|

¥
s

3 ¥ =
I . .’

"'-'...‘ . '.v'
) S .:‘.'.__. ° o

-
sy

Research Note 85-8

¢
= “uly '.. :
s l" . .."_-'

DEVELOPMENT OF A TEC MANAGER'S GUIDEBOOK

.
. - 1
-l b

l. ...~
-"\"-.

-9,

SN

Robert J. Smillie, John M. Keller and Hubert H. Setzler S

. Mellonics Systems Development Division _-:‘,;'\'.‘
Litton Systems, Inc. :\%n;

AD-A149 604

s ®
o 3
. ) ‘.jl
e
1% 4
L o
[% 'i
rel
L ‘.' -"
b
Submitted by P
(SR
Seward Smith, Chief ®.
ARI FIELD UNIT AT FORT BENNING, GEORGIA e
and e
Harold F. O'Neil, Jr., Director :

TRAINING RESEARCH LABORATORY

DTIC.

ELECTE

=r=e , JAN28 1985

A

U. S. Army

Research Institute for the Behavioral and Social Sciences

MS FILE COPY

January 1985

Approved for public relesse; distribution unlimited.

This report, as submitted by the contractor, has been cleared for release to Defense Technical Information Center
{DTIC) to comply with regulatory requirements. It has been given no primary distribution other than to DTIC

. and will be available only through DTIC or other reference services such es the National Technical Information
Service (NTIS). The vicws, cpiniens, and/or findings contained in this report are those of the author(s) and
should not be construed as en officisl Cepartmeni of the Army position, policy, or decision, unless so designated
by other official documentation.




‘ of Ed
oy |

Z @
v

THIS DOCUMENT IS BEST
QUALITY AVAILABLE. THE COPY
FURNISHED TO DTIC CONTAINED
A SIGNIFICANT NUMBER OF
PAGES WHICH DO NOT
REPRODUCE LEGIBLY.




Unclussified
SECURITY CLASSIFICATION OF THIS PAGE (¥hen Nata Enterad)

REPORT DOCUMENTATION PAGE

READ INSTRUCTIONS
BEFORE COMPLETING FORM

1. FLPORT NUMBER 2. GOVT ACCESSION NO.

Research Note 85-8 ) A{Y?@d(f

~

). RECIPIENT'S CATALOG NUMBER

& TITLE (and Si-bititle)
DEVELOEMENT OF A TEC MANAGER'S GUIDEBOOK

S. TYPE OF REPORT & PERIOD COVERED
Research Note

6. PERFORMING ORG. REPORT NUMBER

7. AUTHOR(e
Robert j Smillie

John M. Keller
Hubert H. Setzler

8. CONTRACT OR GRANT NUMBER(e)

DAHC 19-77-C-0011

9. PERFORMING ORGANIZATION NAME AND ADDRESS
Mellonics Systems Development Division, Litton
Systems, Inc.
P.0. Box 2498, Fort Benning, GA 31905

10. PROGRAM ELEMENT, PROJECT, TASK
AREA & WORK UNIT NUMBERS

2Q763731A770

1. CONTROLLING OFFICE NAME AND ADDRESS
U.S. Army Research Institute for the Behavioral

12, REPORT DATE

January 1985

and Social Sciences C

13. NUMBER OF PAGES

and Social Sciences Fort Benning Field Unit

5001 Eisenhower Avenue, Alexandria, VA 22333 272
T4. MONITORING AGENCY NAME & ADDRESS(I( dliferent from Controtting Otiice) | 1S. SECURITY CLASS, (of thie report)
.S. Army R rch Insti he Behavioral
U.s my Researc itute for the Be io Unclassified

P.0. Box 2086
Fort Benning, GA 31905

15e. DECLASSIFICATION/DOWNGRADING
SCHEDULE

16. DISTRIBUTION STATEMENT (of thie Report)

Approved for public release; distribution unlimited.

17. DISTRIBUTION STATEMENT (of the ebetreci entered in Block 20, if different from Report)

18. SUPPLEMENTARY NOTES

s

19. KEY WORDS (Cont.irue on reveree elde {1 necessary end identily by bilock number)
TEC Lessons
TEC Manager
TEC Validation
Training Extension Course (TEC)

20. ABSTRACT (Coatinus en reverss side If necessary sod identily by block number)

‘managers and develorers. As a source reference it
the organization, management, and supervision of a

overview of the TEC development process./

This Guidebook is a job performance aid for Training Extension Course (TEC)

provides information on
TEC program, and the pre-

paration, development, validation, and dissemination of TEC lessons. For
other personnel involved with TEC, the Guidebook serves as a comprehensive

EUITION OF | NOV 6515 OBSOLETE

DD, o5, VT3

1 Hnelaced fFiod

Ty e e
. o

b
)
R
.'

ST

e
ey %o
e o

.

.

24
.

! PN

s &

L Dy e o e ot
i




5% ot A

7
& ot

)
A Aol

el T

Rk o

FOREWORD ¢

This report is one of a series on the revearch support provided
by the Mellonics Systems Development Division 2f Litton Systems, Inc.,
to the Army Research Institute for the Behavioral and Social Sciences
(AR1) under Contract Number DAHC 19-77-C-0011. This report is part
of the final report of the total contractual effort and is incorpo-
rated into that report by reference.

As set forth in the Contract Statement of Work, the Mellonics
effort includes support to the Training Extension Course (TEC)
studies presently being conducted by the ARI. One of these studies
involves the development of a TEC manager's guide. This guide
provides general guidelines for TEC managers and lesson developers,
and should be a useful reference source during TEC lesson develop-

ment. It also serves as a training aid for new managers and
developers.

il
Accession Tor ]
NTTS GRazI ] |
DTIC TAB 1 J
Unananounced 0]

Justification

e ——————.

- |

_Distributt

Availability Codes
iAvail and/or
Dint | Specta

DR i e T
. Y
-

i

LA A R Ak o
. . I. 2




goperes

[2JLAJ

T

o
L, 0,

A i e

3
.
=S L

Yy

s 23

.l
.
.

ABSTRACT

This Guidebook is a job performance aid for Training Extension 1
Course (TEC) managers and developers. As a source reference it e
provides information on the organization, management, and super- Ry |
vision of a TEC program, and the preparation, development, validation, ]
and dissemination of TEC lessons. For other personnel involved with ).
TEC, the Guidebook serves as a comprehensive overview of the TEC :4
development process. X
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PREFALE w2
‘&1
PurrosE B
B M
The Tralning Extension Course (TEC) Manager has two areas of responsi- P:
bility. The first comprises organizing, managing, and supervising a TEC ﬂ
program. The exact nature of these functions will vary from school to Y
schaol because of different school organization and different types of 4
internal constralnts. The second area is more consistant across schools. -
These functions cover the preparation, development, validation, and e
dissemination of TEC lessons. In addition, there existed no single, L
easily accessible source of information to assist TEC managers and lesson =
developers in the development of TEC lessons. Thus, the purpose of this - .
Guidebook is to provide in one document, gencral guidelines for TEC -l
managers and lessop developers to be used as a source reference during ‘3
the TEC lesson development process and to serve as a training aid for new »
managers and developers. The Guidebook can also serve as a reference for gﬂ
TEC project officers at the Army Training Support Center, Training Programs w i
Directorate (ATSC-TPD), as well as, other personnel who are involved with
TEC. (e -9., some sections of the Guidebook may be useful to contractors for bt
defiping criteria and developmental procedures) . E:
]
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e
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The Guidebook is designed to be used as both an information document for
monitoring contractor lesson devclopment efforts and a procedural guide for
designing and developing TEC lessons in house i.c., within the existing
resources of the school. The Guidebook provudes an |ntrodugt|on to managers
and lesson developers for the tasks and procedures that have to be considered
vhen a TEC lesson |s under development. 1t will not eliminate the need for
other resources, such as, changes to contract statements of work (SOW). It is
not a fully proceduralized job performance aid and does not list step-by-step
procedures for all decision alternatives, Rather, it introduces the TEC
program and general TEC management techniques. It also gives examples and
guidelines for developing and evaluating TEC lesson criteria.
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The Guidebook is divided into six chapters, followed by‘a glossary and an

g acronym list.

.

ﬁ: Chapter 1 provides introductory material on TEC organization; relation-
- ships between the schools, the ATSC-TPD, tne Project Manager for Training

(| Devices (PM TRADE), and the Naval Training Equipment Center (NTEC); and

—

responsibilities and training opportunities for TEC managers.

Chapter 2 presents material related to systematic approaches to course
development; relationships between TEC, the Instructional Systems Development
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(15D0) model, and Directorates of Training Development (DTD); planning require-
ments and techniques; use of Subject Matter Experts (SME); and recurring
report requirements.

Chapter 3 discusses the requirements for preparation for TEC lesson devel-
opment. This includes an overview of the basic principles, preparation tech-
niques and procedures for TEC lesson development, how to select media, how
to write the Coordination and Contract Summary Sheet (CCSS), and how to write
Lesson Administrative Instructions (LAI) and Student Instruction Sheets (SIS).

Chapter I provides human factors criteria and design information to
assist in designing and monitoring the development of TEC lessons. Criteria
are discussed for application to hoth development and evaluation of TEC
lessons. All TEC lesson types (audiovisual, audio only, printed text, and
job performance aid) are discussed.

Chapter 5 presents a detailed discussion of the TEC manager's job in
conducting or monjtoring the TEC evaluation process. It includes discussion
of how to validate pre- and posttests and how to conduct the sequence (cycle)
of tests necessary to demonstrate TEC lesson training effectiveness.

Chapter 6 discusses the requirements on the TEC manager for preparing
the final TEC materials for distribution and for historical storage of the
data and materials. |t also describes the shipment of TEC lessons to the
Training Materiel Support Detachment at Tobyhanria, TEC lesson annual
revicv procedures, procedures for a safety violation, and safequarding
of defense information.

o 10 Use THIS GUIDEBOOK

This Guidecbook is désigned for a 'thurbing through' approach.
Descriptive illustrations, flow charts, high-lighted material, and
sub ject headings.are placed at the outer portions of each page to
permit easy location when thurbing through the book, from either
direction. '"White space" is contained in the outer columns of each
page for each user to write his or her own personal notes. The loose-
leaf format allows information to be added as TEC policies and require-
ments change, and permits each user to tailor the Guidebook to their
school's organization.
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w 1.0 ORGANIZATION AND MANAGEMENT OF

A TEC DEVELOPHENT UilIT

This chapter serves as an introduction
to the Training Extension Courses (TEC).
It provides you with information on
TEC organization and managerment.
Relationships petween the Service
Schools, the Army Training Suppert
Center - Training Programs Direc-
torate (ATSC/TPD), the Project Manager
for Training Devices (PH TRADE), and
the Naval Training Equipment Center
(NTEE) are discussed. Included also,
are the responsibilities of and train-
ing opportunities for TEC managers.

1.1 IHTRODUCTION TO TEC HISTORY,

ORGANIZATION AND MANAGEMENT
OF A TEC GEVELOPMENT UNIT

e TEC HISTORY AHD
PHILOSOPHY

¢ ORGANIZATION OF TEC

e SCHOOLS, ATSC/TPD, PM
TRADE, NTEC, AND CONTRAC-
TOR RELATIONSHIPS

e TEC MANAGERS' RESPOHSI-
BILITIES AND TRAINING
OPPORTUNITIES

PHILOSOPHY, AND ACCOMPLISHMENTS

In order to help you understand
the background and purpose of TEC,
this section includes information
about the history of TEC, its phil-
osophy, and its relationship to other
Army ‘training programs.

AT PR RO RS SRR T S e e
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Manager
TEC DEPENCS o }:‘,/(;// ' The success of the Training

Extension Course (TEC) depends on
you. An old cliche? Maybe, but
nevertheless true. The success of lj
TEC depend: upon more than just "
| having a TEC manager at each :
school to supervise the legal ful- g
fillment of the contractual require-
ments. The TEC program is relative-
ly new, and even though its success ]
is steadily mounting, there are T
many service schools and field ]
commanders who are not taking full
advantage of TEC. Thus, the program
still needs to be sold. The best ' \
way to promote TEC is to have moti-
vated TEC managers who know the
training philosophy, the develop-
ment process, and the management
aspects of TEC; who believe in it;
and who capitalize on every oppor-
tunity to sell TEC to units and to
resident instructors. This guide-
book is aimed primarily at the first
of these three characteristics:
to help you know TEC. This resource
is provided to help you understand
the purpose, background, and philo-
sophy of TEC, and the procedures for
managing TEC, but that is as far as
we can go with a book.

We have found that the second
characteristic, the belief in TEC,

HS comes from experience with TEC.
The program speaks for itself.

After trainers, commanders, and

‘\%\\

trainees are exposed to it and try
O SOLDIER TBSTED it, they are impressed. This fact
) supports the importance of the

g © SYRE To TEACH third characterri)stic of the dedicated
K D RESULTS NRE TEC manager. By recognizing oppor-
- GUARANTEED ' tunities to expose people to TEC and
b — showing them how to organize so it
L ":f(// <\ will support their training, you
:‘= Vir’/ﬂ,—:::“ ] €E z will be providing the program with
L H - - ]
o 5}‘{.-4 GUAR ;T )) the opportunity to 'sell itself',
(- -4
-
\.':

-
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Accordingly, this section of the
guidebook .is aimed at helping you sell
TEC. It provides you with background
knowledge on the history, philosophy,
purpose, and effectiveness of TEC.
Hopefully, it will be motjvating, in-
formative, and useful in helping you
become an effective representative
of TEC, Subsequent sections and
chapters will present recommendations
and techniques. to help you become more
proficient in the procedures required
to manage TEC.

I.I.g What is TEC?

TEC is a program that has been
designed to help put into the hands of
trainers, both in uynits and in insti-
tutions, exportable, performance-
oriented trainipg packages. It is
designed to provide soldiers and their
commanders with immediate access to
high quality, self-paced, multimedia
instruction especjally designed to
assist In acquiring and maintaining
skills critical to the soldier's
on-the-job performance. Each TEC
lesson |s Individually packaged, and
ready for use on gn individual basis,
or by small groups, under the super-
vision of an NCO.

1.1.3 Reasons for TEC

Historically, TEC began in the
early 1970's as a response to a number
of problems in-individual training.

The most serious of these was detected
by the U. S. Army Board For Dynamic
Training. They found that many sol-
diers in combat arms units were not
able to perform critjcal tasks in their
primary Military Occupational Specialty
(MOS). This lack of competency on

the part of individuals can quickly
mushroom and destroy a unit's combat
capabliifty. In the process of consi-
dering solutions to this problem,

many other problems were uncovered

that confront commanders, training
managers, and trajners. Some of these
problems were:

SOLPIERS
wHoO TRY IT
BuY IT




TRAINWG PROBLES?

e Insufficient numbers of
qualified NCOs to conduct
the required training.

e Demands on the commander's
time which interferred with
training time,

® Personnel turbulence such
as frequent turnover and low
manning levels.

e Rapidly changing doctrine
which necessitates changes
in training.

e Limited training resources
such as the shortage of time,
personnel, and space to pro-
vide sufficient field-based
training.

A1l of these problems underscored
the need for a system of exportable
training support that would make per-

formance based, high quality instructio

available to field units in an easy to
use format. TEC was conceived as
such a system.

1.1.4 Characteristics of TEC

TEC FEATURES

o SELF-PACING
o LESSON ADMINISTRATIVE INSTRUCTIONS
o DIAGHOSTIC TEST (PRETEST)

¢ VALIDATED CONTENT

o INDIVIDUAL OR GROUP INSTRUCTION

¢ MULTIMEDIA DELIVERY

I-6

TEC trajning materials are
designed to emphasize performance --
what the soldier will do as a result
of the training. The training is
developed and validated to insure
that the soldier will, in fact, be able
to perform the task after the comple-
tion of training. TEC lessons have
incorporated the following features:

e Self-pacing: A soldier
can work through a lesson
individually at his own
pace., He can repeat the
lesson as often as necessary
until he achieves mastery.

“a gl
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- ® Lesson Administrative Instruc- ¥
tions (LA!) are provided with el
each lesson. They provide X
guidance for the trainer on o
how to use the training system i
to ldentify and solve individual o
training deficiencies. !
e Diagnostic test (pretest): fk
This test can be used with ' =)
individuals to determine L
whether they need to study ﬁ
a given lesson, and it can be o
administered by a commander ‘ ‘ﬁ
to his soldiers to assess their |
job proficiency. It is the 2
first step in the management L
of training. 4
“\
e Validated content: During the :
ff development phase, each TEC N
- lesson is tested on soldiers in o
C units to verify that it will L
X teach. N
. e Individual or group instruction: e
~ Many of the lessons can be used 3
by as many as ten soldiers at e
once, and all of the lcssons kg
can be used individually. k:
. L.”
o Multimedia delivery: TEC ;f
lessons are currently produced ' )
in a variety of modes (audio- s
visual, audia only, printed Eﬁ
text, and JOb performance aids) "
depending upon which is most <
appropriate for the objectives }f
of a given lesson. :ﬁ
rY
1.1.5 Philosophies of TEC =
. 3 -3
TEC is most effective when the people LEARNING OCCURS VHEN %;
using TEC understand certain philosophical THE LEARNER MAKES %
and scientific assumptions that form the 5
background of this program. Educational f”
psychologists have proven that better o FREQUENT, ACTIVE RESPONSES ‘il
learning usually occurs when the learner
makes frequent, active responses, few e L' ERROR
errors, and receives feedback on his
performance. Furthermore, retention e RECEIVES FEEDBACK
. 1-7
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and transfer of lcarning are
better if the training situation
closely simulates the actual
performance situation, end the
learner has opportunities to
practice what he has learned.
These principles are operating in
the following statements that
characterize the philosophy of
TEC:

e Llearning is a self-activ- A
ity. Numerous studies have

a7
Ty

demonstrated that students R
learn faster, retain longer s
and have a higher motivation ol
when they control their rate =
of progress toward tralning ? 4
goals. r
e Training should overcome X
a performance deficiency. ‘.8
Since the achievement of =
specific performance objec- P
tives is what we are after, g
no training need be undertaken X

if the soldier can already
all the performance objectives
in a satisfactory manner.

e Training is best if it
closely approximates the real
world condition. When the
soldier can relate the tasks
to his real world job require-
ments, he will be more motiva-
ted and will learn better.

e Soldiers learn and retain
more if they participate
in the training rather than
merely being exposed. Lescon
materials providing '"hands on'
training are the most effective.

« » 7 0

Soldiers would rather learn

I than not learn. Most soldiers
strive for competency and
professionalism in their chose:

g

- career. The key is to devise
= a management system to make
- the training materials avai

g able and job relevant.
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1.1.6 Relationship Between TEC |{1

. and Total Army Training. Oy
o

TEC and Total Training. N

The current .concept of Army train- ad

ing is based on the belief that
training should be:

-

v v e
e T4

-

i

e Exportable so that it is

P

available where it is .
needed. ;J

® Performance hased so that ;
soldiers are learning skills 29

i)
A

rather than just knowledge.

e Validated so the training
can be proven effective

(' AR ;-

—~
. 8

Does this summary sound complete
to you? In fact, there is one %
vital element that was left out. It i
is the question of whether the i*
training s worthwhile. For every \
lesson, course, and training guide- :
book we must ask, 'lis it worthwhile?"
The answer to this question is found
by answering a:.companion question
which'is, "Is this a vital, necessary
skii] ip a given soldier's job?"
Every school in the Army has been
required to answer this question
for their proponent military occu-
pational speclalties (MOS). They
have conducted task apalyses in
order to identify the critical
tasks ip each MOS. This task list,
combjned with the training philosophy
form the foundation for the Army's
training program. TEC, along with
the other current tra.nlng support
activities, is built upon this foun-
dation:
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[1
TEC, EPMS, and SOT. TEC is a T
vital training component in indivi- ;}
dual training under the Enlisted -
Personnel Management System (EPMS). 53
This system brings together, for the v
first time, j. b requirements and .
training requirements for each grade w
in each MOS. These requirements are -
identified in the Soldier's Manual, -4
and proficiency is neasured by a -
Skill Qualification Test (SQT). L.
TEC is designed to provide training .}
on critical tasks that are defined S
in the Soldier's Manual and might be )
included in the SQT. }h
The soldier can identify those

tasks for which he needs to achieve
proficiency by reviewing the Soldier's
Manual and taking the appropriate
pretests. He can then use the avail-
able TEC lessons independently, or

in conjunction with on-the-job train-
ing (0JT), to develop the necessary
skills. As a TEC manager, it is
imperative that you help insure that
TEC interlock with the overall
training development effort and that
trainers in units and in the schools
understand this relationship.

TEC and ARTEP. The Army Training

and Evaluation Program (ARTEP) is

aimed more at collective training

evaluation and proficiency, while SQT

7 is aimed at individual training

N evaluation. But it almost goes without
&N saying, well-trained units require
b proficient individuals. Even though
b TEC is designed primarily for individual
o training, it is a valuable tool in
Lfﬁ assessing and improving unit readi-
ot ness. The pretests in TEC lessons
;f. can be quickly and easily administered
e to the appropriate MOS soldiers of an
:.' i
o 1-10
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TEC AND TOTAL ARMY TRAINING

S

-

e s
LB S

=y entire unit to obtain a measure of
proficiency in critjcal tasks.
This wlll indicate to the commander
whether his troops are prepared for
collective training or maneuvers.
|f the troops are not up to stand-
ards on key skills, the necessary
lndnvidual training can be programmed
before collective training begins.
One of the big advantages of TEC
comes into play at this point.
Instead of taking the entire unit
through a series of platform
lessons and field demonstrations
on all of the critical tasks, the
train{ng can be individualized.
Soldiers can be assigned simul-
taneously to different lessons in
accordance with thelr training

needs, What Is more, these lessons ‘; AlNE
are performance-oriented and / NELL TR/ l j D UWT‘

validated. The end result should ﬁ(;\ R
be less time spent in training ” ] SQT‘
.-";;“T b =
]
4

B ) P

z
.

~

PETAREER ) LTI

vwith more effective standardized
training. The bottom line for the J'9lf'5‘
HAVyAL

TEC manager is the same as it was
before with EPMS: TEC lessons

should interlock with the overall j To< 1
training development effort. 'Ié%\\> L lalﬁru‘p. ~—\ (zvssms =V
~

e i

For TEC, together with the other
clements of individual and collec-
tive tranning, is part of the pillars

in the "Greek Temple' j)lustration ”7’ 0 ’
which you see in several TEC publi- TA/}II‘JINF IOH'/LOS&/”H}J
W\f\_’___,___

cations. This illustration captures
the essence of the Army Training
philosophy. it shows the building
block approach and the systematic
interrelatiaonships between philo-
sophy, tasks, methods, and results.

.
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1.1.7 TEC and Proficiency

We have been making many claims
about the benefits of TEC, but what,
you may wonder, is the evidence that
supports these claims. There are,
in general, two types of evidence.

The first is internal; it is the

type of evidence that accumulates

from the "built-in'" process of devel-
oping and validating TEC. The second
type is external, and results from
external agencies, such as the Army
Research 'nstitute for the Behavioral
and Social Sciences, conducting eval-
uvations of TEC. Altogether, the evidence
acquired so far is too massive to
Include in this document, but we can
give you a summary of the types of
evidence, and the general results.

PR I s S

Intennal Evidence. The strongest
internal evidence is obtained during
the validation process. During the
development phase, each lesson is
tried-out on an appropriate number of

- soldiers to determine whether the

f:?é?yr/C(;&fak2/2/?2TZEr lesson teaches what it is supposed to
teach., No lesson is approved for

reproduction and distribution unless
it meets the validation standards
established by the proponent school.
If the tests used in the lesson were
validated, and appropriate sampling
procedures were followed, then the
lesson validation process provides
strong evidence in support of the lesson.
You may be flattered to know that no
other organization in the world that
even approaches the size of the U. S.
Army is using such a systematic, rigor-
ous approach to training development,
Additional anecdotal evidence , although
it is not numerical, is continuously
received from TEC managers, training
commanders, field commanders, and
soldiers who have experienced the

:: effectiveness of TEC. This is also

b important information since the lessons
f: have to be well-received and used before
Li they can be effective.

b,

1-12
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TEC AND PROFICIENCY

i Extennal Evddence. External
evidence has been obtained In re-
search studies conducted by the
Army Research Institute for the
Behavioral and Social Sciences (ARI).
These studles tend to indicate that
TEC is effective and that there are

several benefits to be derlved from s
the program. The data are not complete, ;:
there are several studies underway as o
this. guldebook goes to press, but there b

appear to be five conclusions that can
be drawn from the studies so far

e TEC is effective. When
soldiers use TEC, they
learn from it; they be-
come more proficient
soldiers. Two different
studies by AR| support
this conclusion.

e TEC lessons, when properly
developed and validated,
will do a better job than
conventlonal training.
This conclusion has pre-
liminary support in one ARI
study, and is still being
studied. When TEC is com-
bined with caonventional
training, the results should‘
be even better.

-

o TEC can be made available
where other forms of train-
ing are not. This should
improve overall individual
effectiveness, and a study
is underway to help answer
this question.

o TEC offers standardized,
schoal developed and vali-
dated instruction. This
standardization helps insure
all soldiers will receive
the same high quality in-
struction.

v
.

o VWhen TEC is substjtuted for
conventional tralning,
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training development and
administrative resources can
be used to train in other
areas. (Sore TRADOC schools
are doing this now!)

e TEC has been positively
received by field units and
research components. ARl
personnel report they receive
many volunteered comments in
support of TEC as they conduct
their studies. These comments
indicate when soldiers and
commanders use TEC, they like
it and they think it is effecti

These benefits are important, not
because TEC is trying to compete with
other training alternatives, but
because TEC is trying to fill an
important need in the Army training.
So far, the indicators of TEC's
ability to meet this nced are "thumbs
up'', and this success can be attribute
directly to the motivation, dedicatic
ard capableness of TEC managers such
as yourself,
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TEC AND ATSC b

)
w ).2 ORGANIZATION OF TEC o5
A\
: : : ’.
Many agencies are involved in the r;]
complete TEC process, and it is difficult '
to represent the entire network on paper. By
This section and the following section
describe many of these relationships. TRADOC | ITRAINING DEVELOP-
After you have studied these sections, SCHOOLS| [MENTS INSTITUTE
and the portions of the manual deal-
ing with the TEC development process, ‘

and have obtained same experience,
you will become familiar with the

entire process. Your understanding ) .
will grow most rapidly if you will U; §- AF“Y MATERTEL
reread these sections from time to —{DEVELOPHENT ﬂ””.
time as you become familiar with the READINESS COMMAND ;
various agencies involved. e
T
g
1.2.1. Organization of TEC at ATSC | ‘&
PROJECT MANAGER FOR COMBAT ARMS hfq
Center (ATSC) was established under ny

the Tralning and Doctrine Command
(TRADOC) at Fort Eustis, Virginia,
on | July 1976. lts purpose was to B
harness the management of training L_ PROJECT NANAGER FOR
support activities previously AR“Y_TACTICAL DATA
scattered throughout TRADOC. |Its SYSTEMS
stated mission required ATSC to
provide centralized management
of training suppart activities
for individual and collective

UNITS e

- .t
n. "‘"‘." ".Lvi.' .

j training for Active Army and =
o Reserve Component forces. et
L ¥
4 The responsibility stil) &
( lies with the schools to develop

E courseware since that is where EXPORTAPLE

- the subject matter experts are JRAINITG

b\ located, and that is where analysis

. and identificatlon of training

& nceds occur. ATSC provides the

L interface with other units (see i ;

o illustration) that is necessary _—— . -

- ACTIVE FORETGH RESERVE

- ARIY MILITARY COMPONENT

K SALES

|

t: B

F
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in the process of developing and
distributing exportable trainijng
materials.

Operationally, ATSC is organ-
ized with a small staff, and six
functional directurates. These
directorates, one of which is Train-
ing Programs bictorate (TPD) have
the primary operational role in
expoitable ftraining support materials.
TPD manages the programs involving
the transmission of training via
selected media. Included in this
area are:

® Army Training Literature
Program -- encompasses Soldier's
Manuals, Field Manuals, How to
Fight Manuals, and Training
Circulars.

e Training Extension Course (TEC) --
the system of self-paced vali-
dated instruction utilizing a
variety of media to be used in
individual or small group instruc-
tion.

e Television/Motion Picture Program --
production and distribution of
over 4,000 subjects, usually
in 3/4-inch tape format.

ATECP In particular, TEC is managed
l by a division of TPD, the Army
Training Extension Course Program
(ATECP). ATECP comprises the
four subdivisions shown in the
wiring diagram.
SUPPORT FIELD PRODUCT TEC '
DIVISION] |IMPLEMEN-] |[DISTRI- DEVELOP-
" TATION BUTION MENT
DIVISION DIVISION| {DIVISION
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1.2.2. Organization of TEC within the Schools

There is a great variety in the
way TEC units are organized at the var-
ious schoals. This statement will
come as po surprise to the exper-
ienced TEC manager, but it may be
helpful to the newly assigned manager
to reallze that this diversity exists.
Therefore, the purpose of this section
is simply to descrihe the extent to
which schools do differ In the way
they have organized TEC. In some
schools, such as the Judge Advacate
General's School, TEC is developed
on a limjted basis. The TEC manager
has .other responsibilities besides
TEC. Inp other schoals, such as
Infantry or Armor, the TEC staff is
large with a requirement for ten or
more personnel. It is normally the
case that the TEC Branch is located
in the Course Development Division,
but it may be In some other divis-
ion such as Training and Literature.
The TEC Branches also differ in terms
of the degree of centralization.

Some schools have a centrallzed TEC
Branch which is a separate entity,
and for which they provide resources.
In a few schools, TEC Is decentral-
ized In that it i< not singled out
as a separate administrative entity.
In these schools TEC is handled con-
currently with other training
development  responsibilities.

The point being made here is
that there are a variety of means by
which the goals of TEC are accomp-
lished. The important thing is for
you to became as knowledgcable as you
can of the responsibilities facing you,
of the different means of accomplishing
those goals that have been discovered
at other schools, and to utilize that
knowledge in the most effective way
possihle at your school.
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RESPONSIBILITIES Ta TONTRAUIS

1.3 RELATIONSHIPS BETWEEN THE SCHOOLS

COVTRACToE

-

SCHOOL RESPONSIBILITIES

o SPECIFY REQUIREMENTS
e PROVIDE GFM

¢ REVIEW FOR TECHWICAL AlD
DOCTRINAL ACCURACY

PM TRADE, NTEC, AND THE CONTRACTOR

During a complete cycle of a TEC
contract development, you will inter-
act with representatives of all these
agencies. In a general way, each of
these agencies has a defined responsi-
bility. However, the lines of communi-
cation and specific responsibilities
do not stay the same. They change during
different pnases of the contract develop-
ment. Accordingly, Section 1.3.1 ex-
plains the general responsibilities of
each upit in order to clarify the purpose
for each. Then Section 1.3.2 illustrates
appropriate lines of communication for
each phase of the contract.

1.3.1 General Areas of Responsibility
in TEC Contracts

The Schoof. Before a TEC contract
is written, each school to be included
in the contract is asked to formulate
a set of requirements for major sub-
ject areas to be covered and the number
of instructional packages (kits) to be
developed. These requirements are based
on the school's needs and the guide-
lines provided by ATSC/TPu. After the
requirements have been approved, the
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school will prepare government
furnished materials (GFM) for the

contractor. These will be presented e

to the contractor when the contract Ly

is awarded, normally in incremental !_,
deliverles. After the contractor :;:
begins to develop the lessons, the nji
school will review them at specified :tz
times with respect to technical and 1:
doctrinal accuracy. The school will e
also monltor the trial and validation 0.
process, and approve the 8mm answer .ﬂ

print, proofs of camera ready copy,
or answer print audio tape before
the mass reproduction phase begins.

TR0

L
5 1 )

ATSC/TPD. The U.S. Army Train- ATSC/TPD RESPONSIBILITIES
ing Support Center, Training Programs
Directorate (ATSC/TPD) is responsible
for estahiishing priorities for the
overall TEC program. This includes

long range plans for the rate of TEC o ESTABLISH PRIORITIES

lessons, and the role to be played by -9«1
TEC in the total Army training progran. e PROVIDE FUNDING SUPPORT i
AR

ATSC/TPD provides several serv- o COORDINATE REQUIREMENTS s

ices to the various schools partici- :5?1
pating in the program. They work o SUPERVISE OVERALL TEC ®
with TRADOC DCSRM (Deputy Chief of PROGRAH snj
Staff Respurce Mapagement) in pro- Py
viding the funding far the contract, e PROVIDE IMNTERFACE BETHEEN :

and for each school's TEC-related SCHOOLS AND PM TRADE
administrative expenses (minus civilian
salaries), They also participate with
the schools in the planning and pro-
gramning of lessons for development.
Prior to the contract preparation
phase, the ATSC/TPD project officer
(P0) assigned to the fiscal year
program will coordinate the prepar-
ation of contractual requirements.
These requirements wlll be forwarded

to Project Manager for Training

Devices (PM TRADE) for preparation

of a contractual package that ad-

heres to the user requirements.

After the contract has been awarded,
the ATSC/TPD PO wili monitor the

process and help solve problems
as they agccur at all schools covered
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TE

the school's point of contact (POC) for
all problems related to TEC. At various

times during the life of the contract, :g
you will be communicating directly with

the Contracting Officer's Technical =1
Respresentative (COTR), if one has been b4
assigned. This person is assjgned by the -]

Government (PM TRADE or the Maval
Training Equipment Center - NVEC) to
supervise the contractor, and to repre-
sent the Government's interests. In
addition, you may have occasion to com-
municate directly with the contractor's
on site representative, if one has been
designated, the acquisitions director
(AD) from PM TRADE, and the NTEC Project
Engineer (PE). These contacts have

been established as part of the standard
operating procedures for TEC lesson
development and reproduction. But,
anytime there is a problem, or you have
a question about the TEC program, you
should contact your ATSC/TPD PO first.

It is ATSC/TPD's responsibility to 7
provide the interface between the schools )
and PM TRADE or NTEC. R

PM TRADE. The Project Manager for 'l
Training Devices (PM TRADE) ass gns an

acquisition director (AD) to a given TEC
contract who directs and supervises all
contractual actions, development, and

D |
el s

reproduction based on requirements and
PM TRADE RESPONSIBILITIES priorities established and directed by
ATSC/TPD. The AD will take the require-
o SUPERVISE PROCUREMENT ments presented by ATSC/TPD and incorporate
the requ;rements in the prescribed
e PROVIDE COTR IF REQUIRED government contracting format. Following
' this, the procurement process will be
o SUPERVISE CONTRACT accomplished. After the contractor has
been selected, PM TRARE will, in selected
o PROVIDE INTERFACE BETHWEEN cases, assign a COTR who will reside at
ATSC, NTEC, AND CONTRAUTOR the contractor's place of work. This
) COTR will monitor and facilitate the

orderly progress of the contract during
the development phase. This COTR serves
as a direct point of contact bclueen

the schonal and the contractor.

The overall management and super-

vision of the contractual obligation is
the responsibility of the PM TRADE AD.

1-20
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This AD monitors contract performance,
and direczts and coordinates the develop-
ment and irnplementation of remedial
actions when contractual problems are
identified. Qrdinarily, this person
does nat communicate directly with the
schools, as may the PM TRADE COTR, but
serves as the interface between ATSC/TPD,
PM TRADE, NTEC, and the contractor.

NTEC. The Naval Training Equipment

Center (NTEC) provides experts to

PM TRADE during the pre-award phase to NTEC RESPONSIRILITIES

evaluate the requirements and terms of

the coptract with respect to their e PROVIDE AUDIO VISUAL
feasibjlity and various legal issues. EXPERTISE TO PM TRADE AND
A Project Englnecer (PE) is assigned to THE SCHOOLS

the contract to pravide technical

expertise in audiovisual engineering e PROVIDE REPRODUCTION COTR
and to @ssist in cast and schedule

controls, and subsequent validation of e JUDGE TECHNICAL QUALITY
contract data [n coordination with OF LESSONS

Defense Contract Administrative Services

(DCAS), In addition, a COTR.is placed by
NTEC with the reproduction contractor.
This COTR monitors progress during the
reproduction phase, checks on the
technical quality of audio and visual
material, and serves as an interface
between the school and the reproduction

. contractor.
b : |
:3 Contracton. The contractor will

- analyze the GFM, and recommend, subject

- to appraoval by the school, the media

& to be used for a given lesson. However,

) the school has the final authority CONTRACTOR RESPONSIBILITIES
r on media selection. The contractor will

E} develop the required lessons in. e ANALYSIS

" * accordance with the development model

1 approved for each contract. The lessons e !ICDIA SELECTION
F will be submitted to the school for

§ review at designated junctures. The e LESSON DEVELOPMENT
7 contractor will validate the lessons

: under the supervision of school represent- e VALIDATION

b atives. Following validation, the

< lessons will be prepared in final form e REPRODUCTION

Fi for reproduction. The development o

* contractor normally accompl ishes

i reproduction as well as lesson develop-

b ment. |p some cases, however, the

| lessons are sent to a separate reprod-
« uction contractor.
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1.3.2 Lines of Communication

ol
. Prne-Awand Phase. While the contract o
PRE-AWARD PHASE is being written, your point of contact .J
CONMUNICAT IONS* (POC) for all TEC related matters is ikl
your PO at ATSC/TPD. The PO will coord- )
inate requirements, communicate with 3
lSCHOOL] PH TRADE, and participate in the con- )

tractor selection process. The Pt TRADE

representative will communicate with

[ATSQ/ PD PO NTEC, and manage the contract preparation pud
, and negotiation phase. »

PM TRADE

NTEC PE & . .
CONTRACTING ’ P
£

BIODING +il
CONTRACTORS oy
s

L

DEVELOPMENT PHAS Development Phase. Your primary POC "o
COMMUNIC§¥IONS* ¥ is still your ATSC/TPG PO. This PO should -}i
: be contacted in the event of questions o]
or problens related to the contract. 3
[SCHOOLS] Two additional POCs you may encounter Lo
during this phase are the contractor's g 4

on site representative at your school, and %

CONTRACTOR'S ATSC PM TRADE's COTR at the contractor's et

ON SITE REP PO place of business. Communications con-

cerning the routine development procedures
should be directed to these persons.

| P TRADE COTR }— PM TRADE However, in the event of problems, you

AD should first contact your ATSC/TPD PO.
This PO will contact the PM TRADE AD as
necessary to follow-up on the problem.

[CONTRACTOR] [NTEC PE]

p [ e mrae o
- 1 ANSWER PRINT PREPARATION |
=

[ | LNFEC COTR |
& | |
P I
3 | [REPRUDUCTION |
%: l,,CQHTRACTOS_ ]
k.

*These diagrams illustrate, in a simplified way, the changes in lines of
communication during each phase of the contract. They do not illustrate all
possible commnunications that might occur during a contract.
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Reproduction Phase. The procedures REPRODUCTI0N PHASE £
here are essentially the same as during the COMMUNICATIONS* s
development phase. The difference is that, -
in some cases, you will now be in comnmuni- i
cation with an NTEC PE. As before, the SCHOOLS }— ..
COTR should be contacted at once in case YL
of problems. X

[ATSC/TPD PO )

[ PYY TRADE AD ]

[HTEC COTR }—[NiTEC PE ]

REPRODUCTION
CONTRACTOR

‘s

=

F

¢

~l

rl

2

[ “Refer to previous foot note, 1-23
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1.4 RESPONSIBILITIES AND TRAINING
OPPORTUNITIES FOR TEC DEVELOPMENT MANAGERS

There is no simple way to present
a list of responsibilities and guide-
lines for a TEC Development Manager.
There are several reasons for this:

e Differences in contractual
requirements

e Differences in working conditions

e Differences in personal style

e Differences in preparation for
project management responsibilities

Despite these differences, the goal
in this section of the Guidebook is to
TEC DEVELOPMENT MANAGERS provide guidance, especially for the
’ newly assigned TEC Development Hanager,
¢ RESPONSIBILITIES with respect to his or her responsibi-
litiecs. This section will also
e PROJECT MANAGEMENT introduce you to some of the general
characteristics of project manage-

o TRAINING OPPORTURITIES ment, and suggest methods for you to
obtain additional information and
training relevant to your responsibilities.

1.4.1 TEC Development Manager Res ponS|b|l|1

Divesrsity of Responsdbilities. The
responsibilities assigned to a TEC manager
are defined, to a large extent, by the
contract. But, a limitation to the
contract as a source of a "job description"

R’ is that it describes the ends byt not
i+ the means. It tells you what yau

o must accomplish, but not always how to
@ accomplish it. A complete job descrip-

tion, or menagement guidebook, should

o describe how to accomplish the task.

,! But, in the case of the TEC manager,

{b there is still another complication.

L There Is, as previously indicated,

FQ great diversity among the schools as to
N the ways TEC is developcd. Some schools
3 work entirely on contract, others do some

°
- ’-‘mmm mmmmﬁ,&ﬁpﬁwmwmug m‘a‘tm. NPT o
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5
%) in-house development. Because of ' ﬁ]
these, and other, differences in >
working conditions, it is important s
for the TEC manager to become competent &
in the general skills of project manase- -
ment, and to dlscover or utilize the i
most appropriate means to accomplish -
the goals in a given school. This 5
sectiaon contains an cverview of same of ;{
the responsibilities related to cantract il
management, and the next section (}.4.2) s
descripes some of the general character- i

istics of prpject management.

General Categonies of Respondibilities. %,
One category of responsibility is {
derived directly from the contracting
process. Since these change from contract >
to contract, and can be derived s

directly from the contracts, they will =
not be presented in detail here. However, ,
for purposes of orientation, we will v

summarfze the types of responsibilities
assaoclated with contract obligations.
They fall roughly into three categories: CONTRACT RESPONSIBILITIES
definition of requirements, preparation
of government furnished material

(GFM) , and supervision of contractar's

work. The first category includes e DEFINITION OF REQUIREMENTS
the work that goes into preparing the

request for propospl (RFP) which, o PREPARATION OF GOVERMMENT
eventual)y, will become the contract. FURMISIED MATERIAL (GFM)
Each school to be included in the '
contract works with ATSC/TPP to define o SUPERVISION OF CONTRACTOR'S
what their requirements will be for the WORK

contract, Criteria varies'from fiscal
year (FY) to FY for selecting subject
mater lal, but support of EPNS can be
expected to always be a major consider-
ation, Once subject material and kits
have been determined, you then move

into the second category of responsi-
bilities: preparation of GFM. As

soon as the contract has been awarded, and
the coptractor js ready to begin

work, you must be prepared to give him
al) of the back-up material he will need
in order to be able to do his job. After
turning this material over to him, you
then enter your third phase of responsi-
bilities: supervision af cantractor's
work. It is this phase

1-25
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of your responsibilities that is

usually spelled out in detail in the
contract. Sometimes your supervision will
be indirect in that you will be critically
evaluating cecisions (e.g., media
selection recommendations) and products
that are presented to you by the.
contractor. At other times, your
supervisjon will be direct as when you
oversee tine contractor's procedures :
while he conducts validation studies

of the lessons. But, in all cases,

it is important for you to remember that
in conjunction with your subject matter
experts (SME) and higher level staff,

it is your responsibility to make
judgments on the technical and doct-
rinal accuracy of the contractor's
product. Assurance that the kit

meets contractual specifications rests
with ATSC/TPD, P! TRADE, and NTEC.

Rate-o0f Progress Resnonsdlbilitiu.
This could have been included in the
general categories of responsibilities,
but jt is so important that it deserves
special attention. The TEC program
is young, it has grown rapidly, and
it has, predictably, encountered sone
log jams. Both the contractors and the
Army have had to slip their production
and review schedules, and there have
been delays in reproduction and
distribution. B8ut, the time of
talerance for these delays is past.
These log jams have to be prevented,
and TEC has to be kept on schedule. To
emphasize the inportance of keeping TEC
on track, TEC is a major area of interest
in the commandant's installation
contract. TEC products are accounted for
and reported quarterly to the commander
of TRADOC. Unless TEC can demonstrate
both that its products are effective,
and that its products are being
produced and fielded in an acceptable
length of time, the entire program will
be jeopardized. Since several studies
have demonstrated the effectiveness of
TEC, that leaves us with the second
problem as the major issue. The Army
must always meet its schedule of
deliverables and reviews. Only in this
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MANAGER RESPONSTBILITIES 1'5']‘

1 L.
i way can the Army then take a firmer }ﬁ
= line, if necessary, with contractars who N\
persistently have trouble meeting dead- ti
lines. Needless to say, the primary &
responsibility for meetling the time schedules iﬁ
falls upon you since there are many school .{@
reviews |n the development cycle. Only o
with your effective management can TEC .
stay on track! -4
Sample Job Description. The following ij
example, which is a composite based upon }}ﬂ
samples received fron the Transportation E{{
School and the Quartermaster School, ,}}
describes the responsibijiities of a TEC <]
Development Manager (Branch Chief), TEC st
Project Officer at the school, educational >
specialist, and writer-editor (not to be 4
confused with SHE's). This example '
illustrates the diversity of responsib- (]
ilities relevant to achieving the ob- y
jectives aof TEC, This example is not
suggested as a model for all schools.
For example, it
does not |nclude responsibilities for
in-house develapment, which would he 1
_ included at some schaols. Furthermore, -
some schogls do pot have staffs which : o7
are large enough to allow thls breakdown of !;
job descriptions. In those cases, many oE
of these tasks would be the sole .
responpsibllity of the TEC manager, or by
distributed in a different manner among o
two or three people. ' .
e
&
q
E
P
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- MANAGER RESPONSIBILITIES

L~ JOB DESCRIPTIONS - EXAMPLES

“ Peojoct 0(fjcer

(1) Frovides dircet tupcrvision gq developzene Of TEC Jessmns ’
i imid, v €35093 Vithln o specqlye mos/

(2) Pliccely
€XpEren wo

fvises the effarry of ch
thied on ey °0% for which he
(1) Courding ee

TEC BUPPOTL vrftary an,

d subjece (214 73
is Tesponslhle,

ad atieads Individyal 4d growy Trialy,
ey (4) Coordirates ¢leocton Yevlow, annocat fon sud debiver
PR f .nn.;u I N » Mud deliver, of governreny futa{shed

: ‘ (5) Superviges ¥toparation of the Coutdinacgon sad Contpa-g Sadusty Sheetrs.
L )
i fnsuscs thae 244 lesgon developaent (b h 1
; 4 o Poent (both cchaol gng coatractor effores) teastng
L
L_: (7 Keeps Chiel, 1£C branch aygr.. of statuy af ta

.
-. 1

tvidual lesson deve lopeent,

M,

(8) Arre: §es fagad g Prescat o delivery of ¢f

(9)  Serves g4 Le

abet of thy Tre Peview Covateeen,

Hrlur-&duo:

(1) Wigh s3510ianse from ghe subject matrer EXPETTS, preparns the Coacdinstfon sad
. Contract Susaary Shecry.
-
C () With sstspsce 1103 the subject mateer eXPerss, enllects, revicus, and aanotates
# 8overazenr furnjehed Raterial tor the tontescror,

() s tn tevle-irg contractor developed rateris’ vithin the TEC Braach,

G Alslviy the Project Offgece fn walntalnleg cost data.
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1.4.2 Geperal Project Management Characteristics ;{1

&
Management Versus Leadership. gfﬁ
w00 often in the military, industry, and =y

educatfon, it is assumed that bccause an 1
individual has leadershlp skills and
training, he or she is prepared to

v,

assume the responsibilities of project !
management. Although similarities exist, o A MAHAGER HAS TO BE A 'Y
there are many aspects of project manage- GOOD LEADER e
ment that require more than leadership. o
Both an understanding of the special e A GOOD LEADER IS NOT 3t
nature of development projects, and the ALUAYS A GOOD MANAGER o
appropriate management techniques are

required. In this section of .the Guide-

book an orientation to the character -
istics and prablems of project management
are pravided. For the newly assigned TEC
manager without previous project manage-
ment experience, this orientation

;. and sone study of the references accompany-

ﬁ: ing thls section, will help you begin to

. function effectively. You should also feel

G free tq call upon your ATSC/TFD PO, and

A experienced colleagues at other TLC

! schools. They will be more than happy to

: 1-29
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PROJECT MANAGERS SHOULD HAVE
e [NTERPERSONAL SKILL

o ORGANIZATIONAL SKILL

o ANALYTICAL SKILL

o TECHNICAL SKILL

1-30
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share their experience with you. As

you work in this assignment, you will
descover that TEC development managers are
enthusiastic and willing to do what

they can to help a colleague as a means
of helping obtain the highest

quality program possible.

What 45 Project Management? Almost
all definitions of project management
inculde or imply the following elements:

The project manager, by working
with people and other resources,
must produce the product, or
other outcomes defined by the
objectives of the project, on
time, according to standards,
and within the allocated budget.

This definition implies certain skills
that are important for a project manager
to possess:

e Interpersonal Skill: To an
increasing degree almost every
expert in management emphasizes
the importance of interpersonal
skills in project management.

Even in-a hierarchical organization
such as the Army, a successful
praject is the result of the
coordinated efforts of many people.
It will always be the case that
some of these people are not in

the hierarchy under the personal
control of the TEC manager. The
successful TEC manager is able to
enlist the assistance of people
whose expertise or ‘resources are
needed, even when there is no
immediate obvious payoff for those
people. Even when key people are
in the command of the TEC manager,
projects will not make satisfactory
progress unless these people are
motivated and productive.

e Organizational Skill: The successful
TEC manager is able to maintain a
vision that Is Yarger than his



immediate area of rcsponsibility.
The best project managers, in
industry and education as well as
the miliatary, are able to concep-
tyalize the '"big picture,' and have
their work fit into it. Having this
perspective helps the project
manager make decisions that are in
the best interest of the project

and the larger organization.

Analytical Skill: Just as the whole
picture is important, so are the
details. The offective project
mapager is able to break the whole
down into pieces, and to have an eye
far the detail that comprises each
of the pieces. A concern for detail
will not, by itself, automatically
result in excellence, but there wil)
be no excellcnce without a concern’
far detail, ihis does not mean that
the TEC manager has to keep personally
in touch with every detail of every
lesson that is being developed, but
it does mean that he can perceive
the detaijl when need be. And It
means that he Instills this concern
in his personnel.

Technical Skill: Knowledge of the
praduct or its contents, and
experience with project management
are both helpful. The TEC manager
should know at least enough about

the content areas so that he can
judge the work of the suchct matter
experts (SMEs) who may'be working on
a project. If he does not have that
knowledge he should make an effort
to acquire it. Similarly, experience
in project management is valpable

for the simple reason that many
unprogrammable decisions have to bL
made. The experienced manager wi'l
be far better equipped to handle many
of the uncertainties associated with
praject management. This, of course,
Jeaves us with the obvicus dilemna

of what does the ineXperienced project
manpger do? The main thing is to
understand that it Is normal to have

1-31



to make decisions in the face of
uncertainty, and to learn as much
as possible from experienced
colleagues.

Characteristics of Project Manage-
ment Vernsus Othen Leadersiap
Asscqnments. Generally speaking, as
a TEC manager, you have, or might,
encounter the following types of leadership
assignments: commander, administrator, or
project manager. The requirements of
each differ in important ways. For [

example, command responsibility requires HK
that you establish policy within your s
sphere of decision making, and that you <ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>