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This discussion group is designated for New Horizons of Colorado
instructors. The group will be used to talk about those things that are
usually discussed at the water cooler. Well....not everything you would
discuss at the water cooler! In general, the discussion group is a virtual
instructor's lounge. So kick back, put your feet up and share your expertise,
funny stories, and great advice.

Here are some lounge requests
1. First, each instructor should participate in the first message of the group and respond
to the Traifing Camp question "What makes a class great?". As each instructor adds
their thoughts, commonalities should emerge. It il begin to define what New
Horizons Colorado views as a quality instructor led class
o Please click on "Messages" in the green section on the left and look for
the "Training Camp" question.
2. Use the lounge to give tips and advice to new instructors or veteran instructors
teaching a class for the first time.
3. There are not many rules of restrictions exceptto say that this is a work related
lounge. f you wouldn't say it i the lunchroom in mixed company, it is probably best
notto type it here.

Click here to go back to "Training Carnp”

Most Recent Messages  (vie Al) Search Search | aduanced
(Group by Topic)
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New Horizons Computer Learning Centers of Colorado is a corporate owned franchise of New Horizons Computer Learning Centers, 
an international computer training company.  This Colorado 
franchise was originally privately owned. It was at this time the training manager created the Train the Trainer program as an orientation for new instructors. This course outlines the expectations the company has for its instructors in an instructor-led training class.  New instructors have 90 days to complete the Train the Trainer education. This process exists only at this franchise and is not mandated by corporate New Horizons. 

The desire to move to a web-based platform comes from three primary needs. The first is the need to reduce the time required by the training manager to guide the new instructors through the orientation process. With the current method, there is a large burden on the training manager. The training manager’s job description now also includes managing all of the franchise’s administrative staff as well as the applications and technical instructors. It is becoming increasingly difficult to take the necessary time to guide the new instructors through this orientation process. 

The second need deals with preventing a feeling of isolation among new instructors. When New Horizons was still privately owned, instructor-led training was more popular than ever. Often, more than one new instructor would begin the orientation process at the same time. These instructors had a feeling of belonging to the organization since they progressed through the orientation process together. Now that instructor-led training has more competition with other forms of online training, the need for instructors has diminished and rarely does more than one instructor begin the orientation process at any given time. Since new instructors cannot prepare for classes at home until their candidacy period is complete, they are usually the only instructors working in the office and not teaching a class.

The third need deals with the quality of the content and delivery method of the information. It is the feeling of the training management team that more emphasis needs to be placed on teaching new instructors effective presentation skills. Currently, this information is delivered via a passive video with no interaction or tests for retention of the information. It is also inconsistently delivered. If the training manager is busy with other tasks and responsibilities, the new instructor may not watch the video.

Planned change and rationale
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The reasons listed above are the driving force to move to a more comprehensive web-based new instructor orientation program titled Training Camp (Figure 1.). The new web-based Training Camp orientation course can be accessed by the new instructor from any office and requires only minimal introduction from the training manager to get a new instructor started with the course. The new course will introduce a discussion group to prevent new instructors from feeling isolated and alone during their first weeks with New Horizons. And finally, the course will utilize current learning strategies to present information necessary for a new instructor to deliver a quality computer applications class with quizzes at the end of each lesson to check for retention and transfer as well as provide the learner with a tool for self-assessment (Dobrovolny, 2003). It will also integrate parts of the current orientation process that will continue to be required before a new instructor can independently teach a class for the first time. 

New computer applications instructors are ideal online learners. Applications trainers are generally very motivated learners. They thrive on learning in general and find technology interesting. New Horizons is also an ideal setting for online learning. All New Horizons offices have newer model computers and a T1 access to the internet.  These computers will have newer browsers loaded. Although most of that time is spent in a New Horizons office during the new instructor’s 90 day candidacy period, it may be necessary to complete some of the course from home.  All instructors must have a computer at home that has access to the internet. A high-speed connection is not required but strongly encouraged.

Change process – Roles and responsibilities


Participants in the change process will primarily involve those responsible for the computer applications instructors. These include the training manager and training scheduler. Franchise management will be kept informed but gives the training management staff complete autonomy in decisions that may improve the quality of instruction (Allen, 2006, p. 46-58). The course designer will play a major role in this process as evaluation and iteration is likely to require redesign of the Training Camp course.

Table 1 is a description of the planned phases of implementation and roles each participant will play. Implementation of Training Camp will undergo frequent user evaluation to help assure successful results (Allen, 2006, p. 46).

Table 1. Phases of change, roles and responsible parties
	Phase and roles
	Responsible party

	Provide basic training for the Training Camp course to New Horizons management. Redesign if necessary based on feedback from management staff.
	Course designer

	Introduce Training Camp course to veteran instructors and obtain feedback.
	Training manager and/or training scheduler

	Redesign course if necessary based on feedback from veteran instructors.
	Course designer

	New instructors begin using web-based Training Camp course.
	Training manager and/or training scheduler

	Redesign if necessary based on new instructor feedback and new instructor post-class evaluation scores by customers.
	Course designer


OUtcome measurements and accountability

Although the Training Camp course contains quizzes at the end of each lesson, demonstrating retention and transfer of knowledge for the learner, it does not verify that the new instructor is implementing the skills obtained from the course in the classroom. The measure used by New Horizons to determine instructor effectiveness and customer satisfaction in the classroom is the post-class evaluation metric. This evaluation is done by the students at the end of each class. The standard score to be achieved for instructors for this metric, including new instructors, is an 8.5.  The outcome goal for the new web-based Training Camp course will be for new instructors to achieve a post-class evaluation score of 8.5 or better the first and subsequent times they teach each class. These high customer post-class evaluation scores translate into customers who are satisfied after their class and will likely purchase additional classes. By maintaining or even improving this trend, sales will improve and the business will grow. This is an important business objective for New Horizons (Dublin, 2004). 

The training manager and training supervisor are most directly accountable for new instructor performance in the classroom. The franchise manager would be the next level of management accountable for new instructor performance but as stated above, would place any culpability for declining post-class evaluation scores in the hands of the training management staff. 

support
To create a successful eLearning environment, support will be provided in many ways during the implementation of the Training Camp course (Hoffman, 2003) as well as throughout its use as a new instructor orientation program. Within the course itself, there are two primary tools which provide support to the learner. The first is support to the new instructor from experienced veteran instructors called Ask an Expert (Figure 2. Ask an Expert icon in Training Camp course.). The Ask an Expert page is a web form the learner completes that asks for their name and a comment area for a question or concern. The information is then sent to the training supervisor who will then either answer the question or forward it to a veteran instructor.

The course also provides an option to email the course designer for technical issues (Figure 3. Training Camp technical help icon,). Eventually, this component of support will be sent to an internal resource within the company who is able to resolve these technical issues.

Probably the most effective support lies in the iterative approach to the ADDIE model. During the implementation phase, the training management staff and the veteran instructors will both have opportunities for providing feedback of the course. Design changes will be implemented based on this feedback. Learner evaluation will also be a part of this continual improvement process and changes will be made if necessary (Allen, 2006, p. 40).

obstacles and Planned solutions

Recording the three video components of the Training Camp course is proving to be a major obstacle and is delaying the completion of the Training Camp course. The three topics in which a video has been planned throughout the course are:

1. The Class Introduction

2. Conducting a Question and Answer Session

3. Challenging Students

The video components of the course require several resources from New Horizons. These resources include: video camera, empty classroom and an available instructor who is willing to be recorded. The most difficult of these resources to secure is the available instructor as they are usually scheduled to teach daily.

To address the difficulty in scheduling, the training scheduler suggested waiting until December. December is traditionally a time when both class offerings as well as onsite classes are at their lowest. It should be much easier to schedule an instructor during this slow period. It also means it will be more likely to secure a classroom for filming. The current plan is to film the videos in December.

Another significant obstacle is encouraging participation in the discussion lounge (Figure 4). The purpose of the discussion lounge is to prevent a feeling of isolation among both new and veteran instructors. New Horizons Instructors often travel to a different office each day. They also often teach classes in a customer’s office and therefore may spend several days out of a week without seeing another New Horizons coworker. The discussion lounge was created to provide a central point for social networking and mentoring among New Horizons employees. 

When discussing this issue with the training supervisor and training scheduler, several ideas for motivating participation were discussed. Some of these included drawings for restaurant gift certificates or Starbucks gift certificates in the first month that the Training Camp course is launched. The names of all instructors who post to the discussion lounge between certain dates will be entered into the drawing for the gift certificates. This idea was overwhelmingly agreed on and will be implemented. To maintain participation beyond the initial months, a “karma point” system was also discussed but not solidified. It was also discussed to continue the gift certificate drawing monthly at the instructor meetings. Regardless of the method used for motivation, training management is very supportive of the instructors and will work continuously to encourage participation (Mungania, 2003, p. 10, 51).

Reflections and lessons learned 

Although the new web-based Training Camp course has not been implemented at this time, the end is in sight! There is a plan in place to complete the video portions of the course in December 2007 and overcome the one obstacle preventing completion of the course. However, other than the difficulties in filming the videos, there has been relatively little resistance. In reflecting on why this might be so, I have come up with a few answers.

I feel the primary reason resistance was low was because the Training Camp positively impacts a New Horizons business objective. The post-class evaluation score is a measurement reported by all franchises in the New Horizons organization. It is the primary measure for customer satisfaction and this course is an opportunity to maintain or improve on this measurement. The idea that an eLearning initiative can be successful by aligning with business objectives is supported throughout the literature (Pope, 2003; Boyd, 2002).

The culture of New Horizons also supports a trend toward eLearning. As a computer training company, new technology does not deter them.  The needed equipment to deliver an eLearning course is available in every office and required at home for all instructors. New instructors are also highly motivated learners. Each of these characteristics is also cited in the literature as predictors of eLearning success (Watkins, 2005).

I have learned a great deal at this juncture: budget adequate amounts of time, plan and expect obstacles and align eLearning initiatives with business objectives. There is still more to do before the Training Camp course is implemented and therefore, still plenty of learning opportunities on the horizon.
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Figure 2. Ask an Expert icon in Training Camp course.





Figure 3. Training Camp technical help icon,
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