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Planning Phase


Overview

Phase 0: Planning enables the Instructional Development Team to begin preparing to design and develop a course. Planning includes determining the instructional needs and concepts, determining management and evaluation strategies, and estimating resource requirements and constraints. Planning activities are defined before developing new or revising existing instruction.

“Begin with the end in mind” – Stephen Covey

The following phases and steps provide a process for changing behavior.

Note: Planning is an iterative process that helps to manage a project’s time, resources, and budget. The Instructional Development Team should revisit and revise the Planning phase documentation accordingly throughout the Planning, Analysis, Design, Development, Implementation, and Evaluation (PADDIE) processes.
Tasks

The major tasks in the Planning phase include:
	1.
	Needs Assessment

	2.
	Define Project Scope

	3.
	Determine Resources

	4.
	Create Project Schedule

	5.
	Determine Budget
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Task 1: Needs Assessment

Explanation

A needs assessment is the process of determining if there is a need to improve performance and, if so, in what area and to what extent. Conducting a thorough needs assessment is critical to the development of successful instruction. 

A good needs assessment helps establish:

· The existence of a need for instruction

· The type of instruction needed to solve the problem

Once the necessary information is collected and analyzed, the Instructional Development Team can develop potential solutions for addressing the problem.

The purpose of a needs assessment is to ensure that the stated problem or identified deficiency can be solved with instruction and, if so, determine what instruction is needed. Instruction will only solve performance deficiencies that occur when a learner lacks the knowledge, skills, abilities, and/or attitudes required to successfully perform the task.

If the identified performance deficiency is not a result of a lack of knowledge, skills, abilities, or attitudes, instruction cannot solve the deficiency, and thus there is no need to proceed further with the course.
Note: Before determining that a new course needs to be developed, the Instructional Development Team must consult with available organizational sources to see if an agency or Commercial Off-the-Shelf (COTS) course already exists that can be used. 
Process

Identify Instructional Goals
During this step, the Instructional Development Team determines what learners must be able to do or know when they complete the course. The Instructional Development Team determines how well the identified goals are being achieved by interviewing and observing people who are experts in performing the skills or having managers describe the type of knowledge or skill they wish their staff to possess.

A by-product of a thorough needs assessment is an instructional goal(s). An instructional goal is a broad, yet clear, statement of what is to be achieved from the learning solution (GhostWriters, 1999). However, a complete goal statement has four components:

1. The learners

2. What the learners will be able to do in the learning context

3. The learning context in which the skills will be applied

4. The tools that will be available to the learners in the learning context (Dick, Carey, & Carey, 2005, p. 25)
Instructional goals describe broad, encompassing learning outcomes. For example, the goal of this course is to do the following:

· Increase knowledge and understanding about... 

· Foster communication about and resolution of.... 

· Establish consensus on... 

· Familiarize first responders with... 

· Introduce the concepts and theories related to... 

· Expose participants to the principles of...
Determine How Well the Identified Goals are Already Being Achieved
The Instructional Development Team determines how well the identified goals are being achieved by observing people on the job, conducting assessments, or evaluating job performance. A combination of these techniques provides the most reliable estimate of the current level of performance of instructional goals.
Identify Optimals

Optimal performance refers to the performance or knowledge that is desired, or "what should be". The emphasis is on what individuals need to know and the skills, abilities or attitudes they are required to have in order to perform a job or successfully complete instruction. Determining optimal performance requires a careful analysis of all associated sources.
Identify Actuals

Actual performance is the "way it is". The term refers to what the individuals currently know, can do, and believe about the job or subject.
Identify Performance Gaps

In order to determine if there are performance (or learning) gaps, the Instructional Development Team compares the desired (optimal) performance to the actual performance. A learning gap exists any time there is a difference between what the learner knows or is able to do and what the learner should know or be able to do. This gap is called an instructional deficiency or need, and represents the potential content that needs to be taught.
Prioritize Gaps According to Agreed-upon Criteria

Weighing agreed-upon criteria, the Instructional Development Team prioritizes the gaps between “what is” and “what should be” for each identified goal.
Determine Which Gaps are Instructional Needs and Which are Most Appropriate for Design and Development of Instruction

The Instructional Development Team needs to be careful not to assume that a poor performance in learning tasks implies a need to correct or revise training. For example, a high rate of learner absenteeism or insufficient equipment for learners to perform their job may be the cause of poor work performance.

Existence of a deficiency does not necessarily indicate that an instructional need exists or that instruction is automatically the best solution to the problem. The problem may relate to motivation, design, lack of performance feedback, or other organizational barriers.
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Resource:
Training Gap Identification Worksheet - Sample
This worksheet is used when an individual, group, or organization determines that a lack of knowledge or proficiency requires formal training (i.e., documented training with defined learning objectives and training materials), but no such training currently exists. It defines basic information about the training gap that is sufficient to determine the scope and priority of the assignment, and to decide which training function should receive the tasking.
	Date:
	

	Training Gap Title:
	

	1.
	Describe the lack of knowledge or proficiency the Instructional Development Team wants to correct.


	2.
	What basic topics does the Instructional Development Team think should be covered in the training?


	3.
	How are employees learning the knowledge, skills, or tasks right now?  


	4.
	Would the Instructional Development Team categorize this as familiarization/awareness/overview training, basic procedures/skills training, advanced procedures/skills training, or specific task training?


	5.
	Who does the Instructional Development Team think will need this training?


	6.
	Where does the Instructional Development Team think this training is needed (at what installations and work locations)?


	7.
	Names/Offices of Contributors to this Worksheet:



Task 2: Define the Project Scope


Explanation
Defining the project scope involves identifying the project objectives and the work that must be performed to complete a project. The purpose of determining the scope is to clearly define the deliverables or end product of a project, as well as to focus the project team’s goals. A successful project scope should define and interweave project objectives, deliverables, milestones, technical requirements, limitations, and review cycles.
Note: The needs assessment task in the Analysis phase must be completed prior to the Planning phase.
Process

The following steps should be considered when defining the project scope:
	Step
	Definition

	Develop project objectives
	Defined in the scope as what the end product is, when the project must be completed, and how much the product will cost.

	Identify deliverables
	Defined in the scope as expected outcomes over the lifecycle of a project including specifications or requirements, design and development plans, prototype completions, and evaluation plans or reports. These deliverables often include time, quantity, and cost information.

	Determine milestones
	Defined in the scope as major segments of work to be completed throughout the project. Milestones are often built upon the completed deliverables, and serve as control points to measure project progression.

	Identify technical requirements
	Defined in the scope as the capability or capacity required to successfully operate a technical product. Technical requirements for instructional projects will often be related to hardware and software needs for computer systems. The Web-Based Training (WBT) section of the NTED Style Guide available on the RTDC defines the technical requirements.

	Identify limitations
	Defined in the scope as the work that will not be included in a project. Limitations help the Instructional Development Team stay focused on the commitments made to the customer in the scope of the project.

	Determine review cycles
	Defined in the scope as meeting with the requesting organization to ensure expectations for each project milestone are being met. Review cycles help to ensure that the end product will be acceptable when delivered.


Task 3: Determine Resources


Explanation

Determining the type and quality of resources required to design, develop, operate, and support instruction is a vital step in all instructional development projects. Early resource identification helps to ensure that resources are available when needed. To plan the project accurately, the Instructional Development Team must identify resources as early as possible, including the following:

· Personnel: The Instructional Development Team, Subject Matter Experts (SMEs), trainers, learners

· Instructional Support: Instruction, support, network access, computers, software, television
· Facility: Classrooms, laboratory, test stations

· Funds: Equipment, facilities, and personnel cost

· Timing: Instruction development, personnel, instruction equipment

Not all resources will be available upon request. To combat potential impact to the project, the Instructional Development Team need to plan ahead for alternate resources for personnel, equipment, facilities, funds, and timing, and be prepared to borrow equipment, change the course schedule or the delivery method, or modify the location as needed.

Process
The Instructional Development Team should consider the following when determining resources:
	Resources
	Considerations

	Personnel
	When determining personnel requirements:

· Identify the need for specialists

· Define the roles of the specialists

· Identify the knowledge and capabilities of specialists (SMEs)

· Plan adequate education for instructors (Train the Trainer)

	Equipment
	Consider the following when selecting equipment:

· Suitability or appropriateness

· Usability

· Internet access, firewalls, ATV (audio, television, and video) equipment

· Reliability

· Availability

· Maintainability

· Cost

In addition, consider the following:

· What type(s) of equipment may be needed (instruction, support, or test)?

· How many personal computers will be needed (laptops, tablets, Personal Digital Assistants (PDAs), etc.)? (Student to device ratio)

· Will instruction equipment need to be developed? If so, when will it be needed?

· Does equipment need to transfer classified information? 

· What software products are required?

· Will network access be required for wired or wireless? 

· How will the equipment be used in the course?

· What quantities will be required?

· What is the lead time for equipment and parts?

· Will secure storage equipment be required to store classified documents?

· If faced with an equipment constraint, can alternative equipment be used?

	Facilities
	Consider what special facilities will be needed to develop and deliver instruction. When requesting a facility to accommodate course, consider the following:

· What type of facilities will be required?

· What is the size of the required facility?

· What are the power requirements?

· Who is involved with the facility design reviews?

· Will secure storage be required for storing classified material?

· Will it be necessary to have secure classrooms?

· Are facilities available?

· If facilities are available, will they require modification?

· Are there special environmental requirements?

· Are maintenance and repair facilities available? Are they adequate?

· What do the facilities cost?

· What is the best value?

	Funds
(Fixed & Recurring)
	When determining funding, consider the following questions:

· What are the funding requirements to obtain the equipment, facilities, and personnel needed to develop and operate the instruction?

· What are the lifecycle costs to operate and maintain the instruction?

· If instruction is on-site, what are the temporary duty costs or per diem?

· What are the recurring costs associated with the instruction?


Task 4: Create Project Schedule

Explanation

After establishing the scope elements of a project, the Instructional Development Team must tie these elements to project priorities and build a project schedule. A project schedule is used to identify dependencies, sequencing, and timing of activities. 

Specifically, a project schedule details the start and end dates, the sequence, and the duration of each activity and task in a project. However, developing a successful project schedule requires that the Instructional Development Team understand the relationship among, and set priorities for, schedule, scope, and budget.
Process

The Instructional Development Team should consider the steps listed below when developing a project schedule.

5. When building a project schedule:

· Understand the project constraints and objectives

· Identify milestones

· Identify dependencies

· Estimate durations and resources

· Create a timeline of project activities, tasks, and milestones; base the project timeline and outcomes on real project dates and expectations

· Organize the details

· Analyze the schedule to ensure the project is realistic

· Review the schedule end date, critical activities, critical high-risk tasks, resource allocations, and dependencies and fixed dates

6. When it is determined that the plan details are realistic, identify the following key project roles:

· Requesting organization

· Instructional Development Team

· Project team
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Resource:

Gantt Chart
There are various tools and methods for tracking project schedules. Below is an example of a Gantt chart. The Instructional Development Team prefers different tools and methods for tracking project schedules.

Gantt charts are used to visually indicate resources and activities within a designated timeframe that are assigned to a project. The charts are used to compare planned completion dates with actual performance. These charts consist of a list of tasks to be accomplished and the time allowed for each. The Gantt chart illustrates tasks that are sequential and tasks that overlap. A Gantt chart contains the following:

· Horizontal time scale that depicts the length of the project

· Vertical axis with a list of all activities involved in the project

· Horizontal bar indicating duration of each activity
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1

–

Assess Instructional Needs

3 – Conduct Mission Analysis        

2 – Define Planning Requirements

2

3 4 5 6 7 8

4 –Conduct Task Analysis

Activity Description

9 10 11 12 1

6 – Conduct Media Analysis

5 –Conduct Training Req’ Analysis

7 – Conduct Cost Analysis

8– Conduct Training System Analysis

9 –Deliver Task Analysis Report

10–Deliver Training Req’ Report

1

–

Assess Instructional Needs

3 – Conduct Mission Analysis        

2 – Define Planning Requirements

2

3 4 5 6 7 8

4 –Conduct Task Analysis

Activity Description

9 10 11 12 1

6 – Conduct Media Analysis

5 –Conduct Training Req’ Analysis

7 – Conduct Cost Analysis

8– Conduct Training System Analysis

9 –Deliver Task Analysis Report

10–Deliver Training Req’ Report


Note: This Gantt Chart example does not show dependencies among activities.
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Resource: Milestone Resources

Please consider using your time/task plan and the CORE (CONFIRM, ORGANIZE, REVIEW, ENABLE) checklist in the RTDC Library and the Timeframe and Procedures for Onsite Review below. 

Timeframe and Procedures for Onsite Reviews
Note: These timeframes are estimates and will vary with the complexity of the course and other factors. 

	Timeframe
	Activities

	4 months prior to 1st pilot
	Receive materials for ISD (Instructional Systems Design) review to include:

7. CDD (POI) (Course Design Document, Plan of Instruction)

· Course and module goals and objectives 

· Methodology

· Course logistics (supplies and equipment)

· Instructor requirements

· Course schedule (agenda)

· Course structure

8. Need for the course

9. Instructor qualifications

10. Test questions

11. Pilot plan

12. Appropriate TCL(s) (Target Capabilities List) for the course

13. Evaluation plan

	Within 14 days working after receipt of ISD materials 
	Course Review Contractor (CRC) will:

· Review material for conformance with ADDIE Model

· Check Terminal Learning Objectives (TLOs) and Enabling Learning Objectives (ELOs) for proper use of Bloom’s Taxonomy

· Cross-check test questions with module objectives

· Submit report to developer and NTED with findings of review

	
	Developer and NTED will send CRC the dates of all pilots 

	3 weeks prior to 2nd pilot
	· Developer will send 5-10 copies of course materials to CRC

· CRC will send course materials and comment sheets to selected SMEs for review 

	Within 5 working days post 2nd pilot
	· SMEs will submit comments/recommendations to CRC 

	Within 5 working days of receipt of SME comments
	· CRC will compile all comments and send to developer and NTED


	
	· Developer will make appropriate changes to the course materials based on the comments with NTED approval

· Developer will complete the comment sheets with indicating changes that have/have not been made and why

	6 weeks prior to onsite review
	· Developer, in conjunction with NTED, will provide dates and location for the review to CRC

· CRC will work with the developer in making logistical arrangements

	4 weeks prior to onsite review
	· Developer sends CRC:

· Revised course material (5-10 print copies and 1 electronic)

· Completed comment sheets

· Instructor bios

· Marketing plan

· Sustainability plan

· List of developer onsite review attendees with contact information

· List of Federal partners or trade members that will attend the review with contract information

	7 working days prior to review
	· SMEs review revised materials and developer comments

· Submit any additional changes or comments regarding the course revisions to CRC

	Day of onsite review
	· Developer will discuss their course in detail

· Developer will provide information about the pilots

· Developer will provide participant evaluation information

· Developer will provide lessons learned

· CRC facilitator will guide discussion based on the SME comments and issues

· CRC facilitator will guide discussions on marketing, sustainability, and partnerships

	Within 5 working days
	CRC will submit a final report of the onsite review to NTED and developer


Task 5: Determine Budget


Explanation

Determining the amount of money available, allocating the money, and considering time constraints are critical to successful course development. 

Process

The Instructional Development Team should consider the following questions when determining budget:

· What is the total budget for the project?

· What time constraints are associated with the budget?

· How does the Instructional Development Team plan to allocate the money for this project?

· What are the funding requirements and funding sources to obtain the equipment, facilities, and personnel needed to develop and operate the instruction?

· What are the lifecycle costs and funding sources to operate and maintain the instruction?

· What are the recurring costs and funding sources associated with the instruction?
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