Chapter 7  	�Education and Training Delivery Methods 


	Overview


Education and training providers are exploring new learning technologies—or delivery methods—that augment or replace their current delivery practices. The personal computer and electronic communications systems create a virtual educator’s toolbox that did not exist even as recently as five years ago. New delivery methods provide the learner with opportunities for education outside the traditional, instructor-led classroom.  Previously, the focus of the new learning technologies was improving access to learners disadvantaged by distance, work practices, or lifestyle.  Today, however, interest in the new technologies is no longer limited to distance education applications.  Emphasis is now placed on how these technologies affect learning and their cost effectiveness compared with traditional training methods.  These technologies include the Internet, intranets, computer based training (CBT)-Text, CD-ROM, multimedia, satellite videoconferencing, advanced technology-interactive classrooms, and electronic performance support systems.


	Advantages of New Learning Technologies


New learning technologies can add value to an organization’s performance as follows: 


New learning technologies create flexibility in time, place, and manner of training to suit the requirements of the organization as well as the learner. 


New learning technology systems are particularly suited to dispersed populations, and so they improve access to learning and contribute to the high quality and standards of delivery. 


New learning technology systems provide a means of fostering career-long learning, thereby contributing to continuous improvement and to upgrading, maintaining, and growing the skill level and knowledge base of the workforce in changing conditions. 


New learning technologies enable individual, interactive methods of learning that can be more effective, for some learners, than classroom delivery methods. 


New learning technology materials are always available and can be easily updated. 


New learning technology systems provide accountability snapshots of an organization’s investment in, and measured outcomes from, learning and development. 


The American Society for Training and Development indicates that the use of these new technologies is growing to meet the needs of learners and their employers. Figure 6-1 represents the use of the various categories of learning technologies as of 1996. �


Figure 6-1. Use of Learning Technologies
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Each of the aforementioned new learning technologies is briefly discussed below. 


The Internet, started by the U.S. Government, is a loose confederation of computer networks around the world that are connected through several primary networks. Most larger organizations and many small organizations have developed intranets, any network contained within a single organization.  The Internet and local intranets provide access to an enormous array of information and the ability to communicate electronically, via e-mail.  With the remarkable growth of the World Wide Web, a graphical interface, the information contained on the Internet has become even more accessible.  


Computer-based training (CBT)-Text involves the dissemination of text for instruction via any electronic means.  Many organizations have Web sites from which students can download textual information to their laptop or desktop computers.  Students can also access information from their CD-ROM drives.  CD-ROM technology provides a format and system for recording, storing, and retrieving electronic information on a compact disk.


A multimedia application, commonly distributed on CD-ROMs, uses any combination of text, graphics, audio, animation, and video. Interactive multimedia enables the learner to control the training, including content sequence. 


Many organizations have used satellite video-conferencing for their training needs. With the greater bandwidth and the development of less expensive video and communication technologies, the exchange of audio and video between individuals or groups at multiple sites using the Internet and personal computers is becoming commonplace. 


An advanced technology-interactive classroom integrates instructor-led classroom training and, to various degrees, the learning technologies described above. 


An electronic performance support system (EPSS), a leading-edge technology, is an integrated computer application that uses any combination of expert systems, hypertext, embedded animation, and other media to assist the learner to perform a task in real time (i.e., just-in-time learning) and with minimal support by other people. When faced with a performance task, an EPSS may be able to answer such critical questions as: “Have I forgotten anything?” “What do I do next?” “Where can I find further information?” “Can I see an example?” While an EPSS may remove the instructor from the delivery of the product, an expert’s knowledge is necessary to assemble the information in a useable, learner-friendly manner.


	Online Education Offerings


Because of the important role it plays in today’s technology-based environment, the Internet and its online education offerings are discussed here in further detail. Online education offerings began with a limited number of technology-based courses. By 1998, both the number and content of online courses had expanded tremendously. Hundreds of Web-based courses have developed.�


More than 1 million students are using these online universities, compared with 13 million attending traditional brick-and-mortar schools.  The number of students taking courses online is expected to triple by the year 2000. 


The federal government has responded to this development with its own online educational offerings. A few examples related to the acquisition community are highlighted here. For example, the Federal Acquisition Institute has established an online university (http://www.faionline.com/fai/register/main_frm.htm); and the DoD offers an online course, “Integrating Commercial Practices with Government Business Practices Program I: Managing Suppliers” (http://www.ncma-napm.org).


	Commercial Business Environment Pilot Program


The DoD online course, “Integrating Commercial Practices with Government Business Practices Program I: Managing Suppliers” (http://www.ncma-napm.org), is part of a commercial business environment pilot program introduced in December 1998. It developed in cooperation with the National Association of Purchasing Management (NAPM) and the National Contract Management Association (NCMA), who together funded its development. The material for this 24-credit-hour course is at the senior or graduate level, and the cost is $100 per student. A team approach to the course is encouraged, although individuals can also take the course. No examinations are conducted; instead, self-evaluation is offered.


We believe that the NAPM-NCMA online pilot program will continue to play an important role in the DoD Corporate University. We recommend that enrollment in this course be encouraged in recognition of its value and the fact that other such self-funded endeavors will manifest only if DoD students participate. Among the valuable aspects of this particular course are its topic (supplier management is a key commercial practice in today’s supply-chain-management world) and its developers (NAPM, representing commercial acquisitions, and NCMA, representing government acquisitions, unite two important viewpoints into one course).


	Advantages and Disadvantages of Online Education Offerings


Online learning technologies are cost-saving, reliable, and effective learning tools that are generally easy to operate, and the systems are continuously improving. Additionally, education and training providers and learners are no longer geographically restricted—online education and training providers can offer their courses globally to a wide range and large number of students, while learners can select the very best from the globally marketed online courses.


On the other hand, online courses raise infrastructure concerns. First, users must have access to personal computers and other technology to avail themselves of online courses. Second, those users will need technical support, should any problems arise in their access to, or use of, the online course. Further, system security issues may arise if students attempt to download information from the Internet. While intranets and CD-ROMs can be used to avoid such downloading problems, not all online technology is well suited to these workarounds.


Indeed, this sea change in education has not developed without some criticism. “It goes against what Harvard stands for in terms of the learning process,” said James Aisner, a spokesman for the Harvard Business School. “Being together, talking to people in the dorms or residence halls, is an essential part of the learning process here.” � Indeed, many emphasize the continued need for students to personally interact in today’s technology-based environment. While online exchanges are possible, some feel that the essential skill of team participation is best achieved through face-to-face interaction.


However, some studies indicate that students who learn via the Internet may perform better than those in a conventional classroom setting.� The key, it would seem, is engaging the students’ interest with relevant material. Acquiring information from a personal computer is easy, but learning from computers is much more complex because the information provided may not always be relevant.� To be successful, online courses must:


Include active learning; 


Have high elements for motivation designed into the system; 


Include strong user involvement and/or engagement; 


Apply methods that permit learners to succeed; and


Allow the user to confront a program that is practical, productive, and proficient.� 


An EPSS strives to achieve all of these criteria.


	Electronic Performance Support Systems


We believe that, like online educational offerings, EPSSs promise to play an important role in the future, and we will thus discuss EPSSs here in further detail. We evaluated Andersen Consulting’s EPSS best-practice simulation training as one example of an EPSS. Andersen asserts that their highly tailored, highly customized interactive training on job-specific applications actually increases learning retention and allows individuals to exercise judgment in a risk-free environment.�


To illustrate its offerings, Andersen demonstrated a computer-based education and training tool it created for Pratt-Whitney that offers the student an interactive experience in a simulated workplace. The Pratt-Whitney custom training tool was created for their top 4,000 executives, with the goal of building a common culture, breaking down the traditional siloed organization, and increasing communication. The customized program was developed with customer involvement so that institutional knowledge was imparted. It took a little over a year from conceptual design to roll out this 40-hour course.


Andersen also created a training program for General Electric (GE). This course, which was 100 hours spread over a 16-week academic semester, was taken after work hours by new financial professionals enrolled in a two-year MBA program. GE has collected metrics on this training program, and reports that the pass rate for the new courses is more than 90 percent (versus only 65 percent under the traditional classroom method). Further, GE estimates that high-performance professionals are developed in two years under the Andersen training program (versus three years in the old regime). GE also observes that, while the cost to develop Andersen’s customized course was three to five times the cost of developing the traditional classroom materials, the actual delivery cost is lower than that for the traditional methods.


Throughout its presentation to our team, Andersen Consulting emphasized that the greatest impact occurs when an organization’s leadership executives are involved in sending a message down from the top and actually take the training themselves. 


	Summary


Today’s environment offers a vast array of education and training delivery methods. Two notable technology-based delivery methods are online courses and just-in-time training. There are significant benefits to these computer-based learning tools. Of specific interest to the DoD is the ability of online delivery methods to service a large throughput of geographically diverse students. However, the content of online offerings must be engaging and interesting in order to offer a positive learning environment.


In the following chapters, we discuss education and training providers—including federal acquisition training sources and colleges and universities—as possible partners supporting future DoD education and training needs. These providers employ various delivery methods and have a range of possible offerings, including individual courses, certificate programs, degree programs, and executive education programs.
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