evaluation criteria for each deliverable
(examples include quality, template, metrics,
timeframe, etc.)

Be as specific as possible. Do not assume
anything. Document everything.

If some deliverables are discussed but later
dropped, be sure to list these in your What Is //
What Is Not Included table. Doing so reminds
people that you will not be producing what they
initially expected.

Draft and confirm the scope with sponsors and
stakeholders.

Example:

Email your draft scope section to the
sponsors/stakeholders requesting a response
confirming accuracy.

Revise any deliverables per feedback.

Include the revised scope definition in your POAM.

*The scope will be formally approved once the POAM
is approved and signed off.

Appendix A
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JA — A.2: Writing the Project Objective Statement

Purpose

Who should use
this JA

When you
should use this
JA

How to use this
JA

Worksheet

Appendix A

This is a job aid to help you describe in 28 words or less what the
project will produce (deliverables), by when (schedule), with what
resources (money/people/tools). Much like performance objectives,
it helps keep all stakeholders on task towards the ultimate goal.

You should use this job aid if you are responsible for managing a
resident training project. This may include: Coast Guard
Performance Systems Branch managers, Instructional Systems
Specialist Supervisors, and/or Project Leads.

Use this job aid after the project scope has been approved but
before you have started the project schedule.

Follow the steps as literally as is practical and in the sequence
provided.

Use with WS-B.1: POAM Template
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JA — A.2: Writing the Project Objective Statement, Continued

Procedures

Step

Action

Gather data.

The Project Manager confirms the preliminary
project expectations regarding schedule, scope,
and resources with critical project sponsors (e.g.,
the leader is funding the project, steering
committee members).

Validate the draft POS.

The Project Manager partners with the core project
team to write a draft POS.

A strong POS utilizes the following standards:
v Starts with a verb
v Is 28 words or less

v/ States what will be produced by when with
what resources

v Does not use jargon or acronyms

v" Should highlight the project’s most critical
aspect (e.g., deadline or budget cap)

Circulate the draft POS to project sponsors for
feedback.

Secure approval of the POS.

The Project Manager includes the revised POS in
the POAM

Final approval of the POS when the POAM is
approved at the Project Sponsor level

Include approved POS in the POAM

Appendix A
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JA — A.3: Creating a Project Schedule

This is a job aid to help you create a project schedule. The project
schedule is used to clarify what will be achieved by when and with
whom. A project schedule includes both deadlines and milestones.

Purpose

Who should use You should use this job aid if you are responsible for managing a

this JA resident training project. This may include: Coast Guard
Performance Systems Branch managers, Instructional Systems
Specialist Supervisors, and/or Project Leads.

Use this job aid after it has determined that a formal project

When you . :
should use this  Management process is to be used and after the project scope has
JA been approved

How to use this Follow the steps as literally as is practical and in the sequence
JA provided.

Worksheet Use with WS-B.1: POAM Template
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JA — A.3: Creating a Project Schedule, Continued

Procedure

Step Action
1 Discuss and review the following items with your team
members:

e Project Objective Statement and Project Scope

e Phases or categories of work (Analysis, Design,
etc.)

2 Identify all tasks:

e Agree on major phases/sub-phases of the project.

e Organize the tasks under the phases/sub phases.
o0 Before doing this activity, it helps to study how

long similar projects took (task durations) in the
past.
3 Assign task criteria:

¢ Identify a deliverable (or output) for each task and
specify the acceptance criteria (standard of
performance).

e Identify one owner for each task. The owner is
responsible for the task completion and its criteria,
though others on the team can assist in task
completion as well.

e Estimate the duration of each task.

4 Estimate the amount of time / target completion date

for each milestone.

Note: Reference the Design Ratio Guidelines
within the text of Chapter 2 (Determining the
Project Schedule) to assist in allotting an
appropriate amount of time for each phase.

5 Document the milestone (phase) dates in your POAM.

6 Update the schedule (task durations, completion) per

inputs / time dedicated or allotted to each phase and
tasks to complete in each phase.

e Use this to continue to create your detailed
schedule for each task necessary for each
deliverable and milestone.

RESULT: A schedule reflecting the path to project completion.

Appendix A
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JA — A.4: Determining Roles and Responsibilities

Purpose

Who should use
this JA

When you
should use this
JA

How to use this
JA

Worksheet

Appendix A

This is a job aid to help you write the Roles and Responsibilities
section of your POAM and to clarify exactly who is responsible for
what in your project. This job aid will also help you list the names of
everyone who will play an important role in the project, along with
key responsibilities within that role.

You should use this job aid if you are responsible for managing a
resident training project. This may include: Coast Guard
Performance Systems Branch managers, Instructional Systems
Specialist Supervisors, and/or Project Leads.

Use this job aid after it has determined that a formal project
management process is to be used and after the project scope has
been approved

Follow the steps as literally as is practical and in the sequence
provided.

Use with WS-B.1: POAM Template
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JA — A.4: Determining Roles and Responsibilities, Continued

Procedures

Step Action

1 Review the summary descriptions of some key project
roles.

e Using the table on the next page.

2 Determine which roles apply to your project.

3 Determine which roles are not listed in the table, but
need to exist for your project.

4 Write a description of each role not defined.

5 Review your list of roles with your project sponsor(s)
and management to confirm your understanding of the
roles unique to your project.

6 Include your roles and responsibilities table in your
POAM.

Note: Some people are considered “core members” of the project.
For example, the instructional designers represent “core”
team members.

Others are considered “extended members” of the project.
Extended members help only at certain times. For example,
you might use a graphic artist during development, but not
during analysis. The graphic artist is an extended team
member.

Core team members should be involved in every aspect of
the project. Extended team members only need to be kept
informed of the issues directly impacting them as a resource
(e.g., hours of work needed that week).

Use the table on the next page to help identify and define
roles and responsibilities, you may want to indicate your core
team members with an asterisk (*) on the POAM.
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JA — A.4: Determining Roles and Responsibilities, Continued

Key Roles Use the role description table below to determine which roles are
Defined relevant to your project.

ROLE DESCRIPTION

Project manager Responsible for POAM creation/approval, overall project
management, strategic communications, providing
whatever the project team needs to deliver against
POAM expectations, and setting priorities

Project lead (This role is sometimes the same person as the project
manager.) Responsible for tracking the progress of a
project, overseeing change management, scheduling
updates, and providing tactical communications and
conflict resolution.

Executive sponsor | (one person — typically the senior member) Responsible
for funding the project, confirming the project manager,
ranking the priority of the project, ensuring continued
resources, and offering strategic guidance.

Sponsor(s) / (People who have a stake in the success of the project;
stakeholder(s) could include the group that the project will impact the
greatest.) Responsible for providing strategic guidance,
setting priorities and ensuring resources are available.

Steering (Usually comprised of no more than eight people
committee representing Project Leadership and Sponsors;
(optional) however, not every project will have this role.)

Responsible for supporting the Project Manager by
helping to facilitate strategic decisions and drive key
support (funding, resources).

Instructional Responsible for driving the analysis, design,
designers development, implementation, and evaluation of the
course development process.

Subject Matter Responsible for providing the technical integrity and
Specialists (SMS) | oversight of the course, and consultation throughout the
course development process.

Accomplished (People who are top performers with relevant field
performers (ap) experience, which represents the target (primary)
audience.) Responsible for providing real world
perspective and the audience voice.
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JA — A.5: Determining Project Constraints (Priority Matrix)

Purpose

Who should use
this JA

When you
should use this
JA

How to use this
JA

Worksheet

Appendix A

This is a job aid to help you determine your constraints and
priorities. The Constraints (Priority) Matrix is one part of the
Assumptions and Constraints section of your POAM. Assumptions
and constraints in the POAM highlight the things you assume to be
true going into the project (the assumptions), and the things that
everyone knows will present challenges during the project
(constraints).

The Priority Matrix is used to help you rank the schedule, scope,
and resources so that the highest quality product is delivered.
Additionally, if someone comes to you during the project with a
change to one of these three areas, you can refer to the Matrix to
determine a response and impact assessment.

You should use this job aid if you are responsible for managing a
resident training project. This may include: Coast Guard
Performance Systems Branch managers, Instructional Systems
Specialist Supervisors, and/or Project Leads.

Use this job aid after it has determined that a formal project
management process is to be used and after the project scope has
been approved.

Follow the steps as literally as is practical and in the sequence
provided.

Use with WS-B.1: POAM Template
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JA — A.5: Determining Project Constraints (Priority Matrix), Continued

Using the table provided in your POAM template (see Appendix B)

Procedures
follow these steps:

Step Action

1 Determine the priority for each area, ensuring that
each column only has one “X".

In other words, you must determine which area
(scope, schedule, or resources) is Most
Constrained, which is Somewhat Constrained, and
which is the Least.

2 After Priority is determined, capture why you defined
each as you did...using the language as in the
template:

e XXXXX IS most constrained because ...
e XXXXXX is somewhat constrained because ...
e XXXXXX are least constrained ...

3 Include your Priority Matrix to the POAM.
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JA — A.6: Creating the Risk Analysis and Contingency Plan

Purpose

Who should use
this JA

When you
should use this
JA

How to use this
JA

Worksheet

Appendix A

This is a job aid to help you create a risk analysis and contingency
plan. The purpose of completing this job aid is to increase your
awareness of what might derail your project, and to offer a solution
to mitigate any negative impact should this event occur.

You should use this job aid if you are responsible for managing a
resident training project. This may include: Coast Guard
Performance Systems Branch managers, Instructional Systems
Specialist Supervisors, and/or Project Leads.

Use this job aid after it has determined that a formal project
management process is to be used and after the project scope has
been approved

Follow the steps as literally as is practical and in the sequence
provided.

Use with WS-B.1: POAM Template
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JA — A.6: Creating the Risk Analysis and Contingency Plan,

Continued

Procedures

Appendix A

Follow these steps to analze the risk and create a contingency

plan:
Step Action

1 Recognize the difference between Preventive Action and
Contingency Plan.

2 Meet with your team to identify known risks and
predictable risks. Use the following questions as a guide
for the discussion:
¢ What went wrong with a similar project? Can we talk

to that Project Manager and/or team to find out?

e Are there are trends in the environment (e.g., new
technologies, mergers, cost reductions, etc.) that
could negatively impact the project?

e Are the scope, schedule, and resources subject to
change? How solid are these aspects at project
launch? What could be possible obstacles?

3 Narrow this list down to the top five to six most
predictable events that could occur that would impact
your project.

4 Set aside the risks that didn’t make “the cut” for future
reference.
¢ When you create the POAM, you may be able to

reference these lesser known risks in the
Assumptions List (see the Error! Reference source
not found. section) or the What Will Not Be Included
table (see the Error! Reference source not found.
section).

5 For each risk, identify and document the following:

e Likelihood of risk occuring (high/medium/low)

e Potential negative impact to project
(high/medium/low)

o Difficulty of timely detection (high/medium/low)

e Overall risk level based on the previous bullets
(high/medium/low)

6 Meet with your project sponsors to communicate the risk
analysis data from the previous step, making adjustments
for additional insight and input they may have.
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JA — A.6: Creating the Risk Analysis and Contingency Plan,
Continued

Procedures,
Continued

Step Action

7 Create a contingency plan for each major risk considering
the data provided by the project sponsors and team and
the following critiera:

e Trigger: What is the trigger for this risk? What
observation might indicate the risk will happen?

e Owner: Who will own the trigger for each risk?

e Preventive Action: What could we do today to
possibly prevent this risk from happening in the
future?

8 Assign a “strong” performer to own the highest risks that
could harm project most.

9 Share all risk analysis data and contingency plans with
your team and project sponsor(s) to obtain consensus for
the course of action.

Example: If there is a risk that Subject Matter
Specialists may be deployed during Needs Analysis,
factor the time for Contingency Planning into your
schedule “just in case”.

10 Include a Risk Analysis table and Contingency Plan table
in your POAM.
11 Integrate the preventive actions and the contingency plan

into your schedule as appropriate.
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JA - A.7:. POAM Implementation Process

SOP, Vol. 5: Resident Instruction

Appendix A

Project Manager creates
Communication Plan (if not
included in POAM) and implements
Status Collection and Updating
Process

)\

Project Manager tracks risks
highlighted in POAM and
implements POAM Contingency
Plans as appropriate

\

Project Manager tracks unexpected
changes and trends impacting
project scope, schedule, and/or

resources, and assesses
variance/impact

)\

Project Manager recommends
Adaptive Action per expected and
unexpected changes, implementing
Change Management Process as
defined in POAM (or creates
Change Management Plan for
implementation now)

7

Project Manger reinforces
guidelines and processes (e.qg.
deliverables success criteria,
guality assurance) per POAM
specifications

7

Project Manager drives
Communications and Project
Reporting per Communications
Plan

)\

Project Manger wraps-up project
with Lessons Learned/Debrief

A-19
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APPENDIX B

Worksheets for Project Management

Table of
Contents

Worksheet
Access

APPENDIX B

These worksheets are designed work in concert with the Project
Management Job Aids presented in Appendix A. There is not a
one-to-one relationship since not all jobs need a standard way of
capturing the associated data.

The following worksheets have been provided to you for managing
and tracking projects.

Worksheet
Number Title

WS-B.1 POAM Template

WS -B.2.A Project Schedule Template (Example 1)

WS -B.2.B Project Schedule Template (Example 2)

WS -B.3 Meeting Template

Samples of the worksheets are included in this appendix. Refer to
the SOP Downloads (Word Version) page on TRACEN Petaluma’s
internet website for the most recent and usable copies of all
Worksheets and Templates:
http://www.uscg.mil/hg/cgl/TracenPetaluma/SOP/default.asp
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WS - B.1: POAM Template

Instructions Create a POAM that contains the nine elements discussed in
Chapter 2. One such template is shown on the following pages, you
can use this from which you delete and modify the content to fit
your local procedures.

Job Aid, JA-A.5, provides additional guidance on completion of the
Risk Analysis and Contingency Plan sections.

Course Name

Plan of Action and Milestones (POAM)
Executive Summary
DD Month Year

1. Summary of EPQs:

(if not an ERPQYREPO driven course. then discuss task list efc)
(i not an CHWHRPW driven course, then aiscuss asx 1sl, elc)

2. Project Plan and Timelines:
As per the following POAM, below is an explanation of the major milestones of the
project with an estimated project completion date of Month Year,

« Analysis — Estimated completion date: Month Year

+« Course Design — Estimated completion date: Month Year

+ Development — Estimated completion date: Month Year

» Implementation — Estimated completion date: Month Year

3. Anticipated

capability and resource constraints:
early about pe straints to pri

: e Sirainis o profe ot inclt

paramete
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WS - B.1: POAM Template, Continued

APPENDIX B

Project: Course Name

Project Objective Statement:

Project Scope:

Deliverable

Success Criteria

What is included What is not included

September 2012
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SOP, Vol. 5: Resident Instruction

APPENDIX B

Project Schedule

POC
Start Date End Date
Task Status (Point of Comments
(Actual) (Actual) Contact)

ANALYSIS - MILESTONE

DESIGN — MILESTONE

DEVELOPMENT - MILESTONE

IMPLEMENTATION - MILESTONE

B-5
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WS - B.1: POAM Template, Continued

APPENDIX B

Project Manager: *Name,
Project Lead: * Name, GS

Roles and Responsibilities:

GS

Project Team Members (Developers): * Name (s)

Key Stakeholders

(Name Position

*CDR Name (TO) Executive Sponsor

*LCDR Name Branch Chief

*ITCM Name School Chief

*ITCS Name Asst School Chief

* Name Quality Assurance

*ITC Name Primary CG POC

LT Name Supervisor, IST

Name Contractor Supervisor
Resource Requirements:

People —

- . individual(s) - :
. . Skills Required to A Estimated | Estimated
Project Deliverable i ., o Deliverable ;’":l} 'g:f' Duration | Date

Budget —

Additional Comments:

B-6

September 2012



SOP, Vol. 5: Resident Instruction

WS - B.1: POAM Template, Continued

Project Assumptions:

The following assumptions were presented and approved at the DD MON YEAR kick-off
meeting:

Project Constraints:

Most Somewhat Least
Constrained Constrained Constrained

Schedule

Scope

Resources

e XXXXX is most constrained because ...
e XXXXXX is somewhat constrained because ...
e XXXXXX are least constrained ...
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WS - B.1: POAM Template, Continued

Risk A sment / Contingency Plan:
Likelihood | Difficulty
Identified Risk | Potential Impact | of of Timely g;;‘;’_"“
Occurrence | Detection
Identified Preventive . . .
Risk Action Contingency Action Trigger Owner

Quality Assurance:

Quality Assurance Strategy

Responsible

APPENDIX B
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WS - B.1: POAM Template, Continued

RACI

APPENDIX B

This is optional. If you choose to use this process, it would be
presented in the POAM (as shown on this last page) as a table with
information tied to the deliverables identified in “Project Scope.”
This is not always done —often dependant on the size of the team —
many times captured within your project schedule. The list below is
provided as additional guidance on what RACI stands for:

. RESPONSIBLE: The people responsible for the deliverable (or
task).

e ACCOUNTABLE: The ONE person ultimately responsible for
the deliverable (or task completion).

o CONSULTED: The people who might be consulted about the
deliverable (or task) but who do not perform any development
work.

. INFORMED: The people who need to be kept updated on
progress; typically this is one-way communication (e.g.,
informing project sponsors of project status).

RACI Matrix — Who is responsible, accountable, consulted and informed?

B P A K, o

Change Management:
Change Order Process

Version Control Process

Project Documentation Process

POAM SIGNATURE (APPROVAL) AND DATE

Title Signature Date

Training Officer

Project Manager

Project Leader

School Chief

School Sponsor

Project Sponsor

B-9 September 2012
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WS — B.2.A: Project Schedule Template (Example 1)

Instructions

Using the Job Aid, JA-A.3: Creating a Work Breakdown Structure,
collect all information necessary to create your project schedule,
examples of which may look like those shown on the following

pages.

PHASE / MILESTONE DATE

e Course Analysis (DATE):
e Course Design (DATE):

e Development (DATE):

e Implementation (DATE):

Status as of (DATE)

Project: (TITLE)

POC: (NAME)

Primary Audience: (RATING/SCHOOL)

Task Description

Start
Date

End
Date

(Actual) | (Actual)

Status

POC

Comments

ANALYSIS

DESIGN

DEVELOPMENT

IMPLEMENTATION

APPENDIX B
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WS — B.2.B: Project Schedule Template (Example 2)

XX Resident Course Production

Plan of Action and Milestones

OAM

Development Team &
Primary POC’s

SMS Name

Project / Course Type:
{ A-School or C-School)

A-School

Target Completion Date

DD MON YYYY

APPENDIX B

1.0 EPQ Alignment
Total # # # c t
EPQ's NEW Changed # Unchanged omments
From EPQ’s (if applicable)
12
Target Completion | Milest
Task Start Completion Status / Actually
No. Task Description Date {Due Date) Tracking | Completed Comments
MNew/Revised EPQ's signed
1.1 & received Date Signed
1.2 | Determine EPQ) Changes (captured above)
EPQ’s reviewed against
1.3 current References
Developer / Resource Indicate that person in
assigned to implement POC block on top of
1.4 | changes this POAM
2.0 Tasking Memo
Tasking Letter received from
2.1 CG-132 Date Received
y Tver Me Ceommunicates expected
.ITUA"“ & Cover M"}“P 101 timeline to Program / RFMC
22 T'O for response to CG-132 to gain agreement
3.0 TPO / EO Development
Task List created from
3.1 EPQ’s and approved
3.2 TPO’s Written or Revised
3.3 EO’s Written or Revised
1-1
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WS — B.2.B: Project Schedule Template (Example 2), Continued

XX Resident Course Production
Plan of Action and Milestones (POAM
4.0 Curriculum Outline Developed / Updated
Target Completion | Milestone
Task Start Completion Status / Actually
No. Task Description Date (Due Date) Tracking Completed Comments
i . ) Cemn sterrt aas soon as TPO's
4.1 Curriculum Outline Drafted are writien
Completion of Curriculum
4.2 Cutline After Validation testing (111}
4.3 Curriculum Outline Routed
. . Wi .
Curriculum Outline sent to ,-_: ::;fjﬁlm:ﬂ:‘,:{:r;f;
4.4 C-132 finalized
Curriculum Outline signed Date we received copy of
4.5 by CG-132 sighed CO .
5.0 | Instructional Materials Updated/Revised
Performance Tests Created
5.0 or Updated ane P per Task
Lessons (IG's) Created or
5.1 Revised
5.2 Task 5.2: N/ for Resident Development
5.3 Job Aids Created or Revised
5.4 Materials to AP’s for review
Student Materials (5G’s)
5.5 created or revised
5.6 Other:

APPENDIX B
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WS — B.2.B: Project Schedule Template (Example 2), Continued

XX Resident Course Production

Plan of Action and Milestones (POAM)

APPENDIX B

11.0 | ITmplementation of Resident Courses (Note: Tasks 6.0 — 10.0 apply to Non-Resident Development)
Target Completion | Milestone
Task Start Completion Status / Actually
No. Task Description Date (Due Date) Tracking Completed C t
11.1 Validation of Course CO completed afier
validation (4.2)
12 Course Materials Updated as
’ aresult of Validation
Hand-off of new Course
11.3 | Materials to School for
Implementation
114 Scheduled delivery of new
’ course
End
1-3
B-13 September 2012
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WS - B.3: Meeting Template

Applicability This template can be used and modified for use for your Alignment
/ Kick-off meeting, status meetings, or any other throughout the
duration of your project.

Project: (NAME)

== (DATE)
Project Objective: (STATE)
Xyz Project Lead Xyz

Project Manager

Key Stakeholders

Executive Sponsor Primary CG POC
Branch Chief Supervisor, IST
School Chief Contract Mgr.
Asst School Chief Contract Team Lead
Quiality Assurance Project Team
Members, Developers
Agenda
TOPIC NAME TIME
TRENDS
NEXT STEPS
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APPENDIX C

Additional Examples for Project Management

Introduction

Table of
Contents

APPENDIX C

This appendix presents some additional examples based on the job
aids presented in Appendix A and the suggested worksheets and
templates presented in Appendix B.

There is not a one-to-one relationship since not all jobs need a
standard way of capturing the associated data. However, there is at
least one completed example for each suggested standard
template for Project Management.

The following items are included in this appendix:

Example
Number Example Title
EX-C.1 Project Planning (POAM) Example
EX-C.2.A Project Schedule (ET-A Sample)
EX-C.2.B Project Schedule (ET-A Detailed Sample)
EX-C.3.A Gantt Chart “Box” Schedule
EX-C.3.B Simple Data Gantt Chart
EX—C.3.C | Traditional Data Gantt Chart
EX-C4.A Managing the Project — Status Collections, Communications
and Updating (Example 1)
EX-C.4.B Managing the Project — Status Collections, Communications
and Updating (Example 2)
EX—C.4.C | Managing the Project — Status Collections, Communications
and Updating (Example 3)
EX—-C.4.D | Managing the Project — Status Collections, Communications
and Updating (Example 4)

C-1
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EX — C.1: Project Planning (POAM) Example

Information System Technician (IT) A-School
Plan of Action and Milestones (POAM)
Executive Summary
28 July 2009

1. Summary of EPQs:
The new IT-A course will cover a total of 24 EPQs; 5 of the EPQs are new, 4 EPQs were
changed, and 15 EPQs remain unchanged from the previous quals.

2. Project Plan and Timelines:

As per the following POAM, below is an explanation of the major milestones of the
project with an estimated project completion date (ready for validation) of September
2011.

e Course Design — Estimated completion date: JUN 2010
This includes complete review or re-engineering of course design (content
mapping)

e Development — Estimated completion date: OCT 2010
This includes an update and development of course materials, including any new
EPQs

¢ Implementation — Estimated completion date: FEB 2011*
*Dependent upon scheduling of implementation plan for roll-out of new IT-A
course; for scheduled roll-out through FY 2011 will need coordination with TQC

3. Anticipated capability and resource constraints:

Multiple developer resources are assigned to this project, but even so will require
expanded timelines to fully re-engineer and implement the new EPQ’s throughout this
process.

APPENDIX C
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EX — C.1: Project Planning (POAM) Example, Continued

Project: IT-A School
Project Objective Statement: To re-engineer the IT-A School course, to provide

training on tasks aligned with 2009 EPQ's, in a way that leverages innovative
learning methods and technology as appropriate.

Project Scope:

Deliverable Success Criteria

« TPOs approved by Name and School (Name)
2009 EPQs translated into POs with | ¢  Instructor Guide and PT booklet

PTs ¢ Student Guide and PT booklet

e By June 2009

« Job Aid booklet or integration into Student Guide
per design preference

* Job Aid approval by Name and School (Name)

Job Aids and Related course
support materials per PO

e FElectronic prereq. skills translated into EOQ’s and
approved by Name and School (Name)

« ET Course materials customized and streamlined

Revised Core IT curriculum
{mapped to 2009 EPQs)

e |Instructor and Student Guides

Course materials per PO / learning If design appropriate: Altemative Learning

activity support Technologies (eLeaming)

* Design drafts by Dec. 2010 (not production —ready)

What is included What is not included
s 2009 EPQ alignment * New EPQs that emerge after project
« Redesign of ET curriculum for IT-A School launch
per analysis results o Certification in technical areas
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EX — C.1: Project Planning (POAM) Example, Continued

Project Schedule (sample)

APPENDIX C

Start Date | End Date Roe
Task ( Actu a‘) ( Actu al) Status (Point of Comments
Contact)
ANALYSIS - MILESTONE JUNE 30, 2010
i 2 JUL 2009
Efak: Deafinad per @®13100 Kick | 18 fﬁfﬁoog DONE KXXX Ahead of Schedule
Off Meeting) ( %)
DESIGN - MILESTONE OCT. 2010
Task Analysis, Mew AXOOCK added,
Paradigms & 15(2"1?}’,5;09 APR2010 | o N oo 1 Resource lost in
Procedures Defined April;
1 Resource added in
HHRX May; 1 resource
IN regained; New
TPOS Approved APR 2010 JUN 2010 PROGRESS Certification
requirement added
(ASFSF+)
DEVELOPMENT - MILESTONE DEC. 30, 2010
Curriculum Outline HOHHX
DRAFT JUN 2010 AUG 2010 Desigh Team
Performance Tests
Creatad JUN 30 OCT 2010
Lessons (I1G) HOK
Created/Revised UB2010 QCT 2010 Design Team
Job Aids
Created/Revised JUN 2010 OCT 2010
IMPLEMENTATION - MILESTONE FEB. 25, 2011
Curriculum SOOLX
_ FEB. 2011 TBD
Outline Complete Design Team
C-5 September 2012
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EX — C.1: Project Planning (POAM) Example, Continued

Roles and Responsibilities:

Project Manager: *"Name, GS
Project Lead: * Name, GS
Project Team Members (Developers): * Name (s)

Key Stakeholders

(Name Position

*CDR Name (TO) Executive Sponsor
*LCDR Name Branch Chief

*ITCM Name School Chief

*ITCS Name | Asst School Chief

* Name Quality Assurance
*ITC Name Primary CG POC

LT Name Supervisor, IST
Name | Contractor Supervisor

Resource Requirements:

People — Minimum 3 full time designers, 1 project leader, 1 project manager, 1 Quality
Assurance, and required SMS and AP availability and expertise

. 5 Individual(s) - -
e ’ Skills Required to 5 Estimated | Estimated
AR 2 T O Pri:bduct:}cl Deliverable ;';(u' deal Duration Date
ill Set
. DESIGNER:
Steed oDsetool~ | Aomie o -
sk Analysis 3 Months Winter
e MS Live Meeting 2010
DESIGNER: XXXX Winter
« ADDIE /ABCD - XXXX 2009 -
TFasEnd PEs Analysis/Design XXX 4 Monthe Summer
s MS Live Meeting XXXX 2010
DESIGNMNER:
« ADDIE /ABCD - Summer
Curriculum Design Design/Developme 3 Months | 2010 —Fall
nt 2010
s MS Live Meeting

Continued on next page
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EX — C.1: Project Planning (POAM) Example, Continued

. . Individual(s) - -
< : Skills Required to - Estimated | Estimated
LD Produce Deliverable \mt_:h ddeal Duration Date
Skill Set
DESIGNER:
. ADE_)IE /ABCD - 4 Months
Design/Developme Fall 2010 —
Development nt Winter
GRAPHIC DESIGNER: 2010
Formatting, Graphics, TBD 1 Months
TOC

Budget — Actual costs will not be known until the curriculum design is in place and it is
clarified how certain skills will need to be taught, given which tools.

Additional Comments:

o  XXXX is being phased out and XXXX just bought XXXX. The XXXX lab equipment
at the school will need to be removed or replaced. Costs will be factored once
learning strategy design requirements are clear.

e Some of the new EPQs could require new equipment for skill building. Costs will be
factored once learning strategy design requirements are clear.

+ Budget cost estimates will be presented to the Steering Committee for consideration
during review of the draft curriculum design

Project Assumptions:

The following assumptions were presented and approved at the 13 AUG 2009 kick-off
meeting:
e EPQs are final and approved and won't change

* Appropriate resources will be dedicated throughout project as determined by Project
Management

¢ Project Manager — in consultation with Product Leader — has final sign-off for any
changes that impact decision matrix

* No incremental changes will be made to the existing course prior to this re-
engineering project completion

s This project will not execute short-term incremental course revisions

¢ Following the ABCD Design phase, existing course modules and/or module content
will be leveraged for the new course curriculum (as appropriate)

APPENDIX C
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EX — C.1: Project Planning (POAM) Example, Continued

Project Constraints:

Most Somewhat Least
Constrained Constrained Constrained
Schedule X
Scope X
Resources X
e Scope is most constrained because we must meet the EPQ
standards.
¢ Schedule is somewhat constrained because we do not want
this project to drag on too long, however, if scope changes then
the schedule will be negatively impacted. Scope still takes
precedent over Schedule.
 Resources are /east constrained and will be kept flexible,
because this project is a top priority for Asdf School. Therefore,
Accomplished Performers, Subject Matter Specialists, and other
required resources will be provided upon request.
Risk Assessment / Contingency Plan:
Likelihood | Difficulty overall
Identified Risk Potential Impact | of of Timely Risk*
Occurrence | Detection
Minimal to High,
EPQ s Change depending on Moderate Moderate | Moderate
EPQ
(R;es"”me_s High Minimal Low Low
ompromised
Certification ; . y
Required High High Moderate | High
Continued next page
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EX — C.1: Project Planning (POAM) Example, Continued

SOP, Vol. 5: Resident Instruction

Identified Preventive s . .
Risk Action Contingency Action | Trigger Owner
%g?r:ts;ncshlef Course Chief First
EPQs L escalates to Project b .
Change cc_;mmun_matlons Leader for Schedule discussion | Name
with Rating Force impact / rumor
Master Chief P
Strong team
communications Seek additional Nev_rv )
. . project;
Resources to monitor resources if we lose a
- . resource Name
Compromised | progress and resource or partial is pulled
“scope creep” by | resource P
. away
other projects
Course Chief Course Chief .
_ _ maintains escalates to Project First
Certification L Leader for Schedule . .
. communications h . o discussion | Name
Required . . impact; additional
with Rating Force / rumor
2 resources sought as
Master Chief .
appropriate
Quality Assurance:

Project Leader ( Mame )

POAM Criteria Tracking

Deliverables Evaluation

Name

Technical Accuracy Evaluation

Course Chief Name , SMS Sign-Off

Formative Evaluation

Design Team (Category Leads) with Peer
Review and SMS Sign-Off

Summative Evaluation

Validation Process with Design Team

APPENDIX C
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EX — C.1: Project Planning (POAM) Example, Continued

Change Management:
Change Order Process
e Escalation (Chain of Command) for Change Requests should be followed.

e Every change request must be documented for communication to project
sponsors using the following parameters:

o Date of Change:

Description of Change:

Expected Impact of Change:

Rationale for Assessed Impact:
Recommendations to Mitigate Change:
Decision-Makers Regarding Change Approval:
Agreed upon Adaptive Action, if Any:

Change form must be approved by project manager and
project leader

¢ Every Change Form will be stored in the Project Management folder for audit
history.

c o O o o©

o ©

Version Control Process
o Every file will be saved with the most recent date (mo day 10) in the shared
folder per naming conventions.
¢ |f content changes after final sign-off, the original document must be revised and
saved in the folder “Revised Sign Off’ next to the folder “Approved.”
¢ Every month the design team will walk through an audit of version control for
quality assurance.
Project Documentation Process
+ Designers will adhere to design template protocols.
e Designers will compare templates one week into development for each new
phase, to confirm interpretation of project documentation.

Additional Information — Communications Plan:

Status Updates
e Schedule revisited monthly and updated by Project Leader, with communication
to Project Manager and Stakeholders
¢ Weekly status updates to Project mgr. and course Chief per progress
¢ Project Manager debriefs Exec. Sponsor on developments and progress verbally
at staff meetings

Meetings
+ Steering Committee Meetings Quarterly (or sooner if warranted)
¢ Design Team meetings held by Project Leader weekly
e Project Leader / School Communications Meetings quarterly (or sooner if
warranted)

APPENDIX C

C-10 September 2012



EX-C.1:

SOP, Vol. 5: Resident Instruction

Project Planning (POAM) Example, Continued

Reports

Chief.

Web Files

Escalation

¢ Shared file for design team
« Version Control defined by Project Leader
+ Back up provided by designer xxxx

s Project Leader/Course Chief Updates Bi-Weekly (or sooner if warranted)

¢ Team members to send weekly status reports to project leader.
s Project Leader to send weekly status report to Project Manager and School

e Status Reports to be sent via email, in simple bullet format.

¢ Design Team to escalate to Project Leader (Pxxxx) ASAP
+ Project Leader to escalate to Project Manager (Rxxxx) ASAP

Responsibility Matrix (RACI):

RACI Matrix - Who is responsible, accountable, consulted and informed?

Responsible: Accountable: Consulted: Informed:

xxxx(Project Leader) . CDR Sxxxx LCDR Lxxxx
xxxx (Designer) iiii Egéa.gg)m r) ITC Joxxx ITCM Wi
xxxx (Designer) J or. (Course Chief) | ITCS Dxxxx

POAM SIGNATURE (APPROVAL) AND DATE

Title

Signature

Date

Training Officer

Project Manager

Project Leader

School Chief

School Sponsor

Project Sponsor

APPENDIX C
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EX — C.2.A: Project Schedule (ET-A Sample)

SOP, Vol. 5: Resident Instruction

Applicability

Higher level project schedule for meeting project milestones.

Updated: 30 Sept 2010

Plan of Action and Milestones (POAM)

ET Resident Course Production

Development Team &

Beth Wikle, L.3- project lead
Rich Payne, GS, course developer
ET1 Solar, Curriculum Improvement Team

Primary POC’s | ET1 Smith, Curriculum Improvement Team
ET2 Chang, Curriculum Improvement Team
ETC Casey, CIT Supervisor
Project / Course Type:

(A-School or C-School)

A-School

Target Completion Date

New Scope: September 2011 (for pilot course delivery, pending TQC

APPENDIX C

coordination)
1.0 EPQ Alignment
Total # # # Comnisits
EPQ's NEW Changed # Unchanged :
See constraints
s 12 5 2 concerning immediate
From EPQs (if applicable) - - - - implementation of all
1.2 EPQ’s.
Target Completion | Milestone
Task Start Completion Status / Actually
No. Task Description Date (Due Date) Tracking Completed Comments
New/Revised EPQ)’'s signed :
1.1 & received 06/2009
1.2 Determine EPC) Changes 01.Julb9 01 Augl9 100% 26Jul0g
EPQ’s reviewed against Completed curriculum-
1.3 current References 01Julb9 30Aug09 100% 15Junl0 wide (for all EPQ's)
Additional ISD
Developer / Resource resource added fo
assigned to implement project with scope
1.4 changes N/A 01 Augho 100% 08JulD9 change (Mavl0)
2.0 Tasking Memo
Tasking Letter received from - f  F =
51 || Bl 02Jul09
POAM & Cover Memo to
52 | TOforresponse to FC-51 1500 | 01 Aug oo 100% 10Sep09
3.0 TPO / EO Development
Submitted with this
Task List created from update for FC-51
3.1 EP()’s (and approved) 26Jul09 Aug 2009 100% 22Junl10 approval.
1-3
C-13 September 2012




SOP, Vol. 5: Resident Instruction

EX — C.2.A: Project Schedule (ET-A Sample), Continued

Updated: 30 Sept 2010

Plan of Action and Milestones (POAM)

ET Resident Course Production

30Aug09 | 15Sep09
Phase 111: Phase I11:
3.2 TPO's Written or Revised Sepl0 Oct10 100% 29 Sept 10
30Aug09 155ep09
Phase III: Phase I11:
3.3 EO’s Written or Revised Sepl0 Octl0 100% 29 Sept 10
4.0 Curriculum Qutline Developed / Updated
Target Completion | Milestone
Task Start Completion Status / Actually
No. Task Description Date (Due Daie) Tracking Completed Commenis
i ; < - Dvaft TPO's submitted with
4.1 Curriculum Outline Drafted 158ep09 Dec 2010 40% this update for review,
*“Will not be completed /
3 B S routed until alf Phases aof this
Completion of Curriculum development effort are
4.2 Outline 31Decl0 Dec 2011 complete.
4.3 Curriculum Outline Routed Jan 2012 Mar 2012
Curriculum Outline sent to
44 FC-51 Mar 2012 | April 2012
Curriculum Outline signed i ; Date we received copy of
4.5 by FC-51 signed CO ]
5.0 Instructional Materials Updated/Revised
Performance Tests Created
5.0 or Updated 15 Sep 09 Dec 2010 50%
Lessons (1G’s) Created or
5:1 Revised 15Sep 09 Dec 2010 31% Phase 1& 11 complete
2 Task 5.2: N/A for Resident Development
Drafts completed,
5.3 Job Aids Created or Revised | 15 Sep 09 Feb 2011 80% validation underway
5.4 Materials to AP’s for review | 15 Sep 09 | June 2011 40% Ongoing
Student Materials (3G's)
5.5 created or revised 153ep 09 | June 2011 31% Phase &Il complete
5.6 Other:

APPENDIX C
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EX-C.2.A:

Project Schedule (ET-A Sample), Continued

SOP, Vol. 5: Resident Instruction

Updated: 30 Sept 2010

ET Resident Course Production

Plan of Action and Milestones

OAM

11.0 | Implementation of Resident Courses (Note: Tasks 6.0~ 10.0 apply to Non-Resident Development)
Target Completion | Milest
Task Start Completion Status / Actually
No. Task Description Date (Due Date) Tracking | Completed Comments
L1l Validation of Course August Phase [& Il validated-
Nov 2009 2011 6/2010
112 Course Mmsfri‘flls I;ptlalud as September
a result of Validation Diec 2009 2011
FPhase I & IT (new
Hand-off of new Course EFQ f&:jﬁ?:ﬁ;’j affto
11.3 | Matenals to School for . ! !
Implementation incorporated into
October current curriculum —
Nov 2009 2011 62010
11.4 Schn.:(lulcd delivery of new T e
i Dec 2010 2011
End
1-5

APPENDIX C
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EX — C.2.B: Project Schedule (ET-A Detailed Sample)

SOP, Vol. 5: Resident Instruction

Applicability

Use of a more detailed project schedule, maintained by project lead

assists in tracking of project details (partial sample shown below).

Project: ET A Resident Course - Update
B. Wikle, R. P ET1 Solari, ET1 Smith, ET2 Cha
Developer(s): ikle, ayne, olari, Smith, ET2 ng
Target Completion Date:|September 2011 {for pilot / validation, pending TQC

coordination

I E<hind sched

ule
At risk
On schedule
Completed
Milestone
M L Target - Actual
(Milestone) z Completi £ | Completi
o L Deacription S Shiue S Daate L o Due Conment
Phase | - Alignment
Assign Developer / Resource(s) to
implement changes (per Tasking Letter) to/es | 5/1/2010 5/1/2010 5/1/2010 |Deone Richard Payne added to team
Prepare for Project Alignment meeting mojew ) 5/4/2010 5/4/2010 5/4/2010 |and M. Dahms; followed up with LCDR
Develop preliminary list of; deliverables,
resources, project constraints, assumptions,
and any other issues that may need to be
clarified or aligned with client. B 5/4/2010 | 5/4/2010 5/4/2010 |See Alignment Reports.
Send meeting agenda to attendees sw | 5/4/2010 | 5/4/2010 5/4/2010 |Completed
Conduct Re-Alig Meeting wmo/ew | 5/4/2010 | 5/4/2010 5/4/2010 | Completed
Document results of meeting / Alignment
Report BW 5/5/2010 | 5/14/2010 5/10/2010 |Sent to M. Dahms for review.
[Project Alignment and Initial Project Plan
M signed off and approved wmp | 5/14/2010 | 5/20/2010 5f12/2010 |APPROVED.
Ongoing with completion date of
Project schedule drafted W 5/3/2010 | 6/30/2010 7/3/2010 |12/31/2010.
Draft POAM in response to Tasking Letter MO 6/1/2010 | &/30/2010 6/20/2010 |Primary Responsibility: CG Mi
Submit POAM & Cover Memo to 10 for
respanse to FC-51 marcs | 6/30/2010 | 7/15/2010 8/1/2010 |Primary Responsibility: CG M
|Approved by FC-51, LCDR Pearson (and
M Approval of POAM [ 7/15/2010 | 8/30/2010 8/27/2010 |RFMC), via email confirmation
Phase Il - Task Analysis (Major Accomplishments)
ETCS Roquemore, ETC Casey, ET1
Determine EPQ Changes (new, changed, Solari, ET1 Mason, ET1 Smith, R.
deleted, no change) - Complete Curriculum Payne, and B. Wikle met and finalized
Review srem | 5/3/2010 5/7/2010 5/7/2010 |the list.
soyem Interviews have been completed for
Interview AP's/SMS's for MA's Team | 5/3/2010 | 5/7/2010 5/7/2010 |all new tasks.
sojcT
Draft MA's Team | 5/3/2010 5/7/2010 5/7/2010 |Completed and documented on the 551.
Obtain list of accomplished performers (AP)
and/or Subject Matter Experts (SME) from | <qcr Ongoing. We will be validating all of the
client if not already provided. Team | 5/3/2010 ongoing tasks with additional Aps/SMS in the field.
Validate MA's with AP / stakeholders Team 5/7/2010 | 5/14/2010 5/10/2010 | All stakeholders have reviewed.
Revise MA's - Draft NPP Summary Sheets | cper
(for ABCD design process) Team | 5/7/2010 | 5/10/2010 5/10/2010
T
Submit NPP 55#1 - MA's for approval Team | 5/10/2010 | 5/21/2010 5/18/2010 |Sent to M. Dahms for review.
==
Re-submited NPP S5#1 for approval Team | 5/21/2010 | 5/28/2010 5/18/2010 |Sent to M. Dahms for review.
M Approval of Major Accomplishments o | 5/21/2010 | 5/28/2010 Approved by M. Dahms
Phase Il - Task Analysis, (Task List)
[
Confirm AP's for Task Analysis Team | 5/3/2010 | 5/14/2010 5/14/2010) Documented on the Draft Task List.
Draft task list from EPQ's and grouped Finalizing draft list of tasks from EPQs with
under MA's BO/CT CIT team. B. Wikle will sentd to L-3 for
Team | 5/10/2010 | 5/14/2010 5/14/2010|review.

September 2012




SOP, Vol. 5: Resident Instruction

EX — C.2.B: Project Schedule (ET-A Detailed Sample), Continued

Develop plan for collecting the detailed task

1sp/cm

Interviews for entire team have started.

Isp/cT Interviews to continue through
Interview AP's/SMS's: Determine tasks Team | 4/25/2010 | 5/14/2010 5/14/2010]5/14,/2010.
Validate draft Task list with AP / isp/cT

kehold Team | 5/3/2010 | 5/14/2010 5/14/2010|ETCS and Chief have reviewed this work.

iso/eT Completed and handed into K. Jensen on
Draft NPP SS5#3 Team | 5/14/2010 | 5/28/2010 5/27/2010|5/21/2010.

1spjCim
Finalize Task List from EPQ's and submit Team | 5/21/2010 | 5/28/2010| 5/28/2010|Handed to M. Dahms 5/27/2010

M.
Approval of Task List 6/7/2010]  6/7/2010| 6/7/2010|M. Dahms approved task list
6/7/2010|

14y, i R. Payne/Sl
ET1 Smith CRYPTC/CCTV; ET1 Selari HF
Tranceiver/Antenna; B. Wikle A-D and VHF

data 554s Team | 5/10/2010 | 6/30/2010 Tranceiver/Antenna
Begin AP interviews for collecting task data | e
for 554s Team | 5/20/2010 7/1/2010 Ongoing
g
Draft NPP 5544's from interviews Team | 5/20/2010 7/2/2010 Ongoing
150/CIT
Validate task data with AP's / SMS's Team | 5/21/2010 7/3/2010| Ongoing
6/15/2010: $54s for SINS/AIS, Test
Equi t, Connectors, VHF Transceiver,
Review NPP SS#4 and submit for approval - VHF Antenna, and Direction Finder.
Packet A sw | 5/22/2010 7/4/2010 Approximately 60% of the tasks.
5545 for Safe environment, HF
Transceiver, HF Antenna, Documentation,
Review NPP S5#4 and submit for approval - | per Cryptographic, and CCTV. Approximately
Packet B Team | 5/22/2010 7/4/2010 40% of the tasks.
1sp/cm
Review NPP SS#5 and submit for approval | Team n/a

NPP 5584 Approved

G

Pre-Design (Task Step Data)

Gather step-level description from

1sD/cm
interviews with AP's / SMS's Team 6/28/2010
o/
Pre-Design W51 drafted for all tasks Team
M |Pre-Design W5#1 Approved TAW QMM
IsD/CIm
Draft TPO's using Task Data collected Team One per TPO
1SD/Cm
Review all TPOs and submit for approval Team
™ TPO's Approved AW QMIT
T
Drafts Performanve Tests Team
EE
Edits to Performance Tests, as needed Team
1s0/CIT
PT's printed for school (sent to print shop) | Team
M Performance Tests Approved [ 1AW QMIM
T
Draft Job Aids (as needed) Team
BT
Edits to Job Aids, as needed Team
Job Aids printed for school (sent to print iso/eT
shop) Team
Certilication of technical accuracy of Job Sehaolf
M Aids ap
APPENDIX C C-18 September2012
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EX — C.3.A: Gantt Chart “Box” Schedule

Applicability The “box” schedule below displays a bar timeline with high-level
start/completion dates.

Jul.26 Aug.2 Aug.9 Aug.16 Aug.23  Aug.30

Kick Off — 7]

AP Interviews — 7 ]
Data Analysis —{ ]

Report Submitted —{ 1]

Source: http://chandoo.org/wp/2010/07/09/gantt-box-chart-proposal/

The image below describes the boxes displayed in the Gantt chart
example above.

¢

h

1

Worst Case End Date
Start Date Best Case End Date

Realistic End Date
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EX — C.3.B: Simple Data Gantt Chart

Applicability

The sample Gantt Chart below shows the timeline along the top of
the chart, the tasks listed on the far right, and color-coded bars
depicting completion and in-progress status per task.

TOOLS: Gantt Charts can be created in many software
applications, including Visio, Excel, MS Project, to name a few.

R R e R SR L N~ S o, PR W 5
T N N A S A Sl R A g
ORI A @‘1} LI W e
———— Tosk
. Task 2
— | Task 3
- Tazk 4
| || | Tasks
[ T T T 1]
B Completed O Remaining

Source: http://office.microsoft.com/en-us/visio-help/communicate-schedule-details-with-a-visio-gantt-chart-HA010147271.aspx

APPENDIX C
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EX — C.3.C: Traditional Data Gantt Chart

SOP, Vol. 5: Resident Instruction

Applicability The sample Gantt Chart below shows the timeline in two columns —
START DATE and FINISH DATE as well as displays the timeline in
bar format. The tasks are listed in the far left column, in sequence.
Duration per task is also captured in a separate column, and there
is a column to track percentage of completion. In some instances,
projects cannot be tracked using percentages as it is difficult to
guantify and assess the percentage of the project completed.
Note: Sometimes people choose to highlight only the table

(task/start and finish columns) and omit the bar chart on the
far right. You can use whatever approach works best for
your skills, your audience, and your project.
- . 5 2000
ID| Task Name Start Finish |Duration "
L Aug Sep Oct
1 | Find New Offices | 8/1/2000 | 814/2000| 10d | 100% =3
2 |negoliale lease Bi14/2000 | 8M16/2000| 3d 100% ﬂj
3 | architect plan 812212000 | 8/22/2000| 04 0% L(—}
4 |begin buildout | 8/24/2000 | 10/2/2000 | 28d 0% Y L J
5 structural B/24/2000 | 972172000 21d 0% ]
6 interior design | 9/22/2000 | 10/2/2000| 7d 0% =
T | move furnishings | 10/5/2000 [ 10/11/2000] 5d 0% |:_h
8 | install IT equip. | 10M12/2000| 10/20/2000] 7d 0% |+—|:|
9 [move in 10/23/2000 [ 10/23/2000] Od 0% O

Source: http://office.microsoft.com/en-us/visio-help/communicate-schedule-details-with-a-visio-gantt-chart-

HA010147271.aspx
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SOP, Vol. 5: Resident Instruction

EX — C.4.A: Managing the Project — Status Collections,
Communications, and Updating (Example 1)

Applicability

APPENDIX C

One example of a project manager’s strategy for collecting,
communicating, and updating project status was provided within
Chapter 2, the following are some additional examples.

Expectation

Schedule should be
updated weekly and re-
distributed after each
milestone

Owner

Project Leader

- Email attachment to

. Project Management /
- Key Stakeholders /

- Project Team

Description

Steering Committee
should meet once a
month

Project Manager

. Face-to-Face meeting in
. Conference Room for

. decision-making and

. updates

Project Team should
meet once a week to
ensure change
management, project
tracking

Project Leader

© (With All Team
: Members)

. Face-to-Face meeting on
. base for discussion of

. any change management
© issues, successes,

- challenges, etc.

Unexpected Surprises
requiring Urgent Action

! Project Leader

| Escalate all matters to

! Project Leader, who will
| implement change

| management process as
defined.

C-23
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EX — C.4.B: Managing the Project — Status Collections,
Communications, and Updating (Example 2)

Status Updates

e Schedule revisited monthly and updated by Project Leader, with
communication to Project Manager and Stakeholders

e Weekly status updates to Project manager and Course Chief
per progress

e Project Manager debriefs Executive Sponsor on developments
and progress verbally at staff meetings

Meetings

e Steering Committee Meetings Quarterly (or sooner if warranted)

e Design Team meetings held by Project Leader weekly

e Project Leader/School Communications Meetings quarterly (or
sooner if warranted)

e Project Leader/Course Chief Updates bi-weekly (or sooner if
warranted)

Reports

e What type of reports will we create, who will create them, and
who will receive them?

e What content and level of communication is appropriate for
whom?

e How detailed should reports be and in what format?

Escalation
e Design Team to escalate to Project Leader ASAP
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EX — C.4.C: Managing the Project — Status Collections,

Communications, and Updating (Example 3)

APPENDIX C

Information similar to the below are often the details used in
tracking the project on your project schedule.

Est Target Actual Target Calculated Actual
Task Dur-ation Sta?t Date Start Finish New Finish Finish
Date Date Date Date

Create

XYZ 15 days 10 APR 13 APR 28 APR 2 MAY 1 MAY
job aid

E)gz'g” 2 days 12 APR 15APR | 15APR | 18 APR 22 APR

C-25
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SOP, Vol. 5: Resident Instruction

EX — C.4.D: Managing the Project — Status Collections,
Communications, and Updating (Example 4)

This example of a Gantt chart schedule is another way to present
the information discussed in Part 1: Planning the Project: Project
Schedule section of Chapter 2. It is presented here, because
schedules will need to be updated in detail during status collection
and updating.

'MEEKS:!!!ISI?!IMIH?II
WBS 1 Summary Element 1 _-57% complete
WBS 1.1 A P W75% compiee
START.TOSTART i
WBS 1.2 Activ "]' B - 5 7% compleles
FINISH-TO sum+ .
WBS 1.3 Actiwlty C : 0% complete
FINISH. TO-FIISH
WBS 1.4 Activity D ' (P% comgiele
WBS 2 Summary Element 2 PR o complete
“‘BSE' ' "‘."' ::I":["?'!.'
WBS 2.2 Actiwity F " (P% complete
WBS 2.3 Activity G . P complete

Source: http://en.wikipedia.org/wiki/File:GanttChartAnatomy.png
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APPENDIX D

Tip Sheets for Project Management

Table of Use the following listing to access the specific topic you are
Contents interested in learning more about.

Tip Sheet

Number Title

No supplemental Tip Sheets exist to support Project
Management at this time.
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APPENDIX E

Job Aids for Analysis Phase

Table of These job aids are designed to work in concert with the Analysis
phase worksheets presented in Appendix F. Use the following

Contents - : .
listing to access the job aid for the task you want to complete.

Job Aid
Number Title

JA-E.1 Collect Task Details

JA—E.2 How to Develop the Target Audience Profile

JA-E.3 How to Determine Course Parameters and Constraints

APPENDIX E E-1 September 2012
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SOP, Vol. 5: Resident Instruction

JA—- E.1: Collect Task Details

Purpose

Who should use
this JA

When you
should use this
JA

Entering
Assumptions

Reference
Source for JA

How to use this
JA

APPENDIX E

This is a job aid to help you identify specific performance
information that is required for each task. The purpose of this job
aid is to assist in collecting and recording on all relevant information
about how to perform a task correctly.

You should use this job aid if you are an instructional designer or
course developer responsible for conducting the Analysis phase for
a resident instructional program. Ideally, you are a graduate of the
Coast Guard Course Designer Course (CDC) or the SABA
Knowledge Service Peak Performance System workshops
(previously known as Accomplishment-Based Curriculum
Development (ABCD) workshops).

This job aid should be used after you have validated your source
analysis.

To ensure task performance accuracy, the best way to obtain task
details and associated step data is through interviews and
observations of APs and SMEs. Use of this job aid assumes:

e You have read Chapter 3, Section 3.2 Task Analysis, Collect
Task Details

e You have access to the source analysis
e Access to either:

e Accomplished Performers (APs) for interviews and to
observe task performance, or

e Subject Matter Experts (SMES) or other designated technical
reviewers for task data validation

The primary sources for the following information are:

e Making Instruction Work, by Robert F. Mager, CEP Press,
2005

e USCG Training System SOP, Vol. 6, Curriculum Outline,
Section: Units of Instructions, TPOs and EOs, pages 22 — 26
and Appendix A: Job Aid for Writing a TPO

Using the validated task listing from your Source Analysis, you will
use this job aid to collect the task details data and record the
results of the data collection onto worksheet WS - F.1.

E-3 September 2012



SOP, Vol. 5: Resident Instruction

JA — E.1: Collect Task Details, Continued

Format The worksheet below aligns with the steps of the job aid on the
following pages.

WS-F.1 Task Analysis — Task Detailing

Project Step1
Designer Step 1 Date
Task Task Code
Step 2 Step 2
Source Analysis Step 2
References Equipment Required
Step 3 Step3
| stepa
General Performance Oluob Aid ﬁ
Support Decision for (] Id with Extensive Training
C Oiob Aid with Introductory Training
OLISE OTrain to Memory,
Steps (Enabling Objectives) Prerequisite Knowledge

Step 5

Step6 -7
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JA — E.1: Collect Task Details, Continued

Instructions

Step

Action

Enter in the Project, the Date the worksheet is completed and the
name of the instructional Designer/Developer(s) completing the
worksheet.

Copy Task Statement and Task Code from the analysis. Enter the
name of the analysis in the Source Analysis block.

Ask the AP or SME to identify the needed Equipment / Tools to
perform the task, and the References required to complete the task.
Enter responses into their corresponding blocks of data.

Refer to the Source Analysis for the task recommendations and
check the corresponding block

Ask the AP to identify any steps that are “at strength” in the target
population. That is, identify any steps that the performer must already
know how to perform correctly in order to enter the training. Enter the
results in the Prerequisite Knowledge data block on the worksheet.

Ask the AP to list the Task Steps in the order that they must be
performed. Enter the results.

Ask the AP to review the steps with you from the start of the task to
the output (completion of the task); make any needed adjustments.

Repeat this process (Step 1 through Step 10) for every task in the
source analysis. Each task from the Source Analysis will have a
completed WS-F1.

Validate the Task Details worksheet for accuracy and completeness
by reviewing with AP(s) or with the designated technical reviewer(s)
defined in the Project Plan / POAM.

10

Review with the project manager and/or your manager/supervisor.

APPENDIX E
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JA — E.2: How to Develop the Target Audience Profile

Purpose

Who should use
this JA

When should
you use this JA

Associated
Worksheet

APPENDIX E

This job aid provides the instructions to help you determine the
entering key characteristic about the learner. The target audience
profile should include every variable that might affect the learning
outcome. These variables could include such items as: reading
abilities, language skills, learning styles, educational levels, cultural
influences, or relevant experience with the subject matter.

The results from this assessment provides you with the needed
data to design the training tailored to the needs of your audience by
making the best use of particular instructional strategies that may
be better suited to one target population over another.

Remember, you goal is to gather information about the learner “as
they are” not as you or someone else wants them to be. By doing
so, the training can be molded to the entering characteristics of the
learner (their aptitudes, attitudes, existing skills and knowledge,
etc.), increasing the likelihood of a successful learning event.

You should use this job aid if you are an instructional designer or a
course developer responsible for conducting the Analysis phase for
a resident instruction program. Ideally you are a graduate of the
Coast Guard Course Designer Course (CDC) or the SABA
Knowledge Service Peak Performance System workshops
(previously known as Accomplishment-Based Curriculum
Development (ABCD) workshops).

This job aid should be used after task analysis has been completed
(see JA-E.1).

To help you use a standard and systematic way to capture the
results of the target audience analysis process, a Target Audience
Profile worksheet (WS — F.2) has been provided. An image of WS-
F.2 can be found in Appendix F and a completed example of WS-
F.2 is included in Appendix G.

Refer to the SOP Downloads page on TRACEN Petaluma’s intranet
web site for the most recent and usable copies of all worksheets
and templates: http://cgweb.tcpet.uscg.mil/t _div/cdt/
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JA — E.2: How to Develop the Target Audience Profile, Continued

How to use this
JA

Entering
Assumptions

APPENDIX E

To tailor your training to the needs of your target audience, you will
need to collect data about specific abilities, attitudes and
preferences. Use pages 1 through 4 on WS — F.2 to capture this
type of essential information about your audience.

See Tip Sheet, TIP-H.5: Target Audience Characteristics - Design
Factors found in Appendix H for more information regarding the
relationship of each target population factor and the impact it could
have to designing the resulting instructional program.

Interviews and observations of potential students are the most
reliable sources of audience information. However access to
potential students is not always possible. Consequently, you may
need to have access to individuals performers, SMES, supervisors,
etc., who can accurately describe the current learner’s
characteristics and capabilities. Additionally, when updating existing
courseware, the current instructors may also be a good source for
target audience data.

Use of this job aid assumes:

e You read Chapter 3, Section 3.3, Target Audience Profile.

e Completion of the work defined in the previous job aid found in
the Analysis phase: JA — E.1.

e Access to conduct interviews and/or observations with the target
population or alternate data source.

e You are familiar with the data collection method of interviewing
and can develop any specific interview questions to obtain the
audience/learner data associated with your project that may not
be pre-defined on WS — F.2, as needed. See Appendix H —
Analysis Tip Sheets, Tip — H.1: Data Collection Methodologies
for more information regarding using the interviewing method.
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JA — E.2: How to Develop the Target Audience Profile, Continued

Format

WS-F.2 Target Audience Profile

Section 1 - Aptitudes / Abilities

Project

Desig | Date |
Primary Aud !l or Key Ch

Data Sources(s)

Job l Lm. Specialty v

Current knowledge of

Additional Details

tasks/work or subject High
matter area Average
Limited

None
Unknown

Relevant bac und and
kgro High

Additional Details

experience
Average

Limited
None

I 0 0

Unknown

[ step2 |

¥

Step 2
| Section 2 - Tools and Prerequisite Skills 4

Specific tool(s) or prerequisite skills abilities

The worksheet below aligns with the steps of the job aid on the
following pages (pages 1 and 2 of WS-F.2)

WS-F.2 Target Audience Profile
Project
)

g | [Date |
Primary Audi or Key Ch
Specific tool(s) or prerequisite skills deficiencies Other that may require spocial
Step3 |
Section 3 - Learning and Language Preferences —= [

Vocabulary or High Additional Details
) terminology ol
WS-F.2 = Target Audience Profile understanding - Technical Average | |
Limited ||
None ||
Unknewn -

Vocabulary or High ] | Additional Details
terminology —
understanding = Non- Averege -
Technical Umbed:) |
None | |
Unknown | |
i =

z:rll language skill High ] Details
(mastery of spoken and dvesage ||
written language) Cmbed |
Nane | |
Unknown L]

Overall reading skill level High — Details
Average :
Limited il ]
None ||
Unknown L

Overall math skill level High ] | Additional Details
Average :
Lirnited ||
None | |
Unkncwn | |
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JA-E.2:— How to Develop the Target Audience Profile, Continued

The worksheet below aligns with the steps of the job aid on the

Format, .
Conti d following pages (pages 3 and 4 of WS-F.2).
ontinue
WS-F.2 Target Audience Profile
Project
Designer | Date \
Primary Audience Relevant or Key Characteristics
Overall computer literacy e i Details
level High | |
Average L
Limited L
None | |
Unknown
Overall verbal vigh [ | iti Details
communication and —
i e Average
interpersonal skill level Y
Limited
Nane
Unknown | |
Learning preferences or
learning styles (if known)
(i.e. information or
techniques that may
cause a negative reaction) Stend
Section 4 — Learner Attitude / Motivation
Attitude to organization Additional Details
Eager
Neutral | |
Resistant | |
Unknown
B WS-F.2 Target Audience Profile
Attitude to job __ | Additional Details Project
. Eage: L Designer |Date |
. e:u:arat — Primary A R or Key Ck i
esistani
bt :‘ Mu:];rhy age range of 1824 In general, gender distribution % Male =
B ) I 1, distribution bet types of ::eﬂ':.l
- — n genera ribution between types of a
Attitude to training | Additional Details i units % Ashore
s s D il Eager | | ek In general, distribution of students attending directly from
the content of the Neutral Mixed boot camp
e Resistant || Other details
Unknown Step 6
Section 5 - Additional Audience Details
Overall length of time New | | | Other cultural or herit
with the organization 2.3 Years :‘
4+ Years
— Step 6
Mixed Stepb
Primary Audience Population Description _
WS-F.2 — Target Audience Profile Section 6— y of orkey Istic for = fon during design & p
[ Step7
Optional - Secondary Audi pulation Deseription__—— |
Section 7: y of rel or key characteristic for consideration during design & d
WS-F.2 = Target Audience Profile 4of 4
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JA-E.2:— How to Develop the Target Audience Profile, Continued

Procedures

Follow the steps in the order provided to collect the data about your

learner. Record the results in the space provided in the Target
Audience Profile worksheet (WS — F.2).

Step

Action

Complete Section 1 - Focus interview questions to gather
data on specific abilities and aptitudes for your project;
check the box that best represents the potential students for
your course; record any additional details in the space
provided.

Complete Section 2 - Focus interview questions to gather
data on specific tools and prerequisite skills for your
project; check the box that best represents the potential
students for your course; record any additional details in the
space provided.

Complete Section 3 - Focus interview questions to gather
data on specific learning and language preferences for
your project; check the box that best represents the potential
students for your course; record any additional details in the
space provided.

Complete Section 4 - Focus interview questions to gather
data on the specific learner’s attitude/motivation for your
project; check the box that best represents the potential
students for your course; record any additional details in the
space provided.

Complete Section 5 — Focus interview questions to gather
data of the specific additional details about the learners for
your project; check the box that best represents the potential
students for your course; record any additional details in the
space provided.

APPENDIX E

Continued on the next page
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JA — E.2: How to Develop the Target Audience Profile, Continued

Procedures,
Continued

APPENDIX E

Step

Action

Complete section 6 — review all of the data collected in
Steps 1 - 5; in the space provided summarize your findings
regarding the relevant or key characteristics that may need to
be considered in order to adapt your training to meet the
needs of the intended audience. See Appendix H — Analysis
Tip Sheets, H5 for additional information regarding target
population factors and design considerations.

Your summary should high-light the design considerations (i.e.
amount of required practice, detail of content, transition
strategies, needed equipment, etc) when answering the
following types of questions* about the target population.

1. What is their proficiency?

2. What types of attitudes do they have?

3. What is the work environment they are accustomed
to?

4. How are they used to doing things?

5. What shared or different points of view must be
reflected and respected in the course?

* Source: Elengold, J. Linda, Teach SMEs to Deign Training,
Instructional Systems Development, An INFOLINE
Collection, Issue 0106, pg. 183., ASTD Press

Complete Section 7 only if a secondary population has
been identified and the project plan indicates that their unique
performance needs will also be addressed by the training.

If... Then...

Secondary Identify any specific learner differences
population or unigue key characteristics that you
may need to consider during the design
or development phases; in the space
provided, summarize the specific
differences or unique characteristics for
this population.

No additional | Go to Step 8.
populations

Review the completed worksheet, adjust and finalize; confer
with your manager/supervisor or an experienced instructional
designer to ensure completeness and accuracy; adjust data
content if needed.
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JA — E.3: How to Determine Course Parameters and Constraints

This job aid provides the instructions to help you identify any
parameter or constraint that will have some type of limiting factor
that defines the boundaries you must operate within for the for the
design, development, delivery or testing of the resident training
program (i.e. the course). As a reminder, the factors of constraints
and parameters are defined as:

Purpose

e Constraint — any limitation on the availability of time,
money, methods, equipment, or human resources affecting a
project

e Parameter - A given or a constraint which cannot changed

Who should use You should use thi_s job aid if you are a course d_esigner / course

this JA developer responsible for conducting the Analysis phase for a
resident instruction program. ldeally you are a graduate of the
Coast Guard Course Designer Course (CDC) or the SABA
Knowledge Service Peak Performance System workshops
(previously known as Accomplishment-Based Curriculum
Development (ABCD) workshops).

When should This job aid can be used after the validation of the Task Analysis

you use this JA data and the completion of the target audience and instructor
profiles. It should build off of any course parameters and
constraints indentified during project alignment and documented in
the project plan for this resident instruction project.

Associated An image of WS-F.3 can be found in Appendix F and a completed
Worksheets example of WS-F.3 is included in Appendix G.

Refer to the SOP Downloads page on TRACEN Petaluma’s intranet
web site for the most recent and usable copies of all worksheets
and templates: http://cgweb.tcpet.uscg.mil/t_div/cdt/
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JA — E.3: How to Determine Course Parameters and Constraints,

Continued

Entering
Assumptions

How to use this
JA

APPENDIX E

Use of this job aid assumes:

e You read Chapter 3, Section 3.4, Course Parameters and
Constraints.

e Results from the work defined in the previous job aids found in
the Analysis Phase: JA — E.1 and JA - E.2.

e Access to conduct interviews with a data source.

e Access to Schoolhouse management who will be responsible
for the delivery of your instructional product

e You are familiar with the data collection method of interviewing
and can develop any specific interview questions to obtain the
data associated with your project that may not be pre-defined on
WS — F.3 Parts A through D, as needed. See Appendix H —
Analysis Tip Sheets, Tip — H.1: Data Collection Methodologies
for more information regarding using the interviewing method.

Follow the steps as they are presented in the job aid. Use the
corresponding worksheet (worksheet numbered WS — F.3.A
through WS — F.3.D) for recording the results from this analysis
task.

To aid in the future use of the resulting data, Course parameters
and constraints are grouped into the following categories:

e Part A — General parameters and constraints

e Part B — Delivery parameters and constraints

e Part C — Design/development parameters and constraints
e Part D — Testing/evaluating parameters and constraints
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JA — E.3: How to Determine Course Parameters and Constraints,

Continued

Procedures

Follow the steps in the order provided. The job aid is designed to
be used with the associated worksheets Part A through Part D.

Capturing course parameters and constraints, is considered a
“working” document meaning that any of these conditions could
change as the project evolves throughout the ADDIE process. Be
sure to document any changes to maintain an accurate audit trail.

Step

Action

Gather all input documents and other project resources such as contact
information for individuals you may need to interview. (see “Directions”
section for a list of input sources)

Review all completed analysis worksheets, project management plan and
any additional notes on the ISD project; look for any given restrictions or
limitations that can or will influence the design, development, delivery or
testing/evaluating of the resident training program.

Using WS-F.3 Course Parameters and Constraints worksheet, document
the results of your review into the appropriate category (general, delivery,
design/development or testing/evaluating); be use to include any details or
additional questions you may have for the particular parameter or
constraint. You will need to validate this concern later in this process.

Identify data that may be missing or needs additional detail; i.e. validation
for accuracy and completeness.

Based on the results from step 3, determine who needs to be interviews
to provide the missing or incomplete data.

Arrange for and conduct the data collections interview session(s) to
collect missing or incomplete data and to confirm/validate all identified
parameters and constraints to date.

Note: You may need different reviewers for each category or there may
be someone who can confirm the accuracy of all of the data. If you
are not certain who these individual are, your project manager,
manager and/or client/sponsor should be able to help.

Evaluative the implications or impact to your project.

Review implications or impact with ISD project manager, gain concurrence
in impact before moving to the Design phase.

For audit trail purposes, be sure to document any results from step 8 (for
all categories) including any specific strategies for dealing with any
identified course parameters and constraints.

APPENDIX E
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APPENDIX F

Worksheets for Analysis Phase

Table of An accurate and complete analysis is the basis for almost all of the

Content future design and development decisions. Using a standard and
systematic way of capturing the results of the analysis process will
ensure that actuate data is passed to the next phase and that an
audit trail exists for the decisions made during the analysis phase of
the resident instruction project. These worksheets are designed to
be used in concert with the Analysis Phase Job Aids presented in
Appendix E.

Note: There is not a one-to-one relationship since not all job aids
need a standard way of capturing the associated data.

Worksheet
Number Worksheet Title
WS-F.1 Task Analysis — Task Detailing Worksheet
WS -F.2 Target Audience Profile Worksheet
WS-F3.A Course Parameters and Constraints — General Worksheet
WS-F.3B Course Parameters and Constraints — Delivery Worksheet
Course Parameters and Constraints — Design and
WS -F.3.C
Development Worksheet
WS —E.3.D Course _Parameters and Constraints — Testing and
— Evaluating Worksheet
Worksheet Samples of the worksheets are included in this appendix. Refer to
Access the SOP Downloads (Word Version) page on TRACEN Petaluma’s

internet website for the most recent and usable copies of all
Worksheets and Templates:
http://www.uscg.mil/hg/cgl/TracenPetaluma/SOP/default.asp
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WS — F.1: Task Analysis — Task Detailing Worksheet

Page 1
WS-F.1 Task Analysis — Task Detailing

Project

Designer

Date

Task

Task Code

Source Analysis

References

Equipment Required

General Performance
Support Decision for
Course

OJob Aid

OJob Aid with Extensive Training

O ob Aid with Intreductory Training
OTrain te Memory,

Steps (Enabling Objectives)

Prerequisite Knowledge

WS-F.1 — Task Analysis — Task Detailing
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WS — F.1: Task Analysis — Task Detailing Worksheet, Continued

Page 2

Steps (Enabling Objectives) Cont.

Prerequisite Knowledge

WS-F.1 — Task Analysis — Task Detailing
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WS — F.2: Target Audience Profile Worksheet

SOP, Vol. 5: Resident Instruction

Page 1

WS-F.2 Target Audience Profile

Project

Designer

| Date

Data Sources(s)

Job

Job Specialty

Primary Audience Relevant or Key Characteristics

Section 1 - Aptitudes / Abilities

Current knowledge of
tasks/work or subject
matter area

High
Average
Limited
None
Unknown

— | Additional Details

Relevant background and
experience

High
Average
Limited
None

Unknown

— | Additional Details

Section 2 - Tools and Prerequisite Skills

Specific tool(s) or prerequisite skills abilities

Specific tool(s) or prerequisite skills deficiencies

WS-F.2 —Target Audience Profile
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WS — F.2: Target Audience Profile Worksheet, Continued

Page 2
WS-F.2 Target Audience Profile
Project
Designer | Date |
Other deficiencies that may require special attention
Primary Audience Relevant or Key Characteristics
Section 3 - Learning and Language Preferences
Vocabulary or [ | Additional Details
4 High
terminology -
understanding - Technical Average | |
Limited [ |
None -
Unknown -
Vocabulary or - [ | Additional Details
z High
terminology -
understanding — Non- Average ||
Technical Limited | |
None | |
Unknown .
Overall language skill . 1| Additional Details
High
level —
(mastery of spoken and Average ||
written language) Limited | |
None -
Unknown -
Overall reading skill level i —1 | Additional Details
g
Average -
Limited -
None =
Unknown .
Overall math skill level Hieh [ | Additional Details
g
Average =
Limited =
None (-
Unknown
WS-F.2 = Target Audience Profile 20of4
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WS — F.2: Target Audience Profile Worksheet, Continued

Page 3
WS-F.2 Target Audience Profile
Project
Designer | Date |
Overall computer literacy . 71| Additional Details
level High I
Average
Limited | |
None :
Unknown | |
Overall verbal High [ | | Additional Details
communication and Avsiags -
interpersonal skill level —
Limited
None :
Unknown
Learning preferences or
learning styles (if known)
({i.e. information or
techniques that may
cause a negative reaction)

Primary Audience Relevant or Key Characteristics

Section 4 — Learner Attitude / Motivation

Attitude to organization Additional Details
Eager
Neutral
Resistant
Unknown
Attitude to job | Additional Details
Eager
Meutral
Resistant
Unknown
Attitude to training | Additional Details
(i.e. willingness to accept Eager
the content of the Neutral |
training) Resistant N
Unknown
Section 5 — Additional Audience Details
Overall length of time New | || Other cultural or heritage issues that may require special attention
with the organization . ]
A+ Years
Mixed
WS-F.2 — Target Audience Profile 30fd
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WS — F.2: Target Audience Profile Worksheet, Continued

Page 4
WS-F.2 Target Audience Profile
Project
Designer | Date |
Majority age range of 18-24 In general, gender distribution % Male
audience 5530 % Female
T In general, distribution between types of % Afloat
i units % Ashore
i = In general, distribution of students attending directly from
Iixed boot camp

Other ad