Tips, Tools, Techniques and Other Tantalizing Tidbits: Six Tools
to Enhance Your Instructional Design Practice and
Decision-Making

By Harold D. Stolovitch

In our previous issue of HSA e-Xpress, we included the first installment of a
three-part series of brief articles for instructional designers (ID). It focused on
separating myth from research-based evidence on five commonly held beliefs
about learning and performance. If you haven'’t read it, click HERE and access it
before continuing (although each part is a stand-alone).

The objective of this second article is for you to be able to apply six tools we
have found extremely useful in our professional work that can enhance your ID
practice and decision-making. We begin with a useful project starter preparation
checklist, which we simply call Ready...Set...Go?

Ready...Set...Go?

Why the question mark? Have you ever experienced, as we certainly have, that
what began as a conversation about a project somehow morphed into your
becoming engaged in work activities on the project? Before you knew it, you kind
of slipped into the project without any official starting gunshot or formal launch. It
may have started with a meeting, some excitement, an informal distribution of
exploratory task responsibilities or, in the case of external consultants, some
upfront seed money. Then, without quite realizing it, all of a sudden you're into
the project full-tilt.

With instructional/training projects, getting sucked in can happen quickly,
especially if there are tight timelines and some big dollar figures attached to the
project. Watch out, however. Danger! Fuzzy beginnings can lead to later
frustrations and major headaches. Before you plunge in too deeply, stop and
obtain a “Yes” for each of the Ready...Set...Go? Preparation Checklist items.
Each “No” will eventually end up biting you in the...ankle. Work with your clients

’ ”

to obtain six great big “Yes’s.” Create contingency plans for each “No.”
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Ready...Set...Go? Preparation Checklist

Yes No

1. You are officially assigned to develop the learning. (] (]

2. Your supervisor or client has approved the project. B B

3. You. have negotiated adequate time to complete the 0 0
assignment.

4. You have all the required business case or front-end 0 0

analysis information for the project.

5. You have access to appropriate resources (e.g.
content information, experts, equipment, software, [] []
instructional design support, materials).

6. You will be able to test your prototype with “live”
tryout subjects.

[] []

Get sign-off on each “Yes.” Make sure you get it from the “real” client — the one
who ultimately has the final authority for the project and not a go-between without
decision-making power. Simple and obvious as each item appears to be, many
an experienced IDer has been caught and mauled because of a single “No.”

Project Timeline...With A Twist

Almost all of us understand the importance of project timelines. Many use simple
GANTT charts, even though project management software packages abound.
From our experience, most of those are overkill for what we do. A well thought-
out, straightforward timeline works perfectly well for most projects of one to four
months duration (often even longer). Here, however, is a twist you can include.
When you lay out your tasks and timelines, write in the number of anticipated
person days (or hours) required to complete each task. In the following sample,
Task Analysis has been estimated to take five days, but there will be three
people working on it for a total of 15 person-days. Note these. Length of time and
number of people involved appearing in a timeline help present the project
realistically. When crunch times arise, timelines may be adjusted by adding
bodies. In estimating project costs, the person-days really help pricing what the
true cost of the project will be. This is a simple add-on to the traditional GANTT
and well worth doing.
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Project Timeline...With A Twist

Project Timeline

Project Steps Number of Weeks

1 | 2 3 4 5 6 7

1. Project plan (3/2) 3 |

2. Learner Analysis

(413) ——
3. Context Analysis
(2/1) 2
4. Task Analysis (5/15)* 5
A
5. Analysis Document
(311) ——
6. Performance
Objectives (3/1) —
7. Criterion Tests (5/5) | 5 |

*5 days to complete the Task Analysis involving 3 people for each of the days (15 person days)
RASCI Plus

Most of you have seen Responsibility, Approval, Support, Consult, Inform
(RASCI) matrices. We have learned to not only love them, but also to get more

mileage from them by adding another element to the usual RASCI chart.

For those unfamiliar with this type of tool, here is a quick course on what it is, its
use and the extra piece we add, along with a sample of a simple one.
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RASCI Plus

Steps Project Participants
Client Training Instr. Technical | Employees
Coord. Designer Experts
Learner Analysis C-A S R C C
| 1 EE |7 |_2 W
Context Analysis C-A C R C
[ 1] [ 1 [ 7 [ 2]
Task Analysis C-A I R C C
2] 3 [ [77] [
Analysis Document A C R
[ 2] [ 1 [ 7
Performance Obijectives A I R
Specifications [05 ] [o5 [ 7
Criterion Test Creation A I R
[05 | = 2
Instructional Method I R
Strategy Selection W |_7
Instructional Media/ I R
Delivery System 05 7
Selection l_ l_
Design Document A I R
[ 2] [ 1 [ 21
Prototype Production A I R
2] 2 [
Expert Verification and A S R C
Revision [1] [ 2 [ 10 [ 6]
Learner Verification and I R C
Revision [o5 [21 [ 20
Production S R
[ 1 [ 14
Reproduction and S R S
Assembly [o5 [ 7 [ 2]
Dissemination and A C R C
implementation |_1 |_1 |_7 |_1
Monitoring and C I R S
Maintenance |_2 |_1 |_7 |_1
15 14.5 213 31 42
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Along the vertical axis are all the project steps. Along the horizontal, the project
players appear. Cell by cell, you note the role each player plays for each task.
For example, in this project, for the Task Analysis step, the client (or his/her
surrogate) acts to consult (C) and also approve (A). The training coordinator is
simply informed (I) with not much to do, other than read, attend a meeting and/or
monitor. The instructional designer is the person responsible (R) for doing the
work. Technical experts and employees will be consulted (C), probably for inputs
and validation. The letters R-A-S-C-I represent the roles played by each. Not
every task requires all the letters. Every task, however, requires an “R” and often
an “A” for sign-off.

The extra (plus) element is the little box included in each cell along with a
number. The number represents estimated hours required to perform the task.
This helps estimate person-days for the timeline and clearly shows how much
time players will have to devote to a task. The vertical totals display the total
number of hours each project player will have to invest in the whole project. The
individual task days and the project timeline provide the basis for creating
personalized calendars to help the project players plan their time.

Approval of and commitment to the RASCI chart must be obtained from the client
and other project personnel. Their participation in reviewing and helping edit the
RASCI is essential for a successful ID project.

Did | Do a Good Job Designing Instruction?

Here is a final pair of tools for the ID. Once the objectives and learning checks
(criterion test items) have been developed and you begin to build instruction,
regardless of medium, technology or training design, make sure each part of the
instruction includes a strong, upfront rationale (reason to bother learning)
objective (what the learner will be able to do as a result of his/her engagement,
meaningful activities that lead to objective attainment, and a sound means for
verifying objective attainment. Evaluation is essential along with both corrective
and confirming feedback. The following five-step flowchart and worksheet can
help guide you in this. Use it to bullet what is necessary at each step.
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Training Session Planning Sheet

Five-step model for structuring training Training Session Planning Sheet
Session title:
Target audience:
Time allotted:
Rationale Rationale:
Objectives T
\ Objectives:
Activities T~
v \\ Activities:
(corrective) \A Evaluation:
Feaciack Feedback
\ Feedback:
Iy

The following companion tool is a checklist to help you answer the question:
“Did | do a good job?” in my design. It will help keep you honest.
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Did | Do A Good Job?

Yes No
The rationale is presented in terms of the learners. B B
The learners participate and contribute in building the 0 0
rationale.
The performance objectives are stated in terms of the 0 0
learners.
The performance objectives are verifiable. (] (]
The performance objectives are appropriate to the 0 0
learners and the content.
The activities are appropriate to the performance 0 0
objectives (lead the learners to attain the objectives).
The activities require learner participation at least 50% 0 0
of the time.
Learners can participate and contribute during the 0 0
activities.
Evaluation is appropriate to the performance 0 0
objectives.
Feedback is appropriate. B B
The session can be conducted within the allotted time. B B

To Conclude

There are so many tools that can help an ID do a really good, professional job of
designing and developing excellent instruction. The few tools included here are
ones we have created, borrowing from others, and incorporated into our
instructional design toolkits. They have helped us immensely in our work. We
hope you find them as be useful in yours.

The final article of this series, in our next HSA e-Xpress, will focus on three

powerful techniques that result in your learners’ dramatic and rapid acquisition of
new insights. Stay tuned.
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