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Introduction

New employee orientation and training procedures at ACME Inc. currently require experienced supervisors to take time off their jobs to individually train a new hire on a one-to-one basis. The high employee turnover rate requires that this training be delivered frequently, often multiple times a week. We believe an intranet based online learning system would be an effective training tool to replace current training procedures. We propose the development of the ACME Online Learning System (OLS), an employee-training program that is individualized, self paced and can be delivered over existing technology infrastructure with very little time commitment from experienced supervisors.

The primary goal of the ACME OLS is to provide new hires at ACME an overview of the ACME telephone interviewing process and train them to conduct telephone interviews using the ACME data collection software. The Core training module of the ACME OLS uses a scenario based approach to teach new hires the rules of conducting interviews and using the data collection software. The training delivered will simulate authentic situations an employee will encounter at ACME. This will prepare new employees for their final job duties better by putting learning into the context of the interview process instead of memorizing rules for interview or operations in the data collection software in isolation. The ACME OLS will also include a provision for remedial and ongoing training for all ACME employees.

Learning Objectives

After completing the Core training module, the learner will be able to:

· List the major steps of the telephone interviewing process at ACME

· Apply rules for conducting interviews to a given interview scenario

· Recall typical responses in a given interview scenario

· Demonstrate the ability to use the data collection software while conducting an interview

Target Audience

The primary audience for the ACME Online Learning System is new employees at ACME Inc. 

The secondary audience for the ACME OLS is current employees of ACME Inc. who might be required to take specific sections of the Core training module to enhance their knowledge and skills in specific areas of the telephone interviewing process.

The key learner characteristics identified as pre-requisites for undertaking the training are a high school level education. As regards computer literacy, the learners should be able to use computers for accessing the Internet, checking email. The learner should be able to use word processing software like Microsoft Word. 

Training Environment

The ACME OLS will be delivered over the ACME intranet and will be accessible from all workstations in the lab. New hires will access training at any of the 35 workstations in the lab. Training sessions for new hires will be scheduled based on workstation availability. 

The training developed requires:

· The installation of web browsers since the training will be delivered over the intranet and accessed on the workstations. However, the workstations do not need to be connected to the WWW.

· The installation of sound cards since the training employs audio narratives and events. The workstations will require headsets for the trainee to listen to these audio narratives.

· The installation of CGI/PHP/MySQL on the servers since the OLS uses learner tracking and login using a username and password. 

Instructional Strategy 

The goal of the ACME OLS is to make job training more like the job. The first step in developing a curriculum for the training program will require a thorough review of existing training documentation. A brief needs analysis might be needed. The primary data collection method employed in the needs analysis will be structured interviews with 2 experienced supervisors. The interviews will be used to identify the following:

· Identify 3 common interview scenarios that new hires will be exposed to when they join ACME. This is based on the notion that similar interview scenarios require similar processes, activities and responses. Therefore training new hires for these scenarios should prepare them better for their new job.

· Identify common errors new hires make in recording interview data using the data collection software.

· Identify common situations in a given interview scenario where it is critical that an ACME employee’s response follows company rules and protocol while dealing with the situation.

Based on the information gathered in this step, a curriculum for the training program can be developed. In the following paragraphs, an instructional strategy is outlined based on the information currently available. 

The key instructional strategy employed for the ACME OLS is to train new hires in a way that gives them a wide, accurate view of what their job will actually be like. 

The core-training module consists of a brief overview of the telephone interview process as practiced at ACME. This overview section will contain text and graphics with audio narration in an animated slide show/movie format.

This is followed by three scenario-based sections that consist of active and passive simulations
 that teach the learners key skills that a learner must master in order to prepare for their job. The simulation interface emulates the data collection software used at ACME with added training enhancements such as pop up windows with additional information or tips related to the action/event simulated. The simulations are used both as a teaching tool and an assessment tool. The simulations are described in greater detail in the following section marked user case scenario. The module concludes with a multiple-choice quiz that tests the users mastery of the data collection software and interviewing rules and protocols. The ACME OLS tracks the learner’s progress and all sections need to be completed before the learner can take the final quiz. 

The ACME OLS has been designed to reduce the need for in-person support. Shift supervisors will be required to schedule training at workstations and broadly orient new hires to the ACME OLS environment. The learner’s performance in the active simulations and quiz is collected and sent to the supervisor for review and if needed, further in-person training.

We recommend the following in-person training methods should a learner’s performance fall short of the level required by ACME:

Shadowing: Learners observe experienced employees making live calls and record or discuss their experiences with the supervisor in-charge.

Buddy banking: Learners make live calls, paired with an experienced employee.

Discussion/debrief: The supervisor leads a discussion and answers questions that a learner might have after the ACME OLS training or other training. Debriefs are held after sessions of live call taking or call observation.

The technologies employed in the creation of the ACME OLS are the following:

· The ACME OLS is accessed using a web browser. The front end is coded in Html, JavaScript and Java. The learner will encounter an interface, as previously mentioned, that closely emulates the interface of the data collection software. 

· The back end will consist of Java programming and a database that can record, compare and report responses made by the learner. 

· Audio assets will be recorded for the overview section and the simulations. The overview section will have narrative audio essentially verbalizing the text in a given screen. The audio recorded for the simulations will be similar to the calls made by ACME. In passive simulations, both interviewer and interviewee voice will need to be recorded. In active simulations, only interviewee responses will be recorded. 

User Case Scenario

The learner logs in to the ACME OLS with a username and password assigned by the supervisor in charge. 

1. The home page screen outlines the five sections of the core-training module. 

2. The first section consists of a brief overview of the telephone interview process as practiced at ACME. This is an audio enhanced slide show/movie. At the end of the overview the key points of the process are repeated to ensure recall. A brief practice quiz is included at the end of the section. The questions relate to the overview and the summary of the process the user just completed. The learner takes the quiz. The OLS informs the learner of the number of correct responses and gives the learner feedback on the incorrect responses. The learner is prompted to proceed to the next section.

3. The learner then returns to the home page screen. The home page screen shows that the learner has completed this section. 

4. The learner proceeds to the second section that contains simulations that relate to the use of the data collection software. The user enters this section and encounters a screen that describes the training goal and the learning objectives of the section. This is followed by screens that describe the data collection software. An audio narrative accompanies text and graphics on the screen. 

5. The learner is then taken to the first simulation. This is a passive simulation. The screen mimics the user interface of the data collection software; the audio is similar to an interaction between an ACME employee and an interviewee. The form fields in the data collection software are automatically filled based on the interviewee’s response to the questions posed by the ACME employee. The learner observes this exchange and receives pop-up messages that contain additional information related to this call. These pop-up messages specifically relate to the use of the data collection software, its function and features. At the end of the call, the learner views a screen that outlines the key points related to the simulation to ensure recall.  

6. The learner is then taken to the next simulation. This is an active simulation. The interface is similar to the passive simulation. The difference is that the learner has to assume the role of the ACME employee. The learner first has to accept a call. The system then displays a set of greetings a learner has to choose to initiate a dialogue with the interviewee. The learner hears a response from the interviewee. The system displays a set of questions and the learner has to choose each question and hears a corresponding response from the interviewee. The learner has to simultaneously fill in the response in the appropriate form field in the data collection software interface. For quantitative responses the learner checks or fills in the appropriate form field. For qualitative responses the learner chooses an appropriate textual summary of the interviewee’s audio response. At the end of this question and answer session, the learner closes the call with the appropriate salutation and follows the correct closing procedures in the data collection software. At the completion of the call, the learner receives immediate feedback on his/her performance. The OLS informs the learner of the number of correct responses entered into the data collection software and gives the learner feedback on the incorrect responses. In the next screen lessons learnt from the simulations are summarized. The learner is then prompted to proceed to the next section.

7. This combination of active and passive simulations is repeated in the next two sections. Each section concentrates on a specific competency required of the learner as a new hire at ACME like ability to follow interview rules and protocol, ability to deal with unique situations/responses. 

8. At the completion of the three simulation based sections, the learner is taken to the final assessment section. The assessment is a simple multiple-choice quiz that tests the recall of the procedures and skills taught in the previous sections. At the end of the module the learner is informed of his/her performance and the learner’s strengths and weaknesses are outlined. The learner’s performance in training and his/her strengths and weaknesses are sent to the supervisor for further in-person training. The supervisor may also require the learner to repeat a specific section.

Technical Strategy 

The ACME OLS is a customized e-learning application. To this effect we strongly recommend full-scale user testing prior to deployment. This will help us take care of any bugs before the training is routinely delivered. Once all bugs are fixed we believe the application requires little maintenance. However if some maintenance issues arise, we will provide technical support for a period of three months following deployment. 

The ACME OLS at the same time does have expansion capabilities and additional sections can be added based on ACME’s future requirements. 

Flowchart
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Storyboards 
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Homepage Layout
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Scenario 1 Simulation screen layout

Management Summary 

The Intranet based online learning system proposed can effectively replace current training procedures that require experienced supervisors to take time off their jobs to individually train a new hire on a one-to-one basis. 

· The proposed online learning system uses a ‘learning by doing’ strategy that is particularly useful in situations where new hires need to complete multiple tasks at once. It will give learners a wide, accurate view of what their job will actually be like, by layering training in the rules of conducting interviews with the tasks a learner has to complete using the ACME data collection software. 

· Unlike most computer based training, the training developed will prepare new hires to make interview calls, their primary job function, rather then preparing them for (multiple-choice) tests based on the training curriculum. 

· We believe that the opportunity to gain first hand exposure to real interview calls and experience the data collection software through the training simulations will result in fewer errors once the new hires assume their job duties.

· The brief needs analysis process proposed in the Instructional strategy section of this document will isolate common interview scenarios. We believe that training new hires using these common scenarios will train them for a large percentage of the knowledge and skills required by them on their jobs. Therefore we will be able to train new hires effectively in a much shorter period of time. This would save ACME roughly 10-12 hours of training time and get new hires on their jobs much faster.

· The online learning system requires minimum in-person support and supervision saving valuable time for experienced supervisors. This would result in direct monetary savings for ACME.

· The online learning system is scalable and new sections can be added to the OLS if ACME feels the need to train its existing or new employees in other job tasks or if new procedures are adopted at ACME. Scalability protects ACME’s investment in the Online Learning System for the next two-three years.

Project Team

The Project team will consist of:

· Project manager (who will also be the lead instructional strategist)

· User interface and graphics designer

· E-Learning developer with Java and database programming expertise

· Contract Voice Talent

· Implementation engineer

Subject matter expertise will be provided by experienced supervisors at ACME who will participate in 2-3 structured interviews prior to the design stage of the project. They will later participate in an expert review at the alpha stage of the project. 







Budget Estimates

The estimated budget for the project is $ 30,000. A detailed budget will be submitted following the approval of the project. Following is a rough break-up of the budget:

	Job Description
	Tasks
	Billing Rate
	Estimated Hours
	Total

	Project Manager/Instructional Design Lead
	· Create project documents

· Conduct interviews with SME’s and Client

· Write Curriculum and Scripts

· Create Storyboards

· Supervise and Coordinate Project
	$75/hr
	140 hrs
	$10,500

	User Interface/Graphics designer
	· Design User Interface

· Create graphics

· Create HTML Pages
	$50/hr
	100 hrs
	$5000

	E-Learning Developer
	· Create back end database

· Write Java for simulations

· Code server side for HTML pages and forms

· Integrate different technologies employed
	$70/hr
	120 hrs
	$8400

	Contract Voice Talent
	· Voiceovers and Narratives for simulations
	$50/hr
	6 hrs
	$300

	Implementation Engineer
	· Upload project to client intranet

· Conduct beta test at client site

· Maintain project at client site
	$60/hr
	60 hrs
	$3600

	
	
	
	
	$27,800


The remaining $2,200 is earmarked for the following:

· Studio rental for voice recording

· Software and equipment purchase/rentals specific to project

· Miscellaneous expenses 

Project Timeline

Week 1

· Client and SME Interviews

· Formulate Training Goals and Objectives

· Determine Assessment criteria

· Preliminary Curriculum Design

· Information architecture for the project

· Storyboards for typical sections

Week 2

· Client Review

· Rough scripts for scenarios

· Rough scripts for other text and narrative audio

· Detailed storyboards for sections that do not require scenario finalizations e.g. feedback screens, overview

· Preliminary Technical plan

Week 3

· Client Review
· Final script for scenarios

· Detailed storyboards for scenarios

· Final scripts for other text and narrative audio

· Write Assessments (quizzes)

· Rough compositions for HTML pages

· Finalize Technical plan

Week 4

· Client Review

· Record Audio assets

· Create graphic assets and final interface design

· Build HTML templates

· Start back-end programming

· Test pre-alpha build with placeholder assets

Week 5

· Continue building assets

· Integrate assets with programming

· Alpha build

· Test alpha build with client and subject matter experts

· Make corrections and fix bugs

Week 6

· Beta build

· Upload project to clients server

· User Test at client site

· Make corrections and fix bugs

Week 7

· Handover project to client

· Deliver additional documentation and maintenance plan

· Debrief meeting with project team member

� Simulation: A simplified representation of an actual event, concept, or process with which the learner can interact.
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