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Abstract

Creating High Performance@Sun
A Computer-Based Training Lesson

by Gayle A. Van Briggle

Computer-based training is becoming increasingly popular in corporate
organizations, and in this thesis project the researcher has applied the instruc-
tional design process to design and develop a computer-based training program
for use at SunU, which is the employee training and development department of
Sun Microsystems, Inc.

The steps of the instructional design process addressed in this thesis project
are analysis, design, development, evaluation, and implementation. Each step
has associated documentation, which is included in this thesis report. The end
result of the thesis project was a prototype computer-based training lesson. This
lesson is intended as a follow-up to a course titled Creating High

Performance@Sun, which is offered by SunU.
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Part 1: Project Overview

Introduction

Because employee training and development are becoming more and more
important in companies throughout the world, instructional designers are look-
ing for the most effective and efficient methods for delivering training. The
traditional method is instructor-led lecture; however, this method requires travel
by either the instructor (travelling to the learners) or the learners (travelling to
the instructor), and travel costs are expensive. Another popular traditional
method is self-paced instruction with printed materials. A problem with this
method is that learners often have questions or need assistance, and there is
seldom an instructor available to provide help. Within the past ten years another
method has been gaining popularity. This method is computer-based, or com-
puter-delivered, training.

Computer-based training (CBT) is slowly becoming one of the most popular
methods of delivering training to remote locations because of its related advan-
tages. The following is a discussion of the advantages of CBT over one of the
most common delivery systems, instructor-led lecture. (Note: There are several
other possible delivery systems; however, this discussion is limited to instructor-
led lecturing because it is the most common form of training encountered in the
corporate training environment.)

* CBT can be delivered to learners in their workplaces. Instructor-led
lectures require travel by either the instructor(s) or the learners.

* CBT allows learners to work at their own pace. Instructor-led lectures
force learners to keep pace with others in the class.

* CBT provides a savings of both time and money because learners are not

1



required to take a large amount of time out of their daily schedules to travel to
remote training locations. Instructor-led lectures require learners to travel to the
training location (whether it be remote or local) where they are usually required
to stay in the training session for a minimum of two to four hours.

* CBT can be delivered simultaneously to a large, widely dispersed training
audience. Instructor-led lectures would require several large training sessions
where many learners travel to the remote training location, or several small
training sessions could be conducted where the instructor travelled to the remote
location.

These advantages are even more important if the training materials are

consistent, stable, and do not require human interaction for effective learning.

Methodology

According to C.M. Charles, author of Introduction to Educational Research,
there are six types of educational research, and this thesis project fits into the
sixth category: research and development. "Unlike the previous five types,
whose purpose was to bring new information to light, the purpose of research
and development is to develop new products and procedures and test their
effectiveness.” (Charles 1988)

The purpose of this thesis project was to design and develop a computer-
based training lesson, which is a new product. As part of the design and devel-
opment process, the effectiveness of this lesson will be tested during formative
evaluation.

Although this is a research and development project, the research and devel-

opment cycle was not used to design the CBT lesson. Instead, the instructional



systems development (ISD) model was used (this model is also used by SunU).

According to Allison Rosset, author of Training Needs Assessment, the ISD model

is structured as follows:

A | Analysis

D | Design

D | Development

! Implementation

E Evaluation

Although it is presented in a linear fashion, this model is iterative because
evaluation is ongoing from the analysis phase up to and beyond the implementa-

tion phase. In fact SunU's version of the ISD model is diagrammed as follows:

Evaluation

Development

This version of the model makes the iterative nature of the process more




apparent, and placing evaluation in the center of the model helps clarify the
importance and ongoing nature of the evaluation phase.
Associated with each phase are different project documents, and these
documents are listed below.
* Analysis Phase
* Project Proposal
* Needs Assessment Report

¢ Design Phase

Subject Matter Analysis

Goal and Objectives
* Instructional Analysis

* Instructional Strategy

Development Phase

¢ Flowcharts

* Storyboards

¢ HyperCard Prototype

Evaluation
* Formative Evaluation Plan

* Implementation

¢ Implementation Plan

This thesis project will incorporate each of the above phases and documents
with the exception of the implementation phase. The CBT platform used by
SunU is still under development; therefore, there are no processes in place to
plan and control implementation of the lesson.

Each of the documents listed above was written for this project, and each is



included in this thesis report as a separate appendix. The first page of each
document includes a short description of the purpose of the document, a descrip-
tion of the audience the document was written for, and a brief description of the
procedures followed to complete the document. A brief description of each

document is also included in this overview.

Analysis

The first phase in the instructional systems development model is analysis.
The purpose of the analysis phase is to identify the problem in question and
determine whether or not training is the appropriate solution to the problem.
For example, if the problem is due to a lack of skills, it can be solved by training.
However, if the problem is due to a lack of proper equipment and supplies,
training will not solve the problem. Another potential problem which cannot be
solved by training is lack of performance support. In this case, employees are
not lacking equipment and supplies, they are lacking the resources (such as
guidance, reference materials, assistance with software and hardware questions,
etc.) they need to do their job properly.

This is also the phase where the instructional designer must evaluate poten-
tial delivery systems to determine which delivery system would most effectively
solve the training problem. Delivery systems which must be considered are
instructor-led lectures, self-paced print materials, computer-based training,
hands-on laboratory exercises, and workshops.

The main documents written during the analysis phase are the project pro-
posal and needs assessment report.

The project proposal identifies the following aspects of the training pro-



gram:

* What the goals of the proposed training program are

* Who the audience is

* Why the program is necessary

The needs assessment report describes the problem in question and de-
scribes whether the problem can be solved by training. Resources used to iden-
tify the problem are documents and records; questionnaires and surveys; inter-
views and research; and observations. This document also describes how the

problem was identified and explains the proposed training solution.
Design

The purpose of the design phase is to identify the following aspects of the
proposed training program:

* Learning goals and objectives

¢ Delivery methods

* Teaching and learning activities

* Evaluation methods

The following four documents are written during this phase:

* Subject Matter Analysis

* Goal and Objectives

* Instructional Analysis

¢ Instructional Strategy

A subject matter analysis identifies the information that must be taught in
the CBT lesson. To complete a subject matter analysis report, interviews with

subject matter experts are conducted and any available documentation is read.



After identifying and compiling the necessary information, subject matter ex-
perts review the information to ensure that it is accurate and complete.

The goals and objectives are statements of what learners should be able to
do after completing a training program. The goals is a broad, general statement
about expected the learner outcome, and the objectives are specific statements,
derived from the goal, of what learners should know when they finish a pro-
gram.

The instructional analysis identifies the instructional goal of the CBT lesson
and all the subordinate information and knowledge, including prerequisite and
entry information, that must be taught to achieve the goal. This information is
traditionally presented in flowchart form.

The instructional strategy describes the following aspects of the CBT lesson:
preinstructional activities (if necessary), information presentation, student par-

ticipation, testing, and follow-through training (remediation).

Development

The main purpose of the development phase is to produce instructional
materials that meet the specifications set forth in the project proposal. There are
three deliverables for this phase of the instructional design process. The first
two, flowcharts and storyboards, are print-based prototypes of the CBT lesson.
The third deliverable is a prototype CBT lesson done on HyperCard (a computer
program for Apple Macintosh computers).

The paper prototype is done in two separate pieces, flowcharts and story-
boards. Although both documents are written at the same time, each serves a

specific purpose. Flowcharts demonstrate the branching of the CBT lesson. In



other words, flowcharts graphically demonstrate how each screen (page) of the
lesson will be linked together. Storyboards are a graphic representation of what
each screen of the lesson will look like.

Flowcharts and storyboards also demonstrate interactivity and learner
control. Interactivity and learner control are closely related, and they depend on
how many decisions learners are allowed to make. If learners are not required to
make decisions (i.e., they are only reading text), the lesson is not interactive, and
the learners have no control over what they see on the screen. However, if the
learners must make decisions, they are interacting with the lesson, which usually
means that they can control (to some degree) what they see on the screen.

The HyperCard prototype is completed on a Macintosh computer, and it is
used to test the CBT lesson before much time and money are spent implementing
the lesson. It is difficult for some people to understand how the lesson will
work when limited to a review with flowcharts and storyboards; therefore, the
HyperCard prototype will provide a secondary method for reviewing the lesson
before it is implemented. The HyperCard prototype provides an opportunity for
reviewers to see the branching of the lesson, evaluate the level of interactivity
and learner control, and see what the lesson will look like on a computer screen.

This deliverable will be included in this thesis report on a computer disk.

Evaluation

The evaluation phase of the instructional systems development model has
two parts: formative evaluation and summative evaluation. Formative evalua-
tion is primarily conducted during the design and development phases of the
project, and its main purpose is to test the lesson with members of the training

audience to ensure that it is an effective lesson. Summative evaluation is con-
8



ducted after the lesson has been implemented and used in the field for several
months. The purpose of summative evaluation is to determine learners' reac-
tions to the lesson and to determine how well learners apply the new skills and
knowledge back on the job.

A formative evaluation plan is written during this phase of the instructional
design process. This plan describes how the CBT lesson will be tested to make
sure it meets the instructional goal, objectives, and specifications described in
earlier phases of the instructional design process.

A summative evaluation plan would typically be written during this phase
of the process; however, SunU has not determined procedures for implementa-
tion of CBT lessons. Until an implementation process is in place, this researcher
has no way of knowing how and when the lesson will be implemented. It is
imperative that an implementation strategy be determined prior to considering a

summative evaluation plan.

Implementation

The purpose of the implementation phase is to introduce the new training
program to the intended audience. Considerations of the implementation phase
include staffing, delivery, logistics, and course management (marketing, moni-
toring, financial management, and quality control). The only document written
during this phase is the implementation plan.

An implementation plan will not be written for this thesis project because
the implementation process for CBT programs has not yet been described by

SunU.



Project Description

For this thesis project a computer-based training lesson was designed and
developed to enhance a training course offered by SunU (SunU is the employee
training and development department of Sun Microsystems, Inc.). The class
offered by SunU is titled Creating High Performance@Sun, and it is recommended
for every manager working at Sun in the United States below the Vice President

level.

Creating High Performance@Sun

The computer-based training program designed for this thesis project is a
follow-up lesson for the Creating High Performance@Sun course. This course
describes the Performance Management process and encourages managers at
Sun to incorporate the process into their everyday jobs. The course goals are as
follows:

By the end of the Creating High Performance@Sun course managers will know
how to

1. Establish goals and performance expectations

2. Conduct periodic progress review meetings

3. Appraise performance

4. Empower subordinates to take performance responsibility

The CBT lesson reinforces the second goal listed above by acting as both a
job-aid and a review tool. Managers will use the CBT lesson to prepare for focal
review meetings with their employees. Focal review meetings are mandatory,
and they are held at least once a year to review employee performance and

establish new performance objectives. To prepare for focal review meetings,
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managers must write performance objectives; therefore, review of information

about writing performance objectives is incorporated into the CBT lesson.

Conclusion

The following documents will be written for this thesis project:

Project Proposal

Needs Assessment Report
Subject Matter Analysis
Goals and Objectives
Instructional Analysis
Instructional Strategy
Flowcharts

Storyboards

HyperCard Prototype

Formative Evaluation Plan

Each of these documents is included in this thesis report as a separate ap-

pendix, and the first page of each document includes a short description of the

document's purpose, the audience the document was written for, and a short

description of the procedures followed to complete the document.
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Appendix A: Project Proposal
Purpose

This document describes the following aspects of the CBT lesson being
designed and developed for this thesis project:

* Project Background

* Training audience

* Proposed project

* Project team members

This document sets forth the initial specifications for the proposed CBT
lesson. It was presented to the client who requested the training, and it was

approved before the researcher continued working on the project.

Audience

This document is written for several different audiences. The primary
audience is the client who requested the training. Secondary audiences include
project team members and any SunU staff member interested in the proposed

project.

Procedure

This project proposal was written in response to a client's request for a CBT
enhancement to an existing course. After discussing the existing course with the
client, this researcher asked the client the following questions:

* What aspects of the course should be enhanced?

* Who is the training audience? What are their significant characteristics in

respects to this course?
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* Who is on the project team?
Based on the client's responses, this researcher was able to propose a project

that would meet the client's expectations and requirements.

Project Background

After consulting the project team for SunU’s Creating High Performance@Sun
course, the topic for this thesis project was identified. A follow-up lesson,
delivered via a computer-based training application recently purchased by
SunU, was designed and developed for the Creating High Performance@Sun
course. This follow-up lesson will help participants recall the skills and
knowledge learned during the course by helping them prepare for focal review
meetings with employees. They will review information from the class as they
prepare for the meeting.

The idea of follow-up review is not new to the field of instructional design.
It is one of the adult learning principles identified by Jerrold Kemp, author of The
Instructional Design Process, and it is known as "spaced practice.” According to
Kemp, "For a fact or skill to become a confirmed part of an individual's
knowledge base or competency level usually more than one exposure is
required . . . Practice is most effective when spaced over intervals of time"
(Kemp 1985).

The lack of spaced practice is the problem addressed by this project.
Following a training course, SunU course participants often return to a hectic
office, and they forget the information taught in a course before they are able to
incorporate it into their everyday jobs. Some SunU courses have included an in-

class follow-up session to reinforce skills learned during the course, but
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participants have been reluctant to spend more time away from their offices for a
class they already attended. However, if a follow-up session was delivered to
participants on their workstations, and it was available for them to use at their
own pace, they might be more likely to practice the skills.

This project is important because it will enhance and improve the Creating
High Performance@Sun course. Another reason this project is important is
because it could set a standard for providing follow-up learning opportunities
(spaced practice) for SunU courses, and these follow-ups are necessary if learners

are to use the information taught in SunU courses.

Training Audience

As defined by the course development team, “Participants for this program
will be managers who have at least one direct report. They will be from first
level to middle level managers, i.e., from first line to Director level.” Translated
into plain English, this course is recommended for every manager at Sun
Microsystems below the level of Vice President. Characteristics of the training
audience, which are important for this project, are as follows:

* All members of the training audience are extremely busy; therefore, they
do not have much time to spend on training.

* Most members of the training audience are males, and most members of
the audience are between the ages of 30 and 50.

* All members of the audience have a graduate degree; therefore, they are

highly educated.
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Proposed Project

The deliverables for this follow-up lesson include a project proposal, needs
assessment report, goal and objectives, subject matter analysis, instructional
strategy, instructional analysis, flowcharts, storyboards, a formative evaluation
plan, and a functioning HyperCard prototype (HyperCard is a Macintosh-based
program). A brief description of each deliverable is provided below.

Project Proposal: describes the intended project, defines the project team,
defines the intended training audience, and provides a timeline.

Needs Assessment Report: summarizes the information gathered during a
needs assessment. The needs assessment was composed of four different
interviews with key members of the Creating High Performance@Sun
development team.

Goals and Objectives: includes the initial goals and objectives for the
project. The project team will review the proposed goals and objectives and
revise them to meet the needs of the audience.

Subject Matter Analysis: defines the information necessary to design and
develop an effective lesson. The analysis will be done with subject matter
experts and the development team.

Instructional Strategy: a plan for instruction, including planned delivery
methods, designed to achieve specified instructional goals and objectives.

Instructional Analysis: diagrams, hierarchically, the instructional goal and
the related subordinate skills necessary to achieve the instructional goal.

Flowcharts: diagrams branching of a computer-based training lesson (i.e.,

how the lesson will be presented to learners).
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Storyboards: represents what each screen in the CBT lesson will look like.
Storyboards also help describe what text will appear on each screen, where the
text will appear, learner control, interactivity, etc.

Formative Evaluation Plan: proposes a schedule and strategy for testing
and evaluating the CBT lesson before it is released to course participants. The
formative evaluation will include one-on-one testing and small group testing.

HyperCard Prototype: provides a prototype of the CBT lesson. Because the
CBT system used by SunU is not yet fully operational, this lesson will be
implemented on HyperCard for the purposes of this thesis project. When SunU's
CBT system is operational, the lesson will be implemented within Sun

Microsystems, Inc.

Project Team Members

The following people were involved in this project:

Gayle Van Briggle, Contract Training Designer and graduate student,
designed and developed project; wrote project/thesis report.

David Wick, Senior Training Specialist at SunU, provided subject matter
expertise and design and development feedback/ideas. David Wick was also the
client for this project.

Jillian Dorman, Manager of Training Design and Technology at SunU,
provided design, development, evaluation, and implementation expertise,
feedback, and suggestions.

Dr. Stephen Rodriguez, Professor of Instructional Technology at San Jose
State University, provided design, development, and evaluation expertise,

feedback, and suggestions.
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Appendix B: Needs Assessment Report

Purpose

This document provides an overview of the thesis project. It describes the
problem that initiated a need for the CBT lesson; it describes the interviews used
to collect information about the problem; and it describes the results of the needs

assessment.

Audience

This document is written for the project team members and the client who
requested the training. The results of the needs assessment were reviewed with
the project team to ensure that everyone agreed on the problems identified.
Agreement was necessary before the instructional designer continued working

on the project.

Procedure

Having consulted the client for inforination for the project proposal, this
researcher had an idea of the needs this project would address; therefore, a short
list of questions was prepared and four members of the Creating High
Performance@Sun project team were interviewed. Results from the interview
were tallied, and the project was identified. All members of the project team
agreed on the need and the appropriate CBT lesson necessary to address the

need.

Project Overview

For this thesis project, a follow-up lesson was designed and developed for a

B.1



training course titled Creating High Performance®Sun, which is offered by SunU.
This follow-up lesson is computer-based. The Creating High Performance®@Sun
course is already in use at SunU, and this researcher was invited to design and
develop a lesson to augment the course. This needs assessment focused on
determining what type of CBT lesson would best enhance and improve the
course.

Because the need for the additional lesson had already been determined by
the development team, a traditional needs assessment was not required. This
means that neither a questionnaire nor a survey was distributed. Rather, this
needs assessment focused on relevant documentation and interviews with mem-

bers of the course project team.

The Initiating Problem

After lengthy investigation of SunU courses and interviews with instruc-
tional designers at SunU, the need for a follow-up, spaced practice opportunity
for Creating High Performance@Sun course participants was identified. Follow-up
lessons are valuable opportunities for course participants to practice new skills
and knowledge learned during a training course. However, the fast workpace at
Sun makes it difficult for employees to justify time away from their jobs for
course follow-ups. Itis hoped that delivering follow-up lessons via the computer
will encourage employees to spend the time to complete the lesson, thus enhanc-

ing the skills and knowledge they learned during the course.

B.2



The Interviews

Having identified the need for follow-up lessons, four members of the Creat-
ing High Performance@Sun team were asked the following questions.
* Do you have any ideas of how you would like to see CBT incorporated

into the course?
* What part of the course would you most like to see stressed with CBT?

* Was there information that you were not able to elaborate on during the

course that you would like to see addressed via CBT?
¢ Can you think of a course subject that could be reinforced via CBT?
* Would you rather see CBT implemented as prework or follow-up work?
* What pros and cons do you anticipate for prework?
* What pros and cons do you anticipate for follow-up work?

* These are some of the ideas that have been suggested. Please rate the

usefulness of each idea on a scale of 1 to 5, with 5 being very useful and 1 being

not useful.
Introduction Module (prework) 1 2 3 4 5
Reinforcement Module (follow-up) 1 2 3 4 5
*Template Module (follow-up) 1 2 3 4 5
**New Ideas Module (follow-up) 1 2 3 4 5

* The template module would be a fill-in-the-blank action plan that
stressed important points from the course.

** The new ideas module would expand on an idea presented during the
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coursg, and it would incorporate new information about that topic that was not
presented during the course due to lack of time.

The following people were interviewed for this tiesis project:

* Jeanne Brenneman, Senior Training Designer (SunU): Jeanne is in charge
of the instructional design of the Creating High Performance@Sun course.

¢ David Wick, Senior Training Specialist (SunU): David is the Course
Manager for the Creating High Performance@Sun course, and he is in charge of its
development and implementation within SunU and Sun.

* Lisa Cavallaro, Employee Development Specialist (SunU): Lisa is second
in charge of the course after David.

* Carrie Perzow (Sun Microsystems): Carrie is a representative of Sun

Human Resources.

Results

After completing the interviews and research, this researcher tallied the
results of the interviews, and all those interviewed agreed that the best use of a
CBT enhancement for this course is a follow-up lesson which combines a job-aid
with a review. One of the most important modules from the Creating High
Performance@Sun course was chosen, "Establishing Performance Objectives and
Plans." Using information from this module, the CBT lesson allows the training
audience to prepare for focal review meetings (a required part of their jobs) while

they review the steps for writing performance objectives.
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Appendix C: Subject Matter Analysis
Purpose

This document was written after all the research was completed, and it is a

compilation of all the information that must be taught in the CBT lesson.

Audience

This document is written for the instructional designer and the project team.
It is also reviewed by subject matter experts to ensure accuracy and relevance of

content.

Procedure

Having completed the project proposal and needs assessment, this re-
searcher already knew the module from the Creating High Performance@Sun
course that was to be used in the CBT lesson. At this point, the participant mate-
rials from the course were used to determine exactly what information from the

specified module should be covered.

Goal

Prepare for a focal review meeting with an employee, reviewing skills pre-
sented in the Creating High Performance®Sun class as necessary.

NOTE: There are examples missing from this document because the subject
matter experts are still compiling a more extensive, useful list of examples and
nonexamples. In addition, some of the current examples will be replaced with
examples from more complex job areas (i.e., the examples referring to clerks will

be replaced with examples about engineering, sales, management, etc.).
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Module 1: Prepare for a focal review meeting with an employee

NOTE: Pages in this module will have a short description of each step; there
will be a space for managers to type in their statements/questions; there will be
examples and non-examples (examples of badly written performance objectives)
for each step; and there will be buttons on the page that link to corresponding
review pages in module 2.

1. Write a statement that establishes the purpose of the discussion: Early in
the meeting, explain that the purpose of the meeting is to reach agreement on the
objectives that will be used to evaluate the employee’s performance in the up-
coming performance period.

An example of this step is as follows:

* “T'd like to review the initial objectives you’ve put together for the
upcoming performance period. We can discuss the objectives and come up with
a final list that is realistic, which we both feel good about. After we decide on the
objectives, we can talk about how you plan to achieve them.”

2. Write questions that check employee’s understanding of the discussion’s
purpose: You should check to be sure the employee understands the purpose of
the discussion. During this step you should also check to see that the employee
understands the process for reaching an agreement on objectives and also under-
stands the results you are looking for at the end of the discussion.

For example, ask

¢ “How does this sound?”

* “Do you understand how we are going to decide on your objectives?”

* “So we will end up with a list of objectives and a plan for how you can

achieve those objectives in the upcoming performance period.”
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3. Write statements that introduce each new performance objective: Review
and discuss each objective proposed, then offer and discuss potential changes.
This step ensures that: 1. alternative objectives are explored (if necessary); 2. each
objective is properly evaluated; 3. the employee is focused on the most important
objectives.

Examples include the following:

* “Perhaps you could consider cross-training, so you’ll have backup people
available during peak hours.”

* “I'm not sure the second objective is all that challenging. You were al-
ready at that level last quarter, with a smaller staff.”

* “How would you measure the ‘cocperative attitude’ in objective four?”

* “Given the importance and complexity of these first four objectives, do
you think these others are realistic?”

4. Write questions that ask how the employee plans to achieve each perfor-
mance objective: Ask the employee how he/she intends to meet each objective.
This step helps the employee think through the achievability and relevance of
each objective, ensuring that he/she will not return later with doubts or ques-
tions. (Some of these issues already may have come up in Step 3.)

Some examples for step 4 include

* “How do you plan to reduce customer complaints?”

* “What will be your first step in setting up this coordination with Person-
nel Administration?”

* “What will you do if the budget for the training sessions isn’t approved?”

5. Write statements that summarize the discussion: During this step you
will
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1. Summarize the discussion

2. Resolve any conflicts that may have arisen

3. Express confidence that the employee can meet the objectives.

This step ensures that the employee understands the objectives, it closes the
discussion on a positive note, and it counteracts any doubts that may have been
expressed during the discussion.

Examples include

* “To summarize this discussion, your four objectives are . . .”

* “Well, I think we have a good list of objectives here, and I believe you'll

do a good job in meeting them.”

Module 2: Review Skills for establishing performance objectives

1. State the 4 steps in establishing performance objectives. The four steps for
establishing performance objectives are as follows:

1. Determine job tasks and their importance.

2. Determine what to measure in terms of quality, quantity, and timeliness.

3. Establish level to be attained for each area.

4. Test against SSMART. (SS=Sun-Specific; M=Measurable; A=Achievable;
R=Results-Oriented; T=Time-Bound)

1.1 Determine job tasks and their importance (2-3 pages). Before you can
develop performance objectives, you must know the tasks involved in perform-
ing a particular job, and you must know the relative importance of each task.
Identifying job tasks ensures that you are

¢ Focusing on performance.

* Not leaving out a critical part of the job.
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Some organizations have a task list for each job; however, when no task list
exists, one must be created. Here are the steps for creating a task list:

1. Ask one or several employees to draw up a task list.

2. Gather general resources, such as job descriptions and job leveling charts.

3. Think through the job. List the main duties of the job, and list the major

tasks under each duty.
4. Review your final list with one or several employees to verify relevance.

No set of objectives can measure all possible performances, so you will need
to select a few critical tasks as the base of your performance evaluation system.
Set priorities by looking at your task list and evaluating each item in terms of
importance (that is, think through the consequences of poor performance on each
task). Then select five to ten of the most critical tasks.

This selection process involves a trade-off. You want to keep the number of
tasks you evaluate to a minimum, but you should also be sure that the tasks you
select are critical to the job and that they represent the employee’s performance
fairly.

1.2 Determine what to measure in terms of quality, quantity, and timeliness
(4 pages). Once you have established the task list, you must determine how to
measure the performance of those tasks. Most measurements fall in to one of
three categories

¢ Quantitative: How much should be done?

¢ Qualitative: How well should it be done?

* Timeliness: When should it be done?

1.2.1 Quantitative measurements. How much should be done? Quantita-

tive measurements involve counting the outcomes of the process and/or task

C5



performance. These measurements are concerned with amounts of output.

Example: The number of forms completed by a clerk.

1.2.2 Qualitative measurements. How well should it be done? Qualitative
measurements reflect satisfaction. For example, how well was a task done, or
how good was the output? Qualitative measurements might check whether or
not work was done within budget or whether work was done in accordance with
company policies and regulations.

Example: The accuracy of forms completed by a clerk.

1.2.3 Timeliness measurements. When should it be done? Timeliness is a
special kind of quantitative measurement. It defines the responsiveness of per-
formance.

Example: The time between when a clerk received forms and when the
forms were completed.

1.3 Establish level to be attained for each area (1 page). Some organizations
have set standards for various jobs and some organizations don’t. If your organi-
zation does not have established standards or required levels of performance,
you must select some. To decide on an appropriate level of accomplishment,
consider

* The level of work being done now. (If the current level is too low, think
about how big a change your employees are capable of at one time.)

* A reasonable expectancy for this type of work.

* What your organization needs to accomplish its mission.

It is a good idea to have your standards reviewed by an employee who is
currently doing the job to determine if the standards are realistic and relevant.

Examples:
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1.4 Test against SSMART (6 pages). To measure employee performance
using standards and objectives, you must have a way to test your work measure-
ments to ensure that you are being fair and accurate. Each job standard and
objective you establish should be

¢ SS: Sun-Specific

¢ M: Measurable

¢ A: Achievable

* R: Results-Oriented

¢ T: Time-Bound

1.4.1 Define Sun-Specific. Every objective you set must be relevant to the
Sun environment, and it must support, either directly or indirectly, the
organization’s strategic direction. Objectives must also be precise, definite, and
exact, leaving nothing up to interpretation. The ambiguity created by general
statements about performance requirements can lead to difficulties at perfor-
mance appraisal time.

Example of a Sun-specific objective vs. a general objective:

1.4.2 Define Measurable. To hold employees accountable for their perfor-
mance objectives, you need to measure what they are doing in a way that every-
one agrees on. Specific objectives are usually measurable; however, some objec-
tives are written in specific terms, but they leave the measurement process in
doubt.

Example of measurable objective vs. non-measurable objective:

1.4.3 Define Achievable. Achievable objectives are reasonable, realistic, and
controllable. In other words, objectives cannot be too easy or too difficult, and

they cannot involve elements over which the employee has little or no control.
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An uncontrollable objective would hold a clerical worker accountable for
producing 30 pages of new input per day; however, if the clerk is not given at
least 30 pages of work each day, s/he would be unable to achieve the objective.

1.44 Define Results-Oriented. Objectives should be stated in terms of the
employee’s work output or results because results are easier to measure than the
work process itself. In addition, managers are usually more interested in know-
ing that the job got done instead of how the job got done.

Example of a results-oriented objective vs. a process-oriented objective:

1.4.5 Define Time-Bound. Most managers and employees have time param-
eters, or deadlines, that they associate with successful completion of a task. A
good objective makes those parameters explicit.

Example of a time-bound objective vs. a time-independent objective.

2. State differences between standards and objectives (3 pages). Standards
are measurement criteria which apply to all employees with the same job title.
Objectives, on the other hand, are set for each individual employee, regardless of
job title.

2.1 Define objectives. Objectives are set individually for each employee in a
job category, and they usually describe what the employee is expected to accom-
plish. For example, two employees may have the same title but slightly different
jobs. Individual objectives, therefore, could take into account the differences in
their jobs, abilities, work situations, and past performance.

Objectives are usually established through a discussion between an em-
ployee and his or her supervisor, and they may change from one performance
period to another. Objectives also tend to be associated with specific projects and

ime periods.
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An example objective is as follows:

* Successfully install a software program.

2.2 Define standards. Standards are used in situations where the same
measurement criteria can be applied to all employees who hold the same job title
(for example, secretaries, administrative assistants, assembly line workers, data-
entry personnel). Standards are also used when the job does not have specific
projects or objectives that an employee can focus on (as in the case of staff posi-
tions).

Standards do not change from one employee to another, or from one perfor-
mance period to another, unless a change is agreed on by both the manager and
the employee.

An examples job standard is as follows:

¢ Return customer calls within two hours.
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Appendix D: Goal and Objective
Purpose

The purpose of this document is to state what learners should be able to do
after completing the CBT lesson in terms of an instructional goal and instruc-
tional objectives. The goal is a broad, general statement of the expected learner
outcomes, and the objectives are specific statements, derived from the goal, of

what learners should know when they finish the CBT lesson.

Audience

This documnent was written for the project team and the instructional design-
ers. All members of the document audience agreed that the instructional goal
and objectives were valid before the instructional designer continued working on

the project.
Procedure

The instructional goal and objectives were written after consulting the client,
determining the training need in question, and identifying the course content
that would be used in the lesson. Once the need and content were identified, a
goal and corresponding objectives were written that solved the need using the

specified content.

Lesson Goal

Prepare for an effective focal review meeting with an employee, reviewing

skills presented in the Creating High Performance@Sun class as necessary.
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Lesson Objectives

After completing this lesson, managers will be able to do the following:

A. Apply the five action steps of an effective meeting to focal review

meetings with their employees.

1. State purpose.

2. Check for employee’s understanding.

3.
4.
5.

Introduce new performance objectives.
Determine how employee plans to achieve objectives.

Summarize discussion.

B. Write effective performance objectives.

1.
2.
3.

Distinguish performance objectives from job standards.
Determine job tasks and their importance.
Determine what to measure in terms of quality,

quantity, and timeliness.

. Establish level to be attained for each area.

Test against SSMART.
SS: Sun-Specific
M: Measurable
A: Achievable
R: Results-Oriented

T: Time-Bound
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Appendix E: Instructional Analysis
Purpose

This document was written by the instructional designer to identify the
subordinate skills and knowledge that must be taught in the CBT lesson to meet
the instructional goal. This step ensured that all relevant information was in-
cluded in the CBT lesson. A more detailed description of this document's pur-

pose is included below.

Audience

This document was written for the instructional designer and project team.
Subject matter experts were asked to read the document to ensure that all rel-
evant information was included and no important information was left out;
however, these people were only checking for accuracy, they were not part of the

intended audience.

Procedure

Starting with the materials from the Creating High Performance@Sun course
and the identified instructional goal and objectives, this researcher determined
the entry level information that had to be taught for learners to achieve the goal
and objectives. The identified information was then organized hierarchically
starting with the most complex information and ending with the simplest infor-

mation.
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Description

According to Walter Dick and Lou Carey, authors of The Systematic Design of
Instruction, an instructional analysis is “the procedure applied to an instructional
goal in order to identify the relevant skills and their subordinate skills and infor-
mation required for a student to achieve the goal.”

Traditionally the results of an instructional analysis are diagramed hierarchi-
cally in flowchart fashion. The instructional goal appears at the top of the dia-
gram, and each subsequent goal, skill, and/or piece of information follows the
goal according to its importance in instruction. For example, complex skills
necessary to meet the instructional goal are placed directly beneath the goal, and
the simplest skills and the most basic information appear at the bottom of the
flowchart.

The instructional goal of this project is as follows:

Prepare for an effective focal review meeting with
an employee, reviewing skills presented in the Creating High
Performance@Sun class as necessary.

The most complex skill required to meet this goal is the ability to prepare for
a focal review meeting, and the related skills are the ability to set performance
objectives and the ability to hold successful meetings.

The menu of the CBT lesson will have the following options:

* Module 1: Preparing for the Meeting

* Module 2: Writing Performance Objectives

* Module 3: Drill and Practice

If the learner chooses to go straight to the first module, he/she will find

buttons on certain pages that link to corresponding review pages in the second
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module. For example, in the first module, one page will ask the learner to estab-
lish new performance objectives. If the learner has forgotten how to write perfor-
mance objectives, he/she will be able to click on a button on the bottom of the
page to access the review information related to writing performance objectives.
This feature allows learners to access review information on an “as needed”
basis; therefore, they are not forced to spend time reviewing information they are

already familiar with.
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Appendix F: Instructional Strategy
Purpose

According to Walter Dick and Lou Carey, authors of The Systematic Design of
Instruction, an instructional strategy is "An overall plan of activities to achieve an
instructional goal" (Dick and Carey 1990). The following aspects of this thesis
project are described in this document:

* Preinstructional activities: how learner motivation was established; how
learners were informed of the objectives; and how learners were informed of the
prerequisite skills they need to complete the CBT lesson.

* Information presentation: how the information was presented to learners
in the CBT lesson.

* Student participation: how interaction with the students (learners) was
incorporated into the CBT lesson.

* Testing: how learners were tested (if necessary).

* Follow-through: how learners can enhance their skills and knowledge

after completing the CBT lesson.

Audience

This document is written for the client who requested the training and the
project team members. It allowed the instructional designer to present proposed
training ideas, and these ideas were approved by the client before the instruc-

tional designer proceeded with the project.

Procedure

There was no set procedure followed to produce this document. This re-
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searcher knew the content that had to be addressed, and she used creativity to

arrange it into a strategy that she felt would be effective.

Background

This result of this thesis project is a computer-based training (CBT) lesson
that is a follow-up to the Creating High Performance@Sun course offered by SunU.
This lesson helps managers prepare for focal review meetings, which occur at
least once a year, while it provides review information (from the Creating High
Performance@Sun course) that managers can access if necessary. At Sun, em-
ployee raises are based on performance reviews, and performance objective
setting meetings are a required step in the performance review process. When
they have completed the CBT lesson, managers can print their responses and use

the printout at their performance objective setting meetings.

Preinstructional Activities

The three elements considered in this phase of an instructional strategy are
learner motivation, informing learners of the objectives, and informing learners
of prerequisite skills.

Learner motivation was established in two ways. First this lesson helps
make a required part of the manager’s job easier by providing "just-in-time" help
when preparing for focal review meetings. Second, when the lesson is over,
managers can print their responses from the lesson and use the printout to facili-
tate their focal review meetings.

Learners are informed of the objectives of the CBT lesson at two different

times. During the Creating High Performance@Sun course, the instructor will
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describe the CBT lesson, its objectives, and its benefits. The objectives are de-
scribed again in the first few pages of the lesson itself.

The first few pages of the CBT lesson remind learners of the main points
presented in the Creating High Performance@Sun course while introducing the

goals and objectives of the lesson.

Information Presentation

Instructional sequence: The information for this lesson is presented in three
modules, and the information in each module is presented either hierarchically
or procedurally. The three modules are

1. Preparing for the Meeting (procedural)
2. Writing Performance Objectives (hierarchical)
3. Self-Test (hierarchical)

The size of each module varies; however, the whole lesson should not take
more than 30 minutes to complete. The second module is the largest when
measured by page count because it includes the most content. The first module
will take the longest to complete because it involves the most interactivity.

The information included in this CBT lesson is covered in the subject matter
analysis (Appendix C). The content was approved by the subject matter experts
on the project team. Both examples and nonexamples (examples of badly written
objectives) are used throughout the lesson to help learners understand new

ideas.

Student Participation

The main module of the CBT lesson is interactive, providing an opportunity
for learners to practice the skills and knowledge they learned during the Creating
F.3



High Performance@Sun course. Because of the course content, this module does
not incorporate feedback. Instead, each page has examples and nonexamples to
help learners type in their own statements/questions.

The other two modules provide review information, which learners can
access if necessary. Instead of presenting the review information screen by
screen, it is presented in true/false, multiple choice, and short answer questions,

requiring interactivity from learners.

Testing

The only testing in this lesson is incorporated into the review material, and
questions are in the form of true/false, multiple choice, and short answer.

There is no pretest for this CBT lesson because all learners using the lesson
must have attended the Creating High Performance@Sun course; therefore, it is
assumed that all learners using the CBT lesson will have the same basic level of
knowledge. Likewise, because the lesson is more of a job aid than hard-core
training, there is no post test.

Attitudinal evaluation is planned to assess the learners’ reaction to the CBT
lesson. Because CBT is new to SunU, there is great interest in learning what the
users think about it. Questions asked will include the following:

¢ Was the timing of this lesson appropriate? Should it have been offered
sooner? Later?

* Was the lesson easy to use? If not, please explain any difficulties you
experienced.

¢ Did this lesson help you prepare for your performance review meet-

ings? If yes, how? If not, why?
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Follow-Through

Because this lesson does not measure performance, there is no remediation .

If necessary, learners can refer to the materials they received from the Creating
High Performanc2@Sun course for more information.
At this time, SunU is not planning another course or lesson learners can use

to enrich their performance management skills.
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Appendix G: Flowcharts
Purpose

The purpose of this document is to demonstrate the branching of the CBT
lesson (i.e., how the pages of the CBT lesson will be sequenced). The program-
mer who enters the information into the computer uses this document as a guide

while s/he programs the lesson.

Audience

This document was written for the instructional designer and the program-
mer who enters the information into the CBT application. Other members of the
project team observed the sequencing of the CBT lesson by using the HyperCard
prototype produced during the development phase.

Procedure

After completing all the documents required for the design phase of the
instructional systems development model, this researcher knew exactly what
information needed to be included in the CBT lesson. At this point, creativity
with the information was necessary to incorporate learner control and interactiv-
ity into the lesson.

This document and the storyboard document were written simultaneously
to ensure that the lesson information was presented in a logical, effective se-

quence.
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Appendix H: Storyboards
Purpose

This document demonstrates what each screen of the CBT lesson will look
like. Italso demonstrates the learner control and interactivity incorporated into
the lesson.

This is a printout of the HyperCard prototype produced for this thesis

project.
Audience

This document was written for and reviewed by all members of the project

team, including the client who requested the training.

Procedure

As was the case with the flowchart document, this document was written
after the course content had been identified, and this researcher knew exactly
what needed to be included in the lesson. She relied on creativity to organize the
information in an effective, logical manner.

SunU has a standard storyboard layout, and because this lesson will be
implemented in the SunU CBT application, this researcher designed the story-
boards and HyperCard prototype to match the SunU layout. According to the
SunU layout, user information is placed on the left side of the screen, content
information is placed on the right side of the screen, the navigation buttons are
placed in the lower right side of the screen, and the module title is placed in the

upper left side of the screen.
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Welcome to
Creating High Performance@Sun
a follow-up, computer-based training
lesson

Designed and Developed by
Gayle Van Briggle
for SunU METD

Thus follow-up lesson is intended for all
managers and HR folks who have attended the
three day Creating High Performance@Sun
course offered by SunlU Management
Executive Training and Devel t
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M Preparing for

{ Thare are S steps to follow whan
M prepanng for a focal revew mesting,
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i Preparin for the Meeting

Before ending the merting it
umportant to summartze the mapr
points mude. The summary

A * Resolves any conflxts or doubts
that ey have aneen
* Expressss confidence that the
5 enployes can mast the objectives
& * Ensures that the employee
3 understands the objectrves
§ * Closss the dscussion on a posdive
note

Wnte two umple summaries in the

H.7
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which apply to all employess with
the same job title  Objectives, on the
other hand, are set for sach
indvidual employee. regardl.es of
10b title

[Which of the following ® an
obmctive? Click on the correct
answer

QO Return customer aalls withun two
hours.

Qs o lly wwtall a sot
program by the establishad
deadiine

OFihw-HynpnmbyJPM
Frday

s T SN L SV LT sd L

pAOFSS &

H8




_,; Standards do not change from one
i employes to anothar, or from one

¢ Retum customer alls within two
hours.

* Chack the monthly budget
vanances and them

within | day of recmpt.
* File weakly reports by 3 PM Friday

TN 30 S T 2

d Obrectives are sat individually for

f each employs. and they dexcribe
what an employes  expected to
accomplsh in a gven ttme penod.
They are used to account for varying

] abilitwes, work mtustions, and past

E{gmolmpby-who

. e the same job title.

ioyes and hus or her supervuor,
they oay ¢ from one
to peniod to ancth

fully install a softy
program.
* Achwve an annual sales cbpctive.
¢ Implement & new computer
system.

H.9
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d Thare are four ateps for wrting

Pl effectve parformance objectives,
il and esch step w reviewed in this
1. Determine the job tasks for a
particular job, and d i
importance of each pb task.

2 Decide how to measure asch task
1n terms of quality, quantity, and
tineliness.

3. Establish an acceptable level of
accomplshment for each task.

4. Tet aach obective againet
SSMART.

B4 Writing Performance Objectives

d Before you can wnte performance Steps for creating & task Lst include
Phall chmctives, you sust know the tasks
B1 (nvolved in performing a particular 1 Ask one or more employess to

1ob, and you must know the relative omptie & task lmt.

unportance of sach task. Identifying 2 Gather general resources, mich as
;obmhmlh-yuum 1ob descriptions and job leveling

charts.
. 3. Thunk through the b Lust the
B ° Not leaving out & crtical part of main dutws of the b, and list the
the job major tasks under sach duty
4. Revwew your final Lt wath one or
more employes to venfy

relevance.

H.10



ARar compuing a task list, selact 5-10

pha ol!h-mamnl!-bullub-

Serp 11 Cantiuned

rocusing on one job withun your

department, list the 5 most
tasks relatad to that job:

of your perf
system. S-tprnm-byhohngn

At your task list and evahiating esch

dem in terms of importance.

¢ Koep the mumber of tasks to a
H minimum
¢ Select tasks that are critical to the

1.
¢ Selact tasks that represent the
empbyes's parformance furly

taks. Most measirements fall into
one of thres categones:

* Quanttative How much should
be done?
¢ Qualitative How well should o be
] done?
| * Timaliness: When dhwouid # be
done?

To review these categories. dxck on
the Revaw" button

P

T, ‘Y
| 4

of the three

¢ Quantiative The number of
forms completed by a clerk.

¢ Qualgative: The acturacy of
forms completad by a clerk

¢ Timsliness The tume between
when a derk recrtved forms and
when the forme were complated.

H.11
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N + Take the Sunl Quality course by

the tume the next relesse process

Click on the correct category.
O Quality

O Quantity

7 Wnng Performance Objectives

Sdpblundud‘muﬁnnundu

Y the ble level of perk

v

for a specific job trtle. However, you

{ cuy need to modify sat pb standards
f to mest the needs of your

R sandards and objectives, click on the

review button below

It you have to establish standards for
your employess, conmder the
following:

¢ The level of work being done now
¢ A ressonable expectancy for the
type of work

It na;oodnd-wh-nm
rds reviewd by b
dou\gthapblochckl)mx
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Rl DALy

d Every obpctive you write must be
il relevant to the Sun environment,
and o must wﬂxm. ether directly

or u\dmly t rgnmm:nnl

must
nbbqpm-.dnﬁm and exact,

2 lsaving nothung up to

W interpretation.

£ ST S =

[TG review one of the SSMART |
elements, click on one of the buttons
beiow.

S5. Sun-Specific
M: Massurable

A: Achetvable

R: Results-Oriented
T: Time-Bound

These obectives are Sun-Speahc:
. mehon from a bug ﬂxﬁu

ion to mare of 2 de

L4

function.
* Try 10 use experienced engineers a
mentors.

These objectives are not Sun-Specific
¢ Have a weekly oweting with your

MANAgET {0 review projcts.
4 munum of 1000

H.13
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"
h

: To hold employess accountable for
| thew perfortuance objectives, you
§l nead to measure what they are doing

in a way that everyone agress on.
Specify the messurement procmss by

objectives are measurable:

¢ Customer calls must be returned
within 2 howrs.

® Have s woekly meeting with your
TANSERT tO reVIEW projects.

These

4\

are not bk

© Do your bast to assure that all team
owmbers attend each team
mesting.

* Work with the Imaginstion team
to develop an archutacture

Writing Performa nce Objectives

d Achurvable objectives are
8 reasonable, realwtic, and

controllable In other words, they
cannot be too easy or too dufficult,
and they cannot involve elements
over which the employes has bttle

{ or no control

T An unachwevable obyective would
33 hold a clencal worker accountable
[ for produang X0 pagss of new nput
per day with no guarantes that the
o clerk would

&

These objectives are achuevable

© Try to use experienced engineers as
mentors.

¢ Send 4 software patch t0 2 customer
within 3 to § workng days of the
request.

These objectrves are not achuevable:
¢ Nurture the more junsor paople wn

the group.
« Handle & ourumum of 1000

v,

LT,

NS
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usually
re interested tn knowing that the
got done twtasd of how the ob

g Most managers and employeas have

§ tine parameters, or deadlines, that
they assocuste with sucomeful
completion of a task Good
performance objectives maks those

] parameters and desdlines explicat.

Time-independant obpectives, which
g don't make tume ptnmnnphm.

* Be comfortable talking o TSE's
about N.ws&uu by 12/90.

* Work wih [ungunwn team
to develop an architectare
document.

Thess cijectrves are not

results-oriented:

¢ Customer calls awst be returnad
wathin 2 hours.

* Nurture the more junor people n
the group

Thess obyectives are tim

* Send 4 software patch to a customer
within 3 to 5 worlang days of the

N_A
¢ Be comfortable talking to TSE's
about NeWSpruw by 12/90

Thees oby are not t bound

¢ Do your best to have team
members sttend all team mwetings
OTrlnnnnn from a bug fuang

to more of a develk

H.15




[What doas SSMART stand for?

RV

The following objective # musing one of the SMART |
k Whuch «i s ?

. B < e

&

ginsening Support Rep
retumad withun 2 hours
a Sun-Spenfic
b Messurable
¢ Achwvable

d. Results-Onented
¢ Time-Bound

calls must be

H.16
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Thus objective 1s also cussing one of the SSMART |
- Which element 18 musing?

¢ Enginsening Support Rep  Handle & eunimum of 100
customer calls per month.

4 Sun-Specific

b Measursble

¢ Achievable

d. Rasuite-Onentad
¢. Time-Bound

N T YT S

Standards are wnitten to measure the performance of
individual employess.

O True
O Falee

S A1

H.17
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Thus objective measires which of the three
measuremant categonas?

o Complete the tasting for NeWSprint 1.1 by the
FCS dame.

Quant
Timeliness

The followang s & performance obyective

¢ Be ready to handle the first customer call of
the day by 8 00 AM.

O True
O False

H.18
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Appendix I: Formative Evaluation Plan
Purpose

This document is the proposed plan of how the CBT lesson should be tested
by members of the training audience before it is implemented company-wide.
This plan tests the CBT lesson to make sure that it meets the instructional goal,
objectives, and specifications described in earlier phases of the instructional

design process.

Audience

This document was written for the project team and the instructional de-
signer. Approval by the project team was not mandatory before the instructional

designer proceeded with the formative evaluation.

Procedure

Formative evaluation plans typically address the subjects of one-on-one
testing and small group testing in a similar manner; therefore, this researcher
followed example evaluation plans to determine a plan for evaluating the effec-
tiveness of this CBT lesson.

NOTE: Most evaluation plans address both formative evaluation (ongoing
throughout the design and development of a training project) and summative
evaluation (conducted after implementation of a training project). This plan does
not address summative evaluation because SunU has not developed a plan for
implementing CBT into the Sun Microsystems environment. It is nearly impos-
sible to plan for summative evaluation when one does not know how/if the

lesson will be implemented; therefore, a summative evaluation plan will be

L1



written when a CBT implementation process has been developed.

One-to-One Testing

NOTE: The formative evaluation of this CBT lesson will not begin until the
lesson is programmed in SunU's CBT application; therefore, this document is
written in the future tense.

The first step in conducting a formative evaluation for this CBT lesson will
be to carry out one-to-one testing. The project team for the Creating High
Performance@Sun course will be consulted, and they will be asked to recommend
12 managers: 4 with excellent performance management skills, 4 with average
performance management skills, and 4 with poor performance management
skills. Two managers from each ability level will be selected to evaluate the
lesson. Managers evaluating this CBT lesson must have attended the Creating
High Performance@Sun course to have the prerequisite knowledge required to
complete the CBT lesson.

Managers at Sun Microsystems are extremely busy, and some are not willing
to aid in the evaluation of training programs; therefore, each manager will be
asked, and those willing and able to spare 90 minutes will be chosen for the one-
to-one testing.

Besides managers, these people will be asked to evaluate the CBT lesson:

Jeanne Brenneman: She is on the project team, and she will also provide
instructional design suggestions /feedback.

David Wick: He is the Course Manager for the Creating High

Performance®@Sun course, and he is one of the subject matter experts.

1.2



Lisa Cavallaro: She is the secondary Course Manager for the course.

Ellen Foley: She is the contractor designing the course, and she is one of the
subject matter experts.

Rob Harris: He s a subject matter expert in the functionality of SunU's CBT
system, and he will provide suggestions/feedback regarding programming of
the lesson.

Test subjects will be met in their offices, eliminating the need for travel.
They will be asked to go through the lesson, screen by screen, speaking aloud as
they work. Before they begin, they will be asked to think of, and comment on,
the following issues as they work:

* Are explanations/directions clear?

* [s the branching logical? Confusing?

* Are the examples appropriate? Helpful? Are there enough examples?
¢ [s the lesson interesting? Helpful? Worth the time?

When subjects have finished, they will be asked the above questions
(phrased as open-ended questions), to determine the overall effectiveness of the

lesson.
Small Group

The second step in formative evaluation is small group testing; however,
because this CBT lesson is designed for individual, self-paced use, a small group
evaluation will not be conducted. Instead, a second round of one-to-one testing
will be conducted with new managers from each ability level. The purpose of
the second round of testing is to ensure that members of the audience can use the
lesson without the help of an instructor, and to test the usefulness of revisions

made after the first round of one-to-one testing.
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In the second round of one-to-one testing managers will be asked to work
through the lesson, speaking aloud if they wish. They will also be asked to mark
any questions/comments/suggestions on a printout of the CBT lesson. When
each manager has finished, they will be asked to complete a short questionnaire

which addresses the issues listed above.
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