Tips For Teaching More in Less Time


Manage the Expectations of the Managers 


q	Get the managers’ buy-in by involving them in the design and delivery of the training from the start.


	Determine the business objective for the training and how you can help meet it. Make sure that the training is designed to address the business objective and that the exercises and case studies mirror the job activities. Identify the part that management needs to play in reviewing the materials and supporting the learning before, during, and after the training.


q	Recognize that ten pounds of flour will not fit into a five-pound container.


	One of the challenges we face is that the time for training may be cut, but the numbers of topics are not. Teaching less is the answer, not teaching faster. Determine with the managers and systems staff what skills and objectives are mission-critical and what is nice to know or needed only later. Cut topics, not practice time.


q	Determine whether the time frame and scheduling are feasible or unrealistic from the start.


	Find out what is driving the time pressure and what flexibility there is for adapting the training schedule. Consider scheduling shorter, more frequent sessions rather than longer classes.


q	Be willing to say “No” when you are asked to deliver the impossible.


	If you think it won’t work, say so. Seek alternate ways of meeting the manager’s objective, rather than deliver inadequate training. Investigate whether some topics could be covered by independent learning media such as Web-based training, CBT, or assigned readings and tasks.


q	Less training time means more independent learning must take place.


	If pre- or post-coursework is identified (such as Web-based training, CBT, or readings), this learning must be scheduled on the job and be reinforced and supported. Identify where management support is needed to develop independent learners. Learning at the desk does not happen by magic. The learners need uninterrupted time at their desks to complete the training, as well as resources such as instructor contact or peer support to ensure that the learning is completed.


Manage the Expectations of the Learners


q	Help the learners cope.


	Explain what training activities and assignments need to be done before and after class. Monitor preclass assignments and prerequisites to be sure these are being met. Explain issues with time frames so that the learners understand what can be covered in class and what must be done independently.


q	Develop independent learners.


	Teach learners in classes how to use all the help tools such as manuals, online help, and software tutorials. Stress that the learners are in charge of their own learning and point out the advantages that gives them. Identify all learning support resources and teach the learners how to use the alternate training media.


q	Provide support and feedback.


	Set up mentors and user-department technical support to provide on-the-spot job assistance for independent learning. Use e-mail and the phone as training and support tools. Provide feedback to learners and managers about completion of independent learning courses. If classes are not being completed, investigate the reasons and provide suggestions. Select other courseware if the training media isn’t providing the results that are needed.


Use Preclass Strategies to Maximize Learning


q	Prescreen learners to identify skill level, experience, and job needs for the training.


	If class time is limited, it’s important to group classes by level and job needs. Schedule smaller classes so that content can be covered and practiced in the allotted time frame.


q	Assign preclass work.


	Assign readings, tutorials, and exercises as preclass assignments. Identify prerequisite skills that must be mastered before the training. Follow up and communicate if these prerequisites are not met.


q	�Use pretest assessments to determine class level or course media.


	Create or purchase assessment tools to identify the learners’ current skill level in the class topics. Don’t teach topics that the learners already know. Adapt the training to meet the needs of the majority of the learners, and look for alternative strategies for teaching those who fall below or beyond the rest of the group’s skill level.


q	Expand the training curricula.


	Create a flexible training curricula that includes a variety of ways to deliver training, such as demos, checklists, quick-reference cards, e-mail tips, CBT, Web-based learning, transition classes, specialty workshops, brown-bag topics, and user support groups.


q	Create learner and manager contracts.


	Use contracts with both learners and managers to specify their roles and responsibilities for the training. Clearly outline expectations and responsibilities before, during, and after the training. Have both the learners and managers sign these contracts to cement their commitment.
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