
Description of the organization and its mission:

Located in Phuket, Thailand, Bukit Elephant Park is an elephant sanctuary
that receives visitors from all over the world. As it is committed to the
ethical treatment of elephants, it does not allow guests to ride or bathe the
elephants despite such activities being popular with tourists. These acts
can be physically painful and emotionally traumatizing for elephants.
Instead, the park’s mission is to provide a safe haven for them. In addition,
it aims to provide an educational experience for international visitors.

Description of the the socio-physical context and the overall problem or
improvement/innovation opportunity in that context:

The park is very large and is located in the mountainous jungle. The climate
is tropical and often very hot. The park is not enclosed, so the elephants can
easily leave the property. After guests arrive at the lobby, they have 1-2
kilometers to walk to the elephants.

The park was recently taken over by new owners. Fern, our client, was put
in charge of marketing (which she didn’t study) as a one woman show. In
the park itself, there are nine mahouts (elephant caretakers), who take care
of the park’s eight elephants, and two guides who lead the guests through
the park and explain about the elephants and activities. They deal with a
maximum of 70 guests per day, who are staggered into three main groups
as well as some private group and individual visitations.

There is some difficulty in managing park guests and making sure they
adhere to safety protocol. One reason for this is language barriers. While
most guests speak English, there are some populations that are less
inclined to be proficient in it (i.e., Chinese and Russian tourists). This is
unfortunate not only because they often can’t understand the rules and
expectations but they also can’t understand the stories about the
elephants, leading to a suboptimal park experience. Another issue is that in
Thai culture it is considered rude to be very direct. 

This analysis, conducted by interviewing our subject matter expert (SME), 
 aimed to uncover why training is needed. 

Training Requirements
Analysis (TRA)
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Directly telling someone they are doing something bad is not very
common. In addition, the size of the visitation groups is often much larger
than the available staff. The mahouts and guides cannot use speakers
because of the hearing sensitivity of the elephants. This makes it difficult to
communicate to all guests at once. A final reason that guests don’t follow
safety protocol is because they simply choose not to do so.

Following safety protocol is of tantamount importance because if guests
do something to antagonize the elephants, the park cannot protect them.
As the park is committed to humane treatment of elephants, the mahouts
don’t carry weapons (billhooks) to control them.

Evidence there is a problem: 

Fern, the primary point-of-contact for this project, believes there is a
problem due to past comments from the park's primary employees: tour
guides and mahouts (the elephants’ caretakers). This problem hasn’t been
pervasive enough to cause a major accident with guests; however, Fern
would like to ensure a serious accident does not happen in the future. If
this problem is not addressed, it could affect the primary mission of the
park: to provide a safe environment for elephants while allowing guests to
respectfully observe them. If the problem persists, and a serious accident
were to happen, the park might encounter legal trouble. 

What is happening now in terms of the outcome-level performance: 

For the most part, guests are respecting the elephants (high performers).
There are occasional guests that are considered “low performers” as they
do not listen to the guides and mahouts, and mistreat the elephants. 
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What should be happening in terms of the result-level performance:  

They should not wander too far from the group.
They can touch the elephants but should not hug their trunks, nor
touch their ears or chest.
They should not approach the elephants from behind.
They should not feed the elephants (unless instructed to do so). They
should not carry food in their bags, as the elephants can smell it and
may harass the guests to obtain it (including knocking guests over and
stepping on them).
They should not spend too much time taking pictures with the
elephants (they should not linger behind the group as it moves on).
Before taking a picture with an elephant, guests should inform a
mahout and have the mahout nearby.
They should know the particularities of the individual elephants (e.g.,
where and when they don’t like being touched).
Kids should not scream or make other loud noises (parents should be
mindful of their children’s behavior)
They should not stand too close to elephants when the elephants are
holding leaves (which are big and sharp), as the elephants can use the
leaves to hit guests.

Guests should listen to the instructions of the mahouts and guides at all
times. Some guidelines they will be expected to follow:

Guests who follow the guidelines asked of them by the mahouts and
guides will help to create a safe and harmonious environment.

Guests and mahouts can facilitate this by engaging in best practices
conducive to making guests understand and comply with their guidelines. 
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Current performance gap width between “what is” and “what should be": 

The park is not currently tracking trends in guest behavior nor do they have
a guess about whether the behavior is becoming better or worse. However,
Fern plans to track behavior after guidelines are put on the website.

What is happening now: Generally, guests are respectful and listen to
guides and mahouts. However, a small number of guests are considered
“low performers,” i.e., they don’t follow the rules that are expected of them,
as they disregard safety protocol either ignorantly or purposefully.

What should be happening: The “low performers” should listen and
understand all rules and what is expected of them to create a safe and
harmonious environment for the elephants, themselves, and the other
guests.

Supporting evidence behind the cause of the performance gap (i.e.,
human factors such as lack of knowledge, skills, or attitudes, and/or
individual-, group-, or organization-level environmental factors, such as a
lack of feedback, lack of tools, lack of incentives): 

One factor is language barriers. Some guests don’t speak English well (e.g.,
Chinese, Russians), so they don’t understand the rules. Also, the mahouts
don’t speak English so they cannot communicate rules to the guests
verbally. Except for the lead mahout, the mahouts don’t speak Thai well
either. The mahouts must communicate with the guides to translate any
directions to the guests, which sometimes cannot be done fast enough
after mahouts see improper conduct. The lack of English and Thai ability is
a skill problem that cannot be trained that leads to a knowledge problem
for the guests. They need to learn what is safe or unsafe.

In addition, some guests purposefully ignore rules (attitude problem). This
is especially true for guests who want to take many selfies or make Tiktok
(and other social media) videos with the elephants. It is common for guests
to want to take pictures or videos while feeding the elephants, which can
be dangerous. Guests engage in these types of behaviors because they are
unaware of the consequences of their actions or may weigh their personal
benefits more than the consequences for themselves and the elephants.
The evidence includes observation and testimony from park guides and
mahouts.
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What should be changed in employees/learners (knowledge, skills, or
attitudes): 

Guests need to know how their behavior can adversely affect elephant
behavior and they need to cooperate with park rules to maintain a safe
environment. In some cases, language barriers make it difficult for some
guests to understand what is expected of them. In other cases, guests
show blatant disregard for the rules. Therefore, our learning solutions must
aim to improve the knowledge (how to be safe around the elephants) and
attitudes (encourage fear of consequences and respect for the elephants,
themselves, and others) of park guests. While the lack of proficiency in
English is a skill, it is not one that can be taught to park guests.

We will also explore options of how to increase the knowledge and skills of
the park’s guides and mahouts that will make it easier for them to
communicate with and control foreign guests. We cannot teach the
mahouts English, but we can give them something to help them more
skillfully communicate with park guests nonverbally.

Considering if in addition to, or instead of, providing training for the above
problem or opportunity, if a job aid or other solutions (e.g., support) could
be used: 

We can make a video that clearly outlines and demonstrates
acceptable behaviors that is shown to park guests before they interact
with the elephants.
Posters can be posted that explain rules and proper behavior. These can
include universal and easily understandable symbols (such as a circle
with a line through it over a picture, to signify prohibited behavior).
We can provide job aids to mahouts in the form of color coded cards
(for example, red and green cards) that signify good and bad behaviors.
When a mahout raises a red card toward a guest, the guest will know
they are engaged in dangerous behavior.
We can create Pokémon style cards for the elephants so that their
personalities, needs, and dislikes can be differentiated. Then guests will
know how to interact with each individual elephant. These can either be
physical cards or digital cards that are accessed via a QR code.
We can write a script for guides to help them better communicate with
guests and we can provide simple English phrases to mahouts for the
same purpose.
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The training program to be designed and the primary type of learning
(knowledge, skills, or attitudes):

Learning solutions targeted at guests should be designed for knowledge
and attitudes. Park guests should be aware of their surroundings, how to
treat the elephants, and the dangers of not following proper conduct. With
that said, some people don’t care. They need an attitude adjustment. They
should be encouraged to fear the consequences of their actions and to
respect and care for themselves, the elephants, other guests, and the park’s
mission and livelihood.

Learning solutions targeted at mahouts should be designed for knowledge
(useful English phrases) and skills (nonverbal communication methods to
inform guests of whatever is needed).

Learner and
Environmental Analysis
(LEA)
This analysis, conducted by interviewing our subject matter expert (SME),
analyzes the characteristics of target learners who will use the instruction and
the learning/ work environment where they will use the information they
learned. 

How data will be collected about the learners and from whom data will be
collected from:

We have already collected information about guest behaviors from
interviews with our client Fern, who oversees park operations and
marketing of the park, and a park guide (SME). We will proceed to
interview a mahout (SME) to get further understanding of guest behavior.
In addition, we plan to research guest perspectives through social media.
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Description of cognitive characteristics of the learners and their prior
knowledge:

Has sustained attention
Can process information and recognize instruction

Has limited sustained attention
Takes longer to process information, and most pattern recognition
requires attention to non-verbal cues

Combination of sustained and limited attention as it is dependent on
the level of energy required by the parent to care for their child/children
Longer processing time is required when caring for a child, so
multitasking is limited 
May be additional constraints if there is a language barrier

Limited attention
Low interest in recognition of patterns
Language barrier may or may not be a factor.

There are a variety of guests that visit the park. They fall into the following
categories:

The first group: Can communicate in and/or understand English

The second group: There is a language barrier, and/or communication is
very limited.

 
The third group: Families with small children

 The fourth group: Ignore the rules
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What the characteristics and/or any limitations in them mean for
determining what information and techniques/strategies to use in
designing the targeted KSAs:

Information can be presented in writing.
Visuals can complement any writing.

Information needs to be presented with images and other visuals that
are universally understood by most audiences.
Written instructions in another language should be handled by the
park, as it is outside our scope (budget).

Information should be processed quickly. It can be presented as visuals
with limited writing.
Bright colors and cartoon-like images to attract the attention of
children

Bright, attention grabbing signs or images that effectively
communicate danger
Little to no written instruction
Written instruction limited to warning/consequences of actions
Mahouts can interrupt behavior by drawing attention to the job aid we
provide.

The first group: Can communicate in and/or understand English

The second group: There is a language barrier, and/or communication is
very limited.

The third group: Families with small children

The fourth group: Ignore the rules
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They have a general curiosity about elephants and their well being.
They ask guides questions about how to interact with elephants
properly.
They care for the safety of themselves and others.

Some ask many questions and try to communicate as best as possible.
Others do not ask questions and do what they want around the
elephants. For example, they will approach elephants without asking for
permission from a guide or mahout. 

Kids make loud noises.
Some parents do not make sure their children follow park rules.
It is also difficult to tell parents that their kids need to be quiet or need
to behave as it can cause tension and strain relationships with the
mahouts and guides.

They state they understand the safety guidelines but disregard them
for the sake of taking a photo/video with the elephants at inappropriate
times.
They wander away from the group to spend time alone with elephants,
which can be dangerous. 

Guests ages 40+ tend to listen well and are aware and respectful of the
elephants and park staff.

Guests below the age of 40 tend to be less attentive and have an
inclination to disregard park rules and staff.

There are no commonalities/demographic trends among park guests.
Guests are of all ages and nationalities. Park does not keep records of
demographics for park guests; all information listed is testimonial from
Fern and Pui.

The first group - Can communicate and/or understand English

The second group – There is a language barrier, and/or communication is
very limited.

The third group – Families with small children

The fourth group - Ignore the rules
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What the characteristics and/or any limitations in them mean for
determining what information and techniques/strategies to use in
designing the targeted KSAs:

We can present more in-depth information. 
We should give curious learners reasons to be engaged, such as written
material about the elephants that showcase their individual
personalities.
Videos and written material are both appropriate.

Give curious learners reasons to be engaged
Create material that is universal to understand
Present less written material
Present information in short videos or job aids

Create information that captivates younger audiences with images and
videos
Present information that delivers a warning to parents about watching
their children

Avoid using too many words
Deliver a serious warning in a captivating way, using colors to deliver
the importance of the message (yellow/red can be used to convey
danger)
Images or videos

The first group - Can communicate and/or understand English

The second group – There is a language barrier, and/or communication is
very limited.

 
The third group – Families with small children.

The Fourth group - Ignore the rules
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Description of sensory characteristics of the learners: 

Park guests need to be able to see or be accompanied by someone that
can see and can relay information to them. They need to be able to see the
color of signs (yellow/red/green). They need to be able to understand the
images. We should choose images that are as universal as possible. For
example, “sad face,” “happy face,” “angry face,” etc. The shape of job aids
and signs need to be taken into consideration as they can deliver different
meanings.  

Park guests need to be able to hear the elephants' sounds and the
directions of mahouts and guides, as they warn guests of dangers.

What the characteristics and/or any limitations in them mean for
determining what information and techniques/strategies to use in
designing the targeted KSAs:

Information will be difficult to present if the guests cannot see or hear. In
such circumstances, it is the responsibility of the park to accommodate
such guests and attend to their safety. 

Information presented to general guests needs to be placed strategically
throughout the park as to remind guests of safe practices. Information that
the mahouts and park guides present to guests needs to be as universal as
possible. This information, which may be presented as a visual job aid,
needs to be simple, large, and clear enough to be shown to a large group.
Loud noises cannot be used around elephants as they are easily startled
and can cause harm to guests when frightened. 
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Description of affective characteristics of the learners"

Park guests are generally motivated by having close encounters with
wildlife. They want to touch, feel, and bond with the elephants. They want
the elephants to be happy, social, and pleasant with them. 

The majority of park guests do not understand how complex elephants are,
i.e., that they are sensitive to loud noises and that each elephant has a
personality of its own. Just as humans have likes and dislikes, and
expectations of guests that come into our homes, elephants are the same
way. Most park guests do not understand this. Guests do not expect
elephants not to be social with them.

Guests know that at other elephant parks they can ride and bathe the
elephants. Some of them assume that this park will allow them to do the
same. They feel disappointed when they find out that they can’t.

Park guests who strongly believe in the humane treatment of animals tend
to be more open and mindful of the park's safety guidelines and the
directions from guides and mahouts.

What the characteristics and/or any limitations in them mean for
determining what information and techniques/strategies to use in
designing the targeted KSAs:

In extreme instances, guides tell visitors who do not listen that they must
go back to the visitor's center. Park guests that are motivated by close
encounters with elephants should want to follow the rules so that they do
not get sent back there. Pui (a park guide) stated that people tend to stop
acting badly if this happens.

Most park guests pay money to see the elephants up close and do not
want to leave prior to getting that experience. Some guests pay additional
fees for more time with the elephants such as feeding them rice balls.
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Description of socio-cultural characteristics of the learners:

Park guests come from all over the world. While there are many languages
spoken, many of the guests come from Russia and China. 55% of guests
tend to communicate in and/or understand English. 45% of guests are
limited to purely non-verbal communication as they do not understand
English nor Thai.

Most guests respect park staff and rules and are cooperative with the
guides and mahouts.

A small number of guests are unruly and disregard rules. However, there is
no empirical evidence to show a percentage of guests who fall into either
category. This is something that is being worked on by the park.

What the characteristics and/or any limitations in them mean for
determining what information and techniques/strategies to use in
designing the targeted KSAs?

Our focus is to provide as much nonverbal and limited written instruction
as possible. Our goal is to use images and animated videos. This will ensure
that most park guests can understand the information. 

Factors in the learning environment that may affect instruction/training,
and how they may affect instructional design:

The park itself is a factor. It is outside and there are no enclosed structures.
There are only a few open air huts where guests can sit and rest. This
makes it difficult to display job aids. The signs must be strategically placed
where guests can see them and the job aids must draw attention. One of
the job aids we have in mind will have to be carried by the mahouts. We
must be aware of the weight and size of the design so it is comfortable for
the mahouts to carry.

Guests who arrive early have more time to spend at the visitor center. This
gives guests more time to learn about elephants and the safety guidelines.
Guests who walk into the park minutes before the tour starts have little
time to watch videos or read about the elephants and the safety guidelines.
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Foreseen factors in the learning/workplace environment that may
obstruct or facilitate the transfer of newly learned KSAs that have been
accounted for in design of learning materials:  

We are not sure, as we are waiting on interview answers from the mahouts.
We would like their perspective of and insight about guest behaviors and
any suggestions they may have as they are closest to the elephants and
guests on a day to day basis. If we do not get these questions answered, we
already have plenty of information to draw from.
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Learning goal(s) delineated in your training requirements analysis (i.e.,
what the employees/learners need to know or do at the conclusion of the
instruction):

Given that appropriate resources are accessible within the park, guests will
follow all safety protocols at all times.

Given access to easy to use resources, mahouts and guides will be able to
effectively communicate to guests when they are engaged in improper
conduct. 

Task Analysis (TA)

A training requirements analysis has revealed that training is needed.
The goal of training has been identified.

This analysis was conducted due to the assumption that:

This task analysis was conducted by starting from the learning goal(s), which
then initiated the direction and focus of the task analysis. During this phase,
we developed objectives to serve as input for our assessment/measurement
phase.

The primary type of learning using one of the taxonomies:

The learning objective for guests falls into the learning domains of
knowledge and attitudes. Guests need to know the rules (knowledge) and
respect them enough to follow them (attitudes).

The learning objective for mahouts falls into knowledge and skills. Mahouts
need to know English phrases (knowledge) and/or have other skills that
can be used in place of verbal communication.
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The frequency, difficulty, and criticality (F, D, C) of the task implied by each
goal:

Frequency: Always
Difficulty: Easy (inform of safety rules); difficult (target and change
attitudes)
Criticality: High criticality

Frequency: Always
Difficulty: Medium 
Criticality: High criticality

Given that appropriate, easy-to-understand resources are clearly visible
within the park, guests will follow all safety protocols.

Given access to easy-to-use resources, mahouts and guides will be able to
effectively communicate to guests that they are engaged in improper
conduct. 
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Walk with guides to the elephants (prereq: know safety information
from video/posters)
Take photos with elephants (prereq: saw video/posters and listen to
guides)
Feed rice balls with bananas to elephants (prereq: saw video/posters
and listen to guides)

Walk guests to elephants (prereq: know how to effectively
communicate with guests when they are engaged in improper
conduct)
Allow guests to take photos with elephants (prereq: know how to
effectively communicate with guests when they are engaged in
improper conduct)
Allow guests to feed rice balls with bananas to elephants (prereq: know
how to effectively communicate with guests when they are engaged in
improper conduct)

Goal 1: Given that appropriate resources are accessible within the park,
guests will follow all safety protocols at all times.

1.

2.

3.

Goal 2: Given access to easy-to-use resources, mahouts and guides will be
able to effectively communicate to guests when they are engaged in
improper conduct. 

1.

2.

3.

Break down each task into mental/physical steps or components
necessary for the completion of that task; conduct a prerequisite analysis
and specify prior knowledge needed for each step/component:
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Walk with guides to elephants (Given the tour is in progress and guests
have left the lobby [Con.], guests will not wander off from the group
[Beh.] ever [Cri.])
Take pictures with elephants (Given the opportunity to take pictures
with the elephants [Con.], guests will follow all safety protocols with
respect to staying with the group, taking photos with the elephants,
and feeding the elephants [Beh.] at all times [Cri.].) 
Feed rice balls with bananas to elephants (Given the opportunity to
take pictures with the elephants [Con.], guests will follow all safety
protocols with respect to staying with the group, taking photos with the
elephants, and feeding the elephants [Beh.] at all times [Cri.].)

Walk guests to elephants (Given access to easy-to-use resources [Con.],
mahouts and guides will be able to effectively communicate to guests
[Beh.] when they are engaged in improper conduct, with respect to
staying with the group, taking photos with the elephants, and feeding
the elephants [Cri.].)
Allow guests to take photos with elephants (Given access to easy-to-
use resources [Con.], mahouts and guides will be able to effectively
communicate to guests [Beh.] when they are engaged in improper
conduct, with respect to staying with the group, taking photos with the
elephants, and feeding the elephants [Cri.].)
Allow guests to feed rice balls with bananas to elephants (Given access
to easy to use resources [Con.], mahouts and guides will be able to
effectively communicate to guests [Beh.] when they are engaged in
improper conduct, with respect to staying with the group, taking
photos with the elephants, and feeding the elephants [Cri.].)

Goal 1: Given that appropriate resources are accessible within the park,
guests will follow all safety protocols at all times.

1.

2.

3.

 
Goal 2: Given access to easy-to-use resources, mahouts, and guides will be
able to effectively communicate to guests when they are engaged in
improper conduct. 

1.

2.

3.

Performance objective for each step/component (label condition (Con.),
behavior (Beh.) and criteria (Cri.):
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Interview with Fern (the park’s marketing director)
Interview with Pui (a park guide)
Questioned mahouts via email
Reviewed the park’s website
Park resources, such as any available documentation and pictures of
the park
Google reviews
Tik Tok videos, Instagram, and YouTube for guest perspectives and
insights

Description of data sources used for task analysis (e.g., interview,
observations, focus groups, survey, website/document review, etc.):
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Self-paced training using video on the website and structured onsite
training 

An animated video outlining and demonstrating proper and
improper guest behaviors will be created and posted on the park’s
website. In addition, it may be shown to guests upon arrival at the
park and before they interact with the elephants. If the client would
like, they can fund the production of Chinese and Russian subtitles.

Self-paced job aid 
Posters with important safety information will be posted on the
website and in the lobby of the park with clear, easy-to-understand
images. If the client would like, they can fund the production of
Chinese and Russian translations. More contextual information can
be provided on posters placed at each of the “stations” the guests
visit (feeding station, swimming pond, pictures, etc.).

Structured on-the-job training 
Job aids to mahouts in the form of color-coded cards (for example,
red and green cards) that signify good and bad behaviors. When a
mahout raises a red card toward a guest, the guest will know they
are engaged in dangerous behavior. We will provide written
instructions on how to use these cards to Fern and the guides, who
can provide on-the-job training to the mahouts.
We will create a script for guides to help them better communicate
with guests, and simple English phrases will be given to mahouts for
the same purpose.

Self-paced learning 
Pokémon-style cards based on the elephants that provide
information about them. These will teach guests about the
elephants’ personalities, needs, and dislikes. They will help guests
know how to interact with each individual elephant. These can
either be physical cards or digital cards that are accessed via a QR
code.

Determining an appropriate training delivery mode after combining the
information obtained from the Training Requirements Analysis, Learner
and Environmental Analysis, and Task Analysis:

ADAPTED FROM MORRISON, ROSS, AND KEMP (2007); OPWL 537 COURSE
INSTRUCTORS’ HANDBOOK; ROTHWELL ET AL. (2016); SMITH AND RAGAN (2005)
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