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THE DEVELOPMENT OF A MASTER TRAINING PLAN (MTP)

1.  The primary concern of developing a comprehensive Master Training Plan (MTP) at the workcenter level is to identify duty and training requirements for total (100%) task coverage, including contingency and wartime requirements as well as mandatory specialty qualification requirements.  When formulating your plan ensure that it includes:


a.  The tasks to be trained,


b.  How, where, and when training will be conducted,


c.  Estimated duration of training,


d.  How and at what periods trainee’s knowledge and performance will be evaluated.

To effectively accomplish this, focus on the following:


a.  Develop a Master Task List (MTL),


b.  Determine Training Needs,


c.  Determine Training Capability and existing Resources,


d.  Select Training Strategies,


e.  Schedule Training.

Although the specific content and format of training plans will inevitably vary from one workcenter to another, the basic mechanics or techniques of development should prove fairly standard.  The effective application of the Instructional System Development (ISD) process, which is simply a deliberate and organized approach to developing a well-planned and managed training program, is the key element for success.

2.  The ISD process consists of five basic steps:


a.  Analyze System Requirements:


The first step in organizing your training program is to:




(1).  Identify all tasks performed within the workcenter.

This information provides the “What” and “Who” that must be trained.  This list of tasks becomes your Master Task List (MTL) or Master Job Qualification Standard (MJQS) and is a major part of the training plan.


b.  Define Education and Training Requirements:



Once a MTL is developed, the next step is to:




(1).  Compare the task requirements to the existing qualifications of assigned personnel.

When applied to the entire workcenter, it provides an outline of training goals, priorities, and the number of personnel task qualified.


c.  Develop Objectives and Tests:



The third step answers the questions:




(1).  What must the trainee do,




(2).  Did the trainee learn what was expected?

Task statements identified in step 1 are broken down into objectives which reflect behavior (performance), conditions, and standards.  Tests (Evaluations) are developed to measure knowledge and/or performance required by the objectives.


d.  Plan, Develop, and Validate Instruction:



Step four involves selecting instructional methods and media to support learning objectives:




(1).  Handbooks, Guides,




(2).  Lesson Plans, Task Breakdowns, etc., provide useful tools.

Validation is simply a process of trying out the training on the trainee to see if it works.


e.  Conduct and Evaluate Instruction:



The final step is the actual doing and checking of the training to ensure that the training is conducted the way it was designed to be.  Your evaluations will afford you the opportunity to assess the quality of training conducted, pinpoint any deficiencies in your program, or identify unnecessary training being provided.

NOTE:  Reference AFI 36-2201, AFM 36-2235; and AFM 36-2234 for additional information on ISD.  Also, supervisors will determine the simplest storage and display method for Master Training Plans (filed in a folder, stored in an automated system, displayed in a chart, etc.).

3.  As previously mentioned, the purpose of a workcenter Master Training Plan (MTP) is to identify duty and training requirements for total workcenter task coverage.  Each workcenter should develop, maintain, and use a MTP.  The following information outlines an overview of;

The Five Phases of MTP Development

1.  PHASE I - Develop a Master Task List (MTL):

The MTL is a list of all tasks required in a workcenter.  It is also a source from which the supervisor selects tasks for developing individual Job Qualification Standards (JQSs).


a.  When developing a MTL, supervisors should identify all task requirements within their duty section or workcenter to ensure 100% task coverage.  This means identifying all tasks performed to include contingency or wartime tasks, additional duties performed within the workcenter identified as certifiable tasks, and any mandatory specialty requirements listed in AFI 36-2108.  In other words, the task requirements you must identify are:




(1). Normal, or day-to-day




(2).  Special, or Seasonal




(3).  Recurring




(4).  Contingency (Wartime)




(5).  Mandatory Qualification (AFI 36-2108)




(6).  Additional Duties

NOTE:  We recommend that a group composed of key workcenter supervisors, trainers, and the Unit Training Manager (UETM) accomplish this phase as these individuals possess the experience and expertise required to ensure the development of a quality MTL. 


b.  Many sources of information are available to assist supervisors in the task identification process:




(1).  Air Force Manpower Standards (AFMS)




(2).  Specialty Training Standards (STS)




(3).  Air Force and Command Job Qualification Standards (AFJQS/CJQS)




(4).  Applicable Regulations/Manuals




(5).  Special Operating Instructions




(6).  Letters of Appointment (Additional Duty Assignments)


c.  Since content and format will vary, supervisors may elect to use some of the following documents to reflect their MTLs:




(1).  STSs and AFJQS/CJQSs




(2).  AF Form 797 (Job Qualification Standard Continuation Sheet)




(3).  AF Form 1098 (Special Task Certification and Recurring Training)




(4).  AF Form 1320/AF Form 1320a (Training Charts)




(5).  Automated Forms

In most cases, the normal day-to-day functions are identified by circling the task numbers on an existing STS.  Tasks (normal, contingency, or additional duty) are listed on the STS, while special and recurring tasks are usually identified on AF Form 797 and AF Form 1098, respectively.  Once all your workcenter requirements have been identified on the STS and supporting forms, your MTL is essentially complete.  You will then need to keep it readily accessible for your section supervisor’s use in developing Job Qualification Standards (JQSs) for their trainees.  Also, periodic reviews of your MTL are advisable to ensure any procedural, equipment, or mission changes are identified and essential training provided.


d.  In summary, the MTL is an important element of the training plan.  It constitutes a comprehensive list of all tasks required in a workcenter and is a source from which tasks are selected for developing individual JQSs.  Having tailored it to accommodate the existing training requirements to ensure 100% task coverage, the supervisor has successfully compiled into one handy package everything the shop needs to do to get the job done.  In other words, an MTL is an ”in-house” document that depicts all of a given workcenter’s work and training requirements.

2.  Phase II - Determine Training Needs.


Now that the MTL has been developed, the supervisor must determine training needs of the workcenter or section.  Consider the following:


a.  Identify Requirements from Initial Evaluations


After planning what the overall workcenter/section requirements are, the supervisor should focus on what the trainee needs to become qualified.  During the trainee’s initial evaluation and briefing, the supervisor should make direct reference to the following:



(1).  Air Force Specialty (AFS) Description (AFI 36-2108)



(2).  Supervisor/Trainer/Trainee Responsibilities (AFI 36-2201)



(3).  Unit/Workcenter Mission Statement

Basically this process will consist of extending a cordial welcome to the trainee and reviewing the trainee’s duty position, existing or previous qualifications, and current training needs/goals.  Match the qualifications of the trainee to the requirements of the duty position to determine how much training will be needed:

TASK REQUIREMENTS - CURRENT QUALIFICATIONS = REQUIRED TRAINING


b.  Set Priorities on Training.



Decide if qualification on some tasks may be needed sooner than others based on mission requirements, typical turnover rate of personnel and job rotation plans.  In other words, some of the main factors to consider in determining the priority of the tasks to be trained are:



(1).  Criticality to the Mission



(2).  Task Complexity/Difficulty



(3).  Frequency of Performance



(4).  Number of Individuals performing Task


c.  Plan for Concurrent Knowledge Training.



No task can be performed without some sort of background knowledge.  Learning is more effective when task knowledge and task performance occur simultaneously.  Therefore, a supervisor may decide to assign CDC volumes out of the normal sequence to correlate with the task priorities.  In the event of CDC nonavailability or inadequate CDC subject matter coverage, reading assignments from appropriate study and technical references listed in the STS and the development and administration of written or oral quizzes to measure trainee’s mastery and retention of pertinent information must be considered.  Supervisors should also check into some of the rapidly developing innovative approaches to teaching task knowledge and skills;  such as computerized training modules and qualification training packages (QTPs).

Sample of a Typical Training Schedule

MONTH 1






MONTH 2
Initiate AF Form 623/JQS




Issue CDC Volume 1 (if available)

Designate Trainer (if applicable)




Schedule Supply Training (if applicable)

Conduct Initial Evaluation




Conduct Training on Tasks 3a, 3c, 3d-3h

Schedule Ancillary Training




Conduct Training on Tasks 12a-12d

Order CDC (if available)




Administer, Score, and Review Missed Questions

Conduct Training on Tasks 1a-1d; 2a-2f




on CDC Volume 1 VRE/URE


d.  Tailor the Training Program to opportunity and availability.



A key factor in planning is flexibility.  Be prepared for unexpected changes in schedules or availability of equipment, materials, or manpower resources.

3.  Phase III - Determine Capability and Resources.


In general, for a training capability to exist, there must be a unit manpower document (UMD) authorization, a CDC for the AFSC (or STS training references for the AFSC) and a person capable of providing position qualification training.


a.  Use Outside Resources if Necessary.



For instance, if unable to provide necessary training because the resources are not available within the workcenter, the supervisor should check into arranging the training from another section within the unit or in other units on base.


b.  Identify Most Qualified Trainers.



For various reasons, a supervisor may elect to appoint trainers.  It is important that the trainers are motivated and willing to train as well as technically qualified in the tasks to be trained, even if not of the same AFSC as the trainee(s).

4.  Phase IV - Selecting Training Strategies


This next step (how and where to provide the training) entails a few basic planning stages:


a.  Consider Available Options.



What is the best method for teaching the task:




(1).  Coach-Pupil




(2).  Demonstration/Performance




(3).  Computer Training Systems




(4).  Qualification Training Packages, etc.


b.  Consider Need for Equipment.



Provisions must be made well in advance of a given training session for essential devices; i.e. simulator equipment, a computer terminal, visual information projectors, facilities, and materials.


c.  Develop Lesson Guides and Task Breakdowns.



Major parts of the job should be broken down into units of instruction which will ideally provide a series of successes on the part of the trainee.  A task breakdown  may prove a useful management tool and is nothing more than an outline, usually consisting of two columns, that list the “important steps” of the process in the left column and the “key points” to remember in the right column.


d.  Develop Training Aids.



Use existing aids or prepare teaching aids to support selected training methods:




(1).  Flow Charts, Graphs




(2).  Samples, Pictures




(3).  Slides, Transparencies, etc.

5.  PHASE V - Schedule Training.


The last phase in the development of a workcenter training plan is for the supervisor to develop a tentative map for success.  An effective management tool is to schedule training in writing and get the trainers and trainees actively involved in the scheduling process.  Alternate plans must be prepared in case flexibility is necessitated by unforeseen circumstances or if unexpected training opportunities should surface.

6.  Status of Training:  Evaluation and Follow-up.


Once the workcenter/section training program is planned, organized, and scheduled, its status should be closely monitored.  At least annually, an in-depth review should be conducted because changes in publications, taskings, and procedures are inevitable and their impact on Enlisted Specialty Training (EST) must be assessed.  The evaluation of the training plan begins when the supervisor/trainer starts using it and is a continual process thereafter.  The primary concern in evaluation is the overall effectiveness and quality of training provided.  If the training plan does not produce the intended objectives, then any identified inadequacies must be addressed and necessary adjustments and/or modifications made to ensure preservation of mission readiness.  The central principle for a supervisor to realize is that there is absolutely no limit on what may be included in the Master Training Plan.  If something is useful and works for him/her, then by all means, do not hesitate to include it.

TRAINING PRINCIPLES

Certain time-tested principles that apply to all training situations are basic, easily understood “rules of the road” to conduct training effectively.

Emphasize safety at all times.

Go from the known to the unknown.  Find out what the trainee already knows about the task and train from there.  Don’t waste time reteaching.

Be sure the trainee understands the task as a whole.  Explain how all the parts of a task fit together so he trainee understands the purpose of each segment.

Present new material in short units that can be finished in one training session.  This will avoid confusion on the trainee’s part.  It’s better to have a trainee fully qualified on three tasks than partially trained on ten.

Clearly define the limits of the training objective.  Let the trainee know what must be learned and how well it must be learned.

Allow trainees to develop.  The trainees do the learning; the supervisor guides and helps.  Be careful not to dominate, but don’t relax supervision to the point that would allow trainees to harm themselves, others, or damage equipment.

Go from the easy to the difficult.  Always begin with the simple parts of a job.  The knowledge that they 
are able to perform parts of the job gives trainees the confidence and inspiration to learn the whole job.

Trainees learn by doing.  Give them plenty of practice.  Put them to work as soon as they are task qualified.

Emphasize accuracy and understanding.  Speed will come from repetition and experience.

Any training procedure must make sense to the trainee.  If it doesn’t, change or delete it.

Never attempt to bluff, resort to sarcasm, or ridicule.  Positive motivation yields better results than negative.  Stress the fact that the only dumb question is the one not asked.

Recognize the trainee’s work.  Provide immediate feedback.  Let them know how they are doing.  Reinforcement is vital to progress and motivation.
PRINCIPLES OF LEARNING

...Learning is a change in behavior...


Trainees learn from any activity they experience for themselves.  The underlying factor of the learning situation is trainee reaction and response:  thinking, discussing, questioning, or doing something in response to what is taught.  Unless the trainee is actively involved, the chance of learning is minimal.


It is up to the trainer to set the stage for learning.  The following principles of learning are paraphrases from the rules or fundamentals generally agreed upon by educators as vital to the learning process.

READINESS

...Readiness means the trainee is ready to learn...


Trainees learn best when they are ready to learn; they will not learn much if they see no reason for learning.  There are several things a trainer can do to ensure the trainee is ready to learn:



1.  Give an overview of the lesson.



2.  Briefly mention the main points to be covered.



3.  Explain the training objectives.



4.  Relate the subject matter to the trainee’s job.



5.  Motivate the trainee to want to learn.

BE RIGHT THE FIRST TIME.

...Unteaching is more difficult than teaching...


This principle is self-explanatory.  Relearning takes considerably more effort than learning correctly the first time.  In other words, a trainee’s initial experience should be positive and functional.

TIME INTERVAL.

...Things most recently learned are best remembered...


The greater the time interval between stages of instruction, the more difficult retention becomes.  If a long delay exists between explaining the fundamental elements of a particular task and the actual demonstration of that same task, some of the basics are prone to be forgotten.  Plan instruction so that the explanation, demonstration, and practice of related items are grouped as closely as feasible.

REALISM.

...The trainee will learn more from the real thing than from a substitute...

Repetition affects both skills and retention.  Provide trainees with opportunities to practice or repeat tasks, and to see how their progress is directed toward a goal.  Repetition can be exercised in various forms:  Recall, Review , Restatement, Manual Drill, and Physical Application (Performance).

REACTION OF THE TRAINEE.

...Learning is strengthened when accompanied by a pleasant or satisfying feeling...

Experiences that produce feelings of defeat, frustration, anger, confusion, or futility are unpleasant.  Conversely, a series of successes can prove very satisfying.  Explain the material in a logical sequence.  Present it in small enough steps to avoid overwhelming the trainee.  Provide trainees with frequent feedback/reinforcement on their progress.  Emphasize strengths and encourage trainees to accept and overcome their weaknesses.

SURVEY OF TEACHING METHODS

Chapter 12  AFM 36-2236
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INTRODUCTION.  Which is most important - what you teach or the way you teach, or the payload or the delivery vehicle?  Obviously, both are critical.  Good objectives are wasted on poor teaching methods.  Good teaching methods aid learning but have little value if course objectives are poor.  Most of the previous chapters have been concerned with design.  This chapter and several which follow discuss the many ways to deliver instruction - the teaching methods.

After determining the lesson objective, the instructor should choose a method of instruction, not in terms of instructor activities, but in terms of the student’s activities as a learner.  In making a decision, the instructor considers the ways that people learn:

	
	By Doing

	
	By Discussing

	
	By Listening

	
	By Observing

	
	By Participating


The instructor’s role is to select an organized set of activities that will result in meaningful learning experiences for the students.

This chapter is a survey of many popular teaching methods.  Although the descriptions are short, there should be enough detail to identify those methods which deserve further study.  Five methods of teaching are described in considerable detail in subsequent chapters.. These are:

	
	Lecture

	
	Guided Discussion

	
	Teaching Interview

	
	Case Study

	
	Demonstration/Performance


These five have been selected for expanded treatment because of their applicability to Air Force classroom instruction.

For the sake of clarity, the individual methods described in this chapter have been grouped into broad, major categories:

	
	Presentational Methods

	
	Student Verbal Interaction Methods

	
	Application Methods


Examples of each category are included since no one particular method is suitable for all teaching situations.  If, for example, students are to gain skill in performing a certain task, one of their activities should be practice in performing the task.  If the desired outcome is knowledge, students probably should observe and listen so that they can relate what is seen and heard to their own experiences.  If students must learn to apply a principle, the instructor might ask them to solve a problem or perform some task requiring an application of that principle.
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PRESENTATIONAL METHODS.  The presentational methods provide situations in which the skill or material to be learned is in some way presented to or demonstrated for the learner.  In some presentational methods there is little, if any, activity or interaction required of students other than their attention and desire to learn.  In other instances, there is considerable student activity involved.  What distinguishes these methods from the other categories is that students begin the learning experience with little or no previous exposure to the material or skills to be learned.
Lecture Method  The teaching lecture is a formal or informal presentation of information, concepts, or principles by a single individual.

	
	The formal lecture is usually given to large groups (more than 100 people) with no active participation by the student.  The learning experience is essentially passive.



	
	In the informal lecture, the size of the group is usually smaller than the formal lecture, and student participation develops when the instructor questions the students or they question the instructor on points presented.



	
	A briefing is a formal or informal presentation in which a variety of significant facts is presented as concisely as possible.  The briefing is rarely concerned with material beyond the knowledge level and is almost always accompanied by visual representation of the material in the form of charts, graphs, slides, and other aids.  Strictly speaking, the briefing is not a teaching method, but it is sometimes used in school situations.



	
	A guest lecture is a presentation by a person other than the instructor who is usually an expert.  It is used to give variety to the class period or to supply information in an area where the instructor is not an expert.
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Indirect Methods of Discourse.  Indirect discourse involves verbal interaction among two or more persons which is seen and heard by students.  Some examples include:

	
	A dialog - interaction between two or more persons, one of whom may be the instructor, generally to present sharply opposing points of view for students.  The dialog is often highly structured towards pre-planned goals and may take the form of questions and answers between the participants.



	
	A teaching interview - the instructor questions a visiting expert and follows a highly structured plan which leads to educational objectives.  The advantage of the teaching interview over the guest lecture is that the instructor controls the expert’s presentation.  The expert normally requires little or no advance preparation,, but responds extemporaneously from general experience.  When a question-and-answer period follows the interview, students can interact with the expert. 



	
	A panel - a structured or unstructured discussion between two or more experts (generally excluding the regular instructor) presented in a variety of ways, such as constructive arguments followed by debate, response to questions from the instructor or the students, a pre-planned agenda, a fixed or a random order of speakers, or free discussion.



	
	Skits, playlets, and other dramatizations - an often effective means of introducing variety into instruction and/or reaching objectives directly or indirectly.  A subdivision of dramatization is role-playing by an instructor to point out good or bad examples.  Role-playing by an instructor differs from role-playing by students - a simulation method. 
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Demonstration - Performance Method.  The demonstration-performance is the presentation or portrayal of a sequence of events to show a procedure, a technique, or an operation, frequently combining oral explanation with the operation or handling of systems, equipment, or material.  The demonstration-performance is the most commonly used small group learning experience in a classroom or laboratory (which requires significant instructor intervention) to develop learner skills in the operation of equipment or the acquisition of mental skills.

	
	Coaching is an intensive learning experience for individual or for small groups, characterized by significant student involvement and immediate instructor feedback.  A videotape of student performance is an excellent teaching aid when supplemented by an instructor’s analysis and critique.  This technique is particularly effective in instructor training.



	
	Tutoring is an informal, student-centered activity generally involving instructor and learner in a one-on-one relationship, often for remedial reasons, for test taking, for students to get ahead, or for learners with special needs.
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Reading.  Reading is the assignment to a student of printed verbal materials including books, periodicals, microforms, manuals, regulations, and handouts (instructor-produced). 
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Self-Paced Methods.  Self-paced instruction is a learning program which is organized so that students are allowed to move through it at their own pace under the guidance of an instructor.  Some typical applications are:

	
	Programmed Instruction - a method of instruction which usually includes a carefully planned sequence of small units of instruction which require the learner to respond to cues and receive immediate feedback.  Various media (books, teaching machines, and computers) are used to deliver the programmed instruction to the learner.



	
	Modular Instruction - prepackaged units of instruction which typically contain a clear statement of objectives and all necessary learning resources to permit the learner to achieve these objectives.  A module can be a complete unit or part of a course. 



	
	Computer-Assisted Instruction - a learning experience which uses a computer as the vehicle for interaction between the learner and the planned course of instruction.



	
	Mediated Instruction - includes such devices as slides, films, tapes, and cassettes used to present the planned course of instruction to the learner.
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STUDENT VERBAL INTERACTION METHODS.  Verbal interaction methods, as the designation implies, present situations in which students interact verbally with an instructor, a group leader, or with each other.  Learning is enhanced as students deal with the material as a group.  These methods presuppose a certain amount of previous preparation by the students.

Questioning Method.  Questioning as a method is used to emphasize a point, stimulate thinking, keep students alert, check understanding, review material, and seek clarification (see Chapter 11).  Examples of this method are:

	
	Socratic Method.  While rarely seen in its pure form, instruction by asking students questions is a method as old as ancient Greece and as modern as a great books course.  The method may resemble a guided discussion, but the goal is often to obtain specific answers to specific questions (reiteration) and not to stimulate discussion.  An instructor may use the method for “trapping” students into inconsistencies in logic which sharpen their thinking skills.  Law professors often use the method for “interrogating” specific students using a series of questions as they might be used in a court of law.



	
	Student Query.  “Students asking questions” is often used in combination with other methods such as the lecture, the panel discussion, or the teaching interview, but it could be used by itself, either on a one-to-one basis in tutoring or coaching or as a part of small or large groups.  The method is student controlled, although the responder can also control the session to a certain extent if skillful enough.  Student’s questions may often be a measure of the degree of their understanding of a particular matte,. that is, they “know enough to ask the right questions”.
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Nondirected Discussion Method.  Non-directed discussion is a group interactive process in which task or objective-related information and experiences are evoked from the student.  The instructor normally plays a very limited or passive role.  Some examples are:

	
	In its original form, the peer-controlled seminar is a group of highly qualified peers (such as a doctoral-level faculty) who meet periodically for the exchange of ideas, usually in the form of prepared papers with discussion or questions following.  The research seminar resembles a peer-controlled seminar when the instructor allows qualified students to lead the discussion with the instructor providing proper supervision.  In professional military education, a peer often acts as a “facilitator” to lead discussions or conduct workshops.  When used, the instructor should provide a statement of the educational objectives, a suggested discussion guide, and should require some tangible evidence of the results of the discussion.



	
	Akin to the “bull session” or the “war story” hour, free discussion can be a valuable adjunct to participatory management or brainstorming but, by its very nature, it seldom supports measurable objectives.




Guided Discussion Method.  The guided discussion is an instructor-controlled, interactive process of sharing information and experiences related to achieving an educational objective.  The difference between non-directed discussion and guided discussion is the active involvement of the instructor in asking questions and summarizing the concepts and principles learned.  The instructor interacts with the group as a whole through questions, but tries not to dominate the discussion.  Students are encouraged to learn about a subject by actively sharing ideas, knowledge, and opinions.  The flow of communication is a transaction among all the students rather than question and response between individual students and the instructor.  The method employs the general-to-specific presentation to help students form generalizations.
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APPLICATION METHODS.  Application methods provide learners with opportunities to apply previously learned material in situations calling for the practical use of the material.  Some application methods require students to relate material already learned to new experiences and mentally recognize how the material applies, that is, to transfer concepts to new situations.  Other application methods require students to apply previously learned materials to new situations for the purpose of making decisions or solving problems.
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Individual Projects.  In all practical exercises, students interact with things, data, or persons, as necessary, to attain training objectives.  Student projects usually take place outside the classroom setting, but not necessarily.  An important aspect is instructor feedback, which is given periodically as needed.  Some examples of the uses of this method are research papers, staff instruments, theses, dissertations, construction or assembly of equipment or models, creative writing, and making of graphics, pictures, or displays.

Field Trips.  A field trip is an out-of-classroom experience when students interact with persons, locations, and materials or equipment for the attainment of instructional objectives.  An important aspect of the field trip is the student’s encounter with real settings.

Simulations.  Simulations are low-risk, educational experiences which substitute for some real-life situations.  Simulations may involve individuals, groups, or whole units.  They may preempt normal classroom time and they are especially effective as capstone methods following a block or several blocks of instruction.  More elaborate versions may require special equipment, simulation areas of various sizes and configurations, and specially trained staff.  Some kinds of simulations are:

	
	Role Playing - students to project themselves into simulated interpersonal situations and act out the parts of the persons and situations assigned by the instructor.  Role playing is generally limited to practice of the skills involved in interpersonal relations, such as counseling, interviewing, and conference leadership.



	
	In-Basket Exercises - used in random order to simulate a series of matters or decisions which a leader might actually encounter.  Students are confronted with a rush situation, limited information, and a list of action-demanding items which actually might be found in an in-basket.  After sorting out priorities, students dispose of matters by delegating, replying by mail, setting up meetings, delaying action, and deciding who should do some of the urgent actions.



	
	Organizational or Management Games - students manipulate an organization or some component part to produce certain outcomes.  Various degrees of competition between teams of students may be built into these exercises.  If they entail any degree of complexity, organizational games almost always employ a computer to carry out the simulation.



	
	Hardware Simulation - students use trainers that resemble, to some degree, the equipment that is to be used on the job (A flight simulator, for instance, has some characteristics of an airplane).  Such devices are substituted when use of the actual equipment is too costly or otherwise impractical.


Case Study Method.  The case study method is a learning experience in which students encounter a real-life situation in order to achieve some educational objective.  By studying realistic cases in the classroom, students develop new insights into the solution of specific on-the-job problems and also acquire knowledge of the latest concepts and principles used in problem-solving.

SUMMARY.  This chapter has provided a brief overview of several teaching methods grouped under the broad categories of presentational, student verbal interaction, and application. The most familiar methods have been identified here with enough detail to determine whether further study might be worthwhile.  Five individual methods will be dealt with in detail in the chapters that follow.  A process for selecting teaching methods, appropriate to given situations, from among those described in this chapter is the subject of Chapter 18.

TRAINING METHODS

How effectively a message is conveyed and the way it is taught will depend a lot on the actual methods used.  There are four basic ways of imparting wisdom to the trainee:


1.  Formal/Informal Lecture


2.  Briefings


3.  Guided Discussion


4.  Demonstration/Performance

Let’s focus on the one combination most commonly used in the military training community; demonstration/performance.

As mentioned previously, the final step in the Instructional System Development (ISD) process is “Conduct and Evaluate Instruction”.  Although evaluation is not actually a training method, its interaction with on-the-job (OJT) merits some consideration.  The following paragraphs describe these methods in conjunction with common techniques of presentation and the interaction of evaluation.

DEMONSTRATION METHOD

The demonstration method of teaching is a planned performance by a trainer of a physical/motor skill or operational procedure.  In other words, the demonstration is a method by which the trainer shows a trainee how certain things are done.  The following techniques are recommended when using this method:

1.  Prepare a plan of action.  Break the task down into logical sequential steps.  Determine in advance how you will demonstrate each part.  Allow for observation of trainee reaction.

2.  Use actual equipment.  To reap the maximum benefit from the demonstration, use actual equipment whenever practical.  This technique may result in having to deviate from the training plan, but will make learning more realistic.

3.  Check equipment prior to demonstration.  Make sure everything needed is available and functioning properly. 

4.  Practice to ensure correct performance.  The trainee will doubt trainer’s qualifications if she/he displays difficulty in performing the demonstration.  Practice will ensure only the correct way is demonstrated.... “Do it right the first time”. 

5.  Arrange trainee and equipment.  All materials intended for use should be arranged in the order of use.  Ensure trainee can view the demonstration from the angle at which the task is actually performed.

6.  Use explanations and verbal support.  A properly presented demonstration will offer explanations of why and how each step is done.  Verbal support will reinforce the learning process.

7.  Explain trainee’s responsibilities.  Prior to starting the demonstration, explain to the trainee what kind of participation is expected:  “Ask questions if confused”, or “Answer questions if called upon”, and/or “Perform when called upon during or after the demonstration”.

8.  State the importance of sequence.  The actual steps and sequences involved in doing a task are significant.  Include and explain all steps even if some won’t be demonstrated during the lesson.  Advise the trainee of the importance of following each step and sequence during the demonstration.

9.  Stress safety factors.  If some of the steps are required for safety purposes alone, they should be emphasized strongly, discussed prior to the demonstration, and observed by both trainer and trainee.

10.  Use questions.  The use of questions during the demonstration is a very effective way to stimulate interest and assess trainee understanding.  Throughout the lesson, evaluation must be a continuous process.

PERFORMANCE METHOD.

The performance method provides the trainee the opportunity to practice, perform, and apply the skills or procedures which have been explained and/or demonstrated.  Also, it serves as a means of measuring trainee progress so that positive aspects are emphasized while errors can be corrected on the spot.

Performance is usually done under controlled, closely monitored/supervised conditions.  This method is often used in conjunction with demonstration but may also be used separately.  It can consist of multiple practices of a specific task under the scrutiny of a qualified individual over a period of time.  In cases where the trainee has mastered the major elements of a larger task, direct supervision of the areas where weakness still exists and follow-up on proficient areas may only be needed.

The following techniques are recommended when using the performance method:

1.  Plan skill development in small steps.  Although the demonstration may have consisted of the entire process, it may be so complex or difficult that the trainee can only concentrate on one step at a time.  The whole-part-whole concept should be applied so that the trainee observes the whole demonstration and then masters each step in turn through practice before being required to combine all steps into a complete performance.

2.  Provide assistance only as necessary.  Permit trainees to work on their own as much as possible without unnecessary interruption, interference, or excessive assistance.  Even if trainees pause or seem hesitant, don’t prematurely step in as long as they are correctly performing the task; however, don’t hesitate to interrupt if a trainee is observed either making or about to make a mistake.

3.  Ensure compliance with safety precautions.  Make sure necessary protective clothing and safety equipment needed for task performance are available to the trainee.  Close observation and supervision may be required to ensure trainee is complying with safety procedures.

4.  Evaluate performance.  When a trainee is required to perform a task, evaluate that performance.  A trainee needs immediate feedback on how well he/she is progressing.  Point out strengths, weaknesses, and offer suggestions on how the task could be done better.

EVALUATION

Evaluation in training is continual throughout the teaching and learning process.  Apply it to each aspect of the training program and use the feedback obtained to implement improvements.  It is also used to provide the trainee with constructive criticism.

As a trainer, evaluate the trainee on all duty position requirements that are identified in his/her JQS prior to certifying task qualification.  The purpose of evaluation is to determine how well the trainee satisfies each training objective according to the performance standard.  The basic objectives for evaluation are the task statements listed in the trainee’s JQS.  For OJT purposes, the performance standard (Go/No Go concept) is simple:  The trainee must be able to do the job correctly without assistance.

Since OJT is a dual channel program, evaluation of both task knowledge and performance is necessary.  Here are some helpful hints for conducting evaluations and a few common errors to avoid:

HELPFUL HINTS

Be Prepared:
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  Know and have the training objective firmly in mind.
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  Ensure all supplies, equipment, and technical references needed for evaluation are readily accessible.
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  Ensure environment and place selected to conduct evaluation correlates as closely as feasible to actual real-life conditions of the task.

Brief the trainee on exactly what is expected.  Make sure the trainee is aware of how well, how fast, and in what order the task should be completed.  If the instructions are confusing, expect comparable results.

Ensure that the evaluation measures only what it is supposed to measure.  Keep the end goal in mind and avoid leading the evaluation into areas that aren’t required to reach that goal.  In other words, if a task calls for referral to a technical manual to do the job, there is no reason to see if the trainee has memorized that information.

Be objective.  Control personal opinions and feelings about the trainee or task being evaluated.  An evaluation must be a fair, impartial assessment of the trainee’s ability.

Check the most critical steps of a complex task.  If the entire task is too large to check every single step in the process, select a liberal sampling that includes the most critical steps required for task accomplishment.

Be knowledgeable of the task under evaluation.  Know the task well enough to detect minor flaws during the process of observing the trainee’s task performance.

Make sure evaluation is practical.  It should be simple, clear-cut, and shouldn’t require an excessive amount of time to complete.

Evaluation should have “utility”.  A test may include all other essential qualities, but be of little value if it can’t be used or isn’t needed to support the training objective.

When asking questions, limit them to one idea.  Questions must be clear, to the point, and challenging so that the trainee’s thinking will be guided and stimulated.  Other techniques relative to questioning include:

Adapt the question to the ability of the trainee.  Avoid asking questions that are likely to create 
confusion.

Use “How” and “Why” questions to preclude “Yes” and “No” answers.  Force the trainee to think about the answer and to respond by telling why it is so.

Allow a reasonable amount of time for answering.  Don’t insist on an immediate response from the trainee.

Avoid leading or catch questions as well as those irrelevant to the training.

ERRORS TO AVOID

Many OJT trainers tend to rate people simply as either satisfactory or unsatisfactory.  
Even though the “Go/No Go” standard applies when a trainee is evaluated, 
degrees of ability should be surfaced to spark initiative and enhance the quality of 
performance.  

Some trainers overrate or underrate trainees because of differences in their interpretation 
of what the standard of performance should be.  By using the “Go/No Go” standard 
and a checklist, technical reference or prescribing directive as a guide for 
evaluation, this error in rating can be avoided.

Another common problem in evaluating is when the trainer believes that the trainee is 
superior in all parts of a task simply because the trainee does very well in one 
particular portion of the task.

A trainer’s personal impressions of the trainee can also have an impact on how well 
performance is rated.  The only effective way to prevent this error in judgment is 
to concentrate on impartially evaluating the trainee’s accomplishment of the 
objective.

Another problem stems from an inappropriate use of evaluation results.  Keep the 
purpose for evaluation in proper perspective.  A failure in one or a few tasks may 
not mean that the trainee needs discipline - usually it only indicates a need for 
further training.

GENERAL INFORMATION

The EST supervisors must use their experience and knowledge to produce meaningful training programs.  This master training program guide was formulated as a management tool to assist in achieving this end.  It is not intended to serve as a substitute for formal resident technical school instruction, technical data, and/or AF directives.  The fundamental purpose is to provide a framework for the supervisor to use when planning and conducting training “on-the-job”.  While the established workcenter training programs should be followed whenever possible, circumstances and local conditions may necessitate adjustments, additions, or deletions.

Tasks will be selected from Specialty Training Standards/Job Qualification Standards and translated into meaningful training objectives.  Each objective will consist of the task performance, condition(s), and standard(s):

Performance states exactly what the trainee must do.

Condition specifies equipment, tools, or other materials the trainee will use to perform the task.

Standards describe how well the trainee must perform.

For example, a typical training objective on electrical generators could state: 

“Given a 10KW generator, equipment, tools, and proper technical data, the trainee will remove and replace shaft bearings without error or assistance”.

The performance is “remove and replace shaft bearings”.

A Task Breakdown in an outline or bullet format, along with a list of key points, safety tips, diagrams, or pictures, may serve as useful tools in presenting the lesson.

“Given a 10KW generator, equipment, tools, and proper technical data” are the conditions.

These are the items the trainer must provide for the trainee to perform the task.

“Without error or assistance”  is the standard.

This means the trainee must complete the task without any mistakes or outside help.  Unless a time limit is specified, the trainee may take as long as needed to complete the required task.

Successful completion of each task performance is required prior to the trainee being certified as task qualified.  For the purpose of evaluation, the performance measurement a supervisor should use is the training objective.  In 
practical terms, the supervisor is actually verifying that the trainee can in fact use applicable technical data, tools, and/or equipment to correctly accomplish the task.  If satisfied the trainee can do this without supervision, then the training objective (performance measurement) is met.  If not, then additional training or practice is necessary.

NOTE TO THE INSTRUCTOR:

Although each performance measurement must be given prior to task certification, cases may arise where it is desirable to give the measurement before the lesson.

The trainee was previously trained or certified, but a substantial amount of time has passed since the last task performance.  Recommend use of the performance measurement to verify qualification or determine need for refresher training.

The trainee has had previous exposure to the task and feels he/she can do it.  An evaluation could preclude the teaching of a lesson that the individual already knows.

Allow for breaks in instruction.  Lesson should be arranged sequentially with logical start/stop points and should be completed with minimum interruptions whenever practical.  However, since most on-the-job training takes place in conjunction with actual work production, inevitably there will be times when disruptions are unavoidable.  If forced by mitigating circumstances to stop a training session, annotate it so that training can later resume at the same point.

Make provisions for training to be conducted by someone other than the designated trainer.  Circumstances could surface where the designated trainer is unavailable or its more practical for some other individual to conduct specific portion(s) of the training.  Ensure that the individual providing the training is qualified.  Also keep in mind that:

The individual conducting the training should keep track of what was done and inform the designated trainer so the trainee’s progress can be properly monitored and documented.

The final performance measurement should be conducted by the individual who is responsible for certifying task qualification on the trainee’s JQS.

Be flexible and allow for taking fullest advantage of unexpected training opportunities.  Certain items must be covered in a sequential or building block manner; however, conversely, there are always some tasks where sequence is not critical.  Take advantage of actual real-life work situations to cover applicable items and use lulls in production to review key points or verify trainee knowledge.

....The bottom line of Enlisted Specialty Training (EST)...

to efficiently produce individuals who can do the job accurately

and in a timely manner.
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